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The Administrator's Role in STOP


As the STOP for Supervision administrator, you play a major role in the success of the program. Your responsibilities include helping to publicize and schedule STOP, ordering and distributing materials, providing guidance to leaders, and coordinating other STOP activities throughout your organization.

You'll also serve as the STOP leader for your top manager. Together you will set the standard for the success of the program.

Your first task is to familiarize yourself thoroughly with all aspects of the program - its principles, its objectives, and its implementation. Review each self-study workbook and videotape as well as this portion of the Administrator's and Leader's Guide. (Appendix Item 2 provides a STOP Summary of Units 1 through 7.)

How to Order STOP Materials


Be sure to order the materials you'll need at least six to eight weeks before you plan to begin the program. Decide in advance where you will store the materials and how you'll distribute them to leaders.

You'll need to order the following materials:

· Self-Study Workbooks with the Special Unit Safety Observation Card Packet- One complete set for each participant. Each set includes one self-study workbook for each unit and a packet of Special Unit Safety Observation Cards.

· Videotapes-Order enough sets to support your organization's schedule. Each set includes eight videotapes-an Overview videotape and seven unit videotapes.

· Administrator's and Leader's Guides-One for each manager, supervisor, or team leader who will lead others...in other words every member of supervision above first-line or team leader.

· Safety Observation Cards-Order enough cards to keep up safety audits after the training ends. Safety Observation Cards are available in package of 100. Order at least one pack of cards for each participant.

· Completion Certificates - Order one for each participant

· Other Promotional Items - Order enough posters to publicize the program. Order other promotional items to support the program and its activities.

· Audit Software System-Order enough copies to support your organization's need. (Available Spring 1996.)

How to Publicize STOP


Publicize STOP several weeks before you plan to begin implementation. This will help build support, enthusiasm, and interest in the program. Here are some suggestions for publicizing STOP:

· Two to four weeks before launching the program, put up STOP posters.

· Ask your site manager to send a letter to the entire organization announcing STOP training. The letter should emphasize the site manager's commitment to and enthusiasm for STOP. It should also explain the involvement necessary on the part of managers, supervisors, and team leaders as well as the impact of STOP on employees who are not directly involved in the program. Finally, the letter should reinforce the idea that STOP is about "people talking with people," not about punishment or discipline.
Appendix Item 3 contains Sample Letters Announcing STOP.

· Keep the publicity going. Once the program is under way, distribute various STOP promotional items. The visibility of the STOP logo reinforces management's commitment to the program and keeps the entire organization aware of STOP activities.

· Distribute certificates of completion or other commemorative items at the end of the program. These will serve as reminders of the new habits formed and encourage everyone to continue to use STOP skills.

How to Introduce STOP


Arrange for the site manager to introduce the program to everyone in the organization, either in a general meeting or in smaller group meetings. At these meetings, you or the site manager should do the following:

· Show the STOP Overview videotape. This is an effective way to introduce everyone in the organization to the STOP process.

· Explain the Safety Observation Cycle and the Safety Observation Card as tools for improving safety performance.

· Emphasize that STOP is a nonpunitive program about people talking with people. Note that the names of people observed are never recorded on the Safety Observation Cards. Explain that STOP will be kept separate from your organization's progressive discipline system. In fact, STOP observations should never be tied to your disciplinary policy or to employee discipline.

· Explain that STOP teaches the skills necessary for effective, meaningful safety observations. It is a tried-and-tested behavior modification program-a means of coaching, counseling, and encouraging all employees in safety.

How to Introduce STOP for Supervision: 
The Cascade Training Method


Plan and chart who will participate in STOP each week, following the cascade method outlined on the next pages. Distribute the schedule to everyone who will be involved in the program. Here's how the cascade method works:

· First, you and the site manager will each complete the self-study workbook for Unit 1. Each of you should highlight the issues that pertain to your organization, paying particular attention to the Discussion Preparation questions at the end of the workbook.
After you've each completed the workbook, review Unit 1 together as outlined in the Unit 1 Guide in this book. Watch the Unit 1 videotape, and discuss your responses to the Discussion Preparation questions. It is most important that you and the site manager reach agreement on the benefits and challenges of STOP.
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Next, the site manager will lead his or her direct reports through Unit 1, using the Unit 1 Guide in this Administrator's and Leader's Guide. The group will complete all activities for Unit 1, including the opening meeting, the self-study workbook, and the group discussion.
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Once this group has completed all Unit 1 activities, each participant will in turn lead his or her direct reports through Unit 1.

The process will continue in this way until every manager, supervisor, and team leader has completed all activities in Unit 1.

· While the last group of supervisors or team leaders is completing the Unit 1 activities, you and the site manager will complete the workbook for Unit 2. Then you will discuss it with one another and conduct one or more of the joint observation tours outlined in the Unit 2 Guide. Once again, you and the site manager will need to agree on the critical issues related to this unit for your site.

· After everyone involved in the program has completed Unit 1, the site manager will lead his or her direct reports through Unit 2 demonstrating the standards to be met through the joint observation tours.

· Next, each level will lead its direct reports through Unit 2 and will also accompany each participant on at least one joint observation tour.
The cascade method continues this way through Unit 7.

Depending on the size of your organization, STOP training may take 14 to 28 weeks or longer to complete; although, participants may be away from the job for only 14 to 17 hours. Since much of the program relies on hands-on application, STOP techniques integrate quickly into workplace activities.

In smaller organizations, all levels of management or all team leaders may participate in the training as one group led by the senior executive. In any case, the size of the groups should be kept to 10-15 for maximum interaction.
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On the following page is a sample of a site schedule for STOP. The unit time period shown as one week can vary according to your organization's needs. Many sites take two weeks to complete each unit.


Some Hints on Scheduling STOP


Remind all leaders that participants will complete a self-study workbook for each unit. Leaders will need to allow enough time to conduct at least one joint observation tour with each participant before leading the second group discussion session. A sample STOP Implementation plan is on the following page.



How to Use the Special Unit Safety Observation Cards


Safety Observation Cards are effective tools for making systematic safety observations and audits. They also provide a means to communicate information through organizational lines. An important part of STOP involves learning to use the cards.

The Special Unit Safety Observation Cards allow participants to focus on one category at a time until, by Unit 7, they have learned all the categories. Then they use the actual Safety Observation Card for Unit 7 observations and for the safety audits in which they participate after the final training ends.

During training, leaders will use the completed Special Unit Safety Observation Cards as part of the group discussion. Below is a system for using the cards during this period.

· Leaders collect, review, and discuss all Special Unit Safety Observation Cards during the second group discussions in Units 2 through 7. Then they prepare a summary form, provided in each unit, that they send to their leaders.

· The summaries are sent up the line to department supervisors or managers, who prepare departmental summaries for the site manager.

· The STOP administrator and site manager meet with the department supervisors or managers to review and discuss the summaries.

· The STOP administrator or site manager communicates information back down the line. The department supervisors or managers then ensure that the information is communicated to everyone.

Be sure to stress the benefits of using the cards in a positive way; and the importance of not recording the name of the person observed.

The STOP Safety Observation Cards


Once participants complete all seven STOP units, they will begin using the Safety Observation Cards during safety audits. The information recorded on the Safety Observation Cards provides valuable insights into your site safety climate. Completed Safety Observation Cards can be used to help identify problem areas, develop plans to address problems, and evaluate your site's progress in eliminating incidents and injuries. The STOP Audit Software System is an aid for compiling card data, identifying trends, comparing audit information, and publicizing results throughout the organization.

Appendix Item 4, Daily Safety Observations, Joint Safety Observation Tours, and STOP Safety Audits, and Item 5, Moving from STOP Training to a Formal Safety Audit System, contain suggestions for using Safety Observation Cards after STOP training ends and when your formal safety auditing system begins.

A Note on Scheduling the STOP Refresher Unit


Schedule the Refresher Unit about six months after your entire organization has completed STOP for Supervision. The Refresher Unit is designed so participants can complete the self-study workbook individually. Then they will meet as groups with their managers, supervisors, or team leaders for a 30-to 45-minute discussion. You should encourage Refresher Unit leaders to use the STOP for Supervision videotapes to enhance the meeting.

How to Ensure the Success of STOP


Here are several steps you can take to ensure that STOP will be successful during and after the formal training:

· Check with leaders to make sure they understand the site STOP schedule and their responsibilities as leaders. Make sure they have the materials and supplies they need to conduct effective group discussions.

· Periodically check with leaders to ensure that they are following the site STOP schedule.

· Check to see that the summary forms are being received from each group.

· Use creative techniques such as newsletters, posters, and promotional items to keep the program fresh in people's minds.

· Communicate statistics showing any reduction in incidents and injuries both up and down the line organization.

· Make sure you have the commitment of top management and line management. A letter from the CEO or site manager supporting STOP will help.

· Communicate about STOP in a way that ensures no one will view it as punitive.

· Check with leaders to make sure people are

· Using each step of the Safety Observation Cycle.

· Taking immediate corrective action.

· Taking action to prevent recurrence.

· Taking action to reinforce safe work practices.

Check periodically to make sure people view safety as equal in importance to production, cost, quality, and morale. Remind everyone of the direct and indirect costs of working unsafely.

Encourage all managers, supervisors, and team leaders to set a good example.

Set and keep high expectations for success. Establish and maintain a formal audit strategy that covers all areas of your site and all levels of personnel

Establish a system of formal STOP safety audits to be conducted by all managers, supervisors, and team leaders. See Appendix Item 5.

Continue additional safety training at regular intervals. DuPont has many additional STOP-based programs as well as safety meeting materials. See inside back cover and Appendix Item 1.

Remember, achieving excellence in safety will bring many benefits. These include reinforcing your organization's concern for its people, establishing a positive safety attitude among employees, and decreasing direct and indirect safety costs. In short, working safely is good business.

Sample





Unit 1


Opening Meeting with Overview Videotape �(if not previously viewed)


Unit 1 Self-Study Workbook


Group Discussion with Unit 1 Videotape


Unit 2


Unit 2 Self-Study Workbook


Group Discussion 1 with Unit 2 Videotape


Daily Observations and Joint Observation Tours Group Discussion 2


Unit 3 through Unit 7


Units 3 through 7 follow the same schedule as Unit 2 above





STOP Implementation Plan









