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The Leader's Role in STOP


As a manager, supervisor, or team leader, you know your area, your people, and the jobs they perform better than anyone else. This makes you the best person to lead your people through STOP. Don't worry if you're not a professional trainer. Even people who have never led a program before have been successful in leading STOP. This section will give you all you need to be a STOP leader. And the Unit Guides that follow provide step-by-step instructions for leading each unit and for accompanying employees on joint observation tours.

Keep this guide after STOP for Supervision training ends so you can use it as a reference and when your organization schedules the Refresher Unit.

How to Select a Location for STOP Group Discussions


Follow the suggestions below if you will be selecting the location for group discussions.

· If possible, choose a location away from the participants' area of responsibility. It should be suitable for holding discussions, showing videotapes, and if applicable, completing workbooks.

· Arrange the furniture in a pattern that enhances group discussion-for example, tables in a V-shape.

· Be sure the area is equipped with flip chart pad, markers, and the appropriate videotape player with monitor.

How STOP Works


Line management from the top manager down is the key to leading STOP. This cascade approach ensures the involvement of everyone in the organization. It also helps communicate your site manager's expectations and standards from one level to the next. This section explains the methods and activities that, combined with your efforts, will make STOP a success.

Individual Self-Study Workbooks

Each of the seven STOP units has one self-study workbook that addresses STOP principles, skills, and techniques. Each workbook takes about 45 minutes to complete.

You'll need to decide in advance whether you will have your participants complete the self-study workbooks individually or in a group session immediately followed by a discussion of the workbook information. Holding the discussion session immediately after all the participants have done the workbook guarantees that the material is fresh in their minds. Letting the participants complete the workbooks individually eliminates the pressure of time. You might let the participants decide whim approach they prefer.

Group Discussions

Some examples in the STOP workbooks and videotapes will differ from the activities in your area of responsibility. Discussions give you and your participants the opportunity to customize the program by talking about how you will use STOP principles and techniques in your own area doing your kinds of work.

Unit 1 begins with an opening meeting. During the meeting you'll introduce the program to participants by showing the Overview videotape if they have not seen it already. Then you'll distribute the self-study workbook packages.

After participants complete the Unit 1 workbook, you will meet with them again. In this meeting, you'll discuss STOP principles and techniques introduced in the workbook and show the Unit 1 videotape. Many organizations combine the opening meeting with participants' completion of the Unit 1 workbook and the Unit 1 group discussion. During Units 2 through 7 you'll hold two group discussions-the first after participants complete the self-study workbook and the second after they complete at least one joint safety observation tour with you and do other observations on their own. Allow at least 30 minutes for each group discussion. The videotapes used during the discussion reinforce STOP principles and techniques. Because the videotapes show examples of individuals making safety observations using various STOP techniques, you should show them during the first group discussion for each unit, before participants begin their unit safety observations. Videotapes can be shown again during the second discussion meeting.

Daily Safety Observations

Participants will begin making daily safety observations using the Special Unit Safety Observation Cards after the first Unit 2 discussion session. Participants should use all the special cards in each unit. Using the cards has several benefits. First, it helps participants develop the habit of observing and talking with people about safety. Second, it helps them learn how to use the cards as effective, nonpunitive observation tools. Third, as they continue to fill out cards, their skill at recording their observations improves. Finally, use of the cards helps participants record their observations so others can learn from their experiences.

Joint Safety Observation Tours

In addition to daily safety observations, you'll accompany each participant on at least one joint safety observation tour. Announce the schedule for joint observation tours during the first discussion session of a unit. Allow 15 minutes for each joint safety observation.

During the joint observations you'll mentor participants as you evaluate their observation skills and use of the Special Unit Safety Observation Cards. Joint observation tours give you a chance to convey your standards to participants on a one-to-one basis and are a key part of STOP. Remember that your role in the joint observation tours is to work with and evaluate participants, not to make the observation for them.

The participation of managers, supervisors, and team leaders in joint observations is essential to the success of STOP. When line management shows support for safety observations, employees become convinced of the importance of observing for safety. In short, when management takes time to do joint safety observations, employees will take the time to do individual observations, too.

Appendix Item 6 is a Joint Observation Tour Checklist that you can use to evaluate participants' progress in applying STOP skills and techniques during joint observation tours.

How to Prepare for Leading Your Group in STOP


· Read all the information in this Administrator's and Leader's Guide, paying special attention to the Leader's Guide section. Be sure to review all the Appendix Items for inclusion in your group discussions.

· Consult the site schedule distributed by the STOP administrator.

· Create a schedule for your group (see below) that includes the opening meeting and unit meetings. Allow for several days between unit group discussions. Your group must not proceed to the next unit until all groups on site have completed that same unit.

· Unit 1

· Opening meeting (distribute materials) with Overview Videotape

· Participants complete Unit 1 workbook

· Group discussion with Unit 1 videotape

· Unit 2

· Participants complete Unit 2 workbook

· Group Discussion 1 (discuss workbook information) with Unit 2 Videotape

· Accompany each participant on at least one oint observation tour

· Participants practice using special Unit Safety Observation Cards

· Group Discussion 2 (discuss observation experiences)

· Unit 3 through Unit 7

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

· Review your self-study workbook for the unit, including your own responses to the Discussion Preparation questions and the videotape for the unit.

· Review the Unit Guide, which suggests comments and questions you can use to lead an interactive meeting. You will want to make notes about key points you wish to cover in each discussion.

· Prepare any meeting aids such as charts, transparencies, or handouts for use during discussions. Charts are especially helpful for outlining topics and questions you and your group discuss.

· Consider using site photos or slides to illustrate specific STOP techniques and principles. Just be sure you don't identify by name anyone in the slides or photos using at-risk behavior.

· Make sure you have all the materials you need for each group discussion-for example, the videotape.

· Check the meeting room to be sure it is equipped with chart pad, markers, and the appropriate videotape player with monitor. Make sure all equipment works, and arrange the furniture to accommodate your needs.

How to Be a Successful STOP Leader


The management and communication skills that have helped make you a leader are the same ones you'll need to be a successful STOP leader. Here are some additional tips for leading successful discussions:

· Plan each group discussion session ahead of time.

· Address the participants by their first names.

· Start each discussion on time, and explain its purpose.

· Help the participants to focus on the subject.

· Write important points on a flip chart or chalkboard.

· Use good discussion techniques.

· Do ask questions about the subject matter that have several possible answers.

· Don't ask questions with yes-no answers, obvious answers, or lengthy answers.

· Explain to participants that there are no wrong answers. Treat all comments seriously, and treat all participants with respect.

· End each discussion with a wrap-up that summarizes what was covered.

· Make sure the participants understand how STOP principles and techniques apply to their own jobs. Appendix Item 7, Key Concepts, and Item 2 provide quick access to STOP principles and techniques. You need to help participants clearly understand how STOP applies in your organization and to their jobs.

· Be specific about what you expect participants to do with the information.

· Send participants off with some encouraging words as an incentive to put to work what they've learned on the job.

· Be sure participants know the dates and times for the joint observation tours and the next group discussion.

· Communicate the progress of your participants with your own STOP leader and the STOP administrator. Also, complete and send all summary forms to your STOP leader.

How to Evaluate Yourself as a STOP Leader


Because you participated in STOP for Supervision, you have first-hand knowledge of the participant's role. Now that you're a leader, you are responsible for creating an atmosphere that helps your own participants learn about STOP. The preparation and enthusiasm you bring to your role will have a major impact on the quality of each participant's learning experience. Be prepared for all activities in the program. Be a successful STOP leader!

It's important to evaluate yourself as a leader to determine what worked and what could be improved. Below are some suggestions for doing this.

· Self-Evaluation. After each group discussion, make an objective review of the session. Were you well organized? Was your group attentive? Did they ask questions and participate? Was the meeting too long or too short? Was the meeting room adequate for its purpose?

· Participant Evaluation. You may want to give participants questionnaires following a discussion session, STOP unit, or after the entire program. Possible questions might include

· What did you like/ dislike about the group discussion?

· Did the leader encourage / discourage group participation?

· How can we make the discussions more helpful?

· How did the joint observations make the training more meaningful?

· On-the-Job Evaluation. Observe your participants on the job. Are they using the skills and techniques covered in the unit? Do they recognize at risk behaviors? Are they taking immediate corrective action for all at risk behaviors? Are they reinforcing safe work practices? Has safety improved? Have you seen an increase in safe behaviors? A reduction in at-risk behaviors?

Keeping STOP Separate from Your Progressive Discipline System


STOP is based on principles, skills, and techniques for addressing safe and at-risk behaviors. It focuses on observing people and talking with them about ways to work safely. STOP observations should not be linked with your organization's progressive discipline system in any way. The names of the people observed during STOP observations should not be recorded on the Safety Observation Cards or discussed in any other way.

Both STOP and your progressive discipline system contain coaching and counseling tools for modifying behavior. But STOP is nonpunitive. The goal of all STOP safety observations and audits is to help people work more safely by allowing the person involved to discuss his or her actions until he or she recognizes why the behavior should change. This is why the Observation Report omits the name and even the gender of the person observed.

Unlike STOP, the steps you follow in your progressive discipline system are based on your knowledge of an individual's actions and your organization's written disciplinary policy and procedures. When should you begin using your disciplinary policy? When a person commits an unsafe act that endangers his or her life or the lives of others-or when a person repeatedly violates a known rule or procedure, even after coaching and counseling. Once an employee has put himself or herself or others in danger, you have an obligation to ensure that your progressive discipline system is followed.

As a manager, supervisor, or team leader, you need to use your judgment, combined with what you already know about your employees. You may need to end a STOP safety audit to begin using your discipline system. If this happens, STOP is no longer involved in the process, and you'll want to keep.

The STOP System out of any disciplinary action you initiate. Employees need to understand that it's their behaviors, not The STOP System, that caused you to use your progressive discipline system.

Finally, don't refer to STOP observations or audits during any disciplinary action. This will also help to keep STOP separate from your organization's progressive discipline system.











