The TRADOC Model Safety Program

I.  Purpose:  To provide commanders and safety managers a systemic method to develop, implement, and assess a comprehensive safety and occupational health program.  To identify broad (general) areas of interest for the conduct of the annual Safety and Occupational Health Program.

II.  Standard:  The TRADOC Model Safety Program is based on the legal and regulatory requirements of the Occupational Safety and Health Act of 1970, Department of Defense Instruction, and Army Regulation as implemented by TRADOC Regulation 385-2, the TRADOC Safety Program.

III.  Background:  

1.  The model safety program is a living-changing program, which should be tailored to meet needs of individual commanders and local conditions to accomplish the TRADOC mission.  To be effective, the program must be comprehensive in application, adequately resourced, and universal in scope.

    a.  Comprehensive:  built around and addresses all core functions, enduring missions of an installation, training center, school, TRADOC, and the Army.

    b.  Resourced:  staffed and funded to support the TRADOC mission.  Leaders, managers, supervisors, and individuals must be empowered with the requisite training, authority, information, and resources to execute their duties safely.   Focus safety on areas of greatest risk--risk management.
    c.  Universal:  provide effective support to current operations yet remain flexible to support future operations.  Not a static or monolithic program, the safety program must be tailored to the existing operational environment and updated as required by accident experience and lessons learned.

2.  The ultimate success of the model program depends on three enduring threads of continuity:  ownership, oversight, and standards.  These are the basic criteria by which an effective safety program is implemented, managed, and measured.
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    a.  Ownership:  Personal involvement of commanders, leaders, and supervisors at each level of command/organization sets the focus and direction of safety program and accident prevention efforts.  It empowers soldiers and workers with the authority to implement the safety mission.

    b.  Oversight:  A qualified (as defined in AR 385-10 and the Office of Personnel Management standards) safety manager with direct unimpeded access to the commander.  This ensures commanders maintain a situational awareness of the effectiveness of risk management implementation, safety program effectiveness, and reinforces the creditability of the safety manager in dealing with other staff elements.

    c.  Standards:  The safety program document sets the standard for each individual safety program and sub-element of that program.  A written safety program document clearly defines the commander's intent, fixes responsibility/accountability, and sets the measure for acceptable performance. 

IV.  Safety Program Elements:
1.  Risk management:  Risk management is the accepted Army standard accident reduction/accident avoidance process.  A risk management-based safety program puts into place a systematic, disciplined process and management system that focuses on priorities so that the mission is accomplished without imposing unnecessary restrictions or accepting unnecessary risk.  Risk management fosters initiative and furthers freedom of action by defining risk parameters within which an operation must remain rather than imposing unnecessary restrictions or limitations on leaders.  Risk management creates an operational climate that promotes mission accomplishment without undue risk.  Risk management effectiveness is dependent upon two critical elements.  First, leaders must understand the process and second, there must be a system in place to effectively deal with changes in mission or activity risk levels due to changes in circumstances or conditions.

    a.  Risk management must be institutionalized in all school products, training courses, and combat training center programs.  Service school graduates must be trained and proficient in assessing and managing risk in the training and operational environment.  
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    b.  A risk management structure and control system must also be in place to:

        (1)  Ensure on-the-ground leadership presence at the appropriate level for all high- and moderate-risk training.

        (2)  Clearly define risk decision authority to include the role/responsibility of the first general officer in the chain of command in the approval process for executing high- and moderate-risk training.

        (3)  Ensure the conduct of initial and periodic on-the-ground review (“lane proofing”) of all recurring training activities.

        (4)  Provide clear guidance on where risk decision authority lies and when there is time to do so, get risk decisions ahead of time where risk is known and understood.

2.  Inspections, assessments, and evaluations:  Safety assessments and evaluations are important tools in effectively identifying hazards and controlling risk.  Safety assessments may be the result of an unusual occurrence or an out-of-the- ordinary planned activity.  In all cases, inspections, assessments, and evaluations will be oriented on identification of hazards or measuring the effectiveness of accident prevention efforts, not the effectiveness of the command or leadership.  An aggressive Safety and Occupational Health Inspection Program will ensure that all workplaces are inspected on an annual basis.  Facilities or operations involving special hazards may be inspected more frequently.  Inspections will be conducted by qualified safety and occupational health professionals and written reports of violations will be provided the head of the activity or the commander of the unit inspected.

3.  Hazard abatement:  Law and regulation direct that hazards be eliminated on a worst first basis.  To ensure hazards are corrected on a worst first basis, all safety and occupational health related hazards must be coordinated with the installation safety office for integration into a single installation hazard abatement log maintained by the installation safety manager.
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    a.  Hazards may be identified by a variety of means; inspections, accidents, routine maintenance and repair operations, or requests (work orders/job orders, customer reports, etc.) for repair or replacement of materiel or facilities.  To ensure all hazards are correctly assessed and included in the installation hazard abatement log, all work orders, job orders, or requisitions that have a safety or occupational health connection must be reviewed and validated by the installation safety manager.

    b.  Once a violation or hazard is identified, the safety manager or a qualified safety professional will ensure it is risk assessed in terms of hazard severity and accident probability.  This assessment will be expressed in terms of a risk assessment code (RAC) which will identify the relative seriousness of the hazard.  An installation abatement plan must be prepared for each RAC 1 or 2 hazard whose correction will exceed 30 days.  

4.  Accident reporting, investigation, and analysis:  Accident investigations and careful analysis of accident information provides the safety manager with the means by which to identify potential sources of future accidents and to develop and implement countermeasures to reduce exposure of soldiers, civilian workers, and their families.  The Command Accident Prevention Program must also support the installation’s Civilian Personnel Office’s effort to reduce civilian injuries/illness.  

    a.  In addition to the accident reports required by 

AR 385-40, near miss information is important in identifying hazards before they can result in serious damage or injury.  The trained additional duty safety officer (ADSO) and first-line supervisor are the best source for this information.  Other important sources of information on accidents are MP blotter reports, hospital admission and discharge (A&D) sheets, sick call slips, and estimated cost of damage (ECOD) reports from GSA and unit motorpools.  When collected, organized, and analyzed, this information may yield valuable data on potential problems or hazards, education/training shortfalls, motivation or leadership issues, procedural or policy inadequacy, or other potential problem areas.  Often times, these potential problems, hazards or shortfalls may go unnoticed or undetected because individual units and organizations view them as isolated instances.  
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    b.  The successful accident prevention program will be one in which accident data and statistics are used strictly for accident prevention purposes, and are not used as a measure of command or leadership effectiveness.  

5.  Education, training, and safety awareness:  The prevention of accidents and the associated mission impact and loss of resources is the responsibility of every member of the Army team.  

    a.  Law and regulation require safety and occupational health training for all Army personnel; soldier and civilian, commensurate with their duties and responsibilities.  The most effective accident prevention program recognizes this and sustains an extensive, ongoing program of safety training to educate, motivate, and raise safety awareness.  Commanders, leaders, and supervisors at all levels, as well as individual soldiers and civilian employees are important in the accident prevention process.  The effectiveness of their contributions, however, depends on their knowledge and understanding of safety and risk management and their responsibilities in the Army Safety Program.

    b.  Changing seasons and long holiday weekends present special hazards to the unwary or unprepared.  The command safety manager must remain sensitive to these potentially hazardous events and develop and present programs to highlight special hazards associated with given seasons or holidays.  By raising the safety awareness of personnel, accidents can be prevented.

6.  Branch Safety/Risk Management Integration:  Integration of safety and risk management into Army Doctrine, Training, Leader Development, Organization, Material, and Soldiers (DTLOMS) is inherent in the worldwide branch safety mission.  Unlike safety managers within other Army commands, TRADOC safety managers located at an installation or school with a branch responsibility, have a worldwide safety mission.  In addition to the safety and risk management integration mission, branch safety managers must monitor the operations, training, equipment, and tactics, techniques, and procedures (TTP) used within their specific branch.  For this reason, TRADOC policy dictates that the qualified, command safety and occupational health manager will be designated as the branch safety manager and work for, be rated by, and report directly to the installation commander, school commandant, or the respective chief of staff.
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7.  Additional Duty Safety Program:  The trained additional duty safety officer (ADSO) is essential to the safety manager's ability to reach all levels of command, gather accident prevention information, identify hazards, and meet legal and regulatory requirements.  Additional duty safety personnel may conduct inspection of low-risk workplaces, but only when they are trained to identify hazards and recommend appropriate abatement action.  A good safety program will provide this training so that trained safety professionals will be free to devote their time and energy dealing with the more serious safety issues that require their technical expertise.  ADSOs also collect accident injury information and review accident investigation reports for their activity or unit.  They are the local commander's/supervisor's safety representative and an important source of information, at the grass roots level, concerning the effectiveness of the installation safety program or special holiday or seasonal safety programs.

8.  Safety and Occupational Health Council:  An active Safety and Occupational Health Advisory Council, chaired by the installation commander, chief of staff, or garrison commander, meeting regularly, and composed of military and civilian management and operating personnel is necessary for the effective interchange of safety and occupational health information.  Participation of the commander, CofS, or garrison commander sets the tone for the installation, activity, or school's safety/accident prevention program.  Command visibility and active participation in the Safety Council sends a powerful message to subordinate commanders and staff on the importance of safety. 

9.  Occupational Safety and Health Act (OSHA) compliance:  Public law, Executive Order, Department of Defense Instruction, and Army regulation direct specific action to furnish employees with places and conditions of employment that are free from recognized hazards that are causing or are likely to cause death or serious physical harm and to eliminate accidents, deaths, and occupational illnesses by applying risk management strategies.  Commanders, leaders, managers at all levels will:

    a.  Furnish employees places and conditions of employment that are free from recognized hazards that are causing or are likely to cause death or serious physical harm.
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    b.  Establish procedures to ensure employees are not subject to restraint, interference, coercion, discrimination, or reprisal for filing a report of an unsafe or unhealthful working condition.

10.  Emergency Action Plans:  Pre-planned, coordinated, and regularly tested emergency action, disaster preparedness, and pre-accident plans are proven methods by which to minimize loss of life and property damage due to natural or man-made disaster or accident.

    a.  Commanders will develop and maintain emergency action, disaster preparedness, and pre-accident plans as appropriate to their installation and mission, provide adequate resources/ support, and appoint an Installation Emergency Preparedness Officer.

    b.  Installation Emergency Preparedness Officer will direct and coordinate development, publication, and maintenance of installation emergency action, disaster preparedness, and pre-accident plans and ensure coordination with appropriate civil agencies and civil governments to effect mutual aid agreements.

    c.  Installation/Branch Safety Managers (IBSM) will develop, coordinate, publish, and test installation pre-accident plans for both ground and aviation accidents and assist the Installation Disaster Preparedness Officer in development, coordination, and maintenance of emergency action and disaster preparedness plans.

11.  Mobilization Planning:  In addition to the routine training mission, many installations have contingency mobilization missions that have the potential to dramatically change mission, resource allocation, and operations tempo during times of crisis or national emergency.  Effective implementation of the mobilization mission depends on thorough planning and coordinated efforts.  The active participation of safety in the planning and periodic testing of all mobilization or contingency mission is critical to success.  Safety managers must review all 

mobilization plans on a regular basis for potential hazards created by increased mission loads or resource allocation.  Integration of risk management in the early stages of the planning process can avert costly mistakes and enhance mission execution.
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12.  Initial Entry Training (IET):  The safety and well-being of soldiers during their initial entry training is critical to the success of the TRADOC training mission.  Soldiers arriving at Army Reception Battalions come from many differing backgrounds and in differing levels of physical condition.  They may be at a greater risk of injury/illness.  Safety managers with an IET mission must develop and implement an aggressive accident prevention strategy to provide these soldiers a training environment that fosters their transition from civilian to military life with minimum disruption.

13.  Privately owned vehicle (POV) accident prevention:  An enduring threat and a serious problem to TRADOC and the Army is the tragic loss of soldiers and civilian workers in vehicle accidents.  POV accidents continue as the single leading cause of accidental death for our soldiers, workers, and their family members.  This needless loss of life demands action.  Commands with aggressive POV accident prevention strategies and programs enjoy greater success at reducing the incidence of POV accidents than those commands that do not.  All successful POV accident prevention programs start with active command involvement.  Other program elements common to effective POV accident prevention programs include driver training initiatives, a functioning POV Task Force, and the involvement of the first line leaders.

    a.  Responsibilities:  

        (1)  Commanders:  The commander is responsible for the implementation of effective POV accident prevention efforts within their commands.  Develop and prescribe local procedures for the safe operation of motor vehicles.  Develop and execute training, education, and motivation programs for motor vehicle operation.  As a minimum these programs will include accident avoidance training, motorcycle accident avoidance, local area orientation, and remedial driver training.

        (2)  Safety Managers:  Provide staff oversight of POV Accident Prevention Program.  Collect motor vehicle accident data and analyze to identify accident trends and develop countermeasures.
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        (3)  First line supervisors:  Monitor the training of their assigned soldiers or civilian employees.  Conduct/schedule driver training for assigned personnel as required by this program and document/record such training.  Ensure that all newly assigned personnel complete personal information sheets (individual driving history) and commander’s interview within 30 days of arrival.  Maintain individual driving history sheet on each soldier and civilian employee they supervise.

        (4)  Installation transportation officer:  Oversee driver accident avoidance training programs.  Coordinate, resource, and provide for driver training as outlined above.

    b.  Education and training:  Accident avoidance training is a proven means by which to raise safety awareness, change driver attitude/behavior, and improve driver skills.  As a minimum the following training will be provided as indicated to appropriate personnel as needed, at no cost to the individual soldier or civilian employee.

        (1)  Motor vehicle accident avoidance training:  All Army personnel and those civilian employees required to drive AMVs will be given at least 4 hours of classroom instruction in accident avoidance.  This instruction will be documented and will be repeated every four years.  The National Safety Council Defensive Driver Course (DDC) or any recognized national/state accident avoidance training program meets this requirement.

        (2)  Motorcycle Safety:  All military personnel, operating a motorcycle, moped, or three- or four-wheeled all-terrain vehicle (ATV) and any civilian operating a motorcycle, moped, or three- or four-wheeled ATV on military installations will successfully complete a recognized motorcycle better biker course.

        (3)  Remedial drivers training:  Drivers at fault in traffic accidents, committing a serious driving offense, misusing government vehicles, or cited by police for moving violations will attend remedial driver's training.

        (4)  Seasonal driver training:  All military personnel and any civilian personnel operating motor vehicles on military installations will attend seasonal driver training.  This training will be tailored to the local area and will be provided semiannually.
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        (5)  Pre-holiday/special hazard driver awareness training:  Special training or orientations/briefings will be given to every assigned soldier and civilian employee before any holiday weekend, or long weekend (3 or more days).  Such training will normally be provided by the first line supervisor and must include a review of local driving laws/regulations, motor vehicle safety inspections, the effects of fatigue or alcohol on a driver's capabilities, and a review of any local driving hazards.

V.  Adaptability:  This model program does not address each program element required by legal standard or regulation, but it does capture those critical elements necessary for the foundation of an effective, functioning safety program.  The effectiveness of any safety program, however, will depend on the effort put forth by the safety manager and his/her individual relationship with their commander.  Changing regulations, laws, and policy require flexibility and adaptability in the application of the preceding elements, as appropriate to mission and function, to ensure a standard level of safety support, enhanced mission success, and preservation of valuable resources. 
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