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Commanding General
We are the Army’s Home

From the

Building a Culture of Safety

As the organization responsible for build-
ing and sustaining the Army’s Home, 
members of the Installation Management 
Community (IMC) make positive things 
happen every day in every aspect of the in-
stallation business. I tell anyone and every-
one that I’m in awe of what this worldwide 
community accomplishes.

Yet our positive impact is diminished if 
we can’t keep our Soldiers, Civilians and 
Family members from being injured or 
killed in senseless accidents. Despite our 
best efforts to provide a safe and health-
ful living and working environment for 
members of the Army Family, accidents 
continue to occur at a huge cost in medical 
bills, lost productivity and suffering on the 
part of accident victims and their families. 

We have a diligent, committed cadre 
of safety professionals throughout our 
community and at the Army Combat 
Readiness/Safety Center at Fort Rucker. 
They make a difference. They provide 
a wide variety of safety services and re-
sources: accident reports, statistics and re-
search into accident trends; education and 
awareness products; the Army Readiness 
Assessment Program that is now man-
datory for commanders; and tracking 
of occupational health and safety train-
ing. Our automobile safety programs are  

showing enough success that other services 
are looking at them as benchmarks.

Still, accidents remain the leading cause of 
death in the Army. This is why IMCOM 
is committed to establishing a culture 
of safety as set forth in version 2 of the 
Installation Management Campaign Plan, 
released in October. While Safety is ev-
eryone’s responsibility, creating a culture 
of safety is a leadership issue and one of 
leadership’s greatest challenges. No mat-
ter how safe we make our environment, 
leaders can’t watch everyone all the time 
to make sure they observe safety rules and 
avoid risky behaviors. Commanders and 
leaders at all levels have to lead the way in 
changing risky behaviors and empowering 
people to speak up when they observe haz-
ardous conditions or risky behavior.

The safety challenge is not unique to 
IMCOM or to installation management. 
But this command has dual safety respon-
sibilities to the Army:  improving our own 
safety posture, while providing the safety 
support and services Senior Commanders 
and tenant units require to improve  
their safety performance.

We have devoted this issue of the jour-
nal to safety because I know we have  
a tremendous amount of collective experi-
ence, wisdom, and lessons learned (some 
no doubt learned the hard way), relating 
to safety issues. Anyone who has served  
in a leadership capacity has encountered 
and addressed the challenge of minimizing 
or eliminating accidents.

When I called for volunteers to write for 
this issue, I’m pleased to say more than 20 
of our garrison leaders stepped forward 
with ideas and experiences they wanted to 
share. That gives us a tremendous breadth 
of experience to learn from – more than 
we can fit into the print edition. We chose 

the ones we felt provided a good cross-
section of perspectives and lessons learned. 
Because we want to make all those articles 
available to you, we created an electronic 
‘Journal Extra’ on the journal page of the 
IMCOM website to share those articles.

I encourage you to read all the articles we 
collected in support of the safety theme. 
We are fortunate to have a feature ar-
ticle from the Director of Army Safety,  
BG William T. Wolf. Then, we have gar-
rison leaders from around the world dis-
cussing the broad waterfront of safety 
topics. We have articles concerning safety 
programs on growing installations and on 
closing installations. We address the safety 
and occupational health arena, the emer-
gency services context, and hazard control 
and management on worksites. We even 
have an article on what to do as a garrison 
leader when you realize you don’t have a 
functional safety program.

Safety is the one endeavor for which the 
80 percent solution just isn’t good enough. 
The Army’s Home has to be a Home Safe 
Home, and we need 100 percent success to 
achieve that goal. 

Use this issue of the journal as a learning 
tool to keep you thinking about establish-
ing and sustaining your own culture of 
safety in every corner of the Installation 
Management Community.

Lieutenant General Rick Lynch
Commanding General 
U.S. Army Installation 
Management Command

Assistant Chief of Staff 
for Installation Management 

“Defender 6”
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Journal of Installation Management

Standard article structure normally 
proceeds from a thesis statement, to 
three main points of discussion, fol-
lowed by conclusion, recommenda-
tions, and summary. Proposal outlines 
or abstracts are not required, but will 
be considered and feedback provided 
if writers want to test an article idea.

The Journal does not require adherence 
to a particular academic style, but rules 
of good writing always apply. A good 
and widely available reference book 
is The Elements of Style, by Strunk 
and White. For articles with several 
citations, an academic style such as 
the American Psychiatric Association 
(APA) Style or the Chicago Style can 
be helpful in managing references. 
Word processing programs have made 
these citation protocols much more 
user friendly than in the past.

The following stylistic guidance is  
offered to answer the most frequently 
asked questions:

- Military ranks are denoted in the mil-
itary style, i.e. LTC, MG, SGT, etc. 

- Names of people and organizations 
are spelled out on first reference 
with the acronym, if any, in paren-
theses following. Thereafter, people 
are normally referred to by last name 
only—organizations by acronym.

- IMCOM style calls for capitalizing 
Soldier, Civilian and Family, listed 
in that order.

- Senior Commander and Region 
Director are capitalized, garrison 
commander is not.

Although most of the audience is senior 
installation management profession-
als, vocabulary should be accessible to 
a general college-level audience, with 
technical or function-specific language 
used only as necessary and explained 
to the extent practical. The editorial 
staff will edit all manuscripts for gen-
eral rules of good grammar and style. 
Substantive changes will be referred to 
the author for clarification. Editors will 
also consider security and appropriate-
ness when editing manuscripts.

Writers should include a short biog-
raphy that mentions current duty as-
signment, education, and any creden-
tials or experiences that establish the 
writer’s topical authority. Also include 
contact information that allows edito-
rial staff to reach you. We will not pub-
lish contact information.

Accompanying Material
Photographs, charts, and other sup-
porting visuals are encouraged, but 
will often have to be modified or recre-
ated by the designers for reproduction 
quality. Photos must be print qual-
ity—normally 300 DPI or higher. Do 
not embed visuals into the text of an 
article—instead, submit them sepa-
rately, with identifying information 
and relevance to the article.

Clearance
All articles and supporting visuals 
must have any required clearance for 
operational security. Editors will also 
screen for public releasability.

Engage the Audience
Authors wishing to invite discussion 
from community members are wel-
come to reference their articles in posts 
to IMCOM Garrison Commanders’ 
Net, an Army Professional Forum 
established for members of the IM 
Community. Just log in to www.gar-
risoncommand.com and register 
with your CAC or AKO account if 
you’re not already a member  Garrison 
Commanders’ Net is not affiliated 
with the Journal.

Topics and Contributors
The U.S. Army Journal of Installation 
Management is the Army’s print fo-
rum for ideas, experiences, case stud-
ies and opinions relating to the many 
disciplines that pertain to the broad 
area of installation management. Each 
edition will feature articles from a se-
lect group of garrison leaders and oth-
er contributors discussing topics re-
lating to the issue’s designated theme, 
which will ordinarily stem from some 
part of the Installation Management 
Campaign Plan (IMCP). The IMCP 
is available at the IMCOM Web site, 
http://www.imcom.army.mil/hq/. 

Articles will be evaluated for consis-
tency with commander’s intent and 
for topical fit within the theme. All 
submissions are carefully reviewed and 
may be shared with a subject matter 
expert to provide a second opinion as 
to accuracy and relevance. Where ap-
propriate to maintain consistent focus 
and high editorial quality, authors may 
be asked to clarify or expand on some 
aspect of their papers. 

All articles should be titled and des-
ignate the name of the author(s) of 
record, along with a short bio of ap-
proximately 50-60 words.

Length
Articles should be of adequate length 
to engage a reader in a substantial 
exploration of the topic. A good  
average length is about 2,000-3,000 
words, although longer articles are 
acceptable. Articles lacking in depth 
or substance will be returned to  
the writer with suggestions for bring-
ing the work up to standard. If the 
standard is not achieved, the article 
will be excluded.

Manuscript Style

Writing should be clear and concise, 
ideas should be the author’s own, 
and cited material must be prop-
erly accredited. We are looking for a 
scholarly or expository text—not a 
Command Information news story. 

Contributors’ Guide
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Our Army is in the business of sustain-
ing readiness in a global environment 
that is fraught with serious dangers, 
hazards, and threats—both on and 
off the battlefield. If you think about 
it, we have a particularly unique safety 
challenge to meet within the Armed 
Services. We are not only responsible 
and accountable for our Soldiers, but 
we’re also responsible for our Families 
and Civilians. The sheer volume and 
diversity of our community is truly 
immense. We are accountable for our 
workforce while they are at work and 
while they’re at home. Although safety 
is critical for every workforce through-
out every business and industry, no 
other private or public sector group 
confronts the challenges and dangers 
that we do in the Army, as we continue 
our efforts to defend this great nation.

Having spent time working in the 
private sector, I’ve long observed the 
various safety challenges that exist 
throughout industry. These challenges 
are very real and can involve situations 
that are serious and potentially life-
threatening. However, the challenges 
the Army confronts everyday far exceed 
the scope of any other single organiza-
tion. It still amazes me just how large 
and diverse we are, and because of our 
immense size and diversity in person-
nel, in operation, and uniqueness of 

mission, we have extraordinary scope 
in both function and purpose. Simply 
put, the Army and its safety program is 
in a league of its own. 

Undoubtedly, we share similar compli-
ance requirements with other parts of 
the federal government, and we most 
definitely benefit from shared best 
practices and lessons learned from var-
ious other organizations, but the prac-
tical application of safety within the 
Army is entirely unique. This means 
there is no standard safety roadmap 
for success or commercial off-the-shelf 
option that we can apply that would 
be entirely relevant or appropriate  
to our organization. Thus, if we want 
to achieve better safety results, we’re 
going to have to figure out how to  
do it ourselves. And who better to take 
on this challenge than us? We know 
ourselves the best. We know how we 
work, how we operate and what we re-
quire to get the job done. And most 
importantly, we know that Soldiers 
and Families are at the heart of all we 
do. We must establish our own safety 
roadmap for success, and make sure 
we’ve got the right policies and pro-
grams in place that can help us achieve 
significant improvements. 

As Assistant Secretary for Installations, 
Energy and Environment, I have the 

responsibility for policy development, 
outreach, advocacy and oversight of 
Army safety programs. The purpose 
of our efforts is to preserve capabili-
ties and enhance the force by provid-
ing a safe environment for our Army 
Family. Ensuring safety and health is 
a top priority for the Army, and must 
be echoed by all commanders, leaders, 
supervisors and NCOs at every level.  
If you haven’t read the Army Safety and 
Occupational Health (SOH) Strategic 
Plan, I strongly encourage you to take 
the time to do so and better under-
stand your role. The plan communi-
cates the Army leadership’s commit-
ment to the safety and health of our 
Soldiers, Families, and Civilians. It 
also outlines objectives for increasing 
operational and workplace safety and 
health and provides strategic planning 
and direction for Army safety and oc-
cupational health programs. We have 
committed to a culture in which safety 
and occupational health are enablers 
of Army readiness and quality of life.  
The SOH plan sets us on a path to 
achieving that goal. 

Establishing plans, objectives, and reg-
ulations—and enforcing those regula-
tions--will allow us to always be “safety 
ready.” This is no small task! This will 
require training the workforce by inte-
grating effective safety measures into all 

Improving Safety Within the Army Family 
by Hon. Katherine Hammack, Assistant Secretary of the Army, IE&E

Although safety is critical for every workforce throughout every business and industry, 
no other private or public sector group confronts the challenges and dangers that 
we do in the Army, as we continue our efforts to defend this great nation.
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of our programs, processes and actions. 
The efforts to create a safety-conscious 
culture within the Army will surely be 
demanding, particularly for garrison 
commanders and Safety managers, 
but if we do not treat safety as a pri-
ority we fall short on our commitment 
to provide a safe environment for our 
Soldiers, Families and Civilians. Falling 
short on safety is not an option. 

In July 2010, President Obama out-
lined an aggressive plan for the Federal 
government - including the Armed 
Forces - to improve safety performance 
and reduce workplace illness and in-
jury. The “Protecting Our Workers and 
Ensuring Reemployment” (POWER) 
Initiative challenges the Army to reduce 
lost work time rates and find ways to 
further decrease total illness and injury 
case rates, during fiscal years 2011-
2014. President Obama believes that 

many work-related injuries are prevent-
able, and executive agencies should 
do more to improve overall safety and 
health in the workplace. I agree with the 
president and support his efforts to im-
prove safety performance, not only in 
the Armed Forces, but in other federal 
organizations as well. I am pleased that 
the Army has been proactive in this area 
and has already incorporated several  
elements of the president’s guidelines 
into its SOH Plan. 

The Army has always placed a pre-
mium on the health and readiness of 
both our military and Civilian work-
force as a means to ensure readiness, 
productivity, and morale. Tremendous 
progress has been made over the last 
eight years. The Army reduced the 
number of lost Civilian work days 
due to accidents and illness by 40%  
in FY09 compared to the baseline  

established in FY02. 
However, the number 
of Civilian lost work 
days regrettably in-
creased slightly in 
FY10. This increase 
is an early indica-
tion that we must 
do more to reach 
the Secretary of 
Defense’s goal of 
a 75% reduction 
by 2015. New 
and innovative 
approaches are 
paramount to 
improve our 
safety man-
agement sys-
tems. We 
have to start 
employing 

“outside the 

box” thinking so we can better pro-
tect our most cherished assets—our 
Soldiers, Families and Civilians. 

ACHIEVING A HIGHER 
SAFETY STANDARD: 
Focus on VPP and  
CP-12 Programs

There are two existing safety programs 
that commanders can utilize to achieve 
improvements in health and safety per-
formance, the Voluntary Protection 
Program (VPP) and the Army Safety 
and Occupational Health Management 
Career Program 12 (CP-12). 

Voluntary Protection  
Programs (VPP)
One of the ways the Army is working to 
reduce mishaps and improve safety man-
agement system performance involves 
the implementation of the Department 
of Labor’s Voluntary Protection 
Program (VPP) at Army installations 
and operating sites. Administered by 
the Occupational Safety and Health 
Administration (OSHA), the VPP pro-
motes effective worksite-based safety 
and health by comparing existing site 
safety and health management systems 
against “best in class” criteria to iden-
tify and close gaps, thereby improving 
performance. It involves a leadership 
decision to go beyond the minimum re-
quired by Federal law to achieve world-
class performance. The VPP is already 
strongly recommended by Army 
Regulation (AR) 385-10, “the Army 
Safety Program,” to commanders as a 
means to improve safety performance, 
and aligns with Army philosophy, poli-
cy, regulation, and our SOH plan. 

Think of the VPP as a tool in the Army 
safety toolbox that commanders can  
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utilize to help achieve our ultimate 
goal—a reduction in accidents. VPP 
means that commanders, supervisors, 
employees and military members at 
all levels will lead the transition from 
a system managed solely by SOH pro-
fessionals to a continuously improv-
ing, “best-in-class” injury and illness 
prevention system where everyone is 
a stakeholder. All personnel will take 
charge of their own safety and occupa-
tional health issues and, as importantly, 
they will assume SOH responsibility 
for their fellow Soldiers and coworkers. 
Contractors will be held responsible for 
their safety and health program, but 
they will be required to strive toward 
providing their employees safety and 
health protection equal in quality to that 
provided Army employees. Compliance 
alone is not sufficient; the VPP focuses 
on safety and health performance. 

The Secretary of the Army directed  
implementation of the VPP through-
out the Army in March 2006. In ex-
ecuting the VPP, the Army has already 
built on existing SOH management 
systems in creating collaborative part-
nerships among leadership, unions and 
employees, and OSHA. We must be 
diligent in continuing these efforts. As 
VPP principles and key concepts are 
taught across the Army and incorpo-
rated into our work processes, they will 
be used with the Army Operational 
Risk Management (ORM) program 
so that every Soldier will have a fun-
damental safety situational awareness. 
This will produce a cultural change 

across the Army that instills a sense of 
inherent responsibility and account-
ability for recognizing and acting to 
correct unsafe and unhealthy condi-
tions in every situation. 

Organizations outside the Army that 
are the most successful in implement-
ing VPP are those who take advantage 
of the creative capabilities of their  
employees. These same organizations 
that reach “Star” status, the highest 
level OSHA sets for qualified sites, 
experience a significant decrease in 
occupational mishap, illness and in-
cident rates. By conferring “Star” status 
on an organization, OSHA recognizes 
and confirms that the safety and occu-
pational health management system in 
operation at the site has moved beyond 
mere compliance with federal safety and 
occupational health requirements into 
genuine world-class performance. The 
average VPP Star site has injury rates that 
are 52% below their industry average.

While the VPP reflects “best in class” 
performance criteria, the fact is that 
current DoD and Army regulations 
already dictate requirements and per-
formance standards that are compat-
ible with VPP. Commanders and mili-
tary leaders familiar with the benefits 
of implementing VPP criteria support 
implementation because it promotes 
continuous improvement and it is uni-
versally applicable to civilian and mili-
tary safety management systems. 

Army implementation of the VPP  

applies to all Army personnel to  
include active duty, Army Reserve 
Component, and Civilian employees. 
The Army National Guard (ARNG) 
has already developed its own ap-
proach for VPP execution. Union 
participation is a crucial element of 
the VPP, and installations must ensure 
bargaining unit officials are apprised of 
and included in the installation’s VPP 
efforts as early as possible. The VPP 
will apply to the Continental United 
States (CONUS), through use and 
implementation of the OSHA VPP 
criteria. The VPP will also apply to 
Outside the Continental United States 
(OCONUS) but will rely on an Army-
developed assessment system that 
will evaluate and recognize excellence 
through processes internal to the Army. 

The VPP presents the Army with a 
proven methodology to better protect 
its workforce, reduce costs, and improve 
readiness. Managers, employees and 
union representatives have come to rec-
ognize and embrace the VPP as a tool to 
prevent injuries to themselves and their 
co-workers. The VPP has already yield-
ed impressive reductions in workplace 
accident and illness rates at DoD VPP 
locations. According to OSHA, DoD 
VPP Star sites averaged 69% lower in-
cidence rates and 62% lower lost day 
rates than comparable civilian industry. 
Corresponding cost savings due to the 
lower rates range from $73,000 to more 
than $8.8 million, depending upon the 
size of the workforce. 

Think of the VPP as a tool in the Army Safety toolbox that commanders can uti-
lize to help achieve our ultimate goal—a reduction in accidents.
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70%, with associated cost avoidance 
that ranges from $200,000 to as much 
as $900,000 depending upon the instal-
lation. Likewise, 3-year illness/injury 
rates at these same Army VPP sites have 
decreased an average of 29%, with asso-
ciated cost avoidance of $1.45 million.

Army Safety and Occupational 
Health Management Career 
Program 12 (CP-12)
In the current era of persistent conflict, 
the Army has increasingly relied on the 
Civilian workforce to meet our mis-
sion, particularly our safety mission on 
installations. Because of the nature of 
our mission and operations, the Army 
requires safety professionals that not 
only have safety experience, but have 
Army-specific expertise. Under the 
Army Safety and Occupational Health  
Management Career Program 12 (CP-
12), safety professionals are trained 
to advise, administer, supervise and 
perform work to help commanders 
achieve effective safety programs. They 
have a rigorous initial training regimen 

and continue their professional 
development in order to 

maintain their compe-
tency and relevancy. 

AR 690-950, Career Management, 
governs the development, operation 
and administration of the Department 
of the Army (DA) civilian career pro-
grams. There are 25 Army career pro-
grams, which represent approximately 
90,000 DA civilians from the “white 
collar” professional and managerial ca-
reer fields. The various career programs 
are, in functions and responsibilities, the 
rough equivalent of the Army’s officer 
branches. One of these career programs 
can be leveraged as another effective 
tool in the Army Safety toolbox—the 

Army Safety and Occupational Health  
Management Career Program 12 (CP-
12), which focuses on preparing ci-
vilian safety and occupational health 
professionals to tackle challenging as-
signments all over the world (including 
combat operations, humanitarian oper-
ations, contingency operations, peace-
keeping operations, etc). 

All entry level CP-12 interns complete 
a 2-year intern program, which includes 
15 weeks of formal training at the Army 
Combat Readiness/Safety Center, with 
the remaining time spent in specialized 
and on-the-job training. Interns who suc-
cessfully complete the program earn the 
Certified Safety and Health Official desig-
nation from Eastern Kentucky University 
(an approved Occupational Safety and 
Health Administration Training Institute 
Outreach Center). In addition, interns are 
required to pass the Occupational Health 
and Safety Technologist (OHST) na-
tional certification exam. 

Civilian safety and occupational health 
professionals are trained through a se-
ries of challenging assignments all over 
the world, including combat operations, 
humanitarian operations, contingency 
operations, peace-keeping operations, 
etc. While in CP-12, participants are as-
signed to the Army’s combat centers and 
schools and participate in joint exercises 
to gain valuable hands-on experience, 
preparing them more effectively for real 
world situations. They are also exposed 
to safety operations at Army installa-
tions, labs and depots. Participants are 
trained to anticipate and identify hazard-
ous conditions and practices; assess risks; 
develop hazard control designs, meth-
ods, procedures and programs; imple-
ment, administer and advise others in 
hazard control initiatives; and measure, 

…lost work day rates 
have decreased by as much 
as 70%, with associated 
cost avoidance that rang-
es from $200,000 to as 
much as $900,000…

The Army’s direct experience with the 
VPP over the past three years also re-
veals that the benefits of implementing 
the program can pay early dividends 
by protecting the health and safety of 
Soldiers and Civilians, as well as pre-
venting the loss of resources to pay 
unnecessary worker compensation 
costs. As of June 2010, the Army has 
begun implementing the VPP at 49 
sites with a combination of DoD and 
Army funding. At those sites actively 
working toward “Star” recognition by 
OSHA, 3-year annual lost work day 
rates have decreased by as much as 
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audit and evaluate the effectiveness of 
accident prevention programs. 

CP-12 is designed to develop safety 
personnel to assist commanders and 
directors in the protection of the force 
through risk management to achieve 
the mission. It is a proven tool that, 
when utilized, will help us achieve pos-
itive safety results. 

Bottom Line: Become Adaptive 
Whether through a worksite-based 
safety and health management system 
like the VPP, through a safety manage-
ment career program like CP-12, or 
through other programs and processes, 
there are countless ways to achieve im-
provements in safety. Some improve-
ments may seem relatively small, but 
when lives and well-being are at stake, 
even the smallest improvements can be 
extremely meaningful. Commanders 
must ensure that personnel have access 
to safety programs and tools like VPP 
and CP-12. Everyone must be encour-
aged to keep their safety skills current 
and to think “outside the box.” The 
only way we’re going to be successful 
is if we can innovate and adapt to our 
surroundings—that is true in virtually 
every aspect of what we do. When we 
effectively meet today’s safety challeng-
es, we’ll be better prepared to meet the 
challenges that lie ahead. 

While our business is ensuring mis-
sion accomplishment, we’re also in the 
business of ensuring that the mission 
is accomplished in the safest means 

possible, and that our Soldiers are pro-
vided with all the tools in our safety 
tool box. When accidents do occur, 
they directly involve our most cher-
ished assets—Soldiers, our Families 
and Civilians. Safety lapses are not ab-
stract, they are real and personal. 

An effective safety program can liter-
ally mean the difference between life 
and serious injury or death. Although 
we can point to decreases in acciden-
tal incidents and injuries, we still have 
significant work to do to continue to 
reduce the number of accidents, ill-
ness and loss within the Army Family. 
Safety is a force multiplier and, as  
such, safety is everyone’s business. 
Army safe is Army strong.

Ms. Katherine Hammack is the Assistant Secretary of the 
Army for Installations, Energy and Environment, serving 
as the primary advisor to the Secretary and Chief of Staff 
of the Army on all matters related to Installation policy, 
oversight and coordination of energy security and man-
agement. Ms. Hammack has more than 30 years experi-
ence in energy and sustainability advisory services. She 
holds a Bachelors Degree in Mechanical Engineering from 
Oregon State University and an M.B.A. from the University 
of Hartford. She is a founding member of the U.S. Green 
Building Council in Washington, D.C.

Some improvements may seem relatively small, but when 
lives and well-being are at stake, even the smallest 
improvements can be extremely meaningful.
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To outside observers, the concept of a 
“safe” Army may seem counterintui-
tive. After all, the profession of arms 
is an inherently dangerous business, 
and the stereotypical risk-taking mili-
tary personality prevails in popular 
culture through movies, books and 
the Internet. Accident statistics, how-
ever, prove reality is in fact quite dif-
ferent. Our Army is now the safest 
it has perhaps ever been, even in the 
midst of our nation’s longest continu-
ous conflict. The close of fiscal 2010 
marked our fifth consecutive year of 

reductions in fatal on-duty accidents, 
and now our biggest challenge is shift-
ing that momentum to off-duty acci-
dent prevention. Garrison command-
ers are key stakeholders in this effort, 
for they provide safe homes for our 
Soldiers and facilitate the efforts of our 
mission commanders outside theater. 
The most critical aspects of our Army’s 
continuing safety transformation in-
clude culture change that promotes 
risk management as a lifestyle; proac-
tive engagement by leaders, Soldiers, 
Family members and Civilians, begin-

ning with those at home station; and 
rediscovering the “lost art” of garrison 
leadership at the junior leader level.

Safety performance then and now
Throughout the late 1970s and into 
the early 1990s, our Army was in a 
state of extensive transition. Then,  
we were still building our nation’s first 
all-volunteer, peacetime force and 
developing radically new technolo-
gies that would sustain combat power 
through the “next war” and beyond. 
What we did not completely under-
stand, however, was the direct impact 
of Soldier safety on the health and 
strength of our force. The numbers 
are grim: During the 1980s, we lost 
an average of 415 Soldiers every year 
to accidents, and during Operations 

Soldier Safe, Army Strong 
by BG William T. Wolf, Director of Army Safety and 
Commanding General, U.S. Army Combat Readiness/Safety Center
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In the years immediately following the September 11 terrorist attacks and commencement of Operations Enduring Freedom and Iraqi Freedom, 
the Army experienced a spike in accidental fatalities that peaked in fiscal 2005. Since then, the force has largely sustained a downward trend 
that resulted in the lowest accidental fatality rates on record during fiscal 2009 and 2010.
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Desert Shield and Desert Storm, more 
Soldiers died from noncombat causes 
than contact with the enemy.

Looking back on those days, it is  
incredible how our modern Army has 
transformed into not only the world’s 
supreme fighting force, but also its 
safest. Despite nine years of persistent 
conflict, our accidental fatalities have 
fallen near the record-low peacetime 
levels seen during the four years prior to 
Sept. 11, 2001. This is no small accom-
plishment, and our leaders and Soldiers  
in the field deserve credit for keeping 
our accident numbers on an historic 
downward trend throughout fiscal 
2010. The positive effects of engaged 
leadership and Soldiers looking out for 
each other cannot be overstated.

Yet, in many respects, our Army con-

tinues to struggle with both on- and 
off-duty safety challenges. On the 
ground, new and better combat ve-
hicles are constantly being fielded to 
meet the enemy’s rapidly changing 
tactics, but past problems with speed 
and nonuse of seat belts and restraint 
systems, combined with a difficult 
and complex operating environment, 
continue to pose risks for drivers, pas-
sengers and gunners. In the air, famil-
iar issues such as crew coordination, 
complacency and overconfidence, as-
sumption of low risk and poor mission 
planning in areas ranging from power 
management to brownout remain dead-
ly problems, even as the demand for avi-
ation assets has reached an all-time high.

Off duty, the ever-present threats of 
privately owned vehicle accidents and 
other hazards continue to claim more 

Soldiers annually than all accidental 
on-duty losses combined. The vast ma-
jority of our accidental losses each year 
occurs after duty hours, and fiscal 2010 
was no exception. At year’s end, more 
than 70 percent of all accidental Soldier 
deaths occurred off duty, and approxi-
mately 64 percent of that number were 
attributed to privately owned vehicle 
and motorcycle accidents. Indiscipline 
was cited as a primary contributor in 
many of these cases, with excessive 
speed, alcohol and nonuse of either seat 
belts or personal protective equipment 
continuing as the top three factors listed 
in most accident reports.

Soldiers are the centerpiece of our 
Army, and every death has a detrimen-
tal effect on our total force. Unlike 
the Army of 30 years ago, we now 
clearly understand that safety is in-

Organized rides through command-sponsored initiatives like the Motorcycle Mentorship Program provide an excellent opportunity for leaders 
to engage with Soldiers on motorcycle safety. The MMP is designed to foster a safe riding environment in the unit or on the installation by 
pairing novice and experienced riders as “battle buddies” to look out for one another.
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extricably linked to Soldier readiness 
and strength. Everything we do as 
leaders should be for the good of our 
Soldiers—they deserve all our efforts 
to sustain their health and well-being, 
both in theater and at home.

Building a safety culture, one 
unit and Soldier at a time
Within our Army, there is a unique 
culture built upon common core val-
ues and shared historical traditions 
that transcend branch or MOS. But 
when you look at units individually, 
other distinct cultures become appar-
ent. For example, infantry units have 

a culture different from armor units, 
and within aviation, unit culture can 
vary with aircraft type. These diverse 
cultures are a good thing; camaraderie 
is strengthened through shared experi-
ences and mutual understanding.

The remarkable aspect of safety is its 
relevance in any culture. Unfortunately, 
however, safety has often been regarded 
as a regulatory requirement rather than 
a flexible process adapted to a unit’s 
unique needs. Making safety a funda-
mental value that is part of every culture 
will require changing the way we think 
about it, moving from a compliance-

based mindset to one focused on cre-
ativity and active Soldier participation.

How do we go about making this 
transformation? We have learned there 
is no one-size-fits-all “cure” for the 
safety issues we see most often, things 
like seat belt nonuse and speed in pri-
vately owned vehicles. Instead, safety 
programs must be driven by conditions 
on the installation and within the unit 
itself. Leaders can start by identifying 
the strengths, limitations and resources 
of their individual organizations. The 
next step is to take our Army’s existing 
safety programs, messaging and tools 

Privately owned vehicle fatalities continue to comprise the largest share of accidental Soldier deaths annually. Indiscipline issues such as 
speed, nonuse of seat belts and alcohol are the factors most commonly cited in fatal POV accidents.
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and tailor them to the unit’s culture. 
Factors such as average Soldier age, unit 
OPTEMPO, deployment schedules 
and various other factors must be taken 
into account as leaders develop safety 
programs targeted to their unit’s needs.

Even the greatest safety program will 
be ineffective, however, if it is not 
put into practice every day with buy-
in from Soldiers at all levels. Change 
must come from the top and bottom 
simultaneously, with both leaders and 
subordinates participating in the pro-
cess. The end goal is to foster a culture 
where every individual is an active 
owner of his or her personal safety 
and the composite risk management 
process. This step is perhaps the most 
difficult, but it also pays the greatest 
rewards in protecting our Band of 
Brothers and Sisters.

The transformation to a culture that 
embraces safety does not stop at the in-
stallation, unit or Soldier level; on the 
contrary, our Families should be in-
volved in the process as well. Families 
are the source of strength for most of 
our Soldiers, and their inclusion in the 
safety culture is critical to our success. 
Soldiers who are continuously exposed 
to cultures that embrace safety will be 
well equipped to counter any risks they 
face, whether on or off duty.

Eventually, culture becomes part of 
the individual, and that is what we 
want to happen with safety. We want 
our Soldiers to carry safety with them 

wherever they are and whatever they 
are doing, whether it is on duty in the 
combat zone or off duty back home. 
Ultimately, the key to culture change 
is engagement across all levels of com-
mand, among Soldiers and within the 
intimate bonds of Family.

Engagement: A cornerstone in 
the fight against accidents
During the past five years, we have 
found that engagement by three key 
groups—leaders, Soldiers and Family 
members—is the best potential solu-
tion for nearly all our safety issues. The 
most passionate advocates we have 
for Soldier safety are the people who 
actually do our Army’s business every 
day. They are both the owners and 
implementers of our safety programs, 
and substantial reductions in fatal ac-
cidents would not be possible without 
their active involvement. Although 
the individual is ultimately respon-
sible for making the right safety deci-
sions, Family members, friends and of 
course, leaders, should never underes-
timate the impact they have in preserv-
ing and protecting our nation’s most 
precious resource, our Soldiers.

For leaders, safety is a duty and a re-
sponsibility, and it is imperative they 
take an active interest in the lives of 
their junior Soldiers. Engaged leader-
ship means not just talking to Soldiers, 
but actually listening to what they say 
and steering them in a safe direction 
when necessary, both on the job and 
off. Only through direct communica-

tion can leaders identify the high-risk 
behaviors that put their Soldiers in 
the greatest danger. Engaged leader-
ship also means providing a positive 
role model for subordinates, so leaders 
must realize they are not exempt from 
the standard—rather, they are the stan-
dard bearers within their formations.

A fundamental task of engaged lead-
ership is ensuring Soldiers know and 
follow the standard, wherever they 
are and whatever the mission. Tactical 
vehicle operations provide a great ex-
ercise in standard enforcement for 
leaders, from verifying all drivers are 
properly licensed and trained to en-
suring pre-combat inspections and 
safety briefs are performed before each 
and every mission. The same concept 
holds true for off-duty activities, espe-
cially for Soldiers who ride motorcy-
cles. Garrison commanders can make 
a great impact with their motorcycle 
riders by guiding them through the 
licensing and training processes man-
dated by Army policy and encourag-
ing leaders to enroll their units in the 
Motorcycle Mentorship Program.

One of the most valuable aspects of 
leader engagement is firsthand knowl-
edge of the unit’s safety climate. By 
enrolling in the Army Readiness 
Assessment Program, commanders 
can identify shortcomings and haz-
ards within their units and develop 
measures to take corrective action.  
The program consists of an anonymous 
survey administered to all unit mem-

During the past five years, we have found that engagement by three key groups—leaders, 
Soldiers and Family members—is the best potential solution for nearly all our safety issues.
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bers and a one-on-one feedback session 
between the commander and USACR/
Safety Center experts that addresses 
issues revealed through the survey re-
sults. Feedback continues to be over-
whelmingly positive, and our decreased 
accident rates indicate commanders are 
taking the program seriously.

Full engagement means leaders must 
use every tool available to them, and 
one of the most effective weapons com-
manders have in their safety arsenal is 
the highly trained safety professionals 
within their installations and units.  
All Army safety personnel are cre-
dentialed through one of three pro-
grams facilitated by the USACR/
Safety Center—Career Program-12 for 
Civilian professionals, Aviation Safety 
Officer Course for aviators with a 
safety career track, and Ground Safety 
Officer Course for Soldiers assigned 
to safety billets. The CP-12 program 
in particular achieved several impor-
tant milestones during fiscal 2010, in-
cluding recognition and accreditation 
by the American National Standards 
Institute and endorsement from the 
Department of Defense as the service 
leader in safety professionalization. 
Our Army’s uniformed and Civilian 
safety professionals are an indispensi-
ble resource for leaders and Soldiers at 
all levels, both in theater and at home, 
and leaders should tap into their exper-
tise on a continuous basis.

Another option for commanders is the 
Department of Defense’s Voluntary 
Protection Program, an initiative that 
promotes effective worksite-based 
safety and health. The program in-
volves a leadership decision to go 
beyond the minimum required by 
the Occupational Safety and Health 

Administration into world-class safe-
ty performance through cooperative 
relationships between management, 
labor and the Occupational Safety 
and Health Administration (OSHA) 
at workplaces that have implemented 
comprehensive safety and health man-
agement systems. At Army installa-
tions actively working toward OSHA 
“Star” recognition, three-year annual 
lost workday rates have decreased by 
as much as 70 percent, with associ-
ated cost avoidance that varies from 
$200,000 to $900,000. In addition, 
three-year incident rates at Army VPP 
sites have decreased an average of 29 
percent, with associated cost avoidance 
of $1.65 million. The VPP is a great 
opportunity for all installations and 
activities looking to safeguard their 
people and resources.

Obviously, we have placed tremendous 

emphasis on leader engagement and 
Soldier safety during the past few years 
and reaped great results. Yet leaders are 
only one piece of the puzzle; friends 
and Family members play just as large 
a role in influencing Soldier behav-
ior. Since these two groups often have 
more face time with their Soldiers than 
the leaders do, we must reach out and 
teach them how to parlay this influ-
ence into smart lifestyle choices.

For many Soldiers, their closest friends 
are fellow Soldiers. These “battle bud-
dies” are crucial in our fight against ac-
cidental loss because younger Soldiers, 
much like young adults everywhere, 
generally care what their peers think. 
When a friend is telling a Soldier to 
think twice before doing something 
unsafe, chances are the Soldier will 
listen. Therefore, we must contin-
ue our efforts in teaching the entire 
force to make smart decisions so our 
Soldiers reinforce safe behavior among 
their fellow warriors. To help lead-
ers in this task, the USACR/Safety 
Center has partnered with the Better 
Opportunities for Single Soldiers pro-
gram to produce the BOSS Safety 
Factor Kit, which includes an updated 
presentation that takes a humorous 
look at some of today’s most crucial 
off-duty safety issues. The BOSS kit 
provides leaders with a fun way to 
reach their Soldiers while reinforcing 
the basic tenets of off-duty safety, in-
cluding not drinking and driving and 
always buckling up.

Families are perhaps our greatest asset 
in reducing accidents, particularly off 
duty. Spouses especially are nearly un-
challenged in their influence on their 
Soldier partners, and we cannot dis-
regard the influence parents and sib-

At Army installations actively 

working toward OSHA “Star” 

recognition, three-year an-

nual lost workday rates have 

decreased by as much as 70 

percent, with associated cost 

avoidance that varies from 

$200,000 to $900,000. In 

addition, three-year incident 

rates at Army VPP sites have  

decreased an average of 29 

percent, with associated cost 

avoidance of $1.65 million.
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lings have on Soldier decisions. This 
is why tools like the Army’s Family 
Engagement Kit and command in-
volvement in family readiness groups, 
chaplain programs and other Soldier 
and Family initiatives are so impor-
tant. Working together, our leaders in 
the field and our Families at home are 
creating an environment where safety 
is a lifestyle Soldiers take with them 
wherever they go.

Redefining “garrison leadership” 
for junior leaders
Our Soldiers today, especially the 
younger generation, willingly accept 
the responsibilities of modern mili-
tary service even in the face of near-
certain deployment. Nearly every year 
since fiscal 2005, more than 100,000 
new Soldiers have entered our force at 
an average enlistment age of 20 to 21 
years old. This figure means we have 
an immense number of junior leaders 
in our current ranks, a trend that will 
continue for the foreseeable future. 
And, as our force structure evolves 
into the Army Force Generation 
(ARFORGEN) model, these young 
leaders will become more important 
than ever in keeping all our Soldiers 
safe and in the fight.

There is no doubt our junior lead-
ers are doing great things, especially 
in our combat theaters. Their cour-
age, dedication, and hard work have 
helped sustain an unprecedented pace 
of continuous deployments amid con-
stant conflict, and their leadership has 
provided both continuity and reassur-
ance for the Soldiers in their charge. 
As significant as combat operations 
are, however, we cannot forget the 
importance of what happens at home 

station, where the majority of our fatal 
accidents are occurring.

The necessities of war have made gar-
rison leadership a “lost art” for junior 
leaders because they have had minimal 
experience at home station. But to tack-
le accidental losses and other issues fac-
ing our force today, we have to get back 
to the “left of boom” at home—where 
safety truly begins. And to do that, we 
have to help our young leaders under-
stand their responsibilities beyond the 
battlefield and what leading from the 
front means, both on and off duty.

The most important steps junior lead-
ers can take in leading at home seem 
easy enough: taking the time to sit 
down with their Soldiers and Families 
and getting to know them on a personal 
level. Through this one-on-one inter-
action, leaders can identify high-risk 
Soldiers and develop intervention plans 
tailored to the individual’s unique needs 
and interests. To really have an impact 
on Soldier decisions during off-duty 
hours, however, junior leaders must pay 
attention to the little things that matter. 
Even a short welfare call to check in on 
a troubled Soldier can affect his or her 
decisions. It is all about knowing how 
Soldiers think, what they think and 
reinforcing the safety message around 
the clock, every day, in theater and at 
home, on and off duty.

Our young leaders cannot be effective 
without the help of experienced and se-
nior leaders. They need mentorship and 
guidance to successfully mentor and 
guide their own Soldiers. There is no 
doubt our Army is busier than ever, but 
we simply have to find the time to grow 
our junior leaders into the well-round-
ed, professional leadership cadre needed 

to meet the challenges of our new and 
evolving security environment.

Conclusion
Garrison commanders are crucial in 
setting the bar for safety throughout 
our Army. Think about what you can 
do on your installation to cultivate a 
positive safety culture, engage with 
your Soldiers at every level and de-
velop your junior leaders into standard 
bearers for safety both at home and 
abroad. Whether through motorcycle 
training and remedial driver train-
ing or simply setting a safety culture 
across the installation, each and every 
garrison commander has a huge and 
important role to play in safeguarding 
our Soldiers, Families and Civilians. 
Challenges will continue to come our 
way, but with your help, our Army will 
remain always ready.

Army Safe is Army Strong!

BG Bill Wolf is the Director of Army Safety and 
Commanding General, U.S. Army Combat Readiness/
Safety Center. He has served in a variety of command and 
staff positions throughout his career, including his previ-
ous assignment as Chief of Staff, Kosovo Forces, Pristina, 
Kosovo. BG Wolf is a graduate of the United States Military 
Academy, United States Army Command and General 
Staff College and United States Army War College. He 
holds a Master of Science in General Administration from 
Central Michigan University.
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that leadership trumps everything else: 
With leadership, all things are possible 
and without it, nothing is possible. The 
commander sets the standards within 
which unit personnel must operate. 
The degree of importance the com-
mander places on safety will determine 
the emphasis it gets throughout the 
unit. I urge you to start early by pay-
ing attention to the safety brief you re-
ceive from the Commanding General, 
U.S. Army Combat Readiness/Safety 
Center as a part of the pre-command 
course. Make use of the safety tools 
available and ensure they become 
a permanent part of your kit bag. 
“Commanders make the difference in 
Safety - never doubt it.”

Leaders must be totally 

committed to the safety and well-being 
of every Soldier, Civilian employee, and 
Family member they are privileged to 
lead. We all must share this major stew-
ardship role as leaders. It is a 24-hour-a 
-day, 7-day-a-week  requirement and re-
sponsibility. This commitment to safety 
is wide ranging and it requires your at-
tention, imagination, innovation, and 
interest. My sensing is that managing, 
shaping, and creating a safety culture 
is a leadership competency and, more 
importantly, it is a leader responsibility, 
which cannot be left to serendipity or 
delegated to others.

As a first step, I suggest you call in 
your Safety officer and discuss your 
unit’s safety posture. It is important to 
establish a positive relationship with 
your Safety officer as he or she will be 
your eyes and ears and can help you 
focus your accident prevention efforts. 
Then gather all your leaders and share 
with them your safety philosophy. 
Make sure they hear the words from 
your lips. Do not just write it and send 

it through distribution - I guaran-
tee they will not get the message. 
Ensure your message includes 
the fact that “failing to adhere” 
to safety standards will result in 
disciplinary action and if it does 
happen, keep your promise every 
time. A safe unit is a unit that un-

derstands and enforces standards.

Second, ensure that your unit en-
rolls in and completes the Army 
Readiness Assessment Program 

(ARAP). Protecting the force is  

As Director of the Southeast Region, 
Installation Management Command, 
in collaboration with my Region 
Safety Director, we want to share 
some thoughts with garrison com-
manders on the evolution of the 
Army Safety program. Reflecting over 
the past 30 years, which represents  
60 plus years of experience between 
the two of us, we have concluded 
that the three necessary elements to 
having an effective safety program 
are: Command Leadership, Safety 
Commitment, and Constant Focus.

Command Leadership 
Command involvement is the easi-
est element to set in place. You are 
in charge - so make it happen. 
The most important lesson 
I learned over the years is 

Implementing an Effective Safety Program 
by Davis D. Tindoll Jr., Director, IMCOM Southeast Region

… t h e  t h r e e  n e c e s s a r y  e l e m e n t s  t o  h a v i n g  a n  
e f f e c t i v e  s a f e t y  p r o g ra m  a r e :  C o m m a n d  L e a d e r s h i p , 
S a f e t y  C o m m i t m e n t ,  a n d  C o n s t a n t  Fo c u s .
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I wish I had a silver bullet to make this 
easy or a formula to solve the safety 
commitment equation. Unfortunately, 
I don’t. I would recommend  you begin 
seeking opportunities to integrate com-
posite risk management as the founda-
tion of all actions. By ensuring that every 
unit member has a solid understanding 
of composite risk management and can 
apply the principles effectively, you will 
set the environment for safety commit-
ment and, over time, accelerate comple-
tion of the goal: safety commitment.

Constant Focus
During a tour as a commander, you will 
find you have to fix the same problem 
two or three times. You’ll sit in a meet-
ing and find yourself commenting to the 
group; I’ve fixed this particular problem 
once before. The message you should 
get is that you never fix anything perma-
nently. At best, we only fix things tem-
porarily – unless there is a constant safety 
focus by all members of the organization.

While commanders, managers and 
leaders are all individually responsible 
and accountable for safety and well-
being of their personnel, it is not a 
mission that any single individual can 
accomplish alone. It requires a team 
effort. Commanders must take maxi-
mum advantage of the trained safety 
personnel on their staff or obtain as-
sistance from trained safety personnel 
at the Region or IMCOM level. Safety 
is a journey - not a destination. We 
never get to the objective. We never get 
it fixed. If you take your eye off safe-
ty and think that you’re there, it will 
reach up and grab you out of your seat.

Begin with command involvement. 
You should influence that element 
first. Work it hard and it will lead to 

increased safety awareness. Individuals 
will begin to accept responsibility for 
their actions, so keep the pressure on 
and never let up. These elements will 
come together. It may take your entire 
command tour. That’s OK. What is not 
OK is waiting for tomorrow to start or 
worse, putting it in the too hard to do 
box. Make it happen...Today!

At the end of the day, it is about hu-
man dimensions. We are blessed with 
wonderful people. Great organizations 
and leaders create excitement about as-
piring to excellence and demonstrate 
that we value our people by investing 
in Safety Awareness. Invest in leader 
development - in practice it is a daunt-
ing task. So do not let yourself be hos-
tage to the urgent and not to the im-
portant. Everything that is important 
begins and ends with people.

(SE Region Safety Director Emmanuel 
Irvin contributed to this article)
 

Dave Tindoll has served as the Director, Installation 
Management Command, Southeast Region 
since June 2007. Previously, he served as Deputy 
Director of IMCOM’s Korea Region and as the Chief 
of Staff, Southeast Region. Mr. Tindoll served as a 
regular Army officer for 30 years before entering 
civilian service. He earned a Bachelor of Science 
Degree from Eastern Kentucky University and a 
Masters Degree from the Command and General 
Staff College, Fort Leavenworth, Kan. He also at-
tended the School of Advanced Military Studies 
and the Army War College. 

ultimately a commander’s responsi-
bility and his or her individual action  
plan should address methods of cor-
recting any safety shortfalls. The ARAP 
survey gives you a good starting point 
to ensure that plans are implement-
ed to address weak areas identified  
in the ARAP survey.

Safety Commitment
This is a difficult concept to in-
still and ingrain in your command. 
It is the hardest element to achieve. 
Nevertheless, it is something you must 
work on every day. Having observed 
and analyzed many units throughout 
our military and civilian careers, my 
Region Safety Director and I believe 
we discovered the answer to safety 
commitment. Units that demonstrate 
safety commitment accept respon-
sibility for their program and do not 
have accidents. Members of the unit 
have pride of ownership in their safety 
performance. All members of the unit 
are Safety officers. Each has developed 
a safety commitment and the moral 
courage to correct or report hazards be-
fore they result in accidents. To foster 
this, you should ensure that everyone 
in your command understands that 
each member is responsible for safety 
and each has the authority to stop an 
unsafe act or situation.

All leaders, regardless of their level, 
should be committed to the safety 
and well-being of their personnel. Any 
leader who does not feel “the loss” when 
faced with a serious accident probably 
missed the class on commitment. Each 
leader who understands operational 
risks in their organization fully under-
stands that the greatest thing to fear is 
the lack of safety commitment.
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we do nothing we miss out, again, on  
a teachable moment.

Over the course of my nearly 35-year 
career, I have been taught, and have 
come to realize, that we humans learn 
either through repetition or through a 
significant emotional event. As a previ-
ous Basic Combat Training and then 
One Station Unit Training command 
sergeant major, I used to tell all of our 
arriving “trainees” that they will be con-
fronted with that which is non-negotia-
ble; The Army Standard. That in order 
to achieve the standard we (the Army; 
or more specifically, the drill sergeant) 
will employ that thing called discipline 
in one of its various forms, in this case 
our resolute nature, to hold them ac-
countable to the standard. When I got 
that 1,000-meter stare from our “train-
ees” I’d put what I just said in layman’s 
terms. “You’ll be shown what ‘right’ 
looks like every step of the way; you’ll 
be coached in the manner and meth-
ods you must employ to master the 
skill sets you must accrue during your 
tenure with us, and if you don’t do it 
right the first time, you’ll do it again, 
and again, and again, until you do.” 
That, ladies and gentlemen, is one facet 
of solid Army discipline (reminiscent  
of Schofield’s definition). 

So what does what I have elaborated 
on have to do with Army Safety? It’s 
the manner and method we must em-

ploy as we go about our business every 
day of the week. Sure, it’s burdensome; 
sure it’s debilitating by its nature. But 
ultimately, if we sergeants don’t exhibit 
the energy to teach requisite with the 
insight we amass to see the issue(s), 
we’re again missing out on teachable 
moments, and I’m not talking about 
our education. I’m talking about those 
youth who will one day take our place.

So there I was, driving to the head-
quarters of the 2nd Brigade Combat 
Team of the First Cavalry Division one 
morning in my 1983 Jeep CJ7. During 
my drive west on Turkey Run Road I 
witnessed an M88 Recovery Vehicle 
driving in the opposite direction on an 
adjacent tank trail. Both the TC and 
Driver were wearing nothing more 
than a patrol cap and the vehicle speed 
(I estimate) approached 40 MPH. I 
saw no bumper number (given the 
speed and the dust), and had no idea 
what unit the vehicle was assigned to. 
I could have merely driven on and 
reported the incident to the Division 
CSM on email later that morning. 
What I did was stop my Jeep, cleared 
oncoming traffic, turned around, and 
caught the vehicle (they were about to 
climb a steep grade) at the next cross-
ing. I stopped the vehicle and yes, gave 
the TC and then both the TC and 
the driver a stern reprimand (you can 
fill in the blanks) and got the contact 

How many times has this happened 
to you? You’re sitting in the passenger 
seat of a vehicle (it could be a personal 
vehicle or an official business vehicle) 
and the driver, or another occupant 
points out an unsafe, undisciplined, or 
poorly executed act or task being per-
formed by an individual or group that 
comes into view. Yet your companion, 
the driver, continues on his or her way 
without action or comment. 

Or, how many times have you been re-
viewing email when a shotgun blast akin 
to this arrives in your inbox; “I don’t 
know who it was (or what unit it was) 
but I saw this occurring and we need to 
tighten up,” or words to that effect. 

And finally, have you ever been witness 
to substandard performance or dan-
gerous action that outraged you—but 
you merely kept driving or deleted the 
email? If you have, you missed out on 
a teachable moment.

I’ve listened to all manner of self- 
proclaimed “good Army leaders” point 
out all manner of shortcomings they 
have witnessed or been privy to, who 
did nothing to correct or prevent it. 
Ultimately I am taken back on our, 
yes, our, failure to engage folks when 
we are witness to anything that runs 
contrary to what we call “good order 
and discipline” or “life, health and safe-
ty” of our force. If nothing else, when 

Teachable Moments 
by CSM Neil L. Ciotola, IMCOM Command Sergeant Major

I used to tell all of our arriving “trainees” that they will be confronted 
with that which is non-negotiable; The Army Standard.
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information for their parent unit. I 
ultimately reminded them how frag-
ile human life truly is, and how the 
American people would prefer we care 
for the equipment they afford us. And 
yes, I notified their unit. And yes, I 
was late for a meeting with the brigade 
commander (who forgave me once I 
explained what had happened).

So there I was, traveling west on high-
way 190 for an appointment on West 
Fort Hood, when I witnessed a squad of 
troopers policing along the side of the 
highway with not one of the troopers 
wearing a reflective vest. So I signaled, 
pulled my trusty Jeep over to the side 
of the highway; collected up the detail, 
and briefed them as to why what they 
were doing was inherently dangerous. 
I got their unit information, had them 
depart the area until they collected their 
proper equipment, and then again, no-
tified the affected unit.

And one more time…so there I was, 
driving east on Old Ironsides Avenue 
in my military van en route to an in-
stallation BOSS meeting, when I ob-
served two squads of Soldiers executing 
a road march along the road. One squad 
looked magnificent; rucks all loaded in 
accordance with the stated load plan, 
reflective gear on front and rear per-
sonnel, and all their weapons properly 
oriented. I stopped this group and ap-
plauded the leadership present for the 
obvious scrutiny they were providing. 
The other squad wore their gear as did 
the first, but the muzzle discipline of 
the Soldiers concerned was less than the 
standard. To this squad I heaped both 
praise (for the obvious work they had 
put into preparation), but also correc-
tion for not constantly scrutinizing 
and reinforcing sound tactical and safe 

weapon handling principles (heck , one 
Soldier was carrying his weapon -an 
M16- across his shoulders).

I could go on and on but you get the 
point. In every instance I could have 
gone about my business, but ultimately 
I made it my business to correct unsafe 
or substandard performance or to ap-
plaud those meeting the standard. I’ve 
always been that guy my wife has said 
she did not want to work for, the guy 
she hated waiting in line with at the 
bank or Post Office; because if it was 
wrong I was going to say something. If 
it was wrong, I figured my leadership 
expected me to say something. If it 
was wrong, I figured the mothers and 
fathers, of those sons and daughters 
were counting on us (you and I) to say 
something. In every instance, though I 
didn’t realize it at the time, there was a 
teachable moment. In every instance a 
lesson was needed and there was only 
one thing lacking; an Army leader,  
a sergeant, a teacher.

And there I was; sitting at home on a 
weekend, when the then division CSM 
of the 4th Infantry Division, CSM Ron 
Riling, called my quarters telling me 
he had just apprehended a trooper off 
post, operating a motorcycle in shorts, 
T-shirt and flip flops. CSM Riling 
spied the trooper as he was passed by 
the same on the highway, driving at a 
high rate of speed and again when he 
(CSM Riling) was passing the barber 
shop in Copperas Cove. CSM Riling 
pulled over, introduced himself and 
then quoted Army regulations and post 
policy as he secured the young man’s ID 
card and chain of command info, and 
then contacted me. 

Are you seizing upon every opportuni-

ty to modify behavior? Are you mani-
festing in the mind of your Soldier a 
sense of accountability both on and 
off post? Are you cultivating an un-
derstanding in the mind of the trooper 
that they are accountable to a higher 
standard? That they are responsible 
for not only their lives but the lives of 
those around them? Are you teaching 
your youngest leaders, and those who 
aspire to be leaders, an understanding 
of the profound obligation we have to 
protect the force? To ingrain in our 
formations a sense of risk aversion that 
can and will protect them at home and 
in an operational theater? 

Or are you the guy or gal who’s just too 
busy? Who think it’s someone else’s re-
sponsibility? I once had someone tell 
me (a senior NCO) that they don’t get 
paid to be a squad leader. I’ve always 
been of the opinion I get paid to be the 
leader the moment demands. If that 
means being a first line leader one mo-
ment and a corps command sergeant 
major the next then so be it.

What kind of leader do you think you 
are? What kind of leader do your ac-
tions convey to others that you are? 
Are you using every teachable moment 
you’re presented with?

CSM Neil Ciotola is the Command Sergeant Major 
of Installation Management Command. He has 
attended various military schools, including the 
Command Sergeants Major Designee Course; U.S. 
Army Sergeants Major Academy; Airborne School; 
Air Assault School; the M1/M1A1 Master Gunner 
Course; and the M60A3 Master Gunner Course. He 
previously served as Command Sergeant Major of 
III Corps and Fort Hood, Texas.
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Until recently, a USAG Grafenwoehr 
worker who climbed up on a slanted 
roof without fall protection of any kind 
would have resulted in one of two out-
comes: either the worker would have 
become a statistic, or even a fatality, by 
falling off the roof; or, more likely, the 
worker would have finished his business 
and descended in a more orderly fash-
ion, safe and little noticed.

Unfortunately, while the worker would 
get away this time, disaster lurks in 
these kinds of careless actions, and the 
worker in question, or another one, 
would certainly have run out of luck on 
a future day or hour. This is how the sad 
litany of accident statistics is sustained.

But it doesn’t have to be that way!

On a recent day, the situation above 
occurred, but this time employees 
from the nearby Directorate of Family, 
Morale, Welfare and Recreation called 
the Safety Office to report a worker 
on top of a slanted roof top without 
proper fall protection. This resulted 
in corrective action being taken that 
could have averted serious injury or 
even saved a life.

In another instance a garrison employ-
ee reported a contract worker using the 
bucket of the back hoe as a lifting de-
vice. Members of the Safety Office im-
mediately ceased operations, contacted 

the contracting officer representative 
(COR), and ensured workers used the 
proper equipment for the job.

People on the installation are now 
communicating when they see ac-
cidents in the making, but not all  
of the communication centers around 
just preventing a negative outcome. 
When construction on the garrison 
Postal Facility modified traffic flow and 
eliminated parking in the vicinity of 
the building, employees voiced safety 
concerns. This resulted in the realign-
ment of the customer parking area to 

improve flow and facilitate pedestrian 
movement. The placement of speed 
bumps eliminated traffic flow from per-
sonnel not using the facility, thus mak-
ing it safer for pedestrian traffic. The 
realignment of parking spaces created 
an additional 45 new parking spaces, to 
include spaces for expectant mothers. 
Customer feedback has been tremen-
dously positive, resulting in increased 
endorsement of the garrison program.

These types of employee reports are 
becoming more prevalent at USAG 
Grafenwoehr since the garrison be-
came actively involved the U.S. 
Department of Labor’s Voluntary 
Protection Program (VPP) through the 
Department of Defense VPP Center 
of Excellence initiative in late 2009. 
USAG Grafenwoehr applied for the 
VPP to increase the effectiveness and 
efficiency of the garrison safety pro-
gram. The VPP is gradually creating a 

Voluntary Protection Program -  
Changing the Safety Culture in 
a Multinational Environment  
by John Paul Meier, Safety Director , USAG Grafenwoehr 

A worker caught without proper fall protection. The way we have always done it in the past 
is not always the right way to do business. 
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paradigm shift in the safety culture of 
our multinational workforce through 
the garrison’s mantra “See Something, 
Do Something!” This is a process that 
is showing early results, but will not to-
tally change the culture overnight.

VPP is basically a management tool that 
increases visibility of and allows easier 
tracking of required programs. If a gar-
rison is actually following all regulatory 
guidance, it requires no additional man 
hours. The advantage of using VPP is 
that it provides a consolidated forum to 
manage required programs and rapidly 
identifies those areas that need improve-
ment. It all provides ownership of the 
program down to the lowest level.

Accident reporting awareness and 
training has increased the number 
of accidents reported, which enables 
analysis and preventive response. As 
a result, USAG Grafenwoehr is cur-
rently experiencing an increase in re-
ported incidents from previous years 
due to increasing population size and 
improved reporting. VPP is increasing 
safety awareness throughout the garri-
son and will gradually bring a higher 
level of awareness that should yield 
much improved accident prevention 
reports for the long term. 

According to the Occupational Safety 
and Health Administration (OSHA) 
website, “The Voluntary Protection 
Program (VPP) promotes effective 
worksite-based safety and health. In the 
VPP, management, labor, and OSHA 
establish cooperative relationships at 

workplaces that have implemented a 
comprehensive safety and health man-
agement system. Acceptance into VPP 
is OSHA’s official recognition of the 
outstanding efforts of employers and 
employees who have achieved exem-
plary occupational safety and health.”

Managers must provide visible leader-
ship by establishing clear lines of com-
munication with employees for safety 
and occupational health policies. An 
environment must be created that allows 
for reasonable employee access to top 
tier management. Responsibilities, goals 
and objectives must be clearly defined. 
Management must set the example and 
not tolerate unsafe or unhealthy behav-
ior. Finally, management must ensure 
that all workers, to include contractors 
operating in their area, have high quality 
safety and health protection. 

The site culture must enable mean-
ingful employee participation in com-
mittees, audits, investigations, self 
inspections and job hazard analyses. 
Employees must be aware of the orga-
nization’s participation in VPP, under-
stand hazard reporting procedures and 
receive feedback on suggestions and 
hazards reported. Without the partici-
pation of the employees, the program 
loses its effectiveness. 

USAG Grafenwoehr is located in the 
heart of Bavaria, and almost 70% of 
the 2,795 enterprise-wide employees 
are German Nationals. OCONUS in-
stallations are required to follow regu-
latory guidance published in the Final 

Governing Standards (FGS) developed 
jointly between the DOD and the host 
nation. In areas that were not covered 
in the FGS, the garrison is required 
to follow either US law or host na-
tion regulations, whichever is stricter. 
This combination of regulatory re-
quirements often leads to confusion 
in non-English-speaking host nation 
employees and non-German speaking 
US employees. VPP requires that the 
standard be clearly established and em-
ployees informed of the requirements. 
Implementation of VPP has focused 
the work effort of LN supervisors 
on these specific regulatory require-
ments. By enforcing the supervisor’s 
role in the regulatory process, each 
shop is forced to take ownership of 
its programs. Having one established 
standard, backed by mandatory com-
pliance reporting to the garrison head-
quarters, accountability of programs is 
easily tracked. Noncompliance is im-
mediately visible during onsite visits 
and through monthly reporting. 
 
The Grafenwoehr Military Community 
has grown immensely over the last  
five years as a result of Army 
Transformation initiatives, while main-
taining almost the same size workforce. 
The increase in operations without a 
concurrent increase in resources has re-
quired a new, more efficient approach 
to maintaining safe workplaces.

VPP is an improved safety process  
designed to improve the management 
and effectiveness of safety and health 
management systems, aggressively 

VPP is increasing safety awareness throughout the garrison and will gradually bring a higher level of 
awareness that should yield much improved accident prevention reports for the long term.
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stage 3 evaluation. Organizations are re-
evaluated every two to three years after 
to ensure compliance is maintained. 

On June 30, 2010, USAG 
Grafenwoehr successfully completed 
the Stage 1 evaluation. DOD person-
nel designated by OSHA conducted 
an onsite visit to review documenta-
tion of program objectives and ensure 
workplace compliance. The garrison 
has begun work to ensure compliance 
with the requirements for Stage 2 and 
is expected to complete this stage in  
July 2012. The VPP end-state is en-
hanced safety processes with involve-
ment at all levels; workers at the low-
est level work to correct hazards and 
deficiencies without fear of reprisal, 
and report all accidents. Employees 
that identify and mitigate hazards are 
recognized at quarterly Garrison func-
tions as “VPP Super Heroes”.

In December 2009, the garrison 
launched the program with training 
for all directors and deputies. From 
January through March 2010, train-
ing expanded to include a half-day 
VPP Supervisor Safety Course taught 
by the Grafenwoehr Safety Office. The 
training included a program overview, 
hazard analysis in the workplace, job 
hazard analysis, fire safety, and basic 
composite risk management. The train-
ing was conducted both in English and 
German for our host nation workforce. 
Supervisors are a key component of the 
process. They started by educating all 
employees about VPP and completing a 
Job Hazard Analysis on each employee. 
Supervisors ensure monthly self-safety 
and fire inspections are conducted and 
documented within their workplace, 
special required training is conducted, 
and a monthly safety brief is given to 
each employee. In order to supplement 
supervisor conducted training, VPP 

reduce accidents and sick rates by fo-
cusing on four key tenets:  hazard pre-
vention and control; worksite analysis; 
training; and management commit-
ment and worker involvement. The 
Department of Defense VPP initiative 
breaks the process down into three dis-
tinct stages required to effectively eval-
uate and implement the program. To 
achieve VPP Star status, the garrison 
must complete three stages of develop-
ment and implementation:

Stage 1 consists of initial development 
of policies, procedures, and programs. 
This includes engagement of key 
stakeholders in the site VPP efforts; 
conducting a safety perception survey; 
beginning VPP familiarization train-
ing; conducting a baseline assessment 
of the site; conducting a site gap analy-
sis and initial action plan; and rein-
forcing familiarization with electronic 
tools provided by the DoD VPP CX. 
Stage 1 requirement must be met for 
a minimum of 12 months before pro-
ceeding to Stage 2.

Stage 2 brings continued building and 
expansion of programs. This includes 
improved communication with all 
employees on the site; training person-
nel to include new hires and contrac-
tors on the VPP program; increasing 
proactive instead of reactive safety and 
health programs; partnering labor and 
management together for safety and 
health; tracking near misses and other 
leading accident indicators; and shar-
ing of information and lessons learned 
between DoD sites.

Stage 3 means full implementation of all 
program requirements and continuous 
improvement. The Star Status is award-
ed to an organization that completes the 

See something, Do something… A contractor caught on camera demonstrating what  
not to do in the workplace.
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skills in assessing workplace hazards. 
These specialists are trained to qualify, 
quantify and evaluate the risks associ-
ated with exposure to chemicals, bio-
logical agents, dust, noise, improper 
ergonomics, optical and other energy 
hazards. Their evaluation usually in-
cludes a quantitative assessment with 
instrumentation or laboratory analysis, 
recommendations for controls, (e.g. 
changing velocity of mechanical ex-
haust); and a comparison of the work-
site hazards and controls in accordance 
with laws, standards, or guidelines. 
Industrial hygienists are scientists 
trained to practically apply principles 
of biology, chemistry and physics in 
the workplace, and they are a valuable 
asset for assessing workplace hazards. 
Their assessment is critical for setting a 
VPP baseline and priorities for action. 
The close cooperation of safety and in-
dustrial hygiene is mandatory for a suc-
cessful Voluntary Protection Program.

In an effort to make safety the first 
thought, accident statistics are briefed  
at the weekly staff calls. Every new acci-
dent is briefly reviewed to ensure all lead-
ers and employees are aware of recent 
trends. Continual analysis and improve-
ment is important in the process. The 
key performance indicators are reduc-
tion of accident numbers and accident 
costs while improving worker morale 
through safer working environments. 

The ultimate goal of the VPP is to 
create a sustainable culture of safe-
ty using best practices. The Senior 
Commander has included VPP as 

part of the Grafenwoehr Military 
Community’s annual safety goals. He 
has also directed that the indirect re-
porting garrisons implement VPP into 
their garrison operations in order to 
enhance safety across the enterprise. 
The VPP clearly lines up with the 
IMCOM Campaign Plan LOE 5 ob-
jective statement, “Commanders and 
leaders will lead the way in changing 
behavior to prevent accidents, and 
will empower Soldiers, Families and 
Civilians at all levels to speak up when 
they see someone ignoring safety rules 
or doing something risky.” Safety is an 
activity in which every garrison em-
ployee should participate. “VPP - See 
Something, Do Something!”

(Phillip M. Murray, Rose Barracks 
Industrial Hygiene Field Office Program 
Manager, and Jerrold Scharninghausen, 
Grafenwoehr Industrial Hygiene Field 
Office Program manager, contributed  
to this article)

John Paul Meier is the Safety Director for USAG 
Grafenwoehr with oversight responsibility for 
Hohenfels and Garmisch garrisons. He is a retired 
Army aviator, and has served as a company, bat-
talion, and brigade level aviation safety specialist.

was integrated into unit safety stand-
downs. This allowed training guidelines 
to be met during program expansions 
by providing both employee and super-
visor specific training.

Program documents were translated 
into German to help facilitate processes 
and overall program understanding. 
These included standard operating pro-
cedures and VPP action plans, which 
drive monthly safety requirements. This 
has been critical in implementing the 
program as we have seen the increased 
employee acceptance of the process in 
their own German language. 

The VPP program central theme of 
management commitment and worker 
involvement is defined by the garrison’s 
VPP Steering Committee. The com-
mittee meets every month and com-
prises workers at all levels from every 
directorate. The group not only drives 
the VPP process, but identifies hazards, 
tracks hazards, and collectively helps 
to mitigate hazards within the garrison 
footprint. There is an increased aware-
ness, and hazardous conditions of all 
kinds are reported almost daily.

After workers identify workplace haz-
ards, the information usually is re-
solved in one of three different ways: 
it is appropriately resolved at the shop 
or supervisor level (“See something, do 
something!”); it is referred for resolu-
tion by a safety officer; or it is funneled 
to the industrial hygiene office for de-
termination of the hazard. Industrial 
hygienists are personnel with special 

The ultimate goal of the VPP is to create a sustainable culture of safety using best practices. The Senior 
Commander has included VPP as part of the Grafenwoehr Military Community’s annual safety goals.
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Due to the unique impact of host na-
tion labor laws, the safety program in 
the U.S. Army Garrison Benelux ap-
plies a holistic approach unlike any 
other program found in the U.S. Army. 
USAG Benelux includes three operat-
ing locations spread over two countries 
– Belgium and the Netherlands – and 
both countries mandate a comprehen-
sive approach to safety that includes 
multiple disciplines not normally as-
sociated with a traditional Army safety 
program. The power of our safety pro-
gram results from the combination 
and synergistic effects of these seem-
ingly unrelated disciplines.

Benelux safety offices do not solely 
comply with U.S. regulatory guidance 
defined by the Occupational Safety 
and Health Administration and found 
in U.S. Army regulations, but must 
adhere to host nation requirements as 
well. For example, Belgian law com-
bines the disciplines of safety, fire pre-
vention, environmental protection, 
prevention of violence, prevention of 
moral and sexual harassment at work, 
and occupational health to form its 
safety program. In both Belgium and 
the Netherlands, safety is synonymous 
with “prevention and protection,” 
while the U.S. concept of safety repre-
sents only one tenet associated with re-
ducing and eliminating accidents and 
mitigating safety risks. 

The management structure for pre-
vention and protection is what makes 
the USAG Benelux safety program 
distinctive. Belgian law mandates the 

establishment of a “Committee for 
Prevention and Protection” for any 
employer in the country employing at 
least 50 workers. The garrison’s com-
mittee is staffed with experts from each 
prevention and protection discipline 
and is chaired by the garrison com-
mander or deputy. The USAG Benelux 
safety manager – a host nation employ-
ee – serves as the prevention and pro-
tection advisor to the committee. This 
advisor is not only responsible for the 
traditional safety program related top-
ics but also manages disciplines related 
to occupational health, fire prevention, 
environmental protection, prevention 
of violence, and prevention of moral 
and sexual harassment at work. In ad-
dition, the prevention advisor serves 
as the secretary for the committee, or-

ganizes monthly meetings, establishes 
the agendas, writes the minutes, and 
facilitates the discussions. 

At the heart of our program is employee 
involvement, which is organic across the 
USAG Benelux. Worker representatives 
to the committee are democratically 
elected every four years. The lists of can-
didates are submitted by political unions 
and each union submits a list for white 
collar and blue collar representatives. The 
committee comprises an equal number 
of senior management representatives, 
who are designated by the commander 
or deputy, and worker-elected members. 
The number of worker-elected members 
depends on the number of local national 
workers in the unit or garrison, includ-
ing all tenant units. Worker representa-
tives are encouraged to highlight any 
safety issue or problem that they have 
encountered and have not been able to 
solve at their level. This is a vital venue 

Think Holistically for Safety
by COL Rick L. Tillotson, Commander, USAG Benelux

U.S. Army Garrison Brussels School Liaison Officer Paula Emmert (right) tries on firefighter 
gear with assistance from Stef Vandersmissen, a sergeant major with the Zaventem Fire 
Department in Brussels, Belgium, during Fire Prevention Week in October 2010. U.S. Army 
photo by Bob McElroy, U.S. Army Garrison Brussels Public Affairs.
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for the workforce to express their con-
cerns through their elected representa-
tives to the management representatives 
present on the committee.

Depending on the agenda items to be 
discussed, other guest members are 
invited to attend the committee meet-
ings as well. These advisors can include 
the labor physician, psychologists or 
any other technical advisor required to 
provide insights and knowledge to the 
committee members. The major ben-
efit of this approach is consolidating 
expertise into one oversight committee 
with members carefully considering 
each tenet of prevention and protec-
tion during inspections and reviews. 
This approach saves time and resourc-
es and results in a more comprehensive 
solution set for identified problems. 
For instance, both the safety manager 
and fire inspector will work together 
to resolve issues related to a malfunc-
tioning electrical socket, resulting in 
a systemic fix to what may require a 
more comprehensive solution than just 
fixing a faulty electrical socket.

Worker-elected members are also en-
couraged to accompany the safety 
manager or prevention advisor and the 
labor physician during inspections of 
the worksites. Since these members are 
aware of the concerns of the workforce 
in the area being inspected, they can 
point out to the inspectors various prob-

lems that need to be addressed. This is 
a win-win situation where the workers 
are confident their concerns will be ad-
dressed while the inspectors are made 
aware of potential unsafe conditions or 
procedures requiring correction.

While host nation labor laws dictate a 
holistic approach to safety, combining 
these laws with U.S. Army practices 
and regulations enhances the program 
to meet the needs of the entire joint 
workforce. Belgian and Dutch legis-
lation only considers prevention and 
protection at work and on the way 
to and from work. This means that 
off-duty protection and prevention is 
not included in their programs; how-
ever, safety is emphasized around the 
clock in the U.S. Army because of its 
importance to overall mission accom-
plishment. Combining both systems 
by enlarging the concept of safety and 
practicing it around the clock optimiz-
es the safety program to both U.S. and 
host nation standards. 

Adopting this approach has enabled 
the three USAG Benelux garrisons  
to limit the number of accidents 
throughout the command each year. 
In fiscal year 2010, USAG Benelux 
did not experience any class A or B 
accidents, which include fatalities, 
permanent or partial disabilities, or 
damages in the amount of $500,000 
to $2 million. Class C accidents – de-

fined as non-fatal injuries causing ab-
sences from work or damages between 
$50,000 and $500,000 – were limited 
to 12 local national employee inju-
ries for the entire host nation work-
force, including all tenant units across 
Belgium and the Netherlands. This 
represents a 15 percent reduction from 
the previous year. 

The Benelux prevention and protec-
tion program not only considers the 
physical well-being of workers on the 
job, but also includes the employees’ 
psychological well-being at work, as 
mandated by host nation labor laws. 
This is because psychological prob-
lems at work may lead to safety-related 
accidents and absences from work, 
negatively impacting mission accom-
plishment. As part of this approach, 
the comprehensive Benelux preven-
tion and protection program includes 
the Belgian Equal Employment 
Opportunity (EEO) program, initi-
ated in February 2003 by Belgian law.

The program was first assigned to the 
safety office, as these new laws came 
under the overall protection and pre-
vention program for employees, and 
more particularly the well-being of the 
workforce. Over time, garrison leader-
ship determined a better fit for the host 
nation EEO program was to integrate 
it into the U.S. EEO program. The 
command established a partnership 

Class C accidents – defined as non-fatal injuries causing absences from work or  
damages between $50,000 and $500,000 – were limited to 12 local national employee 
injuries for the entire host nation workforce, including all tenant units across Belgium 
and the Netherlands. This represents a 15 percent reduction from the previous year.
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between the U.S. equal employment 
opportunity office and the Belgian ver-
sion. The partnership increases com-
munication between U.S. and host 
nation workers and promotes both na-
tions’ best practices. This also increases 
efficiency in dealing with an equal em-
ployment opportunity complaint that 
involves a mix of U.S. and host nation 
workers. This combined approach has 
assisted in the reduction of host nation 
EEO cases from an average of five for-
mal and informal EEO cases per year 
down to one case for the last two years.

In addition to increasing the synergy 
between the U.S. and host nation EEO 

programs, USAG Benelux took addi-
tional steps to improve the command’s 
EEO program. First, garrison leader-
ship chose to put in place the concept 
of trustees to handle complaints or is-
sues. Any member of the workforce can 
volunteer to be a trustee. However the 
application must be reviewed and voted 
on by the Committee for Prevention 
and Protection members. Once ac-
cepted, the applicants are trained by 
the contracted psychologist. These em-
ployees are vital to handling problems 
at the lowest level or quickly identifying 
which problems need to be elevated to 
more senior attention. Employees are 
encouraged to talk freely to these trust-

ees, who remain neutral in disputes and 
have no formal authority.

Recently, the command has doubled 
the number of trustees, which has con-
tributed to the substantial reduction 
of host nation EEO cases. The results 
are clear: early intervention and educa-
tion have played a key role in reduc-
ing the number of informal and for-
mal complaints in this program. This 
is instrumental in maintaining a safe 
and balanced workplace, limiting the 
possibility for explosive behavior and 
unnecessary safety risks.

Since February 2003 when the posi-

Host nation employees Fred Decabooter (left) and Joel Spitaels from Directorate of Public Works at USAG Benelux troubleshoot new 
generators using a technical manual written in English during training Sept. 29 on Chièvres Air Base in Chièvres, Belgium. U.S. Army photo 
by Kevin Downey, U.S. Army Garrison Benelux Public Affairs.
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tions were established, USAG Benelux 
trustees have resolved 65 percent of all 
potential EEO complaints. During the 
contact stage, most issues are resolved 
through measures such as proper ad-
vice, explanation of personnel proce-
dures and referring employees back to 
their chain of command. When a prob-
lem cannot be resolved during the ini-
tial contact stage, it is elevated first to an 
informal stage, then to a formal com-
plaint, if necessary. Informal and formal 
complaints are resolved either through 
mediation or through management ac-
tions based on recommendations from 
the trustee or the prevention counselor.

The second initiative taken by the com-
mand to help increase employee psy-
chological well-being was contracting 
the services of an on-call social worker 
assistant to help employees deal with 
any personal or professional problem 
they may be experiencing. For exam-
ple, the social worker assistant may 

coach an employee through a divorce, 
the loss of a loved one or professional 
obstacles inhibiting growth. Although 
this service is not required by Belgium 
law, the garrison leadership elected to 
implement this program as a result of 
a stress survey among the workforce in 
2000. Since then, employee feedback 
and a decrease in the number of cases 
dealt with by the social worker assis-
tant indicate an improvement in the 
overall work environment.

The Belgians wholeheartedly believe 
there is a connection between the psy-
chological well-being of employees and 
their propensity to be involved in an 
accident. Intuitively, this makes sense 
because if employees are distracted due 
to an unresolved EEO-related issue at 
work or a debilitating personal prob-
lem, the employees will be less atten-
tive and aware of their surroundings. 

Since USAG Schinnen, a command 

within USAG Benelux, operates in the 
Netherlands, Dutch legal requirements 
must also be observed. Strategically situ-
ated in a corner of the Netherlands where 
the borders of Germany and Belgium 
intersect, USAG Schinnen serves a cus-
tomer base geographically dispersed 
across some 300 kilometers and three 
countries. As applied in Belgium, USAG 
Schinnen engages employees in a phi-
losophy of workplace safety aimed at 
prevention and protection.

Under current Dutch law, the employ-
er and employees are all responsible for 
establishing a safe and healthy work-
place. This means both may be held 
responsible for accidents and unac-
ceptable working conditions. The law 
gives concurrence rights to a commit-
tee called the “Works Counsel,” which 
represents employees in a wide range 
of workplace matters. If the employer 
wants to alter working conditions that 
produce safety or health changes, the 
employer must obtain the concur-
rence of the Works Counsel. If the 
Works Counsel does not concur, the 
employer has to bring it to a board of 
appeal, which will conduct a review 
and make recommendations that must 
be executed. The law also dictates that 
the employer hire a prevention em-
ployee to support workplace health 
and safety policies. This requirement is 
met at USAG Schinnen by the instal-
lation Safety Office employing at least 
one Dutch employee with expertise in 
safety and health-related issues.

One of the main aspects of Dutch 
law is that employers must train em-
ployees to avoid any risks inherent  
in their workplace. Job hazard analy-
ses at USAG Schinnen are performed 
on all job categories to identify risks. 

Host nation employees Fred Zeidler (left) and Alain Chevalier from Directorate of Public 
Works at USAG Benelux consult a technical manual written in English to help troubleshoot 
the generators during training Sept. 29 on Chièvres Air Base in Chièvres, Belgium. U.S. Army 
photo by Kevin Downey, U.S. Army Garrison Benelux Public Affairs.
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Workers are then trained in risk avoid-
ance by the process owners and instal-
lation Safety Office. This training is 
mandatory for employees under Dutch 
law. If an employee does not partici-
pate in the training, the employee can 
be fined or removed from the job. 
Safety training is not optional since 
the Dutch system holds both the em-
ployer and employee responsible for a 
safe work environment. An additional 
benefit of this risk avoidance training 
is that safety and health issues become 
routine considerations in each employ-
ee’s daily operations. 

Compelling the workforce, both man-
agement and employees, to be a part 
of the solution results in a culture shift 
where everyone aggressively seeks out 
potential improvements. For example, 
a group of USAG Schinnen’s Dutch 
maintenance workers recently ap-
proached the installation safety manag-
er with a concern about the potentially 
toxic fumes the workers are exposed 
to when operating lawn mowers, leaf 
blowers and other yard equipment to 
perform their jobs. The workers heard 
from colleagues at a local company 
about a “green” fuel that produces less 
harmful fumes, so they have asked the 
safety officer to research the possibility 
of switching fuels. The garrison is still 
in the process of examining this alter-
native, which if found to be suitable, 
may be an initiative that can be applied 
across the entire garrison and serve as a 
best practice throughout IMCOM.

By cultivating safety-minded think-
ing and applying the Dutch ap-
proach, USAG Schinnen’s results have 
been spectacular: the garrison has not  
experienced a serious accident in four years 
and has seen only a handful of property acci-
dents, totaling less than $20,000 in damage. 
What makes USAG Benelux’s achieve-
ments even more remarkable is that 
many of our employees’ English lan-
guage skills are rudimentary. In both 
Belgium and the Netherlands, all safety 
information – reports, advisories, no-
tices, minutes of meetings, flyers, etc. 
– must be in the language of the em-
ployee requiring an extensive need for 
translation between the three languages. 
So, even with the potential for messages 
to be lost in translation the garrison has 
achieved remarkable results.

The “prevention and protection” ap-
proach applied in both Belgium and 
the Netherlands has exposed us to 
a unique way of approaching safety 
within a garrison setting. The holistic 
approach mandated within the two 
countries results in a comprehensive 
safety program that becomes even 
more powerful when combined with 
the U.S. safety program model. 

The power of the USAG Benelux safe-
ty program results from the synergy 
achieved through the combination 
of diverse approaches. Each country’s 
safety program is the result of lessons 
learned over time, and the USAG 
Benelux is fortunate to be able to com-

bine the best practices of three separate 
and distinct cultures creating a more 
holistic approach to safety manage-
ment. The value of including seem-
ingly unrelated disciplines, like the 
prevention of moral and sexual harass-
ment at work, under the umbrella of 
safety has significantly enhanced our 
program and may have utility within 
other garrisons as well.

COL Rick Tillotson serves as commander of  
U.S. Army Garrison Benelux. He served as an 
Infantry Soldier in the Illinois National Guard 
and was later commissioned as a Finance Officer, 
entering active duty in January 1989. He at-
tended the Air War College at Maxwell Air Force 
Base in Montgomery, Ala. Additional education 
includes a Bachelors in Finance and a Masters in 
Education. In March 2003, he deployed in sup-
port of Operation Iraqi Freedom and managed 
the theater’s seized currency mission.

By cultivating safety-minded thinking and applying the Dutch approach,USAG Schinnen’s re-

sults have been spectacular: the garrison has not  experienced a serious accident in four years and 
has seen only a handful of property accidents, totaling less than $20,000 in damage.
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When asked to write a safety ar-
ticle for the Journal of Installation 
Management, many aspects of the gar-
rison’s safety program came to mind; 
from the educational programs to the 
interactive safety campaigns we con-
duct; however, the one aspect of our 
safety program that impacts the en-
tire Stuttgart community is our Traffic 
Safety Training Program.

The United States Army Garrison 
(USAG) Stuttgart is headquartered on 

the south side of the greater Stuttgart 
metropolitan area, in the town of 
Boeblingen, Germany.  We are clas-
sified as a large garrison, providing 
Base Operations Support services to a 
military community that includes two 
Combatant Commands--the United 
States Africa Command (AFRICOM) 
and the United States European 
Command (EUCOM). USAG 
Stuttgart is also the home of the 1/10 
Special Forces Group, Marine Forces 
Europe, Marine Forces Africa, Navy 

Special Warfare Unit-2, and Defense 
Information Systems Agency-Europe.
The USAG Stuttgart infrastructure 
comprises five separate installations 
geographically dispersed across the 
greater Stuttgart metropolitan area. 
With a population of approximately 
2.7 million people, it makes up the 
third largest urban area in Germany. 
The city of Stuttgart, with a popula-
tion of approximately 600,000 people, 
is the capital of the state of Baden-
Württemberg in southern Germany 
and the sixth-largest city in Germany. 
With such a diverse mix of tenant 
organizations and their family mem-
bers located in five different installa-
tions scattered around one of the most 
populated areas in Germany, the need 
to educate the community on traffic 
safety is not only extremely important, 
it is one of our top safety priorities; es-
pecially when it comes to driving.

To say that driving in Europe pres-
ents the average American driver with 
many challenges on a daily basis would 
be an understatement. With average 
speed limits set much higher than  
at stateside locations, challenging  
and dangerous driving situations  
can develop very quickly. It is impor-
tant that our community receive edu-
cation on how to handle such situa-
tions calmly and confidently.
 
About a decade ago, motorcycle drivers 
were only required to pass a very basic mo-
torcycle road test to get their USAREUR 
driver’s license. The USAG Stuttgart 
command and its Safety Office did not 
consider this sufficient preparation for 
driving on German roads and sought a 
more comprehensive and practical au-
tomobile and motorcycle safety training 
program that would prepare community 

…the need to educate the community on traffic safety is 
not only extremely  important, it is one of our top safety 
priorities; especially when it comes to driving.

Stuttgart Traffic Safety 
Program: A Force Multiplier 
by COL Carl D. Bird, Commander, USAG Stuttgart, and 
Larry Reilly, Chief of Public Affairs
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to community members on a volun-
tary basis at no cost to the community. 

In the spring, we train approximately 
48 personnel in four separate classes on 
motorcycle safety. In the fall, we train 
36 personnel in three separate classes 
on automobile safety. The classes are 
kept small, 12 students per class, to al-
low more one-on-one instruction.

The third course is geared toward  
bus drivers and is provided to our 
community Transportation Motor 
Pool shuttle bus drivers as additional 
professional development. 

The automobile and motorcycle train-
ing is conducted in two parts; theory 
(classroom) and practice (hands-on) 
and is held at an off-post training site 
specifically built for motor vehicle 
training on the outskirts of Stuttgart. 
Drivers use their own personal vehicles 
and the training is conducted by high-
ly experienced professional instructors. 
During the various training stations, 
the instructors survey the drivers to 
get an idea of their driving experience 
and find out their individual concerns 
regarding driving in Germany and in 
Europe. With this interaction, the in-
structors are able to adapt their hands-
on training sessions to accommodate 
the needs of the drivers and help im-
prove their overall driving capability.

The interaction continues as the  
instructors cover strategies of driv-
ing in Germany versus driving in the 
United States. American drivers espe-
cially enjoy learning the art of maneu-
vering through traffic at speeds higher 
than they normally drive. The instruc-
tors also discuss driving around sharp 
corners, passing other cars, making 

quick moves around a stopped object 
and stopping quickly.

The theory and discussion of various 
driving maneuvers is good, but to real-
ly learn is to experience and the drivers 
do so with their own personal vehicles.

German instructors often comment that 
American drivers seem to find it very 
difficult to adjust the way they position 
themselves behind the wheel of the car. 
Knowing where to sit and how to sit in the 
driver’s seat is very important to European 
drivers and a point the instructors stress: 
If you have to react to a challenging situa-
tion very quickly, you do not have time to 
adjust how you are seated.

Another reason for the small class sizes 
is because each driver will go through 
various driving maneuvers until they 
get it right, which can take multiple 
attempts. Each driver gets first-hand 
feedback on how they performed at 
each training station. Another objec-
tive to the training, aside from improv-

members for driving in Germany and de-
velop their driving skills in handling vari-
ous emergency situations.
  
The Safety Office was aware that 
the German Automobile Club 
(Allgemeiner Deutscher Automobil 
Club (ADAC)), the largest automo-
bile club in Europe, offered similar 
types of traffic safety courses and con-
tacted them to find out the feasibility 
of offering some of their courses to the 
Stuttgart Military Community.  

Our Safety Office personnel ensured 
that ADAC would take into consider-
ation the training that our drivers re-
ceive to acquire a driver’s license both 
stateside and here in Germany. The 
training would need to mirror and in 
many cases complement the training 
provided through the Army Traffic 
Safety Training Program (ATSTP). We 
also asked that the training be taught in 
English by professional instructors and 
that a training site be provided on the 
German economy due to lack of suit-
able training areas on our installations. 

After a series of discussions and nego-
tiations between the Safety Office and 
the local ADAC office, it was deter-
mined that these requirements could 
be met and we developed a partner-
ship with the Baden-Wuerttemberg 
Chapter of the ADAC to offer a series 
of traffic safety courses to our USAG 
Stuttgart Community members. 

Establishing a Comprehensive 
Traffic Safety Program
Three types of traffic safety courses for 
drivers were established. Two for pri-
vately owned vehicles (POV) are of-
fered; one for motorcycles and one for 
cars. The training courses are offered 

American drivers especial-
ly enjoy learning the art of 
maneuvering through traf-
fic at speeds higher than 
they normally drive.
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ing individual driving capabilities, is 
for the drivers to gain in-depth knowl-
edge of various driving techniques and 
share that knowledge with others. 

As the drivers maneuver through 
the course, they are faced with many  
obstacles to avoid. The obstacles 
teach drivers how to react to sudden  
challenges like a vehicle suddenly 
stopping in front of them. Of course,  
these obstacles provide a much soft-
er impact than what drivers may  
encounter on the road.

At another station, the drivers are 
asked to reach a speed of 30 kilometers 
per hour and then apply their brakes. 
This is repeated at 50 and 70 kilome-

ters per hour. This exercise shows the 
driver how different speeds require 
more space to come to a complete halt 
and also familiarize drivers on vehicle 
reaction in braking.
The course also includes a skid pan 
that forces the front or rear end of 
the car to immediately slide sideways, 
which is similar to a driver negotiating 
on a patch of ice. The driver is often 
forced into a 360 degree spin, and they 
must regain control of their car and 
pull safely out of the spin. 

Driving around corners can seem easy, 
but increasing the speed and pass-
ing another vehicle while concen-
trating on different areas of the road 
shows the drivers that where they look  

is where they will drive. Throughout 
the hands-on portion of the class,  
drivers are subjected to various ob-
stacles as well as road conditions to 
help them become aware of disturbing  
situations and react to them in the ve-
hicle they regularly drive. 

Motorcyclists go through similar ob-
stacles and movements, with special 
attention to driving around corners 
and passing vehicles. Since the partner-
ship program with ADAC started, the 
Army has introduced the requirement 
for drivers to take the Motorcycle Safety 
Foundation course in order to ride a 
motorcycle in the United States and in 
Europe. This course, while being an im-
provement on the basic road test from 
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a decade ago, is a slow speed course 
taken in a relatively restricted area. The 
ADAC course is taken under more real-
istic road conditions and conducted at 
speeds normal to this area. 
The bus driver training course is 
geared toward our community shuttle 
bus drivers. This ADAC course covers 
the detailed analysis of major accident 
causes and gives the bus drivers the 
skills needed to react quickly and cor-
rectly in critical situations. The course 
is conducted at the ADAC Commercial 
Vehicle Training site, which was specif-
ically built to create situations where 
various accident-avoidance and brak-
ing techniques can be practiced. 

Our bus drivers use DOL busses that 
they regularly drive, thus increasing the 
realistic experience. This training is tak-
en by all of our Transportation Motor 
Pool (TMP) bus drivers. It is considered 
a part of their professional develop-
ment. The completion of the training 
by our bus drivers is a very meaningful 
contribution to increasing the safety of 
USAG Stuttgart community members 
who use our shuttle bus services. 

ADAC provides POV  
safety inspections   
Our Safety Office also coordinated 

for ADAC to perform free car safety 
checks for the community using a spe-
cially-built ADAC mobile testing sta-
tion into which community members 
can drive their personal vehicles for a 
safety inspection. The inspection cov-
ers brakes, shock absorbers, speedom-
eter, and battery. The customer gets in-
stant feedback in a detailed print out.

Over the two day period the safety check 
service is offered, approximately 135 ve-
hicles are inspected. Our Safety Office 
staff are present during the inspections to 
explain any technical deficiencies found 
by ADAC and to answer any other ve-
hicle safety related questions. 

Although our situation is unique in the 
fact that the ADAC office and training 
site are located close to our garrison, 
I do believe every garrison can ben-
efit from implementing these types of 
traffic safety training classes and es-
tablishing a partnership with their lo-
cal ADAC, if in Germany, or with the 
closest AAA office in the United States. 

Their use gives community members 
an enhanced driving skill set and the 
knowledge that their vehicle is safe for 
traffic conditions. This relationship 
has the additional benefit of improv-
ing garrison and local community rela-
tions, and lets the Senior Commanders 
and the garrison commander know 
that everything possible is being done 
to keep our Service members, Families, 
and Civilians safe when driving.

Drivers in all three courses end their 
sessions with a group discussion on 
what they learned. The positive com-
ments from the drivers have been over-
whelming. Drivers, even some sea-
soned motorcycle drivers, have stated 

they learned a lot from the program 
and will share that knowledge with 
others. This program has truly been  
a force multiplier. The Garrison  
and, as far as we know,  no tenant units 
have experienced a class A (fatal) or 
class B (serious injury) vehicle traffic 
accident in the 10 years that we have 
been offering the program. 

                                           

COL Carl D. Bird graduated from Longwood 
College as a Distinguished Military Graduate 
from the Reserve Officer Training Corps. He has 
served in a wide variety of Logistics assign-
ments and holds Masters Degrees in Logistics 
Management, National Resource Strategy and 
Military Arts and Science. 
 
Larry Reilly was the USAG Stuttgart Chief of Public 
Affairs prior to becoming IMCOM-Pacific Public 
Affairs Officer in January. He has been an Army 
Public Affairs practitioner for more than 25 years. 

I do believe every garri-

son can benefit from imple-
menting these types of traf-
fic safety training classes  
and establishing a partner-
ship with their local ADAC, if 
in Germany, or with the closest 
AAA office in the United States. 
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USAG Fort Carson determined that 
though it is a challenge to change any 
organization to a safety culture, once 
the change is achieved, the real chal-
lenge is sustaining that culture. With 
this in mind, leadership took a hard 
look at all aspects of safety that must 
be addressed to successfully reach its 
goal of a safe and healthful living and 
working environment across the in-
stallation. It found that the intricacies 
of establishing and sustaining a safety 
culture cannot be achieved by a one-
dimensional approach and required 
both institutional programs and “out-
side the box” thinking. The garrison 
took a multi-dimensional, multi-fac-
eted approach that first established 
the foundational building blocks for a 
strong, enduring program. 

CONSTRUCTING THE 
FOUNDATIONAL  
BUILDING BLOCKS

Leadership
USAG Fort Carson proactively ad-
dressed the challenges with the funda-
mental premise that inculcating safety 
within the installation starts and ends 
with the leadership. LTG William Troy, 
Director of the Army Staff, noted dur-
ing the 2010 Army Safety Tactical 
Symposium that a positive command 
climate is the key to increasing your 
safety posture. Simply put, a positive 

arrival in July 2009, along with other 
major Base Realignment and Closure 
(BRAC) initiatives, Fort Carson has 
grown at a dramatic rate. This growth, 
coupled with the constant increase in 
mission requirements to deploy, rede-
ploy, reintegrate, and train brigade-
size units throughout the Army Force 
Generation (ARFORGEN) cycle, has 
created the potential for accidents to 
occur at every turn. 

As units and Soldiers move through 
the ARFORGEN cycle they have a pe-
riod of respite from the pressures and 
stress of war during the RESET phase. 
On the other hand, the garrison work-
force always remains at the ‘Available’ 
phase; providing continued high-qual-
ity services to the entire force each and 
every day. Due to the fact that each 
Brigade Combat Team (BCT) at Fort 
Carson is at a different point in the 
ARFORGEN cycle at any given time, 
the workforce does not have the op-
portunity to ‘reset.’  It must continue 
to provide support and services for 
each phase of the ARFORGEN cycle 
simultaneously. Due to this fast pace 
and the dynamic nature of an army at 
war, as well as often having constrained 
resources, the potential for accidents 
is further increased. Additionally, the 
long-term health concerns, occupa-
tional health and resiliency aspects of 
the workforce must be addressed. 

Working toward incorporating safety 
into our daily lives is nothing new to the 
Army. Whether on- or off-duty, safety 
remains an overarching factor in Army 
decision making. A safety-conscious or-
ganization is an effective, efficient and 
sustainable organization. The Army 
looks to changing individual behav-
ior to become more safety-aware, but 
changing behavior is a short-term fix. 
Changing the overall culture to one of 
constant safety awareness looks to long-
term sustainment of safety awareness 
and risk mitigation. United States Army 
Garrison (USAG) Fort Carson has em-
barked on a path to not only change in-
dividual behavior but to also become a 
safety conscious culture.

Safety Challenges
In our world of persistent conflict and 
global demands, the Army’s Soldiers, 
Civilians, and Families continue to 
shoulder the load and the strain of 
multiple deployments. This sustained 
operational tempo has taken its toll on 
not only our Soldiers and Families but 
our Civilian Workforce as well. safety, 
now more than ever, is an imperative 
for the Army at all levels.

Like many garrisons, USAG Fort 
Carson continues to face the daunting 
task of balancing mission requirements 
while sustaining an environment of 
safety. With the 4th Infantry Division 

Leaders Need all Their Tools to Sustain a Safety Culture
by COL Robert F. McLaughlin, Commander , USAG Fort Carson

“With a finite set of resources available, every member of the army is vital to safe and successful mission accom-
plishment. We must preserve and protect each member of our team by inculcating sound composite risk man-
agement methodology through engaged leadership in all that we do.” 2010 U.S. Army Posture Statement
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Tools
The U.S. Army Combat Readiness 
(USACR)/Safety Center has intro-
duced a myriad of outstanding ‘tools’ 
that can be used to increase safety 
awareness and manage risk at all levels 
throughout the commands. It is the fo-
cal point for all safety related programs, 
policies and procedures. Fort Carson 
employs these tools that include, 
but are not limited to: Army Traffic 
Safety Training Program (ATSTP), 
Travel Risk Planning System (TRiPS), 
Motorcycle Mentorship Program, and 
Composite Risk Management (CRM), 
which are actively deployed through-
out the installation.

The USACR/Safety Center continu-
ally provides Army leadership with 
the statistical data and metrics that 
are invaluable in making decisions at 
the Installation level. The data reaped 
from these programs provide the Fort 
Carson leadership the ability to man-

feedback indicating employees want-
ed to become more actively involved 
in ensuring their environment is safe 
and healthy. Root cause analysis is 
performed on safety concerns and so-
lutions are developed for implementa-
tion at the lowest level possible. Safety 
concerns that cannot be resolved at 
the employee level or have directorate 
implications are forwarded to direc-
torate safety councils. These councils 
analyze the input, determine gaps, 
and develop solutions that are imple-
mented by the directorate. The Safety 
and Occupational Health Advisory 
Council (SOHAC) provides the com-
mand forum to share lessons learned 
and experiences and to address safety 
and occupational health topics that 
cannot be resolved at the other levels. 
Additionally, concerns and solutions 
are forwarded through the levels to 
ensure best practices are propagated 
throughout the command.

command climate = a positive safety 
climate. The two are intrinsically linked 
and are essential to the success of Fort 
Carson. Leadership at all levels must be 
engaged and working toward a com-
mon cause: sustaining a safety culture. 

The garrison has accomplished this 
by reaching out to installation leaders, 
Soldiers and Families and the commu-
nity, creating an environment of trust, 
open communication, and teamwork 
to promote a positive command cli-
mate across the installation. The stra-
tegic use of top-down and bottom-up 
engagement and feedback is essential 
to shaping a safety culture. 

USAG Fort Carson uses a tiered ap-
proach involving the entire garrison 
that addresses three levels of employ-
ees: workforce, managers/supervi-
sors, and senior leaders. directorate/
unit employee safety committees were 
established in response to employee 
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risk and the mitigation of that risk. 
This is practiced across the installa-
tion, in every facet of what we do. At 
Butts Army Airfield, the maintenance 
team’s over 1,000 days without having 
a reportable injury can be directly at-
tributed to the employees’ ability to 
immediately invoke work stoppage 
when a safety hazard is found which 
will not resume until the correction  
is successfully implemented.

The contracting officer representa-
tives (CORs) also play a vital part  
in monitoring all facets of contract 
work to mandate a safe environment 
at the job sites. CORs are empowered 
to stop contractor work immediately 
should unsafe acts be recognized. For 
example, working hand-in-hand with 
the Safety Office, the COR halted 
elevator construction at the garrison 
headquarters until the contractor was 
able to mitigate unsafe conditions  
at the work site. This action possibly 
prevented a major accident and would 
not have occurred without employees 
being fully empowered. 

Strategic Communications
As with any campaign, strategic com-
munications play a critical role in its 
success. To help shape and sustain orga-
nizational culture clear communication 
is essential. USAG Fort Carson uses a 
variety of media to ensure all Soldiers, 
Families and Civilians remain current 
with the latest tactics, techniques and 
procedures to mitigate safety hazards. 
Traditional print media such as safety 
posters, command safety plans, safety 
flyers, and safety publications can be 
found across the installation promot-
ing safety awareness in every aspect of 
what we do. USAG Fort Carson also 
leverages information technology to 

address and mitigate risk. Maximizing 
the effectiveness of tools such as these 
and many others in order to sustain a 
culture of continuous safety awareness 
cannot be understated and has success-
fully resulted in integrating safety into 
Fort Carson daily activities. 

Training
Fort Carson takes advantage of 
Army sponsored and operated stan-
dard training vehicles. This includes 
distant learning through the Army 
Training Support Center (ATSC) 
Army Learning Management Systems 
(ALMS) site that is coupled with 
training opportunities on the Fort 
Carson Learning Management System 
(LMS). Increased Composite Risk 
Management (CRM) and Accident 
Reporting training has received posi-
tive feedback from leaders in support-
ing risk mitigation at all levels. Local 
training focuses on specific and com-

mon hazards in the Fort Carson area. 
Impromptu or “hip pocket” type 

training is conducted at all 
levels, taking advantage of 

lessons learned from real-
world hazardous situa-
tions and events. 

Empowerment
The tools provide the 
science for inculcating 

safety within Fort 
Carson, while em-
ployee empower-
ment provides the 
art. All Soldiers, 
Families and 

Civilians are fully 
empowered to stop 

any process or event at 
any time, essentially “tak-

ing a knee” to figure out the 

age by fact, the cornerstone for effective 
planning and decision making. These 
metrics are based on negative findings 
that are reactive in nature. For exam-
ple, the number of motorcycle-related 
deaths measures the effectiveness of 
the installation’s motorcycle safety pro-
gram and an increase in deaths causes 
the installation to adjust by increasing 
training. USAG Fort Carson has been 
able to couple this data with proactive 
initiatives to increase its safety posture. 

Using tools such as the Army Readiness 
Assessment Program (ARAP), job haz-
ard analyses, installation specific sur-
veys, focus groups, and face-to-face 
employee discussions has reaped big 
dividends in capturing, developing, and 
implementing safety solutions before an 
accident occurs. Action plans are devel-
oped and implemented that proactively 
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is the key to successfully inculcating 
safety awareness and taking this aware-
ness to the level of sustainment within 
the organization. Each block must be 
continually reassessed for effectiveness 
and new approaches and initiatives de-
veloped and implemented as part of 
continuous process improvement.

OCCUPATIONAL HEALTH

Along with the Foundational Building 
Blocks, USAG Fort Carson has proac-
tively engaged in implementing and 
encouraging employee participation 
in occupational health and safety re-
lated programs and training to foster 
a safe and healthy work environment. 
The garrison is directly involved in 
ensuring personnel working high 
risk activities and functions are thor-
oughly trained in the identification 
and control of all possible risks they 
may encounter. The installation has 
also taken training beyond the work-
place where Community Emergency 
Response Training (CERT) is offered 
to the Fort Carson Family. The success 
of these training activities in and out-
side the workplace is evidenced daily. 
Common events such as on-post hous-
ing mayors identifying a neighborhood 
gas leak and immediately reporting the 
leak, ultimately averting a disaster, can 
be directly tied to training. 

RESILIENCY

The Army continues to move toward 
promoting resiliency in Soldiers and 
Families to cope with the stresses of a 
high operational tempo. Like all instal-

level safety action plans (SAPs) that 
address mitigating and reducing risk 
in all Installation programs, processes 
and procedures. The SAPs are in turn 
briefed out quarterly to the leadership 
to ensure safety hazards are addressed 
and mitigated, best practices are shared, 
and discussions are held with solution 
sets developed for implementation.
 
Reward and Recognition 
The Fort Carson leadership has in-
creased its emphasis on support of the 
Army Safety Awards program in sev-
eral venues to include the staff meet-
ings, Safety Councils, and during safe-
ty inspections. Additionally, in direct 
support of the FCCP Protect the Force 
LOE, these initiatives continue to fos-
ter an environment that recognizes 
personnel and organizations that either 
eliminate unsafe acts and behaviors or 
prevent an accident from occurring.

Process Improvement
After each activity or event, after action 
reviews (AARs) are conducted to en-
sure any hazardous situations are taken 
apart, drilled down on, and risk mitiga-
tion solutions developed and propagated 
throughout the command. The Safety 
Office continually analyzes data sets to 
determine performance lagging indica-
tors and benchmarking these data against 
current Army statistics. Gap analyses are 
then applied and action plans are devel-
oped or adjusted to meet the demands of 
the changing environment.

No single approach by itself will sus-
tain a safety culture. The ability to bal-
ance the foundational building blocks 

deliver training and our safety mes-
sage both inside and outside the gate. 
Social media such as Twitter, Flickr, 
Facebook, and a unique Directorate 
of Family and Morale, Welfare and 
Recreation (DFMWR) text messaging 
initiative is available to enhance safety 
awareness and discussion. These initia-
tives directly support the Fort Carson 
Campaign Plan (FCCP) Protect the 
Force Line of Effort (LOE) to ‘Sustain 
an aggressive media campaign to pro-
mote safety awareness.’ It increases 
safety awareness throughout the instal-
lation by leveraging a wide variety of 
media and awareness materials.

Accountability
No initiative is sustainable without ac-
countability. Everyone is held account-
able to prevent accidents before they 
occur, to stop operations until risks are 
mitigated and/or minimized, and to 
take proactive steps to ensure a safe and 
healthful living and working environ-
ment. Safety is embedded in the per-
formance standards of all employees 
and reviewed quarterly with respective 
supervisors. Periodic announced and 
unannounced safety and occupational 
health inspections are held throughout 
the year to keep safety at the forefront 
of the workforce. Most importantly, 
peers hold peers accountable every 
day to ensure high safety standards are 
enforced in all we do. Personnel em-
powerment has had a positive effect 
on Fort Carson and has increased our 
safety awareness dramatically.

Installation directorates are required 
to develop and implement directorate-

The  Sa f e t y  Of f i c e  c on t inua l l y  ana l yz e s  da ta  s e t s  t o  d e t e rmine  p e r f o rmance  l agg ing  
ind i ca to r s  and  benchmark ing  the s e  da ta  aga in s t  cur ren t  Army  s ta t i s t i c s .
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lations, Fort Carson has been actively 
engaged in the Comprehensive Soldier 
Fitness program. The Army is now 
including Department of the Army 
(DA) Civilians in this program, ad-
dressing the third pillar of the Army 
Family. Not unlike the Army, USAG 
Fort Carson had recognized that in 
order to inculcate and sustain a safety 
awareness culture it must also address 
the stresses on the Civilian workforce 
caused by maintaining a continuous 
Available status. Falling in line with the 
Installation Management Campaign 
Plan (IMCP) Soldier, Family and 
Civilian Well-Being Line of Effort 
SW5, the leadership continues to fully 
support and encourage participation 
by all employees.

The installation has sent DA Civilians 
to the Master Resiliency Trainers course 
in order to further strengthen its pro-
gram. In working toward addressing re-
siliency, it also fully supports employee 
opportunities in the Civilian Wellness 
Program and has actively implemented 
an alternate work schedules (AWS) / 
telework program. USAG Fort Carson 
continues to research and imple-
ment other high impact programs to 
strengthen employee resiliency. 

To further enhance our resiliency pos-
ture, a resiliency campus complex is 
being developed at Fort Carson which 
will soon provide centralized infra-
structure to support Soldier, Family, 
and Civilian physical, mental, and 
spiritual well-being.

RESULTS

Has this multi-dimensional approach 
paid off?  The data indicate a resound-
ing yes. As requirements continue to in-

crease due to dramatic growth and con-
strained resources, USAG Fort Carson’s 
data show a 51.02% decrease in work-
place accidents for reportable and non-
reportable incidents. This can only be 
attributed to the inculcation of safety 
into the Fort Carson culture through 
the full integration of the Foundational 
Building Blocks, Occupation Health 
program, and resiliency initiatives. 

USAG Fort Carson’s approach to safe-
ty falls directly in line and fully sup-
ports the Installation Management 
Campaign Plan (IMCP) Safety Line of 
Effort, which provides the operation-
al and strategic framework for Safety 
across the enterprise, while simultane-
ously meeting and exceeding the Fort 
Carson Campaign Plan objectives; 
providing the tactical and operational 
framework for the installation. 

INCULCATING SAFETY

With the high OPTEMPO that Fort 
Carson has experienced, in addition 
to other significant events elsewhere in 
the military community, it is reasonable 
for our Soldiers, Family members, and 
Civilians to expect to live and work in a 
safe environment. Fort Carson has im-
plemented multiple programs to ensure 
the safest practices are being conducted 
on a daily basis. It is not enough to 
merely talk about safety. It must be re-
inforced at all times. Mitigation efforts 
and continuous assessment will ensure 
Fort Carson continues to become a saf-
er, accident-free installation. 

USAG Fort Carson has embarked on 
a path to not only change behavior but 
to also become and sustain a safety con-
scious culture.  We have done so through 
integrating the foundational building 

blocks into a solid framework and ag-
gressively implementing programs that 
address occupational safety standards 
and resiliency. Fort Carson continually 
seeks new pieces of the puzzle to improve 
and sustain its safety posture, ready to 
incorporate new programs, policies, and 
procedures into its arsenal. 

USAG Fort Carson is currently meld-
ing safety, occupational health, and 
resiliency programs into the Army 
Communities of Excellence Criteria 
which will further strengthen our pro-
grams utilizing this well proven orga-
nizational framework. This approach 
enables the continual development of a 
safety organization that results in an effec-
tive, efficient and sustainable organization.

COL McLaughlin is the USAG Fort Carson Garrison 
Commander. He has served in a variety of com-
mand and staff positions at Battalion, Brigade, 
and Division levels to include with the 2nd Marine 
Division as the Division Deputy Fire Support 
Coordinator. COL McLaughlin has participated in a 
variety of joint and multi-national deployments in-
cluding Operation Joint Forge in Bosnia Herzegovina 
as part of Multi National Division North, Operation 
Enduring Freedom as part of CTF Horn of Africa with 
the 2nd Marine Division, and two tours of duty as 
part of Operation Iraqi Freedom.
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It was August 19, 2003 when an or-
dinary-looking truck pulled up next 
to the United Nations Baghdad head-
quarters and detonated, taking with 
it the lives of several extraordinary 
people, including the UN’s top dip-
lomat, Sergio de Mello. Soon after 
the explosion echoed across Baghdad’s 
hazy skyline, U.S. Army tactical opera-
tions centers in the city began receiv-
ing instant radio updates from units on 
the ground about the damage. Those 
reports, commonly referred to as spot 
reports, consisted of concise packages 
of critical information logged and in-
stantly shared with decision-makers 
to create an organized, informed re-
sponse. The response, experienced by 
the author while on active duty, served 
as the inspiration for a radically new 
approach to emergency notification in 
2010 during several natural disasters 
in Seoul, South Korea. This approach 
uses Facebook to both transmit and re-
ceive what are essentially spot reports 
in a transparent environment, and it 
has dramatically changed how USAG 
Yongsan informs its public.

While social media sites like Facebook 
and Twitter are sometimes viewed as 
having only entertainment or informal 

communication value, many govern-
ments are quickly taking notice of the 
powerful ripple effects social media 
can create. For example, the Iranian 
government was caught off guard in 
the summer of 2009 when pro-democ-
racy demonstrators surged into urban 
centers, coordinating their movements 
with military precision using smart 
phone technology with Facebook 
and Twitter to mobilize, identify and 
share threat information, and instantly 
coordinate rally points for medical 
care. Additionally, images of what has 
been dubbed the Green Revolution 
were broadcast in near real time to 
the world via the internet without 
bulky satellite trucks or conspicuous 
video cameras. Indeed, the effective-
ness of Facebook and Twitter as virtual 
Tactical Operations Center platforms, 
especially when combined with cell 
phone photo and video capability, has 
led countries such as Syria, Pakistan, 
China, Iran, Vietnam, and others to 
block access to social media to prevent 
political upheaval. However, the same 
features of social media that leave op-
pressive regimes trembling – centrality, 
speed, transparency, and messaging ca-
pability – actually serve to empower open, 
democratic governments looking to im-

prove their relationship with the public.

USAG Yongsan, located in the heart 
of Seoul, South Korea, serves more 
than 25,000 Service Members, their 
Families, Civilians, Contractors and 
partners with the Department of State, 
that have a presence on the installa-
tion. Additionally, the garrison works 
closely with host nation agencies such 
as the Korean National Police and lo-
cal municipal governments. With a 
complex and often overlapping mesh 
of agencies and units, emergency no-
tification becomes equally complex. 
While traditional phone trees, internal 
unit notification through operations 
channels, and radio broadcasts do 
play an important role, the centrality, 
speed, transparency, and messaging ca-
pability provided by social media such 
as Facebook and Twitter not only serve 
to augment traditional notification 
methods, but transform it, as Yongsan’s 
response to a 100-year flood confirmed 
in September 2010. We will examine 
each of the four factors contributing to 
the success of Yongsan’s social approach 
to emergency notification and discuss 
them in the context of emergency no-
tification and safety, using real-world 
examples tested in Yongsan.

Making Safety Social: How U.S. Army 
Garrison Yongsan is Using Facebook to 
Make its Community Safer, Socially 
by Dan Thompson, Chief of Public Affairs, U.S. Army Garrison Yongsan

This approach uses Facebook to both transmit and receive what are essentially spot reports in a 
transparent environment, and it has dramatically changed how USAG Yongsan informs its public.
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community members are using daily to 
keep in touch with friends and relatives. 

Facebook’s centrality allows the garrison 
to post information that matters to peo-
ple within a platform that is rapidly be-
coming almost as commonplace as the 
home telephone was in the 20th cen-
tury. More importantly, the Facebook 
wall allows the garrison to post in real 
time spot reports, creating a virtual in-
formation stream emanating chrono-
logically from the nucleus of the emer-
gency response center with few moving 
parts in between to slow the process. 
Because there is less interpretation of 
the original information to be distrib-
uted, information generated from the 
nucleus maintains a very high degree of 
integrity with unsurpassable timeliness. 

With Facebook already a major meet-

ing place for thousands in the Yongsan 
community and its reporting speed 
unlike anything offered by static web-
sites or traditional media such as TV or 
radio, a decision was made to make the 
Facebook page the standard by which 
all other partner media should sync to 
for emergency notification informa-
tion – a function previously filled by 
cumbersome press releases and phone 
calls to multiple agencies. This proved 
especially effective during Typhoon 
Kompasu in September 2010.

The centrality of Facebook was key in 
allowing the garrison to disseminate 
information instantly to the public. 
Because of its central nature, postings 
on Facebook served not only to inform 
Facebook visitors, but create a chain 
reaction of two types, automated and 
manual. Yongsan’s Facebook postings 

Being at the center of the discussion
Facebook has become more than just 
a place for teenagers to keep in touch. 
With more than 5,400 fans (or a quar-
ter of the garrison’s population), www.
facebook.com/youryongsan has be-
come a virtual town center with ap-
proximately 60% of its users being be-
tween 24-44 years old, and nearly 20% 
aged 18-24. Indeed, one of the previ-
ously most difficult population groups 
to directly contact, even though they 
are often critically affected by emer-
gencies, were spouses, who now make 
up approximately 70% of active users 
on Yongsan’s Facebook page. In the 
great struggle to capture just a frac-
tion of one’s attention during daily 
internet usage, Facebook has allowed 
the garrison to insert short bits of its 
most important information directly 
and noninvasively into the same forum 

SOCIAL MEDIA PROCESS
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One of the most difficult population groups to directly contact, even though they are often critically affected by 
emergencies, were spouses, who now make up approximately 70% of active users on Yongsan’s Facebook page.
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are programmed to automatically gen-
erate Real Simple Syndication, or RSS, 
feeds that post automatically on Twitter 
and Yongsan’s official “.mil” website, in 
addition to users subscribing to the RSS 
feeds. Manually, a broad range of stake-
holders consisting of the non-Facebook 
public, American Forces Network, Stars 
and Stripes, and Korean media were 
able to monitor the Facebook feed and 
report faster than would normally be 
possible purely telephonically. 

Speed matters 
Social media offers emergency notifica-
tion planners one of the fastest vehicles 
available for notifying thousands of 
people at one time. In the instant infor-
mation age, the public expects instant 
updates. This expectation may be met 
by placing a Facebook operator directly 
inside an emergency operations center. 
During Typhoon Kompasu, Yongsan 
placed the public affairs chief in the 
operations center, where he was able 
to filter sensitive information and relay 
releasable information to a Facebook 
operator--also a public affairs specialist-
-who posted spot reports within sec-
onds of receiving the information. The 
operator also coordinated with media 
partners to notify them that new, vet-
ted updates were available online. From 
the time it was received in the opera-
tions center to the time it was posted 
to Facebook, each spot posting took 
between 30 seconds and 2 minutes to 
publish – an astonishing turnaround 
time in an emergency situation. 

Speed matters to audiences. During 
Yongsan’s emergency response, some 
irregularities were observed in the 
quality of the information, as it was 
still developing. Despite changes in 
some information as the situation de-
veloped, the audience largely accepted 
this dynamic in exchange for the sense 
of security and instant gratification 
that instant updates provided, espe-
cially regarding early school closures 
and school bus estimated times of ar-
rival. Community members felt as if 
they were inside the operations center, 
knowing what we knew as we knew 
it, which increased their confidence 
in the garrison’s emergency response. 
Although the garrison may have post-
ed a gate closing, only to change de-
tails of that closing a few minutes later, 
community members were still grate-
ful for the information. In live report-
ing this phenomenon also occurs, such 
as reporting on aircraft disasters when 
passenger details are constantly chang-
ing as the situation matures. This dy-
namic does not detract from the news 
value because the alternative is delayed 
reporting, which is not realistic in the 
social news environment. If authori-
ties do not tell their story in a time of  
crisis, someone with a cell phone  
will tell it for them, which could 
prove detrimental with enough hits on 
Facebook or YouTube.

Building trust through transparency
In a garrison setting, when trusted 
public affairs specialists are properly 

trained and experienced, they can sift 
quickly through operationally sensi-
tive information and identify that 
which is publically releasable. During 
destructive weather in August and 
September at Yongsan, a public rela-
tions strategy was employed that liber-
ally released information as long as it 
did not reveal operational security re-
sponses that could provide insights to 
adversaries. Additionally, the garrison 
took the unprecedented step of up-
loading photos of decision makers in 
action directly from within the emer-
gency operations center. For instance, 
a photo of Garrison Commander 
Colonel William Huber huddling 
with his emergency reaction team be-
fore an array of maps was uploaded to 
Facebook within two minutes of being 
taken, complete with details about the 
huddle and a strategic message quote 
from the commander. Likewise, dur-
ing President Barack Obama’s visit 
to Yongsan during the G20 Summit 
in November, the garrison uploaded 
streaming video of subject matter ex-
perts giving short web cam interviews 
with advice about base access and ser-
vice disruptions – live. This real-time, 
transparent reporting drew immedi-
ate praise from Facebook fans and the 
public at large who were able to see 
the garrison’s organized response unfold 
live before their eyes, giving them a vir-
tual seat in the proverbial ivory tower.

Allowing the public to participate in 
a transparent exchange of emergency 

During Typhoon Kompasu, Yongsan placed the public affairs chief in the operations center, where he was 

able to filter sensitive information and relay releasable information to a Facebook operator--also a public 

affairs specialist--who posted spot reports within seconds of receiving the information. 
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claims procedures. This combined ef-
fort between the garrison and the pub-
lic created an atmosphere of mutual 
assistance and generated hundreds of 
positive remarks about the garrison on 
Facebook, which were visible to the local 
press and higher leadership.

Messaging officially
Social media is only now being widely 
adopted by Department of the Army 
agencies following years of cautious 
observation. Indeed, in Facebook’s not-
so-long-ago infancy, its potential as a 
public relations tool was understood by 
only the most progressive thinkers. Time 
has since proven Facebook and similar 
mediums to be extremely influential. 
Although it is influential, it may also 
be quite chaotic with useful informa-

tion grouped alongside pedes-
trian chatter. Garrison 

Yongsan was able to 
resolve this tension 

by clearly defin-
ing what was 
official and 
unoff ic ia l 
by creat-
ing a “Just 
U S A G 
Yongsan” 
b u t t o n 
on its 
Facebook 
p a g e , 

m a k i n g 
only official 

posts the de-
fault view for 

all visitors, and 
signing each post 

with a name and orga-
nization. Additionally, this 

was followed up by an “It’s Official!” 
campaign that taught the community 

how to identify official garrison news.

During the flooding in September 
and G20 in November, there was little 
discussion about which information 
was official and which was not on the 
Yongsan Facebook page. Indeed, be-
cause Yongsan built its Facebook in such 
a way as to prominently display official 
info and condition its audience through 
ongoing engagement, there was little 
ambiguity about the official nature of 
the information provided. During an 
emergency, it is critical that audiences 
know whether or not information on 
social media is trustworthy. By imprint-
ing the garrison brand and signature on 
each social media posting, Yongsan was 
able to accomplish this strategic objec-
tive successfully. Despite this success, 
there is the ongoing challenge of adopt-
ing support for social media among 
bureaucrats that favor traditional media 
and control of the message.

What if?
Social media is sometimes viewed as 
traditional media’s unruly kid brother, 
but to be used effectively, its social 
nature may be viewed as a strength. 
Several inquiries have been made about 
Garrison Yongsan’s social media and its 
potential shortcomings. For instance, 
what happens if power fails in the af-
fected community? How could users 
access social media as the primary out-
let for non-internal mass notification? 
Recall that social media creates a chain 
reaction, one of which is feeding infor-
mation to traditional media like radio. 
During the August floods, some neigh-
borhoods lost power, but were still able 
to access Facebook and Twitter feeds on 
their smart phones, in addition to hear-
ing radio reports from AFN that was 
simply conveying Yongsan’s Facebook 

information also built trust and in-
creased public opinion of the garrison. 
For example, not only did the garrison 
transmit information via social media, 
it solicited information from the com-
munity, making each person with an 
internet connection a virtual listening 
post from which the garrison could 
gather damage reports. For instance, 
Yongsan encouraged the public to post 
photos of damage and report prob-
lems they were observing. While it was 
made clear that emergencies should be 
called in immediately to the authori-
ties, Facebook served as an auxiliary 
intelligence source for emergency re-
sponders who were able to see images 
of flooding or downed power lines in 
places they did not have access to and 
plan a response. Additionally, by mon-
itoring Facebook posts, garrison 
officials were able to identi-
fy emerging trends such 
as residential flooding 
and immediately 
set up a special 
hotline directly 
to the 

o p e r a t i o n s 
center from 
which affected 
residents could get 
instant information 
from a person  on the other 

end about estimated cleanup 
times, prevention advice and 
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massive infrastructure and inherent 
self-interest in maintaining customer 
satisfaction despite an onslaught of at-
tacks. While this example suggests that 
civilian media may be less vulnerable to 
attack, it also suggests that the threat 
could increase as adversaries understand 
how authorities in democratic societies 
are leveraging social media. 

While social media sites like Facebook 
are Garrison Yongsan’s primary means 
of emergency notification for the unof-
ficial public because of the ripple effect 
they create, they are only one in a series 
of tools in a wide array of mechanisms, 
which should be emphasized here. 
Although non-duty community mem-
bers show a compelling preference for 
Social Media, it only serves to augment 
and enhance other outlets such as radio, 
TV and public address speakers.

Conclusion
In a media environment where in-
formation gatekeepers are withering 
away, it is critical that authorities tell 
their stories instantly so that others do 
not tell it for them. Remaining active 
in the information realm instead of re-
acting to it could make the difference 
between saving a life during a crisis 
or ending up in the vicious 24-hour 
news cycle as an example of incom-
petence. Social media have thus far 
enabled Garrison Yongsan to preempt 
potential conflicts, refine practices and 
strengthen the sense of community by 

posts over the airwaves. Essentially, the 
system was triple redundant. 

What if the emergency operations 
center lost power? With a cell phone 
or netbook with cell phone modem 
access, officials may continue to post 
as long as cell phone service is avail-
able. Additionally, staff members with 
wireless access could potentially report 
from anywhere, be it the local coffee 
shop or from the safety of home if 
base access was suddenly impossible. 
Indeed, wireless coordination between 
authorities and emergency notifica-
tion for the public need not be facil-
ity based, which may prove to be a 
strength in some scenarios. 

Social media may also create some un-
expected security benefits. For example, 
suspected North Korean denial of ser-
vice attacks on South Korea in July 2009 
left the official Yongsan Garrison web 
page inaccessible or cripplingly slow. 
Adversaries specifically targeted “.mil” 
and “.gov” sites because of their tacti-
cal value, but overlooked social media 
sites like Facebook, presumably because 
of their perceived lack of importance 
to the enemy’s objective. However, 
Garrison Yongsan’s information opera-
tions, while crippled, were not halted 
because its Facebook page continued to 
run flawlessly. Indeed, by shifting the 
information effort to a civilian setting, 
Yongsan’s media efforts are difficult 
to attack, especially given Facebook’s 

enlisting word-of-mouth information 
sharing using Facebook as a catalyst for 
conversation. These strengths serve to 
create a far more dynamic emergency 
notification tool that offers two-way 
communication between authorities 
and their community right when they 
need it most. While providing live in-
formation services to community mem-
bers during emergencies is a tall order, 
Garrison Yongsan has proven time and 
time again in 2010 that community 
members feel safer and more valued 
when social media is employed central-
ly, quickly, transparently, and officially.

Dan Thompson is a published author and combat 
veteran assigned to 1st Armored Division in Iraq 
from 2003-2004. He won 1st Place in the 2009 
IMCOM Keith L. Ware Outstanding Initiatives in 
Social Media award and is completing the Global 
Master of Arts Program at Tufts University’s The 
Fletcher School of Law and Diplomacy.

Social media may also create some unexpected security benefits. For example, suspected North 
Korean denial of service attacks on South Korea in July 2009 left the official Yongsan Garrison 
web page inaccessible or cripplingly slow. Adversaries specifically targeted “.mil” and 
“.gov” sites because of their tactical value, but overlooked social media sites like Facebook, 
presumably because of their perceived lack of importance to the enemy’s objective. 



U . S .  A r m y  J o u r n a l  o f  I n s ta l l at i o n  M a n a g e m e n t39

begin searching for other job opportu-
nities and become distracted from the 
expected teamwork and community 
support. They tend to focus on self-
preservation, both personally and pro-
fessionally. Some of this is to be expect-
ed as it is nothing more than human 
nature. But when employee engage-
ment declines, safety is at risk - and as 
leaders we are compelled to take action.

As we all know, engaged employees 
are more likely to make decisions for 
the betterment of the organization, 
which leads to increased productivity, 
increased motivation, decreased inju-
ries, and improved risk-management 
procedures. Said simply, engaged em-
ployees are more likely to predict and 
prevent accidents. Engaged employees 
easily recognize warning signs before 
an accident occurs, they actively look 
out for one another and they are mo-
tivated to ensure the mission is safely 
accomplished. Engaged employees are 
anything but complacent because they 
understand their value to the organi-
zation, the mission, and most impor-
tantly, their value to each other. As 
leaders, how do we maintain this im-
perative - especially in the challenging 
environment of a major base closure?  

The five actions detailed below form 
the backbone for engaging our employ-
ees while promoting a positive safety 
culture and protecting the Army’s most 
important assets - Soldiers, Families 
and Civilians. While these five ac-
tions may not be as simple as a red dot,  
they encourage employees to stop, 
think... then act.

(1)	 Involve the manager/supervisor: 
Show compassion and concern 
for the employee and stress the 

dots mounted in the center! As simple 
as it sounds, the red dot engaged us, 
prodded us and, yes, compelled us to 
stop, think and then act. Every Soldier 
in the platoon had a red dot on their 
watch and subscribed to the same man-
tra – safety first. While there is tremen-
dous value in the safety tools available 
to leaders today, imagine the power of 
the “red dot” in your garrison.

On  June 23, 2010, the Department 
of Defense announced the closure of 
the Mannheim Military Community 
by 2015. This announcement directed 

several unit moves from the 
Mannheim area, as well 

as the inactivation of 
USAG Mannheim on 
May 31, 2011. After 
a very proud 55-year 
history, this news was 
met with sadness by 
many garrison em-

ployees who have served 
selflessly in Mannheim 

for years and call it home. 

Since the announcement, 
we’ve learned two critical 

things: 1) Change equals 
uncertainty and 2) Uncertainty 

makes it very easy for employees to 
“check out.”  Inevitably, employees 

I reported to the Reserve Officers’ 
Training Corps (ROTC) Basic Camp 
at Fort Knox, Kentucky in the summer 
of 1990. During in-processing, I was is-
sued a “red-dot” sticker to wear on my 
watch. Our drill sergeant explained to 
the platoon that this red dot was a safety 
reminder. He was convinced that with 
a red dot centered on our timepieces, 
we would not only think, but practice, 
safety. With so many safety tools avail-
able to us today—think TRiPS, GRAT, 
ARAP, RMIS, ATSTP, LRAS, PLRs, 
MMP—how could something as sim-
ple as a red dot work?  

When I think back on 
that summer, we spent 
a lot of time checking 
our watches, either 
to ensure we were 
on time or admit-
tedly to wish 
time would pass 
faster. Often, 
our 50 min-
ute “blocks of 
i n s t r u c t i o n” 
concluded with 
glazed stares at a 
clock mounted 
above a classroom 
door. Even those 
clocks had big red 

Our Safety Imperative: 
An Engaged Workforce 
by LTC Elizabeth Ryan Griffin, Commander, USAG Mannheim 

…Change equals uncertainty and uncertainty makes it very easy 
for employees to “check out.” …But when employee engagement  
declines, safety is at risk - and as leaders we are compelled to take action.
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employee’s importance.

(2)	 Promote the employee as a stake-
holder: Challenge employees to 
perform to a higher standard and 
reward their efforts.

(3)	 Simplify the reporting process: 
Don’t bury employees with con-
fusing or time consuming reports.

(4)	 Require a simple, easy-to-
complete Job Hazard Analysis  
(JHA) or Risk Assessment for 
each task: Ensure employees 
identify hazards before they occur  
to eliminate or reduce risks to  
an acceptable level.

(5)	 Maintain consistent enforcement: 
Routinely demonstrate your 
commitment to the employee, 
the mission and a safety culture.

While implementing the five action 
items above at USAG Mannheim, 
we’ve developed three best practices 
that have reinforced our efforts to sus-
tain employee engagement and main-
tain a high level of safety vigilance. 

First, seek out employees. My com-
mand sergeant major and I make it a 
point to get out from behind our desks 
and talk to our employees every day. 
The primary purpose is simply to show 
we care and appreciate their contribu-
tions. The by-products of these visits 
include checks on workplace safety 
and force protection, as well as the op-
portunity to congratulate a job well 
done or provide increased emphasis for 
areas of concern. Visits are hardly ever 

scheduled in advance, rarely accom-
panied, and are most likely weekend 
visits to the youth center, early morn-
ings at the fitness center, late night 
visits to the Military Police desk, or a 
candid conversation with a refuse col-
lector, mail clerk, short order cook or 
food service worker as he or she goes 
about their daily business for the garri-
son. In addition to involving managers 
and supervisors in garrison safety ef-
forts, maintaining command visibility 
to the workforce is critical to ensur-
ing employee engagement. Without a 
consistent message from the garrison 
leadership team, it is all too easy for 
the daily churn of tasks to overtake a 
safety message and lead to shortcuts 
and blind-eyes.

Next, connect with family mem-
bers. Never underestimate the power 
of an Army spouse or child in keep-
ing their Soldier or Civilian safe. In a 
closing community where “workforce 
shaping” efforts inevitably result in job 
loss and unexpected career changes for 
many, employees will often feel aban-
doned, rejected and alone. Soldiers 
and their Families impacted by unit 
relocations also face unexpected moves 
and transitions. Many will disengage 
as a coping mechanism for what they 
know will be an eventual end to very 
important chapter in their lives of ser-
vice. As leaders, we must capitalize on 
the stable, unvarying force in the lives 
of our Soldiers and employees - their 
Families. More times than not, it is the 
spouse or the child that can reach out 

to the employee or Soldier to validate 
their self-worth, contributions and 
value – resulting in not only critical 
risk avoidance but greater levels of em-
ployee engagement and again, higher 
levels of safety awareness. 

Finally, don’t try to go it alone. While 
we are fortunate to have so many safety 
tools available to us on the internet, 
nothing replaces the positive impact 
of a non-commissioned officer. This 
fall, we sponsored Command Sergeant 
Major Michael Eyer of the U.S. Army 
Combat Readiness/Safety Center as a 
guest speaker to our Community Non-
Commissioned Officer Professional 
Development (NCOPD) Program. 
This guest appearance paid huge divi-
dends with more than 100 NCOs in 
attendance. Not only did CSM Eyer 
emphasize the importance of main-
taining an engaged workforce, he also 
challenged the non-commissioned 
officers in our community to think 
about how they could prevent off-duty 
accidents. On the garrison staff, we’ve 
increased our emphasis on safe off-du-
ty conduct for Soldiers and Civilians 
alike, recognizing that the majority of 
incidents in our community take place 
after duty hours. Our Provost Marshal 
routinely implements both “Click It 
or Ticket” and “Booze It and Lose It” 
check points to better protect the to-
tal force on post and has successfully  
liaised with German Polizei conduct-
ing joint patrols at off-post establish-
ments. During a recent Safety Stand 
Down day, we partnered with AAFES 
to expose Soldiers, Family mem-
bers and Civilians to a drunk driving 
simulator and the inherent dangers of 
poor decision making. The European 
Medical Command graciously provid-
ed a Wellness Coordinator to advocate 

Don’t try to go it alone. While we are fortunate to have 
so many safety tools available to us on the internet, nothing  
replaces the positive impact of a non-commissioned officer.
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employee wellness and healthier habits. 
Furthermore, we’ve trained Directors 
and Division Chiefs on the warning 
signs for depression, suicide and sub-
stance abuse, and actively promoted a 
command climate focused on a posi-
tive mental attitude as well as one of 
patience and tolerance. The emphasis 
on “we’re in it together” has helped re-
tain employee engagement levels.

While these three best practices are fo-
cused on our closing installation, they 
are applicable to any garrison where 
the command team wants to improve 
employee engagement or simply re-
focus the workforce on the basics of 
promoting a safety culture. If you sub-
scribe to the school of thought that all 
accidents are predictable and prevent-
able, as well as the notion that no one 
purposely comes to work hoping to fail 
or expecting to slip, trip, fall or get in 
an accident, then you as a leader are 
fully ready to engage your work force. 
Clearly, this is not as simple as issu-
ing a red dot to each member of our 
workforce — but it is a basic approach 
that puts safety at the forefront of on 
and off-duty conduct without causing 
employees to dread yet another safety 
briefing or mandatory training course.

Serious or costly safety issues ultimate-
ly require special emphasis, tracking, 
budgeting and time to correct, but 
smaller hazards can be solved by an en-
gaged workforce. Ensuring that every 
employee, and certainly the garrison 
Safety manager, is trained in identi-
fying hazards and knows the process 
to correct hazards is essential. Often, 
simply resolving smaller hazards can 
reap significant dividends in time and 
money. The ever present challenge, 
of course, is the “how” behind keep-

ing the workforce engaged to ensure 
you see a return on the investment. 
The sooner that leaders recognize the 
barriers to achieving high levels of 
employee engagement, the sooner we 
will develop better ideas for break-
ing those barriers down, resulting in  
a smart return to the “red dot”  
approach to safety. Reinventing new 
approaches or websites may not be 
as necessary as making sure our lead-
ership message is clear on every level 
to every Soldier, Civilian and Family 
member. On a very fundamental level, 
we must all subscribe to the mindset 
that safety is everyone’s responsibility. 
It should be as habitual and ingrained 
as glancing at your watch. Maybe that 
sergeant’s little red dot (for what, pen-
nies per soldier?), was right on target: 
Every minute of every day is a good 
time to focus on keeping our IMCOM 
Family safe and secure.

Harry (Buster) Godwin, USAG Baden-
Wuerttemberg Safety Officer, contrib-
uted to this article

LTC Lisa Griffin is a native of Rochester, New York 
and was commissioned in the Corps of Engineers 
in 1992. LTC Griffin holds a Masters Degree in Policy 
Management from Georgetown University and is a 
certified Senior Professional in Human Resources 
(SPHR). After relinquishing command of USAG 
Mannheim, she will attend Senior Service College. 
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The apparently conflicting imperatives 
of closing a base and preventing acci-
dents and illnesses pose a challenge for 
installation leadership. That challenge 
is most acute with the garrison com-
mander who, as the “city manager,” 
is responsible for executing the many 
steps of the closure process while still 
providing facilities, programs and 
services necessary to remaining garri-

son and tenant activities as they wind 
down their business and eventually 
close. All of these activities are nested 
in Safety, as a dedicated Line of Effort 
in the IMCOM Campaign Plan. 
Armed with the guidance in the plan, 
the garrison commander is committed 
to ensuring that safety and risk man-
agement overlay every aspect of day-
to-day business. This not only keeps 
the employees safe, but it better pre-
pares both the employees and custom-
ers for what is yet to come.

Public Law 91-596, also known as the 

Safety and Occupational Health Act of 
1970, was written, “to assure safe and 
healthful working conditions for work-
ing men and women.” The garrison 
commander and the command team 
must balance meeting BRAC require-
ments with ensuring the policies set 
forth in Public Law 91-596 and other 
regulations are met. Safety is everyone’s 
business and responsibility. 

The Army’s benchmark for  
assessing unit safety posture is 
the Army Readiness Assessment 
Program (ARAP). ARAP is  
a Web-based survey that pro-
vides battalion-level com-
manders with data on their 
formation’s readiness posture 
through five segments: 

Process Auditing 
- Assesses the pro-
cesses used to iden-

tify hazards and correct problems 

Reward Systems - Assesses the 
unit’s program of rewards and dis-
cipline to reinforce proper behavior 
and correct risky actions 

Quality Control - Places emphasis 
on high standards of performance 

Risk Management - Assesses the 
health of unit processes 

Command and Control - Assesses 
leadership, communication, and 
policies as they relate to composite 
risk management (CRM).

The Base Realignment and Closure 
(BRAC) Act of 2005 identified Fort 
McPherson for closure and Fort Gillem 
for reduction to a small military en-
clave by Sept. 15, 2011. With less than 
a year until closure, organizations on 
both installations are intent on ensur-
ing the transition is a success. What 
does that mean in regard to safety?  As 
we inch closer to closure, the mission 
pace increases, funding levels decrease 
and employees are more focused on 
retirement, job loss or relocation than 
on watching where they are walking or 
what they are doing. Transition, regard-
less of the reason, always offers ample 
opportunity for accidents and injuries. 

With the BRAC deadline looming in 
less than a year, installation leadership 
and BRAC implementation personnel 
are extremely focused on accomplish-
ing the mission of closing facilities and 
installations effectively and, most im-
portant, on time. With ever-nearing 
deadlines, with intricacies and compli-
cations of moving the many affected 
organizations, with managing property 
accountability and turn in, addressing 
environmental concerns and overseeing 
the completion of so many more tasks, 
the center of attention for personnel liv-
ing through a BRAC is, understandably, 
an endless to-do list of closure require-
ments. However, as long as people are 
on the installation, the BRAC process 
and safety requirements must be able to 
“play in the sandbox” together. 

Seeing Our Way Safely Through BRAC  
by Deborah Joyce, Safety Director, USAG Fort McPherson

Transition, regardless of the reason, always offers ample opportunity for accidents and injuries. 
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Commanders are required to conduct 
two ARAP surveys – one within the first 
60 days of assuming command and an-
other midway through their command 
tenure. CR/SC is the “gatekeeper” of 
this data to ensure proper analysis of the 
input. This tool offers the commander a 
comparison to other units, either Army-
wide or to IMCOM only. 
 
Once the survey window closes, the 
commander receives a one-on-one 
outbrief from the U.S. Army Combat 
Readiness/Safety Center (CR/SC) staff 
regarding the input received. Survey 
responses are statistically clustered by 
readiness score into four equal groups 
known as quartiles. The first quartile is 
the most ready group, based on safety 
posture, and the least likely to suffer 
debilitating accidents. Vulnerability 
to  accidents increases in quartiles two 
- four. Statistically, units that score in 
the fourth quartile may be twice as 
likely to have a “Class A” accident as 
units in the first quartile. A Class A ac-
cident results in total property damage 
of $1 million or more; an Army air-

craft or missile is destroyed, missing, 
or abandoned; or an injury and/or oc-
cupational illness results in a fatality or 
permanent total disability. 

Fort McPherson and Fort Gillem have 
conducted this survey four times. The 
first three times, the results of the survey 
showed us to be in the third quartile. 
In the most recent survey, we moved 
into the second quartile. Improving 
our ARAP organizational posture from 
the third quartile to the second while 
in the final throes of BRAC is an ac-
complishment we had neither expect-
ed, nor anticipated. Some may ask, 
“was it just luck?”  Possibly, however, it 
is important to communicate to your 
employees. If you have asked them to 
take the time to respond to a survey, it 
is equally important for leadership to 
let the employees know the results of 
that survey. More than that, providing 
feedback lets employees know leader-
ship is listening and is responding. 
Based on these results, it is our opinion 
that our employees continue to believe 
we are doing our day-to-day business 

safely and are ensuring command and 
control, standards and discipline are 
effective and in force. 

The last two questions on the ARAP 
survey are possibly the most important 
ones – what they consider the most haz-
ardous thing they do that is related to 
their jobs; and what they think are the 
most significant actions the command 
can take to improve safety. Employees 
who take the time to provide feedback 
to these questions seriously want to be 
heard, and their responses provide an 
azimuth check for us to see if our pro-
grams are pointed in the right direc-
tion for providing our most effective 
safety campaigns, or where we need 
to adjust our current programs to be 
more effective. The survey is anony-
mous, assuring employees the comfort 
of being able to offer feedback without 
fear of a perceived retribution. When 
the results are in, we ensure our gar-
rison employees receive feedback from 
the surveys, both by informing them 
of the results and by letting them know 
of any changes or responses as a result 
of their responses.

While Atlanta is famous for many 
wonderful features, not so wonderful 
is its infamous traffic, which means 
long commute times and frustrated, 
aggressive drivers. As a result, many 
employees responded to the question 
of the most hazardous thing an em-
ployee does during the duty day with 
the same answer: travel to and from 
work. The hazards they identify range 
from speeding to road rage, drivers 
texting, talking on cell phones, apply-
ing makeup and shaving while driving.
  
The commute is even more dangerous 
for employees who travel by motor-
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questions of the purpose of the visit. 
At Fort McPherson and Fort Gillem, 
safety is in the forefront of everyone’s 
thoughts and actions. Employees know 
when they contact the garrison Safety 
Office staff with a complaint regarding 
a possible hazardous condition, we will 
review the complaint and, if appropri-
ate, identify and correct the hazardous 
condition that concerned them. 

With the BRAC transition process 
underway, our challenge is to find 
sometimes creative ways to mitigate 
hazardous conditions when funding 
may not be available to eliminate the 
hazard through conventional means. 
At less than one year until closure, we 
are looking at countermeasures to mit-
igate or minimize hazards. Managers 
are reminded of their duty to manage 
their areas and to train and educate 
their staff. Training is key. Recently, 
we conducted a safety stand-down day. 
As a part of the stand-down, managers 
were required to conduct safety train-
ing with their employees and specifi-
cally review the IMCOM-Southeast 
Employee Safety Handbook. This train-
ing included guidance for mitigating 
hazardous conditions where we cannot 
afford to correct it through ideal means.

Historically, when safety inspections 
were conducted on various facilities, 
managers received the inspection report 
and notified their collateral duty safety 
officer or facility manager to call the 
Directorate of Public Works (DPW) 

work order desk to request corrective 
actions on any identified hazards. This 
process of following the three Es (en-
gineer, educate and enforce) worked 
wonderfully when funding was readily 
available. Engineering the hazard was, 
and is, the best method. However, un-
til such time that funding is available 
or the repairs can be accomplished, the 
hazard still has to be minimized and 
the affected employees must be ad-
vised, first of the hazard, and second of 
the countermeasures in place to mini-
mize that hazard until the work can be 
completed. Risk assessment codes are 
applied to a hazard, which means we 
look at the probability of an accident 
occurring and the possible severity if 
the accident did occur. 

The garrison’s number one priority 
is ensuring the safety of its employ-
ees and customers. The challenge of 
ensuring that priority isn’t compro-
mised while working with very lim-
ited resources to address hazard issues 
can be difficult. Often, the challenge 
is met through teamwork – by using 
the resources and sound judgment of 
an experienced team of professionals, 
most notably the staffs of the Safety 
Office, the Directorate of Resource 
Management, DPW and DES. 
Another key to managing safety issues 
is ensuring the workforce is trained 
and knowledgeable to better under-
stand how to protect personnel who 
may be exposed to any residual risk. As 
managers, we must enforce standards to 

cycle. As a result, even though we are 
closing our gates, we continue to con-
duct motorcycle training and safety 
events. One of the most sought-after 
training programs on Fort McPherson 
and Fort Gillem is the Army Traffic 
Safety Training Program. This eight-
module training program includes 
both basic rider and experienced rider 
courses and local hazards training. 

Motorcycle training isn’t the only 
safety instruction we provide. Based 
on customer demand, our Directorate 
of Emergency Services (DES) fire de-
partment and emergency response 
personnel offer a no-cost cardio-pul-
minary resuscitation (CPR) certifica-
tion course to the military community. 
Instructors teach participants how to 
react to life-threatening emergencies. 
The course focuses on primary care 
through a combination of knowledge 
development, skill development and 
realistic scenario practice to make 
sure participants have the confidence 
in their ability to provide care when 
emergency situations arise. While the 
class is beneficial to everyone who has 
taken it, it has directly impacted at 
least one student – a woman who used 
what she learned to react quickly when 
her young child was choking on food.

The subject of safety doesn’t al-
ways induce such happy emotions. 
Historically, when a safety officer 
walked in the doorway, he or she 
would be met with moans, groans and 

The  ga r r i s on’ s  number  one  pr ior i t y  i s  en sur ing  the  sa f e t y  o f  i t s  emp l oy e e s  and 
cu s t ome r s .  The  cha l l en g e  o f  en su r in g  t ha t  p r i o r i t y  i s n’ t  c ompromi s ed  wh i l e  wo rk -
in g  w i th  v e r y  l im i t ed  re s ou rc e s  t o  add re s s  haza rd  i s s u e s  c an  b e  d i f f i cu l t .  
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ensure countermeasures are in place and 
the employees understand and comply 
with safe operations around the hazard. 

At Fort McPherson and Fort Gillem the 
garrison commander has directed Safety 
Office personnel to be part of the teams 
that are working to close buildings in 
preparation for BRAC. This require-
ment is another tool she has added to 
ensure checks and balances are in place 
to provide and maintain a safe, health-
ful living and working environment 
while the BRAC transition continues. 

Safety personnel are the designated eyes 
and ears for the commander, just as the 
commander is the designated safety of-
ficer for the garrison. However, every 
employee on the installation is a safety 
officer and we all create the Command 
Safety Team. Closure under BRAC 
creates safety concerns, and can bring 
to light hazards that previously could 
not be seen. For example, the process 
of closing a building generates discus-
sions as to whether to leave on (and pay 

for) utilities in an unoccupied building 
when not doing so can promote the 
growth of spores and other health haz-
ards. But that same action of closing a 
building can provide a way to address 
safety concerns. For example, minor 
hazards to employees are mitigated be-
cause when the employees are moved 
out of the building and the doors are 
locked, individuals are no longer ex-
posed to the hazards. Of course, those 
hazards still need to be documented in 
case the facility is re-opened for use. If 
that happens, there is a requirement 
to correct the hazardous conditions 
before allowing employees entry and 
re-occupation of the building. The 
moment people are re-introduced to 
a hazardous condition, the condition 
must be addressed. 

These conditions for employee 
safety are spelled out in Executive 
Order 12196, Occupational Safety 
and Health Programs for Federal 
Employees. This order directs the head 
of each agency to furnish employees 
places and conditions of employment 
free from recognized hazards that are 
causing or are likely to cause death or 
serious physical harm. This is the same 
order that directs prompt abatement 
of unsafe or unhealthy working condi-
tions, periodic inspections of facilities 
and an audit-trail of corrective actions 
resulting from those periodic inspec-
tions. This executive order goes further 
to direct what must be done if a hazard 
cannot be abated in a timely fashion. 

While we have policies at every level 
to give us the direction and mandates 
to provide safe environments, it’s up 
to people to ensure those policies are 
enforced. At Fort McPherson and Fort 
Gillem, our garrison commander uses 

a hands-on approach to management. 
Whether walking, running, biking or 
otherwise out and about on the instal-
lations, she keeps her eyes open and, 
when confronted with possible or obvi-
ous lapses in safety, does not hesitate to 
stop to ask someone questions or take 
corrective actions. This clear demon-
stration of the importance safety holds 
for the garrison commander serves as a 
daily reminder to everyone that while 
safety may start at the top, it is the re-
sponsibility of everyone. After all, this 
time of great transition may remind us 
that change is inevitable, but there is a 
line of individuals – commanders, lead-
ers, safety officers, co-workers and cus-
tomers – to remind us that safety is here 
to stay; it must remain a sixth sense!

Deborah Joyce is the USAG Fort McPherson Safety 
Director. Ms. Joyce has served in the Army and as a 
Department of Army Civilian since 1984. She holds 
a Masters Degree in Industrial Technology, Safety 
Management from Texas A&M-Commerce. She is 
a graduate of the 1997 CP-12 Department of Army 
Intern Safety Program

…the process of closing a 
building generates discus-
sions as to whether to leave 
on (and pay for) utilities 
in an unoccupied build-
ing when not doing so 
can promote the growth 
of spores and other health 
hazards. But that same ac-
tion of closing a building 
can provide a way to address 
safety concerns.
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the right path, ending FY 2006 by ex-
ceeding the reduction goal with zero re-
portable accidents or lost time to injuries. 

Best Practices 
The Safety Office has an arsenal of 
tools, programs and initiatives aimed 
at reducing accidental loss, and each 
year it launches comprehensive fall, 
winter, spring and summer safety cam-
paigns enabling the garrison to accom-
plish its goal of matching the FY06 
zero accident rate. 

With each of the safety campaigns, 
training packages are available that 
cover a variety of seasonal weather is-
sues – all issues with the potential to 
impact the readiness of our force of on 
and off duty Soldiers, their Families 
and the entire Civilian work force. 

The training packages are placed on  
the garrison’s web site, making the 
training available to all personnel, 
thereby not limiting Army safety train-
ing just to Soldiers. And the training 
materials are bilingual, ensuring our 
Korean workforce receive the same 
training as their U.S. counterparts.

The Safety Office directs seasonal 
training requirements and suspenses 
tracked by supervisors and direc-
torates. Checks and balances were  
validated upon completion of in-
dividual training during no-notice  
surveys and staff assistance visits by  
the Safety Office. 

Identifying Shortfalls
To complement the training packages, 
the Safety Office conducted frequent 
job site visits and spoke with individual 
employees, division chiefs and director-
ates in an effort to find out what they 
felt they were lacking as far as safety was 
concerned. By conducting these visits, 
the Safety Office identified numerous 
pieces of equipment – used daily – that 
needed significant updating or in many 
cases, replacement by newer equipment 
with better technology. 

Major shortfalls in personal protective 
equipment for employees were also 
identified in just about every aspect 
of the daily mission. This resulted in 
hundreds of thousands of dollars being 
invested by the garrison to provide the 
workforce with updated equipment – a 
task long overdue. Management, along 
with the command group, tracked a 
major improvement in employee satis-
faction and workforce safety.

The Safety Office instructed all of its 
professionals to dig into every aspect 
of their surveys while conducting 
Standard Army Safety Occupational 
Health inspections. This guidance was 
designed to ensure required training 
for employee compliance and to verify 
the serviceability of equipment, such as 
machinery. Physical inspections, docu-
mentation supporting daily checks by 
personnel and validation of all em-
ployee personal protective equipment 
for serviceability and usage, were key 
components of USAG Humphreys’ 
success of reducing accidents.

Several years ago, the plan to move 
all of U.S. Forces Korea stationed in 
and north of Seoul to Pyeongtaek, 
55 miles to the south, set in motion 
vast changes for U.S. Army Garrison 
Humphreys. This small installation — 
formerly home to Quonset huts, dirt 
roads and Soldiers on one-year, unac-
companied tours — is now well on 
its way to becoming a Family-friendly 
post with some of the best amenities 
an Army installation can offer. 

Here at Humphreys, in the midst of 
our massive transformation, we have  
a plethora of activities underway –  
numerous construction projects, in-
creases in population and traffic –  
and ultimately, a greater potential for 
accidents to occur. 

Safety Program Overhaul
In fiscal year 2005, USAG Humphreys 
experienced seven recordable ac-
cidents, ranging from winter and  
cold weather accidents to summer-
time traffic accidents.

With it being such a tough year for  
accidents, the Humphreys Safety 
Office decided to take a systematic 
approach in preventing accidents 
through education. The Safety Office 
developed an action plan focused on 
reducing accidents and meeting the ex-
pectations of the Secretary of Defense’s 
goal of reducing Army accident rates 
by 75 percent by fiscal 2008 (with fis-
cal 2002 as the baseline). 

This renewed effort put Humphreys on 

USAG Humphreys Safety Never Takes a Day Off
by COL Joseph Moore, Commander, USAG Humphreys 
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With new standards in place, these 
practices became routine and the Safety 
Office continues to make unannounced 
visits to workplaces, validating usage of 
employee’s personal protective equip-
ment and ensuring employees have a 
safe working environment.

Humphreys’ Way Ahead  
for LOE 5 – Safety
Our Safety Office conducts quar-
terly Safety and Occupational 
Health Advisory Councils (SOHAC) 
which encompass the mission or-
ganizational commanders, com-
mand sergeants major, safety per-
sonnel from all organizations, 
garrison directorates and the garrison  
command sergeant major; I serve as 
chair of the council. 

The council focuses on accident analy-
sis, trend identification and counter 
measures development. Attendees are 
briefed on analytical statistics from 
throughout the garrison and they, in 
turn, back brief their respective Soldiers 
and employees within their organiza-

tion. We’ve found that Soldiers and 
employees gain an increased awareness 
regarding what accidents are occurring 
here on Humphreys, why, and where 
they are occurring. Often the accident 
analysis is a real attention getter, be-
cause people sometimes prejudge the 
cause of an accident or mishap and lat-
er realize they assumed incorrectly af-
ter hearing the SOHAC presentation. 

In fiscal year 2006, the Safety Office 
partnered with the Military Police 
and launched aggressive, year-round  
“Click it or Ticket” campaigns, result-
ing in an increase of seat belt usage  
on the installation – an 88 percent  
usage in 2006 improved to approxi-
mately 98 percent usage in 2010. 

Army Traffic Safety  
Training program
With the directive to implement an Army 
Traffic Safety Training program in sup-
port of privately owned vehicles and mo-
torcycles, our Safety Office executed and 
developed a comprehensive program. 

However, we had an obstacle to nego-
tiate. Land is a precious commodity 
– especially during a transformation 
where the installation is growing from 
approximately 1,200 acres to 3,500 
acres that is already spoken for – so re-
sources for a motorcycle training range 
were almost nonexistent. 

We used a portion of our airfield as 
an interim solution, while the Safety 
Office sought alternate locations. They 
identified a possible location – an Army 
training area for units – adjacent to a 
small arms firing range approximately 
a half-mile outside the back gate of 
Humphreys. We funded and relocated 
a standalone motorcycle safety training 
course in this area. Our training area has 
since been certified by the Motorcycle 
Safety Foundation and has trained 
more than 400 students per year.

In addition to transformation, tour 
normalization has begun here at 
Humphreys. With an increase of 
command-sponsored families here, 
our Safety Office proactively requested 
Army Traffic Safety simulator packages 
consisting of one motorcycle simula-
tor and 25 POV simulators, similar to 
the packages being delivered to many 
stateside Army installations. 

Leading the way in Korea 
Justifications for the simulator pack-
ages were submitted to the Installation 
Management Command Safety Office 
and once approved, Humphreys became 
the only overseas recipient of the safety 
simulation packages (at that time). 

We use the simulators several ways. 
The motorcycle simulator is used for 
re-familiarization by anyone that has 
been away from their motorcycle and is  
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preparing to go home on leave or PCS 
back to CONUS, for those thinking 
about purchasing a motorcycle or for 
anyone who needs to brush away some 
of the cob webs from old man winter 
before hitting the road. The motorcycle 
simulator has been instrumental in pro-
viding familiarization and awareness to 
anyone with the desire to go through 
the motorcycle course, but who has 
never had the experience of driving one. 

The POV simulators also support 
Humphreys’ Soldiers, Family members 
and DOD Civilians and have provided 
useful, realistic and worthwhile train-
ing to many people. 

Soldiers and Family members, starting 
at age 16, who do not have any driving 
experience and want to get a driver’s 
license, are offered as many hours on 
the simulators as they feel they need 
for safety awareness and the familiar-
ization of just being behind the wheel 
of a car for the first time. 

With the garrison’s growth, there are 
more vehicles on the roads now than 
ever. Today, the number of POVs has 
climbed to over 1,400 more than a year 
ago and there are approximately 120 
more motorcycles than in the same 
timeframe, from 2009 to 2010. 
The good news story attached to this is 
that the Safety Office has trained ap-
proximately 1,200 individuals this past 
year on the motorcycle and POV simu-
lators and on the motorcycle training 
course, resulting in zero fatalities and 
zero recordable accidents in the past 

three years (fiscal years 2006 – 2009) 
for USAG Humphreys. 

Engaging, Empowering Families
Recently, we extended SOHAC invita-
tions to Families and Family Readiness 
Groups. By providing a forum for 
Families to voice their concerns, to 
ask questions and make recommenda-
tions, we’re empowering all commu-
nity members to be safety officers. 

Our Safety Office also set up a booth 
in a high-traffic area, in the Main Post 
Exchange, prior to the start of school 
this past fall. They provided informa-
tion to more than 450 participants 
regarding recent changes to the school 
area, making it safer for the children 
around the school. They also provided 
information about school bus safety, 
Family home safety, recreational safety 
and safety tips for the upcoming win-
ter season. Throughout the week, our 
safety professionals were on hand to 
address concerns and safety issues that 
community members had. 

Annually, the Safety Office hosts a 
“Family Safety Day” for kids, focusing 
on home safety tips, the D.A.R.E. pro-
gram and a bicycle rodeo. 

Family Members are key in accident pre-
vention as they can affect Soldiers’ off 
duty safety practices just as “battle bud-
dies” keep Soldiers safe on the front lines. 

Leaning forward in the foxhole
Our garrison safety program and ini-
tiatives are constantly being revised 

and integrated across the installation 
to enhance mission readiness and ef-
fectiveness. We are by no means where 
we want to be and we drive continu-
ous improvement. The Safety team at 
Humphreys is a dedicated team that 
possesses the passion, desire, experi-
ence, drive and compassion for people, 
to do the job well.

With the continued, unwavering 
support of the U.S. Army Combat 
Readiness/Safety Center, Installation 
Management Command, United States 
Forces Korea and Eighth Army safety 
professionals, we will continue to edu-
cate and elevate a sense of heightened 
safety awareness across our community. 

Safety is everyone’s responsibility at 
USAG Humphreys. Safety tools are at 
the fingertips of every Soldier, Family 
member, Civilian, contractor and re-
tiree in the Army. We have all been 
empowered to incorporate safety as a 
way of life, both on and off duty.

COL Joe Moore currently is the garrison com-
mander of the U.S. Army Garrison Humphreys in 
the Republic of Korea. He’s a graduate of Virginia 
Tech in Blacksburg, Virginia, and the United 
States Army War College, Secretary of Defense 
Corporate Fellowship program. In his over 25 
years of Service, he has served in various over-
seas assignments including garrison command 
at Vilseck and Grafenwoehr and he also served as 
the Director of the Region Transformation Office for 
the Installation Management Command – Korea.

The Safety Office developed an action plan focused on reducing accidents and meeting the expectations 
of the Secretary of Defense’s goal of reducing Army accident rates by 75 percent by fiscal 2008 
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“Safety culture” is a way of life,  
and commanders and leaders must 
breathe, eat, speak, and enforce it with-
in their commands.  

The Line of Effort (LOE) 5 in the sec-
ond version of the IMCOM Campaign 
Plan is paraphrased here to remind you 
of its intent. “Commanders and lead-
ers at all levels must be in the forefront, 
leading the way in changing behavior 
and attitudes toward safety and accident 
prevention. They must empower our 
Soldiers, Family members and Civilians 
to speak out when they see anyone ig-
noring safety rules, doing something 
risky, exhibiting risky behavior. All must 
understand that safety is everyone’s 
business and that it is our responsibility 
to ensure safe performance in all that we 
do, whether it is on the battlefield, on 
the test/training range, or in a garrison 
environment. Everyone, from the com-
mander on down must be held account-
able for accident prevention.”

It is paramount that we, whether 
we are Soldier, DA Civilian, Family 
member, etc., pay close attention to 
what the above statement is saying. 
Commanders and leaders must lead the 
charge. Gone are the days of the “do as 
I say, not as I do” mentality. Obedience 
and discipline can only go so far. The 
Army has pushed hard to recruit and 
acquire personnel who have the intel-

ligence, education, and drive to meet 
today’s technological demands and 
needs, but a side effect of that is they 
can think for themselves and they also 
question the need for “blind obedi-
ence” in the workplace. They want to 
know the “why” and “how”. Therefore 
they are sensitive to the verbal and 
non-verbal messages that are sent by 
our commanders, leaders, and supervi-
sors, especially when it comes to living, 
working, and enforcing safety. If those 
messages do not sync, they interpret 
that to mean leadership is not serious 
and therefore disregard the message.

Think about your organization for just 
a moment. Is it a proactive or reactive 
organization when it comes to safety? 
Is safety emphasized only after a seri-
ous accident occurs? Is everyone on 
the same page safety-wise? According 
to Safety motivational speaker Carl 
Potter, you will likely run into three 
types of individuals in the typical 
workplace: “Workers,” “Engineers,” 
and “Executives.” These are not job 
titles per se, but conceptual repre-
sentations of attitudes toward work 
and safety. They represent safety sub-
cultures in your organization. It is a 
proven fact that the farther apart your 
safety subcultures are in their beliefs, 
the larger the safety divide in your or-
ganization. Let’s briefly examine the 
different beliefs and perspectives of the 

stated safety subcultures and see if you 
recognize anyone in your organization.

First, the backbone of any organiza-
tion is the “Worker” safety subculture. 
They are the front line workers, who 
on a daily basis face all varieties of haz-
ards in the course of their daily work. 
They want and need to know that the 
organization commanders and leaders 
will create and support a safe work en-
vironment, and we have a moral and 
legal responsibility to do so. Their per-
spective is people based.

Second, the “Engineer” safety subculture 
is concerned about systems and equip-
ment. They want to know how things 
happen, how to improve equipment or 
tools or processes to improve safety and 
they use statistics as their benchmark. 
They focus on improving systems and 
equipment after an incident occurs. 
Their perspective is process based.

Third is the “Executive” safety subcul-
ture. This third subculture’s focus is on 
costs, usually budget based, and their 
mantra is: “How Much is That Going to 
Cost?”  Their ranks include command-
ers, leaders (executives, managers), and 
those with budget and accounting re-
sponsibilities. Sound familiar? Their 
perspective is, you guessed it, cost based. 

Too often these different beliefs exist in 
an organization because of the varying 
perspectives and we often fail to realize 
that there are many different ways to 
look at and solve the same issue. It goes 
back to my favorite statement, “There 
is no such thing as common sense!”  
Why? Because we are all unique in-
dividuals, from different backgrounds 
and cultures, having had different life 
experiences, so we can’t be expected 

How to Instill a Safety Culture 
by Larry Kennedy, Chief of Garrison Safety, Yuma Proving Ground 

All must understand that safety is everyone’s business and that it 
is our responsibility to ensure safe performance in all that we do…
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1.	 Adopt the ideal that “Nobody 
Gets Hurt” doing their job. 
To do this you must be vocal. You 
must vocalize and emphasize its 
importance to you. Vocalize the 
belief that you want everyone to 
go home at the end of the day, 
every day, without being hurt! 
Make sure your verbal and non-
verbal messages are in sync!

2.	 Put Safety on your cal-
endar as a priority issue.  
We all know with today’s hectic 
schedules, “if it ain’t on the sched-
ule, it don’t get done!” As a habit, 
schedule at least one safety-specif-
ic activity each day.

3.	 Reward your employees who dem-
onstrate a high regard for safety.  
Including people is one of the 
best ways to build a safety cul-
ture where “Nobody Gets Hurt.” 

Rewarding and letting your em-
ployees know you appreciate 
them makes them, and others, 
want to be involved. Take the 
time every day to thank an em-
ployee for their efforts to create 
an injury free workplace. 

4.	 Make sure that your safety man-
agement process has purpose.  
You can keep throwing solutions 
to a problem dealing with safety, 
but unless you are certain that any 
solution you come up with fits 
within your organization and ex-
isting safety management process, 
you are going to be ineffective.

To that end, at Yuma Proving Ground 
we have developed a safety philosophy 
(culture) that is a mirror of the above 
statements. We initially started out in 
1992 with a small Safety Day effort, 
with only 12 safety courses scheduled 
for one day, held at specific worksites 
and specifically job related. The next 
year it was held in the post theater 
and consisted of 20 courses. Over the 
years and as we modeled our program 
more on the National Safety Council’s 
suggested format, we continued to 
add courses and additional safety re-
lated subjects to our program. Today 
we have a collaborative effort and our 
aim is to provide a systematic, logical, 
and holistic approach to safety that 
recognizes, as does the Army, safety is 
not only an on-the-job issue; it also is 
an off-duty, recreational, and holiday 
issue. Today our mandatory Safety 
Awareness Week has over 185 differ-
ent safety related courses, including 
core classes (for personnel who deploy) 
on topics including Personal Protective 
Equipment; Unexploded Ordnance; 
Heat Stress and other Danger in the 

to have a “common sense,” which is 
a compilation of all those experiences 
through life? As commanders and 
leaders you can bring together all these 
different perspectives by instilling one 
ideal, “Nobody Gets Hurt!” We have at 
our installation the following mantras: 

• “One Team” to tie all the organi-
zations into one with a common 
goal, which is, 

• “Nobody Gets Hurt,” and then to tie 
it all together, we remind everyone 
that safety is not just an individual 
effort, but that 

• “Safety is a Team Effort” and every-
one is empowered to ensure a safe 
environment for both work and play. 

Listed below are four basic statements 
to consider for improving your organi-
zation’s safety culture.
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Desert; First Aid for the Untrained; 
Commuting Safety; courses that com-
plement individual work assignments, 
such as OSHA Classes; Welding Safety; 
Respirator Protection; First Aid and CPR 
Certification. Also offered are courses for 
the home, recreational, and well being 
activities such as hunting and boating 
safety, diabetes awareness, driver’s safety, 
and motorcycle safety. 

Classes are held post wide, in over 25 
different facilities across the installa-
tion, and provide a minimum eight 
hours of safety related training per 
person assigned. In 2010 there were 
over 9484 hours of available scheduled 
training and over 50 safety-related ven-
dors touting their products and addi-

tionally offering free training on them. 
Safety Awareness Week’s purpose is to 
“Lead the Way” in changing and im-
proving our safety culture and involv-
ing our leadership and workforce. We 
believe that this approach produces 
long term benefits in accident preven-
tion and empowers our team at all 
levels to speak out when safety rules 
are ignored or when conducting op-
erations of a risky nature. It introduces 
new employees to our safety philoso-
phy and culture. It also provides re-
fresher and updated safety training for 
our long term employees and renews 
our overall safety awareness. We also 
take advantage of a captive audience 
(mandatory, remember?) to conduct 
required Army training, and we do 

it all without interfering with critical 
high priority testing missions.

Over the years this approach has been 
seen as a force multiplier in that, since 
its beginning, it has been attributed 
with lowering the installation accident 
rate by 36 percent, which in turn low-
ers the lost time rate and our Federal 
Employee Compensation Act (FECA) 
costs which are down by 28 percent in 
a three-year period, and increasing our 
overall safety posture and ability to rap-
idly and safely respond to short term 
critical mission requirements. This also 
reduces lost man-hours, damaged or de-
stroyed equipment, and operating costs. 

To conduct an event such as this, we 

Two examples of Yuma Proving Ground’s safety awareness signage. 

Yu m a  Pr o v i n g  Gr o u n d  h a s  s e e n  a  s t e a d y  r e d u c t i o n  i n  i n j u r i e s  o v e r  t h e  y e a r s  a n d 
w e  a r e  c r e e p i n g  u p  o n  o u r  s t a t e d  g o a l  o f  “ No b o d y  Ge t s  Hu r t” ! 
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action review to capture the good 
and bad of the event and actions 
taken. Solicit workforce/partici-
pant evaluations. We use an on-
line, in-house developed form. 
Courses are adjusted as needed 
using data from the evaluations.

5.	 Start planning for next year’s event!  
It may seem like a lot, but with 
Senior Commander special em-
phasis and support, a lot of behind 
the scene coordination by the safety 
staff and volunteers, and a common 
belief that safety is the number one 
priority, it can be done.

Yuma Proving Ground has seen a steady 
reduction in injuries over the years and 
we are creeping up on our stated goal 
of “Nobody Gets Hurt”! With strong 
command and leader support and em-
phasis, you too can claim title to the 
statement “Nobody Gets Hurt”.

Larry Kennedy is the chief of Safety for USAG 
Yuma Proving Ground. Prior to Yuma, he was 
the Army Research Laboratory‘s  Safety Officer 
at Aberdeen Proving Ground, MD. He retired 
from the Air Force as a Senior NCO, and acquired 
a Master EOD rating. He is a Certified Safety 
and Health Manager with Associate Degrees  
in Occupational Safety and Health and Explosives 
Technology. He will soon complete a BA  
in Business Management.

have developed a five-step approach:

1.	 Large or small, coordination and 
planning are a key component 
and must be continuous. You 
must have constant interface 
with instructors, presenters, and 
vendors. You need to conduct re-
curring in-process reviews (IPRs) 
and you need to enlist the aid and 
participation of your service con-
tractors as well.

2.	 You need affirmative and support-
ive endorsement by the installa-
tion commander. There should be 
a commander’s letter to the work-
force and a media “blitz” through 
the use of marquees, banners, 
SharePoint, email postings, and all 
sorts of social media (FMWR can 
help), and the post and local news-
papers. It should also be a topic at 
all senior leadership meetings.

3. 	 Make it user friendly. We origi-
nally started out with a manual 
registration system, which was 
rapidly overloaded as we pro-
gressed through the years. We 
now have a web-based enrollment 
system, developed using in-house 
resources, in which command 
representatives can introduce and 
close classes and unit assigned 
collateral duty safety officers are 
able to introduce classes and reg-
ister their personnel.

4.	 You must sustain the momen-
tum through to the conclusion. 
A letter of appreciation, from 
the senior command element, 
should be given to every pre-
senter, instructor, and vendor. 
Commander’s coins or other 
tokens are another option. You 
should promptly conduct an after 
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The Army Readiness Assessment 
Program (ARAP) 
In a garrison, effective safety manage-
ment relies on both formal and infor-
mal systems. The formal system can 
be seen in the written management 
system consisting of policies, mission 
statements, value declarations, orga-
nizational structure, job descriptions, 
and instructions. The informal system 
relies on people and their values, at-
titudes, beliefs, knowledge, skills, ori-
entations, habits, and practices. This 
informal part is often associated with 
both the culture and climate of an 
organization, and this is where The 
Army Readiness Assessment Program 
(ARAP) comes into play. ARAP is a 
survey that measures an organization’s 
safety culture and climate. Specifically 
the ARAP gauges how individuals feel 
about their jobs, their supervisors, 
their peers, management, and many 
other factors that affect their individ-
ual productivity, and collectively the 
ability of the organization to achieve its 
safety objectives. In keeping with the 
Army’s emphasis on the theme of resil-
iency, the ARAP provides the garrison 
commander a tool to get out ahead of 
risks to safety, focusing on preventative 
action rather than on palliative cure. It 
is no secret that units with the highest 
ARAP scores have the fewest fatalities 
and Class A accidents. 

ARAP measures a wide variety of safe-
ty-related issues such as the perception 
of leaders’ commitment to safety, the 
knowledge and integration of com-
posite risk management into mission 
operations, effects of operational tem-
po on safety, employee engagement, 
status of the safety council, leaders’ 
attitudes towards safety, and how ef-
fective leaders are in setting and com-
municating safety goals. ARAP allows 
commanders to identify their organi-
zations’ strengths and weaknesses re-
lating to issues of safety by measuring 
perceptions about the effectiveness of 
the safety culture and climate. ARAP’s 
goal is to identify and correct organi-
zational conditions that could increase 
the potential for loss. According to the 
Army Safety Center, data shows that 
units scoring in the lowest 25% had 
over twice the mishaps as units scoring 
in the top 25% across a two year pe-
riod. Insights gained from ARAP result 
principally in making more informed 
decisions, particularly in terms of an 
organization’s strategic direction and 
ongoing investment in safety programs.

While many would argue that climate 
surveys are not the best tool to measure 
programs within their organization, 
the empirical data in Neal, Griffin, 
and Hart’s 2000 study, The Impact 
of Organizational Climate on Safety 

Climate and Individual Behavior indi-
cates a direct correlation between the 
climate of an organization and safety 
behavior. When properly utilized, 
ARAP results can effectively change 
the direction of a safety program from 
reactive to proactive. This can be ac-
complished by incorporating ARAP 
feedback into the organization’s stra-
tegic planning process. Given the al-
ready constrained resources at the gar-
rison level, preempting safety incidents 
through strategic planning can save 
money, time and the cost of human 
tragedy. Aggressively managing oppor-
tunities identified through ARAP can 
anticipate many future safety incidents, 
saving the Army lives and money.

The 3 C’s 
Commanders can empower their or-
ganizations with the Army Readiness 
Assessment Program results through 
communication, connectivity, and 
commitment. The 3 C’s along with an 
effective planning process can change 
an organization’s safety program from a 
knee-jerk activity to a cultural mindset. 

Communication:  ARAP feedback en-
ables leaders to engage employees in 
an open dialogue that focuses on the 
organization’s safety concerns and is-
sues. This dialogue helps to create and 
maintain a climate of trust and open 

According to the Army Safety Center, data shows that units scoring in the lowest 25% had 
over twice the mishaps as units scoring in the top 25% across a two year period

A Good Rap on ARAP----Using the Army’s Readiness 
Assessment Survey to Foster a Culture Of Safety
by COL Jeffrey Dill, Commander, USAG Wiesbaden
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makes reporting near misses and other 
safety concerns directly to the Safety 
Office fast and easy. Finally, the gar-
rison implemented a Commanders 
Excellence Award program (CEA). 
The CEA is the garrison commander’s 
“leader board” for monitoring direc-
tors’ performance in key areas of the 
Army Performance Improvement 
Criteria (APIC). In particular the CEA 
holds directors accountable for ad-
dressing and correcting all safety defi-
ciencies within a given suspense. Also, 
directors are to identify and appoint a 
safety representative who is responsible 
for attending all required safety meet-
ings and inspecting and taking correc-
tive action to eliminate hazards within 
their directorate. Ultimately, safety is 
a concern that must become real and 
personal to members of an organiza-
tion in order to impact upon the cul-
ture. Safety efforts must be perceived 
as relevant to employees when both 
on and off the job. By connecting the 
importance of safety to regular perfor-
mance management reporting and by 
continually promoting safety through-
out the community we are able to bol-
ster a climate and a culture that values 
security, protection and wellbeing.

Commitment: By virtue of position, 
the commander is committed to safety. 
The greater challenge will be enlisting 
commitment from leaders and em-
ployees within the organization. Only 
by securing buy-in from all sectors of 
the organization will a commander be 
able to impact the culture and deploy a 
safety program that is sustainable over 

the long term. If safety is woven into 
the fabric of the organization’s long 
range strategic planning process, the 
first step is taken to ensure commit-
ment from the workforce. 

To assist the commander in garner-
ing commitment from the workforce, 
The Occupational Safety & Health 
Administration (OSHA) identifies 
four key elements that should be con-
sidered when doing long range plan-
ning to ensure an effective and sustain-
able safety program.

Management Leadership & Employee 
Involvement. Top management must 
be visible. They must be, on a regular 
basis, discussing safety issues, demon-
strating interest and dedication to safe-
ty performance and encouraging dia-
logue with subordinates. An example 
is when a a supervisor always takes the 
time and has the patience to explain 
to the employees what is required of 
them. The supervisor does it by call-
ing them together for a few minutes to 
talk about the workload and the time 
constraints. Although many Soldiers 
and Civilians tire of hearing from the 
supervisor, they are essential to mission 
accomplishment, they know it is true 
and appreciate the comments. Every 
time the supervisor passes information 
during a meeting, he or she sends a clear 
signal: people are cared for and valued. 

 Work Site Analysis & Change Analysis. 
New or modified equipment processes 
and materials are analyzed and evaluat-
ed. Self-inspections of all work sites are 

and honest communication, and pro-
vides an occasion to work through 
misunderstandings and conflicts. 
When commanders place an emphasis 
on safety, the ARAP can be used as a 
tool to develop action plans as part of 
the garrison strategic planning battle 
rhythm. This enables the organization 
to collectively address opportunities 
identified in the ARAP results. Key 
to the communication process is that 
both action plans and ARAP feedback 
are conveyed to the organization’s em-
ployees. In this way, individuals will see 
the connection between survey data and 
the course of correction. This practice 
helps to create and reinforce a perception 
of the commander’s commitment to fos-
tering a culture where safety matters. 

Connectivity:  When communicating 
ARAP survey results to a garrison audi-
ence, a major challenge is ensuring the 
message connects with both leadership 
and employees. A quantifiable method 
to ensure connection is to hold people 
accountable for results. The garrison 
utilized three tools to help promote 
a culture of safety and accountabil-
ity. First, we reviewed progress and 
milestone achievement of safety-spe-
cific action plans during our quar-
terly strategic planning performance 
management review. During this re-
view, goal champions were required 
to update the garrison commander 
on status. Second, we developed and 
implemented a new reporting mecha-
nism employing Interactive Customer 
Evaluation (ICE) that is specific to 
safety. ICE affords anonymity and 

Top management must be visible. They must be, on a regular basis, discussing safety issues, demonstrating 
interest and dedication to safety performance and encouraging dialogue with subordinates.
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performed, hazards related to indi-
vidual jobs and processes are analyzed 
and related safety and health training 
is provided. Any consideration of sig-
nificant change for a worksite should 
be analyzed thoroughly beforehand. 
Change analysis helps in heading off 
a problem before it develops.

Hazard Prevention and Control. 
Identified hazards must be eliminated 
or controlled in a timely manner. A 
hierarchy of controls must exist, be-
ginning with engineering out or elim-
inating hazards; and extends to en-
closing, barricading, or isolating the 
hazards; developing administrative 
procedures and controls; and the use 
of personal protective equipment. 
Employees play a key role 
in discovering and 
controlling haz-
ards that may 
develop - or 
that already 
exist - in the 
workplace. 
A reliable 
system for 
employee 
report ing 
is an 

important element of an effective safe-
ty and health system. The workplace 
must not only encourage reporting, 
but must value it. 

Safety and Health Training. Training 
must foster a positive atmosphere that 
instills the belief that safety is a team 
effort and includes everyone from top 
managers to front line workers. New 
employee training should incorporate 
awareness of hazards, safe work proce-
dures, and emergency situations.

Aligning ARAP with IMCP
In order to make ARAP results ac-
tionable, we use our existing strategic 
planning process and the Installation 

Management Campaign Plan (IMCP) 
framework to develop action plans 
that drive our organization’s desired 
safety end state. Since the roll-out of 
the IMCP, our garrison has engaged 
in an innovative strategic planning 
process that allows us to align ARAP 
feedback with the IMCP, integrate the 
ARAP results into the garrison stra-
tegic planning process and allow the 
organization to develop and deliver 
critical safety programs that are central 
to the safety Line of Effort (LOE 5) 
and the IMCP safety Keys to Success 
(KSI). The process is conducted by 
multi-functional teams responsible for 
developing and implementing KSIs for 
the LOE. This is accomplished through 

q u a r t e r l y 
planning and prog-

ress reviews and ex-
ecuting adjustments as 

well as integrating cross-
functional teams on a 

monthly basis for follow-
on work as necessary. 

Em p l oy e e s  p l a y  a  k e y  r o l e  i n  d i s c ov e r i n g  a n d  c o n t r o l l i n g  h a z a rd s  t h a t 
m a y  d e v e l o p  -  o r  t h a t  a l r e a d y  e x i s t  -  i n  t h e  w o rk p l a c e . 
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In USAG Wiesbaden, the LOE 5 
team established a goal to create a 
comprehensive and effective safety 
and health program that fosters a 
culture which promotes a safe and 
healthful environment for Soldiers, 
Families and civilians. Based on 
ARAP results, the LOE 5 team devel-
oped specific installation KSI’s that 
provide a framework for development 
of action plans focused on mitigat-
ing potential pitfalls highlighted by 
the ARAP. In our case, an indication 
on the ARAP that Composite Risk 
Management required attention led 
to the development of KSI’s to both 
develop a strategic communication 
plan to get the safety message out and 
establish a Near Miss program to ad-
dress safety issues in the work place 
and encourage supervisors to execute 
Composite Risk Management in 
their work environment. 

A Call to Action (Plans)
While KSIs provide the framework 
for implementation, the development 
of action plans based on course of ac-
tion recommendations and strategies 
provided in the data summary por-
tion of the ARAP is the final piece to 
securing results. As mentioned previ-
ously, an example locally was the es-
tablishment of a Near Miss Program 
to identify and reduce potential haz-
ards. Highlights are: 

•	 Design of strategic commu-
nication plan to promote the  
Near Miss Program

•	 Design and development of an 
ICE card targeted specifically at 
the Near Miss Program

•	 Development of the Near Miss 
reporting tracking database

•	 Design the quarterly safety coun-
cil trends report

Metrics for measuring progress on 
these action plans are a:

• 50% increase of reporting of hazards

• 50% increase of safety awareness 
based on ARAP survey

• 20% Decrease in Local National 
loss time injuries 

•	 20% Decrease in US loss time injuries

Results
So how is it working out?  Since in-
ception of the IMCP and the garrison’s 
efforts to use ARAP as a tool for con-
tinuous improvement, there has been 
a promising decline in the reporting 
of safety related incidents. Specifically, 
since October of CY10, we have wit-
nessed a decrease of 25% in reported 
accidents for the local national popula-
tion and a decrease of 60% in reported 
accidents for US Department of Army 
Civilians. We imagine that these num-
bers will only improve with the matu-
rity and continued deployment of the 
IMCP throughout the garrison.

Conclusion
The utility of the ARAP in securing a 
safe environment for your workforce 
is obvious. The ARAP serves as a tool 
to allow the commander to implement 
and execute a robust safety manage-
ment system that is committed to con-
tinuous process improvement with the 
full support of the organization. Along 
the way, it promotes safety as a core 
value and has a positive impact on em-
ployee productivity and morale. ARAP 
is an inexpensive, simple yet comprehen-
sive tool available to every garrison com-
mander  that can greatly assist in pre-
venting the high cost of safety failures. 

(Manar Sadek-Shaw, Safety Officer, and 
Camille Howes, Plans Specialist, con-
tributed to this article)
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Fort Riley and the 1st Infantry Division 
has one of the most celebrated and sto-
ried histories. The Big Red One has a 
distinguished history of “firsts” – the 
first permanent US Army division, the 
first American victory of World War I, 
the first modern combined arms opera-
tion, the first American division sent 
to Europe in World War II, one of the 
first two divisions sent to defend the 
Republic of Vietnam. The division led 
the invasion of French North Africa, 
scored the first US defeat of a German 
unit in World War II, led the D-Day 
assault of Omaha Beach, seized the 
first German city to fall to the Allies, 
and spearheaded the offensive through 
Iraqi defenses in Operation 
Desert Storm. The proud histo-
ry of the 1st Infantry Division 
shaped its legendary motto: 
“No Mission too Difficult, No 
Sacrifice too Great, Duty First” 
(Fort Riley 2015 Campaign 
Plan, 11 Nov 09).

Being the “first” is engrained in 
the both the history and vision 
of Fort Riley and 1st Infantry 
Division, not only because 
“first” is a premier designation, 
but also because “first” indicates 
both priority and purpose. This 
idea is also captured in Fort 
Riley’s safety management pro-
cess, shaped by the motto: “Safety 
First.” Safety First indicates that the 
personal welfare of Soldiers, Family 
members and Civilians is the installa-
tion’s first priority. It is with this “Safety 
First” philosophy, that Fort Riley Army 

garrison developed and manages the 
Fort Riley Safety and Occupational 
Health Advisory Council (SOHAC).

Are we doing things right? 
This is the first question, the premier 
thought, that leads to safe and efficient 
operations both on the battlefield and 
in the garrison. A fundamental tenet 
of a relevant and ready Army is a safe 
and productive workplace. Nothing is 
more important. If we provide a safe 
environment and employees know 
that managers are personally invested 
in their safety and wellbeing, every-
thing else will fall into place (Eastin 
& James, 1 Mar 2007). Every Soldier, 

Civilian employee and contractor 
must know that the installation lead-
ership is committed to achieving the 
safest workplace possible. This must be 
achieved not only because a safe work-
place boosts productivity; or because 
a safe workplace saves money; but be-
cause it is the right thing to do from a 
human and moral standpoint. 

It is through our SOHAC that we dis-
cover if we have the right safety systems 
by being proactive in recognizing areas 
of potential risks in our operations, 
developing controls to mitigate those 
risks, and creating a cooperative learn-
ing environment where we can share 

best business practices through-
out our directorates to improve 
the overall effectiveness of our 
Safety and Occupational Health 
Program. The directorate man-
agers, the garrison commander 
and the deputy meet quarterly 
to review, discuss and evaluate 
the current state of safety within 
the garrison. 

The garrison commander, 
Colonel Kevin Brown, provides 
leadership and guidance to di-
rectorate and partner organiza-
tion managers who implement 
the commander’s intent. 

The garrison safety manager, 
Richard Hearron, facilitates the meet-
ing as the subject matter expert (SME), 
providing interpretation of standards, 
codes, regulations, and advising on ar-
eas of needed emphasis. Data comes 

Fort Riley Safety and Occupational Health Advisory Council
by Dawn J. Douglas, Occupational Health and Safety Specialist, USAG Fort Riley
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from trend and gap analysis of process-
es and programs that contribute to the 
elimination or reduction of accidents 
and injuries throughout the installa-
tion. He also reviews the training stan-
dards to incorporate composite risk 
management for the upcoming quar-
ters. This review allows the SOHAC 
to focus on training related to hazard 
mitigation, whether hazards are weath-
er-induced or mission-related.

Are our standards right? 
The first imperative of the SOHAC 
is ensuring personnel awareness of 
and accessibility to applicable poli-
cies, documents, codes, regulations 
and program standards. We do this by 
ensuring that all of our policy letters, 
standard operating procedures, Fort 
Riley regulations, seasonal campaigns 
and other related material are readily as-
sessable on the Fort Riley Share Point.

Foremost in our safety efforts is syn-
ergizing our safety programs to be 
in concert with the goals of the 
Installation Management Command 
2015 Campaign Plan Line of Effort 5:

•	 Effective privately owned vehi-
cles (POV-Motorcycle and Auto) 
safety programs in place

•	 Heightened safety awareness 
across the command

•	 Hazard control measures em-
ployed to foster a safe working 
and living environment

•	 Safe and healthy practices promot-
ed and encouraged on and off duty

•	 Integrated installation protec-
tion program and capability in 
place (Installation Management 
Campaign Plan, 5 Mar 2010) 

The SOHAC ensures the safety and 
health programs on Fort Riley are re-
viewed quarterly to identify potential 
weaknesses found in existing policies, 
directives, objectives, or practices. In 
addition, the SOHAC reviews reports 
of injuries, property damage, occupa-
tional diseases and public liability in-
cidents and the compilation, analysis 
and interpretation of relevant causative 
factor information. It stays in front of 
community events and ensures risk 
assessments are completed by direc-
torate components and risk decisions 
are made at the appropriate level. By 
modes of visibility and transparency, 
each directorate must account for the 
accidents and injuries in its purview, 
and not only identify the cause, but 
view the cost in terms of property dam-
age, worker compensation claims, days 
away restricted or transferred (DART) 
rates, and lost days. 

Are we providing the right training?
At the heart of any effective safety 
program is relevant training based  
on needs. The adage, “an ounce of 
prevention is worth a pound of cure,” 
truly does apply to the imperatives  
of the safety mission. The SOHAC 
ensures that each directorate has  
an appropriate ratio of trained addi-
tional duty Safety Officers (ADSO)  
to provide guidance on the effective 
implementation of the programs and 
to teach, train and provide assistance 
to supervisors and employees on how 
to create and maintain a safe and 
healthy working environment. We also 
provide residence courses to train gar-
rison employees in general industry 
safety, as well as the responsibilities  
of employees, supervisors and manag-
ers. Our training includes:

•	 The Army Traffic Safety  
Training Program

-	 Motorcycle Basic Rider 
Course I (Formerly Basic 
Rider Course)

-	 Motorcycle Basic Rider 
Course II (Formerly Exper-
ienced Rider Course)

-	 Sport Bike Rider Course

-	 Privately Owned Vehicle 
Simulators

•	 The Army Accident Avoidance 
Course

•	 All-Terrain Vehicle (ATV), 
Utility Vehicle, Specialty Vehicle 
Rider Course

•	 Dirt Bike Rider Course 

•	 Remedial Driver Training for 
both Soldiers and Civilians

•	 Defensive Driver Course  
(4-hour DDC)

•	 Composite Risk Management

•	 Hazard Communication Train-
the-Trainer Course

•	 Civilian Safety Supervisor Course

•	 10 Hour General Industry 
Course (OSHA approved)

•	 Unit Radiation Safety Officer 
Training

•	 Local Area Hazard Mandatory 
Training

The adage, “an ounce of 
prevention is worth a 
pound of cure,” truly does 
apply to the imperatives  
of the safety mission.
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During the SOHAC, the training stan-
dards are communicated and compliance 
with the standard is discussed. Directors 
are required to report the percentage of 
civilian employees trained in mandatory 
safety courses directed by IMCOM. 

Are our programs right? 
By performing annual evaluations  
of program elements, including  
personnel and financial resources to 
provide the garrison commander with 
information on program effort and 
effectiveness, he can better establish 
short and long term goals for pro- 
gram enhancement and implemen-
tation. From the SOHAC, program  
efforts and effectiveness are reviewed 
and additional committees and work 
groups may be established to address  
and identify problem or effort  
redundancy, or to develop strategies  
to streamline existing programs.

The success of the SOHAC process is 

demonstrated by the installation’s cur-
rent efforts to develop an AED (auto-
mated external defibrillators) program. 
The garrison commander asked, “How 
many AEDs are on the installation?”  
When the correct answer was not 
forthcoming, he had the ear of every 
director sitting at the table to com-
municate his concern about the need 
for AEDs on the installation to help 
prevent cardiac arrest. Of particular 
importance was if AEDs were located 
in the places that best served the health 
needs of the Fort Riley community, a 
legitimate concern given the realities 
of our aging workforce. 

A working group was assembled to ad-
dress the need for an AED program, 
locate all AEDs on the installation, 
develop an AED program standard 
operating procedure (SOP), and a 
process was put into place to test all 
AEDs, and log AEDs by make, model 
and serial number in the installa-

tion’s medical maintenance database. 
Additionally, plans were developed 
to identify a funding stream to repair 
or replace unserviceable AEDs. The 
need for phone coordination, memo-
randums, and wasted  man-hours was 
eliminated because all the decisions 
makers were gathered in one place to 
receive instructions and understand 
the commander’s intent. As a result 
of replacing out of date and broken 
equipment, improving training pro-
grams, and sharing AED awareness, 
our installation is better prepared to 
control workplace hazards that can 
pose a high risk to mission success 
given Fort Riley’s workload in the 
deployment phase of the Army Force 
Generation (ARFORGEN) cycle.

The SOHAC affords the opportunity for 
managers to discuss strategies to respond 
to other safety related incidents as well:

•	 The SOHAC coordinated efforts 
to deal with the H1N1 flu, in-
cluding vaccination locations, 
procedures and health risks and 
concerns. A working group was 
developed to evaluate H1N1 Flu 
impact on Civilian employees

•	 SOHAC coordinated inclem-
ent weather plans, including 
road condition, snow and ice 
removal, recommendations for 
school closings, establish and op-
erate Fort Riley’s Snow Removal 
Control Center (SRCC), and 
determine when to implement 
Operation Snow Burst

•	 SOHAC defined estimated 
costs of leased vehicle accidents 
and how the General Services 
Administration (GSA) would 
bill directorates for damages  
to leased vehicles
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•	 SOHAC identified priority areas 
for improvement, to include col-
lection, consolidation and posting 
of the OSHA personal injury log, 
methods to improve accident re-
porting, and incorporating non-
appropriated fund (NAF) injury 
reports and Federal Employees 
Compensation Act (FECA) data 
during the FECA working group

So the SOHAC enhances the opera-
tional readiness of the installation by:

-	 focusing on emphasis areas  
and being accountable for  
implementation;

-	 reporting on incidents and trends;

-	 enabling communication be-
tween the garrison commander 
and the staff.

Is our enforcement right?
Another key value of the SOHAC is 
the ability to coordinate and discuss 
the results of operational and facility 
surveys, inspections, evaluations and 
staff visits to identify hazards within 
the workplace and determine the lev-
el of organizational compliance with 
standards. Identification of hazards 
and brainstorming to determine effec-
tive methods of controls adds value to 
the organization’s safety effort. 

The garrison commander offers spe-
cific guidance to focus on potential 
hazards identified by directors. For ex-
ample in the second quarter of FY10, 
the garrison commander identified the 

following focus areas:

•	 Collect and report the status of 
access to fire hydrants in antici-
pation of cold weather and snow 
accumulation. (DES & DPW)

•	 Review the risk assessments for 
personnel participating in physi-
cal training, including those in 
civilian wellness programs. (All)

•	 Establish realistic risk controls 
during inclement weather; to 
include heat injury prevention 
training, personal protective 
equipment (PPE) and flexible 
work schedules. (DOL/DPW)

•	 Review accident reports; re-
vise boater and water craft 
safety training for next season. 
(DFMWR)

•	 Inspect work areas and imple-
ment plans to reduce or elimi-
nate identified hazards. (All)

•	 Be prepared to send employees 
home to manage risk during in-
clement weather (All)

These controls are briefed and discussed 
to determine initial and residual risk 
level. Hazard abatement strategies can 
also be developed through a collective 
effort where methodologies that are 
both practical and feasible can be es-
tablished. Existing plans are reviewed 
for their effectiveness, and awareness 
campaigns are developed to highlight 
hazard abatement strategies. This safety 
approach is a synergy of effort between 
management and employees. 

Is our prevention effort right?
Each directorate is held accountable 
for accident/incident investigation and 
reporting to prevent future accidents. 
During the SOHAC, accident report-
ing data is transparent for each direc-
torate. The garrison commander chal-
lenges each manager to ensure accident 
data is reported in a timely manner. 
The idea is to not only adhere to the 
reporting requirements of AR 385-10 
and the Fort Riley Safety Management 
Plan, but to ensure that data is report-
ed timely and accurately to support 
analysis and trending efforts by the 
Garrison Safety Office. 

Operational readiness is impacted 
most dramatically by accidents and  
injuries to employees that cause them 
to miss days from work or be re-
stricted in their duties. This is why 
the SOHAC devotes time to review-
ing lost day rates and comparing these 
rates to time periods in previous fiscal 
years, with the rates of the Army as a 
whole and with like installations. The 
SOHAC focuses attention on accident 
spikes and anomalies, high hazard  
occupations and events that contribute 
to an increase in accidents. 

By trending these accidents we can 
determine if Job Hazard Analysis 
(JHA) information has captured all 
of the hazards relating to a job pro-
cess, if appropriate Personal Protective 
Equipment is being used or needs to 
be increased or improved, if adminis-
trative policies are being enforced by 

The idea is to not only adhere to the reporting requirements of AR 385-10 and the Fort Riley 
Safety Management Plan, but to ensure that data is reported timely and accurately to support 
analysis and trending efforts by the Garrison Safety Office.
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managers and supervisors, and if the 
proper level of risk has been identified 
for an operation. 

The SOHAC has aided in effectively 
reducing Fort Riley’s lost time from 
229 lost days in 2009 to 66 lost days in 
2010. This represents a 70% reduction 
in days away restricted or transferred 
(DART). Our lost time 
rate for the past 26 pay 
periods is 15.25 percent, 
which is lower than the 
Army as a whole.

Are we heading in  
the right direction?
Future safety initiatives 
are born out of discussing 
relevant data that deter-
mine our current safety 
posture. The SOHAC 
routinely discusses the 
following information  
at each meeting:

•	 Worker’s com-
pensation lost 
time rates. The 
lost time rates 
are averages per 
100 employ-
ees, compared 
to installation 
previous years, 
Army rates, and  
like installations 
for the same 
time period. 
Additionally, 
the garrison re-
views and com-
pares trends 
between ap-
propriated fund 
(AF) and NAF 

employees for the past quarter. 

• Reportable and recordable acci-
dents for the past quarters and 
control measures to prevent the 
same incident from occurring for 
the upcoming quarter.

• Organization-specific safety con-
cerns/issues and proposed solu-

tions, with guidance/clarifica-
tion of policies and procedures  
available as needed. 

• 	 Directorate specific potential risks, 
contributing factors and control 
measures for the up-coming quarter. 

• The garrison’s eight hazard catego-
ries: Army motor vehicles, pri-

vately owned vehicles/mo-
torcycles, exertion/
lift/stress, slips/
trips/falls, cuts/
punctures/bites, 
caught in-between, 
struck by/against, 
and recreation/off-
duty safety. The 
initial risk level 
is reviewed and a 
residual risk level 
is assigned af-
ter each director 
briefs their con-
trol measures.

•	 Each quarter 
a different direc-
torate is selected 
to brief best prac-
tices that assisted 
with lowering the 
number of ac-
cidents/incident 
from the previ-
ous quarter.

•	 The end 
result of the 
Safety and 
Oc c u p a t i o n a l 
Health Advisory 
Council is a 
signed risk as-
sessment by the 
Garrison com-
mander. This risk 
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assessment identifies all known 
hazards for each directorate and 
the control measures to lower or 
eliminate the risk. The signed risk 
assessment is posted in each direc-
torate and briefed to employees. 
This document is designed to be 
updated throughout the quarter 
as missions change.

Are we focused on the right things?
In the midst of multiple deployments 
and a constantly changing operational 
tempo, the challenges of maintaining a 
resilient fighting force grow increasingly 
daunting. The eight years of continuous 
combat have strained Soldiers, Civilians 
and Families. It is in these challenging 
times that clarity and focus provide re-
lief and bring a sense of stability to the 
community. The SOHAC allows the 
garrison commander to focus attention 
on the areas of safety that are specific 
concern during each quarter and devel-
op plans that can be communicated and 
disseminated in a timely manner.

In conclusion, we can be proactive 
about preventing accidents and injuries 
on our installation by securing manage-
ment commitment and employee buy-
in. The good news is that Fort Riley has 
a process in place to continuously re-
view its safety effort and create an envi-
ronment that is both collaborative and 
positive to identify areas of potential 
failure. The SOHAC’s success can be 
measured not only in accidents averted 

and dollars saved, but in the quality of 
life experienced and enjoyed in one of 
the Army’s premier installations. 

Dawn J. Douglas is a certified Safety and 
Occupational Health Specialist assigned to 
the Garrison Safety Office, Fort Riley, Kansas. 
Douglas is a distinguished graduate of the 
Joint Service Safety and Occupational Health 
Course (CP12), Fort Rucker, Alabama. She holds 
a Bachelors Degree in safety management from 
TUI University, Cypress, California
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Organizational Safety Culture 
and Risk Decisions
Occasionally, the investigation reports 
from certain very public accidents, 
such those that resulted in the loss 
of two space shuttles Challenger and 
Columbia and their crews, demonstrate 
to the world the impact of organization-
al failures on risk. Such events and their 
reports raise the awareness of govern-
ment, corporations, and the public of 
the relationship between organizational 
processes and overall safety. 

It is arguable that most accidental losses 
in organizations, if analyzed thorough-
ly enough, have roots in organizational 
weaknesses. About seven months af-
ter the Columbia shuttle accident, in 
2003, the investigation board issued its 
report. The report refers to weaknesses 
in NASA’s safety culture and the nega-
tive effects of factors such as resource 
constraints, fluctuating priorities, 
schedule pressures, lack of understand-
ing of technical information, mischar-
acterization of the Shuttle as opera-
tional rather than developmental, and 
the lack of an agreed-upon and widely 
shared national vision.

Look again at those factors: 

• 	 resource constraints

• 	 fluctuating priorities

• 	 schedule pressures

• 	 lack of technical understanding

• 	 overconfidence in systems

• 	 lack of an single shared vision
 
There is nothing in these six fac-
tors unique to NASA. Nearly every 
large, performance-oriented organi-
zation faces them at one time or an-
other, including our own Installation 
Management Command (IMCOM). 
In the space shuttle accidents, NASA 
management, operating under pres-
sure from those six factors, failed to re-
act correctly to the seriousness of two 
problems: failing O-rings and shedding 
foam. In both cases, though engineers 
recognized and presented the seriousness 
of the problems, NASA management 
ultimately decided to continue with the 
mission, with catastrophic results.

In other words, the problems were 
known, but the risks were misinter-
preted. Part of this was owing to the 
fact that within NASA, even with the 
mountains of data in their possession, 
there was an enormous difference of 
opinion as to the probability of a mis-
sion failure with loss of a shuttle and 
of human life. The estimates ranged 
from roughly 1 in 100 to 1 in 100,000. 
The higher risk figures (1 in 100) came 
from the working engineers, and the 
very low risk figures from manage-
ment. Sadly, the engineering estimates 
turned out to be more accurate. 

These two accidents beg the question 
of why management perceived the 
risks so differently from the technical 
staff, seemingly dismissing both the 

evidence and the engineers’ expertise. 
It is axiomatic that given good infor-
mation, good leaders typically make 
good decisions. In these two accidents, 
there was no assertion that NASA had 
other than good leaders. How does 
one explain the decisions? The axiom 
points to the information flow.

The Value of Systematic  
Safety Management
How does an installation leader know 
he or she is doing the right things to 
ensure safe results, doing those things 
the right way, and not missing or mis-
interpreting critical components? How 
does an organization allow for bold in-
novation and change while maintain-
ing an acceptable level of risk?
 
The tenet for this article is that the an-
swers to these questions rely primarily 
on a systematic approach to three criti-
cal elements for installation leaders: 

1.	Common organizational safety 
risk philosophy, policy, doctrine, 
operating procedures and practices

2.	Systematic methods to collect, 
track and present data about  
hazards, hazard controls and 
mishap risks that are both  
meaningful and reliable

3.	Technical personnel who are ex-
pert in their processes, skilled in 
providing their information, and 
trusted for their recommendations

Organizational risk perception and  
acceptance comes from a combination 
of these three elements. Together, when 
aligned, they create an organizational safe-
ty culture where overall performance stays 
within a defined band of acceptable risk. 

To promote innovation and change, 

Joint Base Lewis-McChord 
Systematic Safety Management
by Peter F. Strohm, Safety Director, Joint Base Lewis-McChord 
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IMCOM safety systems should assist 
individual leaders in recognizing the 
safety significance of how they design, 
operate and maintain their people, 
materiel and facility systems. Said an-
other way, the value added to installa-
tion leaders from safety management 
resources is the information those re-
sources provide them about hazards, 
risks, and risk controls. Especially 
owing to the amount and diversity of 
hazards on IMCOM installations, true 
value-added hazard and risk informa-
tion best flows from a systematic ap-
proach to safety management.

This remainder of this article lays out 
the approach underway at the Joint 
Base Safety Office (JBSO), Joint Base 
Lewis-McChord (JBLM), to frame 
Army and IMCOM safety policy and 
doctrine into a systematic safety man-
agement process intended to generate 
and sustain answers to those three crit-
ical elements at JBLM.

CRITICAL ELEMENT 1:  
Common organizational safety 
risk philosophy, policy,  
doctrine, operating procedures 
and practices

What’s Your Philosophy?
In many large organizations, safety 
policy, doctrine and operating proce-
dures tend to replicate from one ele-
ment of the organization to another. 
The wording sometimes is often inap-
plicable and slightly out of focus for 
the operation at hand. Systematic safe-
ty management for an installation will 

not happen by subordinate elements 
simply copying ideas and processes 
from each other. Rather, all need to de-
sign their work to flow from and align 
with unifying, higher-level sources.
 
Within the Joint Base Garrison (JBG) 
at JBLM, the first and foremost of 
these unifying sources is an overarch-
ing philosophy from which all further 
safety policy, doctrine and procedures 
flow. These ideas build on the philoso-
phy stated by LTG Lynch, the current 
Commanding General, IMCOM, and 
are captured in seven statements:

1.	Safety results from the direct and 
personal involvement of every- 
one in the organization: leaders, 
teams and individuals. 

2.	Every individual must accept 
responsibility for safe mission 
performance, challenge compla-
cency, investigate anomalies, and 
consider potential adverse conse-
quences of planned actions. 

3.	All must be mindful of work con-
ditions that may affect safety and 
health, assist each other in prevent-
ing unsafe acts or behaviors, and 
take action on identified hazards.

4.	Accidents result from a series of 
seemingly unrelated events that 
involve one or more hazards and 
substandard acts or procedures.

5.	It is reasonable and possible to 
identify and take adequate pro-
tective measures in the execution 
of all tasks, including those that 
appear inherently dangerous. To 

do this, it is necessary to famil-
iarize, indoctrinate, train and 
equip personnel in all aspects of 
safety at the workplace.

6.	It is feasible and economical to 
prevent personnel and materiel 
losses from accidents, with or 
without legal obligations to do so.

7.	The time spent identifying and 
managing safety risks in pro-
posed new and modified facili-
ties, systems and operations will 
both reduce accidents and in-
crease operating efficiency.

This unifying philosophy encourages 
innovation and participation while 
framing the basic standards for risk 
decision-making across the command. 
In systematic safety management, the 
stated philosophy must be traceable 
through all subordinate organization 
policies, doctrinal principles, proce-
dures, decisions, and practices. From 
this philosophical base and its down 
trace will flow the risk decisions and 
the residual organizational safety risk.

What Does Safety Do?
The second unifying source for JBLM is 
not original, but built from the various 
Army policies and doctrinal processes 
for identifying and managing hazards. 
The Army has an umbrella safety policy, 
AR 385-10, and a series of doctrinal 
385-series DA Pams that lay out the 
requirements for safety program man-
agement across the force. Although the 
regulation and pamphlets are broad 
reaching and detailed, it is hard to read 

IMCOM safety systems should assist individual leaders in recognizing the safety significance of 
how they design, operate and maintain their people, materiel and facility systems.
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them and come away with an answer to 
the question, “What does Safety do?” 

Leaders need a succinct, consistent and 
complete answer to that question to 
understand how to manage the person-
nel, operations and the work products 
of their safety programs. The JBSO 
contribution has been to review all the 
descriptions of programs, functions 
and responsibilities in higher head-
quarter policy and procedures, distill 
them into a single unifying idea, then 
build an operational model from that 
idea. The idea: Army Commanders use 
the Mishap Risk Management (MRM) 
process to manage safety risk. If the 
role of safety offices is to help them 
accomplish that, then all direct work 
done by safety offices should somehow 
fit into that MRM process. (See the 
graphics entitled, JBLM Systematic 
Safety Management Process Flow and 
Sub-Process Flow)

The safety management processes shown 
are very similar to the commander-ori-

ented MRM process. The slight differ-
ences exist because the safety manage-
ment processes are staff, not command 
processes. The five primary processes are:

•	 Anticipate & Identify Hazards 

•	 Assess & Evaluate Hazards

•	 Design & Develop Hazard Controls

•	 Implement, Administer, Advise

•	 Measure, Audit & Evaluate Controls

Each primary process is comprised of 
a number of sub-processes. The sub-
processes are generic safety program 
activities that exist primarily in sup-
port of the associated higher-level pro-
cess. For example, the primary reason 
for doing accident investigations and 
inspections is to identify hazards. The 
primary reason for training is to imple-
ment developed controls. When taken 
all together, the various sub-processes 
constitute the total activities in Army 
safety policy. The difference is, they 
can be and are applied to any opera-
tion, any type of hazard.

Historically, hazards of a certain type 
or from a certain operational mode, 
such as explosives, range, or aviation 
were seen as requiring a safety pro-
gram, owing to accidental loss expe-
rience. Hence, the existence of poli-
cies and procedures for an Explosives 
Safety Program, Range Safety Program, 
Aviation Safety Program, and a host  
of other functionally-titled safety  
policies and procedures. 

When examined from a process view, all 
of these functional areas employ the same 
basic safety management processes and 
sub-processes. Historically, though, these 
processes evolved independently for the 
specific types or family of hazards, com-
ing into existence as unique programs. 
In time, more and more functional areas 
became independent programs. 

Naming and maintaining separate 
safety programs for different activities 
and hazards creates three major pitfalls. 
First, it seems there are always more ac-
tivities or hazards that clamor for the 

JBLM Systematic Safety Management Process Model
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words safety program to give life to a 
new program. Second, the supporting 
processes inevitably evolve with varia-
tions, resulting in lost efficiency and 
consistency. Finally, risks in activities 
and hazards in functions other than 
those named can easily be overlooked 
or viewed as less important to manage.

This last point illustrates the question 

raised earlier about how an installation 
leader can know he or she is not miss-
ing or misinterpreting critical compo-
nents. The fact is all activities on an 
installation can and will generate at 
some point hazards that can lead to ac-
cidents, in line with statement 4 of the 
JBLM philosophy. These may or may 
not arise in functional areas for which 
there are named programs. The JBSO 

model asserts that safety processes are 
the same, regardless of the types of 
hazards they address.

The philosophy and process models are 
only the starting point for policy and 
doctrine at JBLM, but represent a large 
step forward in organizing and systemiz-
ing safety program management. Within 
the JBG, both the overarching safety 

JBLM Systematic Safety Management 
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policies and doctrine, and all subordinate 
organization policies and doctrine will 
align with both the philosophy and the 
process model, providing the Joint Base 
Commander (JBC) an organized view of 
the entire safety management program at 
all levels of command.

CRITICAL ELEMENT 2:
Systematic methods to  
collect, track and present data 
about hazards, hazard controls 
and mishap risks that are both 
meaningful and reliable

The Joint Base Safety Office
The primary value added to installa-
tions by their safety management pro-
grams is information about hazards and 
hazard controls. The safety manage-
ment processes and sub-processes antic-
ipate, identify and assess hazards; design 
and develop controls; implement and 
administer them; and measure, audit 
and evaluate their results. But that is 
not preventing accidents. Only leaders 
can prevent accidents. Safety offices are 
the hazard information hunter-gather-
ers and risk evaluators for their com-
manders’ accident prevention efforts. 
However, a significant gap exists in the 

ability of Army safety offices to provide 
that hazard information. Here are the 
dimensions of that gap:

•	 No standard installation hazard 
tracking system exists, either 
for individual or collective haz-
ards. Policy and doctrine reads as 
though it exists, but it does not.

•	 As a result of the above, installa-
tion generally handle hazards indi-
vidually, almost never collectively. 

•	 Our only corporate collective haz-
ard data source, accident reports, 
is not tied to other any other haz-
ard-identifying processes.

JBLM Systematic Safety Management 
Sub-Process Model

Anticipate & Identify Hazards

Assess & Evaluate Hazards

Design & Develop Hazard Controls

Implement, Administer, Advise

Measure, Audit & Evaluate Controls

Functional Areas (Programs)
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•	 Primarily, hazard and hazard 
control data is stored in manual 
forms, spreadsheets, and home-
grown systems not supportive of 
a network-centric Army

•	 All previous DA-level systems 
over the last three decades de-
signed to answer the above prob-
lems have died or failed to launch.

The JBSO is intent on providing the 
JBC and all supported leaders a sys-
tematic solution to this safety man-
agement challenge. The office is in 
early fielding stages of a Base Safety 
Information System (BASIS) that 
will provide a single source to gather 
hazards from all the hazard identifica-
tion processes, provide process man-
agement functionality for certain key  
sub-processes such as inspections, 
hazard reporting, incident investiga-
tions and reporting, as well as provide 
comprehensive hazard and mishap  
risk analysis for JBLM.

Through the BASIS initiative, the 
long-range JBSO intent is to develop 
an executive mishap risk information 
system to provide commanders and 
managers with indicators and deci-
sion-support information on the status 
of risks, risk controls, and the overall 
JBG safety program. BASIS is to an-
swer questions such as: 

•	 “Where are my losses coming from?”

•	 “Am I fixing the right things?”

•	 “Is there one or a few elements 

driving the cost?”

•	 “What are the most pressing 
safety problems?”

•	 “What is the risk should I decide 
to do this operation?”

Among its many capabilities, BASIS 
components will allow leaders to see for 
the first time a comprehensive assess-
ment of residual risks; a computation of 
real financial and fiscal risk created by 
hazards; a view of hazards according to 
assessed risk; and comprehensive safety 
program performance indicators.

The process will show not only current 
data, but can display from a historical 
file to show change over time of the 
various compiled program indicators. 
BASIS will accumulate the following 
general types of information:

•	 Performance data:   Actual and 
projected risks and losses.

•	 Current safety action data:  
Investigations, inspections, evalua-
tions, monitoring, audits, samples.

•	 Operational data:  Hours, costs, 
miles, operations, failures.

•	 Results of past safety program anal-
yses, evaluations, and operations.

•	 Technical information:   Codes, 
standards, manuals, professional 
literature, and sources of expertise.

BASIS will use a combination of 
COTS and GOTS products that even-
tually will be presented on screen in a 

web-based dashboard format. The in-
tent is to field in four phases. 

•	 Hazard and incident manage-
ment on JBLM intranet

•	 Statistical analysis integration

•	 Web-based indicator display

•	 System integration into JBLM 
GIS and enterprise data.

The first phase is underway, with a de-
signed-in capability to grow through the 
final enterprise phase. Each phase will be 
an iteration of the same basic steps 

•	 Hardware acquisition

•	 System software acquisition  
and certification 

•	 Hardware and software  
configuration

•	 System table development  
and loading

•	 User licensing, configuration 
and training

•	 Deployment

•	 Sustainment

From BASIS, JBSO expects to provide 
new standards and new directions for 
systematically managing hazard and 
MRM information at installations.

CRITICAL ELEMENT 3: 
Technical personnel who are 
expert in their processes, 
skilled in providing their infor-
mation, and trusted for their 
recommendations

The Joint Base Safety  
Office Mission
As staff to the JBC, the office is the 
primary supporting safety presence for 
the JBG and the synchronizing safety 

The office is in early fielding stages of a Base Safety Information 
System that will provide a single source to gather hazards 
from all the hazard identification processes…
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agent for resident and tenant com-
mands and agencies on JBLM. The 
JBSO filters its systematic safety man-
agement ideas through the premise that 
in every organization, the senior leader 
is responsible for safety. Regardless of 
the organization, that leader has five im-
plied tasks to generate a safe end state: 
protect mission, prevent injury, prevent 

damage, comply with the law, and limit 
liability. Safety staffs advise, audit and 
assist to help the senior leader execute 
those five implied tasks. Every safety 
staff has this same role, regardless of the 
organization. Leaders are challenged, 
though, to ensure their safety personnel 
are sufficiently skilled to provide reliable 
hazard and hazard control information.

Safety Personnel  
Individual Development
IMCOM safety and occupational health 
personnel are in two groups--full-time 
professionals and part-time addition-
al duty safety officers (ADSOs). The 
professionals, whether in safety man-
agement, industrial hygiene, or safety 
engineering are by default members of 
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the Army’s career program 12 (CP12). 
CP12 now has international recogni-
tion for the quality of its training and 
individual development standards 
and for its professional certification 
program. The JBSO keeps a detailed 
training history on each professional, 
and is able to show the status of each 
careerist in achieving the CP12 train-
ing and certification requirements. 

ADSOs, on the other hand, have no 
such organized and managed train-
ing program from Army or IMCOM  
level. The JBSO developed a structured 
training program for ADSOs that creates 
minimum training and competencies for 
all, then goes further to provide a three-
tiered system for achieving competency 
status as Entry-level, Developmental, or 
Full Performance. The JBSO tracks the 
status and competency level of all JBG 
ADSOs, as well as JBG safety profession-
als, as part of its systematic approach to 
managing critical element 3.

Safety Staff Core Mission 
Essential Task List (CMETL)
In performing its roles of advise, audit 
and assist, safety staffs at every level of 
each organization have four major tasks 
that cover every aspect of their direct 
work. These tasks derive directly from 
a landmark document produced of the 
American Society of Safety Engineers 
(ASSE) in 1996 entitled, “Scope and 
Function of the Safety Professional”. 
The ideas in this document were later 
used as the foundation for a national 
standard for professional safety posi-

tions, ANSI/ASSE Z590.2.

In spite of the importance of these 
documents in defining the nature of 
safety management, they are too often 
a reference rather than a foundation 
for a systematic approach to defining 
the tasks and competencies for person-
nel engaged in safety and occupational 
health management. The JBSO adopt-
ed the elements of the ASSE scope and 
function statements some fifteen years 
ago, and has proposed them as a base-
line CMETL for safety staffs at every 
level of the Army. They are:

1.	Anticipate, identify and 
evaluate hazards.

2.	Design and develop hazard controls.

3.	Implement, administer, and 
advise others on hazards  
and hazard controls.

4.	Measure, audit and evaluate 
hazard controls.

Each task has several more specific 
supporting tasks, each of which can be 
assessed as an individual competency 
or capability to perform a collective 
task. The JBSO has developed an as-
sessment structure built on the stan-
dard METL assessment format, which 
provides the JBC a picture of overall 
safety staff capability, items to sustain 
and improve, key issues, and an out-
line of specific strategies to improve in-
dividual task ratings. (See the graphics 
labeled Safety METL Trace and FY11 
CMETL Assessment).

For example, the fourth task to mea-
sure, audit and evaluate hazard con-
trols has four supporting tasks. To 
assess those tasks, and the overall 
CMETL task, each branch head per-
forms a branch assessment. In assess-
ing each task, the branch head con-
siders resourcing, as well as individual 
training and performance levels to ar-
rive at a “T”, “P” or “U” capability for 
that task. The Safety Directors assesses 
overall safety office capability.

The four CMETL tasks are nearly 
identical to the five safety management 
processes discussed earlier in this paper. 
This is by design, in order to deploy and 
unify strategic vision and goals with 
organizational and individual perfor-
mance. The principle difference in the 
two lists is that task 1 of the CMETL 
combines aspects of the first two safety 
management process steps. In addi-
tion, though clearly related to the safety 
management sub-processes, the sup-
porting tasks for the CMETL tasks are 
more descriptive of the work required 
than the more generally labeled safety 
management sub-processes. 

This technique provides the JBC with 
a clear picture of the current expertise 
and capabilities of the safety office, as 
well as strategies for improvement. By 
sustaining the CMETL process over 
time, the technique also provides con-
tinuity through changes in leadership. 

Through systematically managing both 
individual training and competency, as 
well as assessing and tracking safety orga-
nizational capability, the JBSO helps the 
JBC provide skilled and expert personnel 
to provide reliable program management 
and technical information. 

CP12 now has international recognition  for the qual-
ity of its  training and individual development standards 
and for its  professional certification program
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private conferences and seminars around the coun-
try. He is a 1978 graduate of Kansas State University
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Value of Systematic  
Safety Management
The premise of this article was that in-
stallation leaders have a need but no sys-
tematic means to know they are doing 
the right things to ensure safe results, 
doing those things the right way, and 
not missing or misinterpreting critical 
components. A methodology to achieve 
this is systematic safety management, 
comprised of three critical elements:

1.	Common organizational safety 
risk philosophy, policy, doctrine, 
operating procedures and practices

2.	Systematic methods to collect, 
track and present data about 
hazards, hazard controls and 
mishap risks that are both mean-
ingful and reliable

3.	Technical personnel who are 
expert in their processes, skilled in 
providing their information, and 
trusted for their recommendations

IMCOM and its individual regions 
and installations, would benefit from 
systematic corporate-level approaches 
to these elements. There are many pos-
sible solutions, but the Joint Base Safety 
Office at Joint Base Lewis-McChord 
has a way ahead for each of these three 
elements worthy of consideration.

Peter F. Strohm serves as Safety Director for the 
Joint Base Garrison at Joint Base Lewis-McChord. 
He has over three decades of DoD safety and oc-
cupational health experience, most of that time 
with the Department of the Army. He has been an 
innovator in federal safety program management, 
and served many years with various professional 
organizations. He has published in Professional 
Safety, and presented at numerous public and  
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Problem
The Centralized Operations Police 
Suite, known simply as COPS, is the 
central repository of record for Army 
public safety incident reporting. As 
such, Fort A.P. Hill records incidents 
in the web-based database after each 
traffic occurrence. This database can be 
queried for basic statistics: numbers and 
types of incidents over a defined time 
period. This data can be used for simple 
mitigation strategies. Yet, the presenta-
tion of this tabular data omits visualiza-
tion of the incidents and pattern analy-
sis to enable more informed decisions. 

Background
For the past few decades, Fort A.P. Hill 
has been home to innovative Geographic 
Information Systems (GIS) applica-
tions for installation matters. The gar-
rison is situated near to the National 

Capital Region: a fact which has helped 
germinate effective communication 
with ACSIM IGI&S, the National 
Geospatial-Intelligence Agency, and 
the Army Geospatial Center (formerly 
Topographic Engineering Center). 
Additionally, the ITAM Regional 
Support Center (RSC) is collocated at 
Fort A.P. Hill. However, the most sig-
nificant reason for innovative GIS ap-
plications is due to the garrison’s deliber-
ate strategic investments. In nearly every 
garrison strategic plan over the years, 
GIS has been seen as a specific means to 
enable processes and decision-making in 
daily garrison activities. As a result, the 
garrison commissioned a GIS Strategic 
Plan (in work) which charts advanced 
technologies, applications, integration, 
training, and usage across a diverse staff. 

It is in this context that the garrison 

staff asked: are there patterns in our 
traffic accidents that we haven’t yet 
seen? Also, if we can’t get to those pat-
terns, what can GIS analysis tell us 
about decisions we need to make or 
faults in our processes? 

Discussion
Even though GIS integration was cer-
tainly not new to Fort A.P. Hill, the 
possibility of integrating with Army 
systems such as COPS experienced im-
mediate road blocks. We found COPS 
and similar systems were not designed 
from the ground up to record useful 
location data. For example, location 
information was often recorded as 
“deer strike along A.P. Hill Drive” or “ve-
hicle-object collision in front of the post 
exchange.” Owing to the fact that A.P 
Hill Drive is 16 miles long and the Post 
Exchange covers a 45,000 square foot 
space, this data was generally useless. 

Before any GIS analysis was even pos-
sible, all incident data needed to be 
tied-down to the earth’s surface to 
some degree of accuracy and precision. 
That process is called geo-coding. The 
Installation Traffic Officer exported 
four years of incident information 
from COPS into an Excel spreadsheet. 
Location information was manually 
geo-coded for each incident. The GIS 
analysts often had to generalize the 
collision location because the data was 
simply not accurate enough. It was re-
alized that, because the data could not 
be accurately represented, the analysis 
would be suspect. However, everyone 
on this project—the Installation Safety 
Officer, the Traffic Officer, the GIS co-
ordinator, and others—were intensely 
interested to see if any patterns would 
emerge. The points were symbolized in 
ArcGIS based on incident type, time 

Improving Traffic Safety At Fort A.P. 
Hill: Using GIS for Better Analytics
by LTC Jack Haefner, Commander, Fort A.P. Hill and 
Heather Casey, GIS Coordinator, Fort A.P. Hill
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of day, and time of year. To better ana-
lyze patterns over a period of time, pie 
charts representing the types of inci-
dents per year were incorporated and 
used in the final project. A bar graph 
was used to show the total number of 
incidents per year over four years.

Conclusion
Accuracy is how close a measured value 
is to the actual (true) value; precision 
is how close the measured values are 
to each other. Both measures suffer 
greatly from absence of good position-
al data in COPS and other systems. 
However, despite marginal accuracy 
and precision, certain areas around the 
garrison were easily seen as recurring 
trouble spots, prime for mitigation. 
Mitigation strategies such as park-
ing layout, traffic flow, and additional 
traffic controls were incorporated in 
a planned Prioritized Improvement 
Project or PIP at the Post Exchange. 
Also, selective speed reducing humps 
were installed to better ensure pedes-

trian safety in front of the busy com-
munity activities center/gymnasium.

Other changes were included into busi-
ness operations. For example, it was 
common for location information in 
COPS to be recorded as “a deer strike 
occurred along maple drive” or “a vehi-
cle to vehicle collision occurred in front 
of the Post Exchange.” Now the Traffic 
Officer records into the COPS database 
the MGRS coordinates referencing the 
military installation map. In addition, 
new Trimble Juno equipment (all-in-
one GPS/PDA/digital camera) has been 
purchased for as part of a pilot project to 
collect location information. The equip-
ment allows the Traffic Officer to record 
location information with 2-5 meter ac-
curacy, making it easier to geo-code the 
traffic collision incidents in the enter-
prise GIS; this data is then uploaded to 
the enterprise GIS data stores. A longer 
term goal is integrating the COPS da-
tabase with the garrison GIS database. 
This is being addressed in the Enterprise 

GIS Strategic and Implementation Plans 
are currently being developed.

Recommendations
GIS analytical techniques hold great 
promise for traffic analysis on all gar-
risons. Software and techniques are 
already resident in most Public Works 
Directorates. Recent changes to 
ArmyMapper (https://mapper.army.
mil/) will serve to expose both resident 
data and views to all members of the 
staff. Additionally, GeoPDF, an Adobe 
Reader extension providing ability to 
turn geographic layers on/off, perform 
rudimentary measurements, etc, is also 
available and is under a Certificate 
of Networthiness. However, the two 
greatest challenges are 1) to change the 
mindset so crucial adopters understand the 
data and think “spatially” and 2) that GIS 
analytics involve a team approach and is 
not the domain of the GIS “experts.” 

LTC Haefner is the garrison commander of Fort 
A.P. Hill, VA. An engineer officer, LTC Haefner 
served in a number of tactical and agency as-
signments, most recently with the National 
Geospatial-Intelligence Agency in Washington, DC.

Heather Casey is the GIS Coordinator at Fort A.P. 
Hill, Virginia. She has more than 12 years of prac-
tical experience in the design and development 
of geospatial information management systems 
and projects for the U.S. Army
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