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The Executive Edge leadership track brings together business executives and top leaders in 

environmental, health and safety (EHS) management at the National Safety Council’s Annual 

Congress & Expo. Decision-makers are increasingly discovering that well-integrated EHS 

management systems create world-class organizations with competitive advantage and 

business sustainability. The Executive Edge was developed to meaningfully and purposefully 

engage business leaders and advance EHS in businesses worldwide. With a variety of panel 

discussions, technical sessions, and hands-on workshops, the 2-1/2 day Executive Edge 

track provides leaders with tools to lead their companies toward world-class performance. 

Dynamic dialogues, cross-sharing among leaders, and interactive workshops aim to sharpen 

leadership skills and capture leading evidence-based solutions for successfully integrating 

EHS into business operations.  

Executive Edge 2009 
National Safety Council Annual Congress & Expo 
26-28 Oct 2009 - Orlando, Florida  USA 
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INTRODUCTION 

Hale:  We are very pleased to have three great 

speakers with us today.  I’d like to introduce them 

one at a time, starting with Colonel James Grace.  

Col. Grace is the Director of Safety for the U.S. 

Marine Corps.  He is a Naval Aviator by trade, and 

has held command at several levels, most 

notably as the Commanding Officer of HMLA 167 

during combat operations, including Operation 

Iraqi Freedom, from 2002 to 2004.  Col. Grace 

has also had assignments with the Marine Attack 

Light Helicopter Squadron, flying the UH1N Huey.  

He has served as the forward air controller for the 

4th Marine Division, and as Group Safety Officer, 

Assistant Group Operations Officer, and Officer in 

Charge of the HMLA detachment for the Marine 

Medium Helicopter Squadron.  Please welcome 

Col. James Grace. 

Grace:  Thanks Greg, I appreciate it.  Most people 

don’t equate safety with the United States Marine 

Corps.  I’m happy to have this opportunity to talk 

to you about safety, and not just about 

maintaining safety during an economic downturn.  

The Marine Corps is in an economic downturn, 

much like everyone at the Department of 

Defense.  Budgets are getting tighter.  I’m going 

to talk about our declining budgets, about how 

we’re investing in safety, and about how safety is 

a good return on investment.  I’m going to give 

you a feel for the demographics and missions of 

the Marine Corps.  I’ll show you some of the 

problems of the Marine Corps in a problem 

statement.  Then, we’ll talk about return on 

investment, focusing on leadership, 

accountability, people, and programs.   

The Marine Corps has 204,000 Marines on 

active duty.  61% of the Marine Corps are 25 

years old or younger, with an average age of 23.  

To give you an idea of how young the Marine 

Corps is, the next closest service is the United 

States Navy.  37% of the Navy is aged 25 or 

younger.  The Marine Corps, with 61% of its 

Marines aged 25 or younger, presents a huge 

challenge.  Couple that demographic with a 

turnover of 34,000 Marines every year.  Think 

about training 34,000 new young Marines every 

year.  96% are high school graduates, which is 

above norm for the armed services.  We’re very 

successful in our recruiting efforts.  Lastly, one-

third of our recruits do not have a driver’s license.  

Think about putting them in a tank, an Amtrak, or 

a combat vehicle without having the experience 

of driving a normal car.  That’s a huge training 

challenge. 

It’s an honor for me to be here with captains of 
industry because the Marine Corps has a very 
distinct mission.  It’s not about making a profit.  
It’s not about the bottom line.  It’s about naval 
engagement, force in readiness, combined arms, 
and forcible entry.  These are the things that you, 
as a taxpayer, pay us to do.  We fight and win the 
nation’s wars, carry out expeditionary operations, 
and conduct other operations as the President 
may assign.  That leaves open every possibility to 
the Marine Corps.  The Corps is a young force 
that has to train for anything the President wants 
us to do, primarily related to combat operations. 

Problem Statement 

I’m going to show you the dark side of the Marine 

Corps.  Looking at an average over the last 10 

years, we have lost 37 Marines per year in 

operational fatalities.  This doesn’t include 

combat fatalities, only operational fatalities 

involved with training.  Over the last three years, 

we’ve averaged 17.  We’re making significant 

improvements over that 10-year average of 37 

operational fatalities.  On average, over the last 

10 years, we have lost 52 Marines or Sailors per 

year in private motor-vehicle accidents.  Think 

about a family member, a mother or father, who 

has a son or daughter who completes three 

deployments in Iraq and then comes home and 

dies on a sport bike, a motorcycle, or a car.  

Imagine how devastating that is to a family.  This 

last year, we lost 43 Marines this way.  Private 

motor vehicles remain our number one killer.  We 

also average 11 off-duty mishaps other than 

those involving private motor vehicles.  These 

primarily involve recreational activities, 

swimming, and water-related activities.  Alcohol 

I N S I G H T S  

Colonel James D. Grace 

Director of Safety 

U.S. Marine Corps  

Moderator:  

Greg Hale 

Chief Safety Officer 

Walt Disney Parks &  
Resorts  
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poisoning is also included in this off-duty 

fatalities number.  In fiscal year 2009, we lost 

14 Marines in this way.   

All told, this amounts to, on average, 100 

Marines or Sailors per year that we lose 

completely separate from combat operations.  

That’s a problem.  That’s what we’re driving at 

and what we’re focused on.  We want to reduce 

that number to zero.  We also lose, on average, 

nine aircraft per year.  In Fiscal Year 2009, we 

had our best year ever, with just 3 aircraft 

mishaps, which I will discuss further shortly. 

No problem statement is complete, especially 

when you’re talking about fatalities, if you don’t 

talk about the cost.  Fatalities have an untold 

cost to the family and friends of these Marines 

and Sailors we lose every year.  You cannot 

replace a family member.  We all know that.  

Leadership in the Marine Corps is all about 

taking charge and taking responsibility for 

these young Marines.  You have a solemn oath 

to take care of them.  Being involved in safety 

in the Marine Corps is a great job, because not 

only do you get to lead, but you work on 

keeping these Marines alive every day.   

Losing a Marine is also a loss of combat power.  
Think about losing a sergeant squad leader to a 
private motor-vehicle fatality.  You cannot 
replace that individual.  He’s had multiple 
combat tours.  His Marines below him trust 
him, follow his every word, and will rush a 
machine gun nest for him.  You cannot replace 
that.  We normally don’t like to put a dollar sign 
on lives, but we spend a yearly average of $50 
million in insurance costs alone.  That does not 
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account for equipment losses or for the training 
that’s gone into these individuals.  That is a lot 
of money, if you put a dollar figure on it. 

Leadership 

How do we counteract this?  What have we 

done?  How have we invested in safety in lean 

economic times?  As you’ve heard already, 

leadership is absolutely essential.  If your 

leaders aren’t involved in safety, your people 

won’t be involved in safety.  In the Marine 

Corps, we have the Executive Safety Board 

(ESB).  It’s led by my boss, General James 

Amos, the Assistant Commandant of the Marine 

Corps.  He is the Number Two guy in the Marine 

Corps.  I meet with him every week to talk 

about numbers.  He leads this body.  The ESB 

meets twice a year.  It’s 21 other senior general 

officers and civilian executives in the Marine 

Corps.  These are the war-fighters, the three-

star officers, not their deputies.  These are the 

guys who own the Marines.  We put them 

together in a room and we talk to them for an 

entire day about safety.  Lately, we’ve had two 

issues: motorcycles and suicides.  We normally 

don’t equate suicide with safety, but it’s such 

an issue within the Marine Corps and the rest 

of the services that we now talk about it. 

What the ESB does is effect policy, devote 

resources (which they’ve done significantly in 

the last two years), and listen to junior Marines.  

There are about 75 people in attendance at 

these meetings.  We bring in 15 corporals from 

across the Marine Corps who get to listen to the 

leaders talk about safety.  Most of them walk 

away amazed.  They cannot believe that the 

 

Being involved in safety 

in the Marine Corps is a 

great job, because not 

only do you get to lead, 

you work on keeping 

Marines alive every day. 

 

-Col. James Grace 

U.S. Marine Corps 

10-Year average annual non-combat fatalities of Marines and Sailors account for over 100 lives lost. 
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It is important that leaders hold people 

accountable.  As you would expect, we have 

many rules and regulations in the Marine Corps.  

You can’t simply tell people to be safe and 

expect they’ll be safe.  You have to demonstrate 

it, not only by what you do, but by holding people 

accountable.  It’s absolutely critical.   

This only works if we, as leaders, hold ourselves 
accountable.  You’ve got to walk the walk and 
talk the talk.  Aviation is a good example of 
holding people accountable.  We’ve had three 
aviation Class A mishaps this year.  Two of the 
commanders of those three squadrons were 
relieved of duty.   Most of these commanders 
were at the 16 or 17 year mark in their Marine 
Corps career.  Their careers were over.  That is 
holding people accountable.  What happened 
was not an accident.  What happened was a 
mishap involving the leadership, and we hold 
ourselves accountable. 

Safety Personnel 

We’ve got declining budgets, but our leadership 
recently approved 183 additional safety billets 
across the Marine Corps.  In a time of declining 
budgets, the leadership of the Marine Corps was 
willing to spend $17 million in salaries to fund 
183 billets.  We’re going to put these Marines 
through 15 weeks of nothing but safety training.  
We’re taking them to the battalion level, where 
they have never been in the Marine Corps.  
That’s how important it is.  That’s how good the 
return on investment of safety is. 

Programs 

You can have people, but you still have to have 

programs.  These programs have to support the 

leadership and they have to be enforceable.  For 

the first time in my 27 years in the Marine 

Corps, I saw the leadership of the Marine Corps 

leadership of the Marine Corps is talking about 

safety.  Most beneficial to these individuals is 

that leaders will turn to them and ask for their 

opinions.  Having a cross-section of young 

enlisted Marines providing safety opinions and 

thoughts to the leadership of the Marine Corps 

is very, very powerful and very important.  In the 

last two meetings we’ve taken ideas from these 

enlisted Marines and put them into policy.  

We’ve acted on and devoted resources to them.  

It’s absolutely critical that these Marines 

participate. 

Motorcycle fatalities demonstrate the power of 

this body’s policy, resource and engagement.  

Over the last three years, we’ve seen a steady 

increase in motorcycle fatalities.  The number 

was high in fiscal year 2008.   We had 25 

motorcycle fatalities.  In Fiscal Year 2008, for 

the first time ever, we had more motorcycle 

fatalities than we had people die in motor 

vehicles.  We had to take on the motorcycle 

issue.  We’ve done that during the last two ESB 

meetings.  We were at 25 fatalities in 2008.  In 

Fiscal Year 2009 we’ve dropped that number 

44% to just 14.  That is still not acceptable, but 

it is a significant improvement.  It’s been 

accomplished by this body’s focus and hard 

work.   

It comes down to leadership wanting to instill a 
culture of operational excellence.   We want our 
commanders to view “Mission Accomplishment” 
synonymously with the preservation of Marines, 
their assets, and equipment such as planes, 
tanks, and vehicles.  That’s what it means to be 
operationally excellent.  To not only accomplish 
a mission, but to have everyone that you started 
with - that’s success. 

Accountability 

We have declining 

budgets, but our 

leadership just recently 

approved 183 

additional safety billets 

across the Marine 

Corps....  That’s how 

important it is, and 

that’s how good the 

return on investment 

is. 

 

- Col. James Grace 

U.S. Marine Corps 
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past year.   

Has safety been a good investment in the 
Marine Corps?  Absolutely.  It will remain a good 
investment in the Marine Corps.  We will save 
lives.  We will save money as well.  Thank you 
very much.  

Hale:  That’s tremendous.  We can learn so 

much from our Armed Services.  I cannot 

imagine the challenge they have in turning our 

kids into heroes, then telling them to be safe, to 

wear a helmet, and to be safe off the job.  That 

has to be a tremendous challenge.  But a 78% 

reduction is an incredible, incredible statistic.  

You are teaching them lifelong skills that they 

will carry with them when they come to work for 

others or during their remaining career in the 

military.  That is tremendous.  Thank you. 

Peter Knollmeyer is our next speaker.  Peter is 

the Executive Vice President and Chief Operating 

Officer for Fluor Hanford.  He has 25 years of 

experience in the nuclear industry, including 

positions with the U.S. Navy, B&W Nuclear 

Technologies, the Department of Energy, and 

DynCorp.  Previously, he led the removal of 

highly radioactive sludge from the K reactor fuel 

storage basins at Hanford.  Prior to that, Peter 

held numerous positions, including as a U.S. 

Naval Officer in the nuclear submarine area.  He 

earned his bachelor’s degree in Chemical 

Engineering from Cornell, and has completed 

graduate work in Nuclear Engineering at the 

University of Virginia.  Welcome, Peter. 

Knollmeyer:  It’s a pleasure to be here this 

morning.  Fluor Hanford was last year’s 

Campbell Award Winner.  I’m going to start out 

with some background on the Award and why we 

won it, then talk about how we’re trying to 

continue to drive to even better 

accomplishments despite the economic 

downturn. 

Fluor started as a construction company and 

became an engineering company.  We’re now a 

FORTUNE 200 company doing about $15 billion 

a year in work.  We have offices in 60 different 

countries and work in hundreds of countries 

take a safety rule off the books.  I never thought 

I’d see it.  This rule was that all Marines had to 

wear reflective vests when riding a motorcycle.  

The Marine Corps could not prove that the vests 

had saved a single life.  Why were we requiring 

our Marines, on base and off-base, to wear this 

vest?  The Assistant Commandant of the Marine 

Corps said, “Take it away.”  We sent out a 

message to the entire Marine Corps.  By the 

time I got back to my desk I had 15 thankful 

emails from motorcycle riders in the Marine 

Corps.  Part of our success in reducing 

motorcycle fatalities has come from embracing 

motorcycle riders in the Marine Corps through 

quality safety programs. 

It works best when you have buy-in from the 

Marines.  A Colonel in the Marine Corps cannot 

stand up here and say, “Be safe, don’t have a 

mishap.”  You have to motivate these Marines.  

You have to train them.  You have to instill in 

them a sense that safety is part of the mission.  

They cannot perform their job as part of the 

Marines laid up in a hospital because of a 

private motor-vehicle incident or injury.  We have 

to do salesmanship.  We’re heavily invested in 

salesmanship.  We’re funding events at our 

bases and stations including motorcycle 

jumping.  That was another thing I didn’t think 

I’d ever see in the Marine Corps.  We’re doing 

that now, and it’s paying dividends. 

All told, between our leadership, our 

accountability, our people and our programs, 

we’ve reduced our operational fatalities by 78% 

over the last 3 years.  That is a huge reduction.  

That number comes from less airplane crashes, 

less rollover vehicles.  It comes from a lot of 

people doing safety work day in and day out for 

their commanders.  We’ve reduced our aviation 

mishaps by 67% from our 10 year average of 9 

to just 3 in Fiscal Year 2009.  We’ve reduced our 

private motor-vehicle fatalities, our Number One 

killer, the last three years in a row.  That’s 

success.  The number is still 43 and we want it 

to be zero.  We’re working toward that.  Again, if 

you put a dollar cost to it, we’ve reduced our 

insurance payments alone by $16 million this 
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9,000 incumbent employees.  We were trying to 

make a huge change with a small number of 

people spread across the top of the organization.  

We had the opposite problem that Colonel Grace 

had.  Our average worker was 54 years old.  To this 

day, the average is still around 53-55 years old.  

There are very few young people in this industry. 

When we got to the Hanford site, there were more 

than 5 injuries for every 200,000 work hours in the 

workforce.  That was high, and it was above the 

Department of Energy average at the time.  We 

were one of the most unsafe sites in the 

Department of Energy complex.  Over our tenure 

there, we drove the OSHA recordable rate down to 

0.71 at its lowest.  We reached a bit of a plateau 

at the bottom. In a minute I’ll talk about driving 

that number to zero.   

Not only did we save a lot of injuries with this 

performance.  We saved a lot of money.  We 

estimate that over our last 10 years, this safety 

improvement has saved us about $2 million a year 

in costs due to claims, insurance and time to 

process injuries.  That’s $20 million in savings.  It’s 

certainly more than we invested in it.  Not only are 

there fewer recordables.  Grievances with the 

union went almost to zero.  Employee concerns 

that were submitted through the formal written 

process went to a tenth of what they were before.  

Now, most problems are being dealt with verbally.  

There is trust between the management and the 

workforce.   

We are in an economic downturn and in the final 

few years of our contract.  We have achieved good 

safety performance, although it is  at a plateau, 

and we’re trying to figure out a way to drive it down 

further.  You’re faced with two problems when 

you’re in an economic downturn.  One is that you 

have fewer dollars to invest in training.  The 

second is that you have distracted workers.  We 

had another double whammy at the end of our 

contract.  We had distracted workers because of 

the economic hardship.  We also had distracted 

workers because the DOE was re-competing the 

contract.  Fluor Hanford was on their way out and 

another new company was on its way in.  Site 

personnel were not quite sure what their safety 

culture was going to be.  It was a big change for 

around the world.  Up until now we said we did 

work on six continents, but we’re pursuing work 

on the seventh continent.  We hope to be in 

Antarctica soon.  We deliver engineering, 

procurement, and construction services to some 

of the most complex projects in the United 

States.  Not only are we a very safe company, but 

we pride ourselves in the quality and value we 

deliver to our customers.  We are one of the 

world’s most ethical companies. 

Fluor Hanford is a limited liability company and a 

subsidiary of Fluor that was formed to do work for 

the Department of Energy.  I want to thank the 

Department of Energy.  We have been able to do 

some neat things with safety because the 

Department of Energy sets a very high standard, 

holds us accountable, and gives us the resources 

we ask for in order to have great safety 

performance. 

The Fluor Hanford Contract 

The Fluor Hanford contract is for cleaning up 

nuclear waste left over from plutonium and bomb 

production at the Hanford site in south-central 

Washington.  At 586 square-miles, the site is 

huge.  We do everything there from destruction 

and demolition to construction, soil remediation, 

and drilling hundreds of wells to sample 

groundwater every year.  It is very hazardous 

work in a number of different areas.  It is the 

largest environmental clean-up in the world. 

In its day, the production of plutonium and 

support of the Cold War were the top priorities at 

Hanford.  Safety was trumped by production.  The 

production mission ended in the late 1980s and 

clean-up began in the early 90s.  Fluor was one 

of the first companies in Hanford whose mission 

was solely to clean up the reservation and 

remediate some of the waste.  We’ve worked on 

transforming the culture there for 13 years.  We 

just completed our contract.  Fluor Hanford is in 

final contract closeout.  The Department of 

Energy puts contracts up for competition every 

10 years.  We were fortunate enough to stay on 

for 13 years.   

When we arrived at Hanford, about 90 Fluor 

employees came to the site, while we inherited 
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One of the things we did is shift more to 

mentoring.  This takes a couple of different 

forms.  We have senior safety mentors who come 

in and work over the top of the entire workforce, 

out in the field, giving tips and helping provide 

resources.  If they see that there could be a safer 

tool or better safety equipment, mentors give the 

idea a little horsepower.  We also have what we 

call mentoring circles.  We take eight or ten 

younger employees who still have learning to do 

about the company, such as safety policies or 

any policy or area within the company.  We put 

them in a circle together.  They stay together for 

about a year and they rotate.  One of them has 

responsibility each month to make a 

presentation of material and train the other 

people in the room on that topic.  They might 

choose safety, health, or finance.  In the room is 

a senior manager from the company.  Not only is 

there training, but with the senior executive 

there, career development also occurs.  As Fluor 

Hanford’s COO, I did two or three mentor circles 

a month.  They were very valuable.  Not only do 

the workers. 

I’d like to talk about how we were addressing 

these issues in the final days of our contract, and 

how we’re still addressing them within the Fluor 

Corporation as a whole.   

Limited Dollars 

First, strong safety is not a cost, it’s an 

investment.  I think the return on the investment 

is greater than one.  Every dollar we put into it 

saves not only someone’s injury but untold 

dollars in cost.  Most of the best safety tools are 

free.  Over my 25 years, one thing I have learned 

is there is nothing magic about good safety.  

Safety is the daily blocking and tackling of caring 

about people, talking about it every day at all 

levels in the company, caring for the people that 

you work with, and stopping and asking people 

about their family.  Workers help workers. When 

you can get workers encouraging each other on 

the job site to do things differently, that is when 

safety really starts to take off.   That’s where we 

were at the tail end of this contract.   
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Hanford site incident rates show continuous improvement and better than benchmark performance.  
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peoples’ minds with the limited dollars we have. 

Distracted Workers 

On the distraction side, we start every meeting 

within Fluor with a safety topic.  That’s been 

Fluor’s culture for many years.  When I joined 

Fluor, it seemed kind of odd and uncomfortable.  

As you get used to it, it starts to grow on you.  

The topic might be 30 seconds for a one-hour 

meeting, or it might be a two or three-minute 

safety topic for a more important meeting.  Every 

single day we are hearing about some aspect of 

safety, either in our workplace or at home.  It 

keeps safety fresh in everyone’s minds.   

Every Monday, when workers come back from a 

weekend, we have a Monday Morning toolbox 

meeting.  This is about an hour, and it catches 

workers up on anything that might have 

happened at the facility over the weekend.  It 

gets them back in the game, makes sure they’re 

ready to go to work, and refocuses them on 

what’s going on and the conditions at the facility 

in which they’re working.  The toolbox meeting 

also presents a dedicated safety topic and the 

lessons learned from events that happened in 

the previous week, not only at our facility, but at 

other contractors in the Department of Energy 

complex.   

More recently, we had a dedicated initiative that 

the employees learn from me.  You’d be 

surprised what you learn from employees about 

what’s really happening down inside your 

organization that you may not know about.  

Mentoring circles are another way of getting out 

in the field without actually having to get out in 

the field.  With the advent of the internet, real-

time communications, and other tools, some 

mentoring circles are  being done virtually.  

People from different areas who have common 

interests can actually meet via the internet and 

chat live about a certain topic. 

We also put together a safety calendar last year.  

We went out to local schools and had 

schoolchildren draw art for us.  We had over 100 

submissions of nice safety posters.  We turned 

this into a calendar.  We printed about 5,000 of 

these for around $8,000.  It was dirt cheap.  

There’s a cute message every month about 

different safety topics.  We gave calendars to all 

the employees.  They made their way out into the 

community.  They’re in some of the businesses 

in town that I walk into.  Most of the employees 

have these in their workplace or hanging in their 

locker, especially since some of the artists are 

their children.  It is a daily reminder of why you 

want to work safely.   

Those are just a few of the ideas that we’re using 

to invest in safety and to keep safety fresh in 
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to their neighbor about how they had the ladder 

propped up precariously against the house. 

Pre-job briefings are a norm in our business. Not 

only do we talk about what we are doing, but 

about who is doing what, what the roles and 

responsibilities are, who the safety observer is, 

and what could go wrong.  A lot of our 

employees now wear a shirt that looks similar to 

a LaCoste™ shirt but it has a slash through it.  It 

says, “No Crocs.”  The crocodile was a phrase 

that the workers at Hanford coined.  A croc is 

that danger that lurks just below that surface.  

We talk about it before we begin a job.  “What 

crocodiles are out there at this job?  What’s just 

below the surface?  We can’t see it as a hazard 

while we’re planning the job, but maybe it’s 

going to pop up and bite us.” 

We talk about what could go wrong and what we 

will do if it does go wrong.  We talk about the 

worst-case scenario for each job.  Like many 

companies, we do behavior-based safety and 

management field observations.  It is tough 

when you first start because people don’t like 

being watched and told how to do things better.  

However, when everybody’s doing it, it soon 

becomes natural and people actually appreciate 

the feedback.   

Lastly, I mentioned getting management out in 

the field.  This is very important, not only for the 

workers to be able to see you and talk to you, 

but for you to really see how work gets done out 

there.  It is incredible what you will learn.  I 

recently attended a briefing with all of the shift 

supervisors at a facility.  Usually, I give my 

message to a manager.  The manager talks to 

the supervisor and the supervisor talks to the 

first-line supervisor.  A lot can get lost in 

translation.  I went out and had a two-hour 

meeting with the shift managers, the guys right 

at the shop floor.  They started telling me what 

was in the way of doing their work safely.  The 

things I learned were amazing.  They weren’t 

worried about what job was going to take place 

that morning.  They were worried about the 

coworker who called in sick and looking for a 

replacement.  They were worried about the leak 

we call “Getting Your Head in the Game.”  As we 

went into the transition, we knew that people at 

the site were going to be distracted, wondering 

where they were going to work, who their new 

boss would be, and the like.  We put out a 

message called “Getting Your Head in the 

Game” to  keep them focused on their work.  We 

gave them as much information as we could 

about the upcoming contract transition so that 

they were not asking a multitude of questions 

but instead were getting a regular stream of 

information.  You’ve heard it before.  

Communication is very important. 

As we started to reach that plateau in safety 

performance, we also kicked off our “Safe at 

Home, Safe at Work, Safe at School, 24/7 

Safety” campaign.  We believe that if you can 

engage people and get them thinking about 

safety at home, then it is natural that they will be 

thinking about safety at work.  This was very 

successful.  One day, we had a very large 

meeting with a lot of management from the site, 

some union staff, and one fellow who invited 

himself to be there because he felt so strongly 

about the message he had to deliver.  Part of 

what we were talking about that day was safety 

initiatives.  The employee who showed up to the 

meeting told us that he had been at home 

working.  He just built a new addition on his 

home.  He was helping contractors do the work.  

Concrete had been poured and dried, and he 

and the contractors  were removing the concrete 

form.  There are rods that go through the 

concrete and hold the form on either side with 

fasteners that have to be snapped off.  He was 

cutting the fasteners with a large cutter.  He was 

wearing proper safety equipment because of the 

24/7 safety initiative and what he had learned 

at work.  As he was shearing a fastener off, it 

came right at him and embedded itself in his 

safety glasses, in a spot just millimeters short of 

his eye.  It had actually gone through the plastic.  

He was in tears as he told this story because he 

believes that what he learned at work saved his 

eyesight.  That’s one example that I can cite, 

and there are many others.  Our employees have 

talked about stopping on the way home to talk 
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headquarters is in Aberdeen, Scotland.  It’s a 

FTSE 100 company called FirstGroup.  It is the 

largest passenger rail and bus company in the 

United Kingdom.  In North America, we have 

60,000 school buses that we operate every day.  

We just bought Greyhound a couple of years ago 

and we are busily transforming the way the 

company does business.  First Transit operates 

our shuttles and city bus services.  First Services 

does fleetwork and other technical work around 

the world, including at military bases in the 

Indian Ocean and Guam.  Every day we have 

70,000 buses on the road here in North 

America, and about 100,000 people.  That’s a 

lot of people whose health and safety I 

personally feel responsible for on a day-to-day 

basis.  The challenge is that when you have over 

1,500 locations with that many employees, 

operating in the environments where we 

operate, there are a lot of opportunities for 

things to go wrong.  We have a great staff and 

great people.  I really appreciate the supporting 

leadership of Gary Catapano, our Executive Vice 

President of Safety.  In fact, he is the one who 

has really championed our membership here at 

the National Safety Council. 

We were so honored and privileged last year to 

be the recipient of the Green Cross.  It was a 

great honor.  Sir Moir Lockhead, our group Chief 

Executive, was at the ceremony in New York to 

accept on our behalf.  I think it symbolizes all the 

things that we aspire to do.   

Attitudes Toward Safety 

If I’m on an airplane and I ask someone, “Do you 

have a good safety and injury prevention 

program?” and that person says, “Yeah, we have 

a great one. It’s fantastic,” I’m often a bit 

skeptical.  I find that the people who have a 

more deeply ingrained and mature safety 

program often give a different sort of answer.  

They don’t say, “Oh yeah, it’s great.”  They say, 

“Well, it’s good, but we’re trying to get better.  

We’re trying to do better.”  They know safety is a 

day-to-day, relentless pursuit.  You do not just 

wear a badge or give a speech and believe you 

have achieved safety.  Injury prevention is a way 

that occurred the night before.  They were totally 

distracted.  We figured out how to take that 

distraction away from the shift supervisor in the 

morning so that he could focus on the work at 

hand and make sure it was executed safely.  

That made a huge difference for us.  Thank You. 

Hale:  Thank you, Peter.  I think there was a 

common theme throughout Peter’s presentation.  

In a period of a contract coming to a close, with 

people worrying about the economic 

environment, their family members, and 

employment,  it doesn’t cost anything to stay 

focused on safety.  You need everyone to keep 

their head in the game and avoid these 

distractions.  It sounds like you have a lot of 

great techniques to make sure that everyone 

stays focused every day.    

Our next speaker runs an amazing organization.  

FirstGroup of America was awarded the National 

Safety Council’s Green Cross Medal for its 

achievements.  They operate the largest ground 

passenger-carrying company in North America, 

transporting five million passengers daily.  The 

focus on safety is extremely critical, not only for 

their own employees, but for the passengers, 

who are your children, my children, and our 

friends and family.  Michael Murray began his 

career more than 20 years ago working as a 

lawyer in the public transit industry.  He then 

spent ten years as an executive in the trucking 

industry, and the last nine years as an executive 

at FirstGroup America.  FirstGroup America runs 

school buses, city buses, shuttles at airports, 

colleges, and universities, corporate shuttles, 

retirement communities, inner-city bus services, 

and Greyhound.   

Murray:  Thank you.  Thanks very much for 

moderating and thanks to the National Safety 

Council for their leadership.  The theme today is 

the role of health and safety during these 

difficult times.  Colonel Grace said that he had 

204,000 Marines.  I have 100,000 bus drivers 

in North America.  We’re not prepared to take 

you on but we will drive if you guys would like a 

lift somewhere. 

We do have a large company.  Our group 
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and talk about injury prevention.  We do the very 

same thing at FirstGroup.  Every month we have 

an executive safety board meeting chaired by the 

Chief Executive in Scotland.  We bring our line 

managers to sit in at those meetings and listen 

to the most senior people in the company talk 

about safety.  You must show commitment 

through leadership and presence.  We say, “If 

you can’t do it safely, don’t do it.”  That is our 

motto at FirstGroup.  It fits just about every 

scenario we encounter. 

Pillars of Injury Prevention 

The three pillars of injury prevention start with 

active caring.  You can’t deliver a culture of injury 

prevention unless people really believe that you 

care about them from the top down.  This is very 

important if you are the owner of your own 

company or you’re the CEO or President.  Even if 

you’re not an executive in the company, you have 

to get your CEO engaged.  I really believe there is 

no way to deliver safety unless the CEO is 

engaged.  Engagement is about caring about 

people.   

I received a letter from a bus driver in Pittsburgh, 

Pennsylvania.  He wrote a letter and had cut out 

a picture of me from the company newsmagazine 

that he sent with it.  In the newsmagazine 

clipping, I was talking about delivering safety in a 

recession.  I said, “We’re taking costs out of our 

business to remain competitive but we will not 

compromise safety.”  He underlined this with a 

pen, writing “I really wonder if you believe this, 

because here’s what’s going on where I’m 

working.  The cockpit of the bus is my office.  

You’ve just ordered new buses in this company 

without a reading lamp.  There are no slip-free 

treads for the steps on which we have a lot of 

slips, trips, and falls.”  He went on to enumerate 

five or six other things that were eliminated from 

the buses that he’d been driving, such as electric 

heated mirrors, to keep them free of frost and 

ice.  I was shocked by this, because the 

complaint had an air of truth about it.  I picked 

up the phone and I called him at home.  I said, 

“Hello Jim, this is Mike Murray, the CEO of the 

company.”  There was a very long pause on the 

of life.  Active caring and performance 

management are themes that course through 

Colonel Grace’s and Pete Knollmeyer’s 

presentations, as do  continuous improvement 

and having safety in our lives everyday, 24/7.  

There’s nothing you can value more than taking 

what we learn at work with us to deliver safety in 

our homes and in our neighborhoods. 

Value During a Recession 

How can we afford to be safe in an economic 

downturn?  Some companies have budget cuts.  

There may be low morale among your employees 

during stressful times.  Our company responds to 

recessions.  We have thousands of people on 

temporary layoff.  These things can have a 

negative effect on your employees and your 

organization.  How can you continue to deliver 

safe performance in your company?  We don’t 

believe it’s optional.  The value of lives does not 

change during a recession.  Any of the people 

who Jim Grace mentioned who lost a loved one 

or those who Pete Knollmeyer talked about know 

that if you’re going to the funeral of a co-worker 

or a family member, it doesn’t matter if there is a 

recession.  The value of lives does not change.  It 

doesn’t matter what your safety budget is.   

What do we do at FirstGroup?  During a 

recession, we proposed to manage our safety the 

same way we always do, which is to hold our 

people accountable.  The line managers in our 

company are the ones who are responsible for 

delivering safety, not our safety department.  I 

mean no disrespect to safety professionals in the 

room.  The message to people in the organization 

is, “You’re the line manager.  You deliver safety.  

The company happens to provide a safety 

department as a privilege and a resource.  The 

department can help you with programs, training, 

support, expertise, and ideas for innovation and 

continuous improvement leadership, but it’s a 

resource.  You are responsible for safety and for 

delivering that message to all the employees in 

the company, all the way down the line, and for 

empowering them to deliver safety.” 

Colonel Grace said he has 15 corporals who he 

brings in to sit around the table with generals 
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have standards and policies within your 

company that you have to believe in.  You need 

to train your people and campaign so that 

everyone knows what those policies are.  As Jim 

Grace said, you must hold people accountable.  

In order to hold them accountable, they have to 

know what their job is.  “Well, it’s to deliver 

safety…,” they might say.   “What does that 

mean?” is the question they need to be able to 

answer.  We give people targets for 

improvement, but individual managers need to 

know what the score is.  They need to know how 

they are performing against the score.  We give 

them tools to help them achieve good 

performance.  Regardless of whether we like 

people personally, if they are not going to deliver 

the safe environment that we want, they must 

go work somewhere else.  We have had partings 

of the ways with some people as a result of that.  

It has to be core to the company. 

The third pillar speaks for itself, and that is 

continuous improvement.  You always must look 

for new ways to deliver injury prevention.  As a 

competitive edge, it is core to us.  It is  more 

obvious with airlines.  If a passenger plane went 

down every week due to mechanical failure, 

where would the airline business be?  It would 

not exist.  I can assure you, the same thing 

exists in a less dramatic form in our business.  

other end of the phone.  I continued, “I got your 

letter and I’m going to do something about this.”  

We talked it through.  He’s on the ground 

delivering safety and preventing injury on the 

road every day.  

It was clear to me at that point that the efforts of 

training our people in the field, and teaching 

them the core of our safety program, which is to 

risk assess  every task you do, were working.  

When the concept was brought to me several 

years back, I thought it was stupid.  I said, “You 

mean a mechanic who’s going to change the oil 

on 50 buses in a week has to risk assess the 

same thing each time?”  The answer is yes.  It is 

the repetitive things that people get careless 

about.  What I realized was that we hadn’t fully 

embedded this program within our corporate 

headquarters.  Our purchasing department was 

trying to get the best value for money and were 

disconnected from the people who were 

delivering the bus services on the road.  We had 

a gap in the safety of our organization.  We’re 

going to close that gap by having an even 

stronger dialogue amongst our people.  It’s all 

about active caring, picking up the phone, 

talking to the people, and getting out there in 

the field. 

The second pillar that we utilize is performance 

management.  This is pretty elementary.  You 
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personnel are inherently placed in harm’s way?”   

Grace: You’ve just described our number-one 

challenge.  If we could turn the switch on that 

says “take that hill,” and turn that switch off 

when you climb in your car and drive outside the 

gate, it would be the secret to our success. It’s 

very, very hard to do.  A Marine enters the Corps 

at a very young age and starts out in basic 

training.  He is taught the fundamentals of 

combat.  At the end, if we’re lucky, he hears 

something about safety.  It’s not something he’s 

going to get at the start of his Marine Corps 

career.  It’s a continual process of engagement 

and hopefully the leadership is engaging him.  

Where we make most of our money is at that the 

commanding officer, senior enlisted rank.  

People at this rank are not only a Marine’s boss, 

but his mentor.  We spend a lot of time at the 

commanding officer level trying to convince 

these Marines that their job as a professional is 

to return with all of their assets, which primarily 

means their people.  
Audience Member:  I have a question for 

Michael.  Congratulations on your Green Cross 

Award.  Gentlemen, congratulations to all of you 

for getting us some feedback and perspective.  

We appreciate your insight.  Michael, our CEO 

and President gets it, and so does our senior and 

executive management.  I think our people in the 

field running the work and site managers and 

superintendents get it too.  One of the things we 

struggle with in the company is the mid-level 

managers and our challenge with  their 

understanding and engagement in safety.  How 

do you influence their behavior within your 

organization? 

Murray: Get them out in the field.  Get them on 

location.  Have their supervisors hold them 

accountable by putting them out in the field and 

listening to the people working in the field or at 

construction sites.  If you say the local 

supervisors get it, but the middle ones don’t, I 

would put them out there and require them to 

listen to the needs of the people who are 

delivering the company’s services.  The other 

thing that I do in my organization to find the 

We haul more passengers a year than all U.S. 

airlines combined.  On the ground there are a lot 

of pedestrians who step in front of our vehicles.  

There are a lot of right-hand and left-hand turns 

and signalized and un-signalized intersections 

that we have challenges with.  Some businesses 

wouldn’t even exist if they didn’t deliver safety.  

Our company spends a quarter of a billion dollars 

a year on insurance and liability and risk.  

Recession or not, I  think there’s an opportunity 

there to save money. 

In summary, we are morally responsible for the 

safety of our colleagues and the people in our 

daily lives.  Injury prevention does not require a 

business case.  The value of life does not change 

during a recession.  The value of life does not 

require a business case.  Thanks very much. 

Hale: Thank you, Michael.  That’s pretty powerful.  

Talk about executive engagement.  When 

someone at Michael’s level, the CEO of 

FirstGroup, will pick up the phone, call a bus 

driver, and talk about items that were left off the 

new order of buses, that truly shows 

commitment.  That’s clearly the kind of message 

you want to hear from your leaders.  I’ve heard 

this from a lot of safety professionals. “I wish I 

had a CEO like that.”  All CEOs aren’t this 

engaged.  They haven’t all gotten it.  As a safety 

professional, you may think your job is to run 

your safety department or to run your team.  It’s 

not.  Your job is to lead your company.  That’s 

your job.  It is to help inspire the managers, to 

make them successful.  You will be successful if 

you make others successful.  If you can make 

your area managers, your department managers, 

and CEOs successful, they’ll love you for it.  That 

is the way you have to operate a safety 

department, as a service to everyone else. 

QUESTION & ANSWER SESSION 

We want to open this up for questions.  We have 

this tremendous cross-section of panelists with 

their expertise at your disposal.  We’ll start with a 

question that was turned in for Colonel Grace:  

“You have challenges rarely found in other 

organizations or even other government bodies.  

How do you create a safety mindset when your 
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including safety, financial, and ethical 

performance.  You need to communicate that 

message to the entire organization.  What I have 

found works best is to have the continuous 

improvement occur from the bottom-up, not the 

top-down.  Motivate people to submit to you 

what they don’t like about the organization.  

Some of the ideas that the workforce will come 

up with are amazing.  I swear that any company 

could be successful by looking through the 

worker who’s looking up from the bottom rather 

than looking from the top down.  That would be 

my recommendation to you. 

Audience Member: As you’re all aware we have 

a healthcare crisis.  How are you incorporating 

cultures of wellness in your organization along 

with cultures of safety?  The two elements are 

somewhat linked as our workforce gets older 

and has chronic ailments.  We are facing the 

first generation that’s going to live shorter lives 

than their parents because of health issues.  We 

have problems on both spectrums.  There is  an 

aging workforce as well as an unhealthy youth 

workforce.   

Hale: Peter, I think you have the oldest 

workforce here. 

Knollmeyer:  We started on several fronts as we 

reached the bottom of that plateau.  We started 

a health and wellness initiative where we gave 

workers 10 or 15 minutes in the morning to do 

stretching, flexibility, and strengthening 

exercises.  We brought in a provider for training-

the-trainer.  We then put those trained trainers 

in the organization to lead people through the 

exercise program.  It got off to a rocky start.  We 

had recordable injuries for people during the 

stretching and flexing training.  It was tough to 

convince people that we needed to stay at it 

despite that.   

We did stay at it.  We saw a marked 

improvement in ergonomic injuries, tears, 

strains, and sprains.  Then we started inviting a 

health and wellness speaker.  We have a 

monthly “Zero Accident Council,” at which the 

president of the company meets with accident 

council leaders from each division and 

accountability gap is draw on a chalk board from 

scratch.  What are the middle managers in 

charge of?  What are they held accountable for?  

Are they accountable for delivering the financial 

performance?  If so, then I would also tell them, 

“Your bonus has now changed.  You get half 

your bonus if you achieve your financial targets, 

and the other half if you achieve your safety 

targets.  If you don’t achieve your safety targets, 

you get no bonus.”  That creates a co-

dependency, and it reprioritizes their lives.  What 

the middle managers will find is that being held 

accountable will result in greater organization 

and greater performance, financially and 

otherwise. 

Audience Member: Good morning.  Let me begin 

by saying thank you for the message that you 

shared with the group today.  One thing that 

struck me in our keynote meeting this morning 

was that perception can become reality within in 

an organization.  It seems to me that there are 

two challenges of a leader.  Number one is 

identifying that you may be in a position within 

your organization that you don’t want to be.  

Maybe the company has made an assumption 

about their basic level of performance.  The 

problem is how to spread a message of change , 

a message that “we do not accept that message 

and we can do better.”  The next challenge, 

which I think you all shared a bit, is how to 

continuously improve and how to sustain that 

culture of continuous improvement.  Please 

speak to the different aspects of changing the 

perceptions of the organization and then 

sustaining the continuous improvement. 

Knollmeyer:  To get at perceptions, you have to 

communicate at all levels.  I’ve found that simply 

transmitting a message from the top down does 

not work.  Personally, I have had to go out to talk 

to people one-on-one, face-to-face, at all levels 

of the organization in order for them to really 

know what management wanted.  You cannot 

have employees hear it through flowdown.  

Regarding continuous improvement, if you’re not 

focused on improving on all aspects of your 

business, you are not going to be in business.  

You have to work on all aspects of performance, 
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leadership.  They’re saying, “We have a 

workplace focus on delivering safety.  How can 

we take that energy and have people take safety 

home with them?”  I think the very same 

platform of communication exists on the health 

side. 

Audience Member: Good morning.  My question 

relates to one of the issues that we in a virtual 

environment find ourselves in during this 

downturn.  We have many employees scattered 

across the United States.  You were talking about 

taking the next step, when a company’s injury 

trend is going down and the company is looking 

to drive that next step to zero.  We say, “safety 

first.  Safety is a priority.”  But safety is a value.  

Could you share your thoughts on crossing that 

next step in a virtual environment? 

Murray: I love this question, because it gets to 

the point I made early on in my presentation, 

which is that even companies that are delivering 

world-class safety are the very ones who are 

obsessed with continuous improvement.  They’re 

not satisfied.  Every step further you get along 

the way ,you want to do more and more and 

more to drive it to zero.  You can achieve the first 

half of success on the curve by top-down 

“bullying,” if you will, but I think that’s not where 

you want to end up.  I think that the second 50% 

of performance has to be bottom-up.  It has to be 

a total engagement of the workforce, from the 

shop floor all the way to the CEO’s desk, in all 

areas of the company.  You can’t just do it with 

injury prevention.  It’s going to have to be done 

through your HR processes, operational issues,  

financial performance, and the engagement of 

the employees on the shop floor. 

Hale: I think what you get in a world-class 

company is a sustainable culture where the 

tolerance for not doing it right doesn’t exist.  You 

actually have the benefit of the entire company 

behind you in a single-minded mission to drive to 

zero.  People think about the low-hanging fruit.  

Once it’s picked, you can’t cut that number in 

half again.  However, you get a lot of momentum, 

and if you can keep that momentum going, you 

really get the whole company looking out for 

department.  We were serving donuts and coffee 

at that meeting.  The health and wellness 

speaker said, “You know, if you’re really serious 

about health and wellness, you probably 

shouldn’t be serving donuts at these meetings.”  

The next time she came back we had fiber bars, 

bananas and orange juice.  She was very happy 

with that.  It does pay if you can get people to 

start exercising and stretching and give them 

some tools in the workplace to do that. 

Grace:  One thing that the Marine Corps now 

does is pre-boot camp training.  Prior to a Marine 

actually being sent to boot camp, Marines are 

pulled and given physical training.  In order to get 

our Nintendo generation that has logged a lot of 

couch time and a lot of TV time ready and more 

prepared health wise, our recruiters now 

physically condition them before they even go to 

boot camp.  That effort is paying big dividends.  

We’ve also allowed Marines to take combat 

boots off during some of our runs and allowed 

them to run in tennis shoes and running shoes at 

boot camp.  There are probably a few old 

Marines turning over in their graves to think that 

we’re doing that, but it prevents ankle injuries 

and keeps Marines healthy.  We’ve also brought 

athletic trainers into our training command.  

We’re taping ankles, just like professional 

athletes have their ankles taped.  Trainers will 

tape ankles to prevent injuries before Marines go 

out for a run.  Some Marines have identified 

ankle problems.  When that occurs, they go in 

and they’re getting taped.  We are taking lots of 

steps to keep the Marines healthy.  
Murray: I think the H1N1 flu virus has really 

raised the issue of communicating within 

organizations about health.  This means going 

beyond environmental and safety and really 

speaking directly to health issues.  Sometimes, 

the health of workers is left in second or third 

place behind safety and other things.  I may be 

stating the obvious, but communicating and 

showing that health is a value that you have is 

critical.  Organizations must show that they don’t 

want employees not just to not be injured, but 

not lose their health due to bad habits.  The 

National Safety Council is showing tremendous 
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...Even a company that 

is delivering world-class 

safety are the very 

ones who are obsessed 

with continuous 

improvement.  They’re 

not satisfied.  Every 

step further you get 

along the way you want 

to do more and more 

and more to drive it to 

zero.  

- Michael Murray 

FirstGroup 
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identifying that hazard.  
Hale: A lot of the discussion has revolved around 

developing more leading indicators and 

behavior-based metrics instead of just 

reportables.  Michael talked about how 

important it is to get management out into the 

field and walking the floor.  You can measure 

and track those things to make sure the focus 

stays on safety without trying to track the actual 

outcome of the reportables.  You can measure 

the actual outcomes of the behaviors that you’re 

trying to enforce and incentivize those. 

Audience Member: I’d like to hear what leading 

indicators you are driving..  What leading 

indicators are you measuring at the board level 

and the executive level?  How are you tracking 

those to drive the right behaviors for continuous 

improvement beyond getting to zero injuries? 

Murray: Every one of our employees carries one 

of these books.  It’s an injury prevention 

handbook.  We fundamentally believe that 

personal interactions between employee and 

supervisors and amongst employees drives a 

culture of safety.  This is a culture where we’re 

not afraid to report near-misses.  “I ran my bus 

four feet through a stop sign.  I almost killed 

someone today.”  To have an employee willing to 

come forward and confess that in an 

environment gets back active caring.  They know 

they’re cared about.  They have the courage to 

report the incident.  What encourages those 

interactions is safety contacts.  It’s not a 

discipline program.  It’s “I observed you doing 

something good today.  Thank you for wearing 

your protective equipment while you were 

working that grinder in the shop.”  Employees 

get a copy of that observation, and another copy 

is centrally reported.  This sounds like a paper 

chase, but it’s a process that records tens of 

thousands of safety interactions between our 

employees and supervisors.  Lost time injuries, 

lost work days, and collisions are all database 

indicators, but how we interact with each other 

is number one.   

Number two, all of our senior management has 

to do a minimum of 12 safety tours per year.  

each other. 

Audience Member: There is  a lot of 

underreporting going on right now out of 

workers’ fear of losing their jobs and other 

distractions in the workplace.  How is the safety 

culture being influenced so that you’re actually 

getting the numbers that are truly out there, not 

underreporting of recordables or near misses 

due to the fear of repercussions? 

Knollmeyer: One thing we try to do is watch out 

how we incentivize safety.  We try not to put any 

incentives in place that will reward 

underreporting, such as monetary or other 

incentives, or the lure of getting some big prize.  

The second thing we’ve adopted is the Institute 

of Nuclear Power Operations Information 

process called Human Performance 

Improvement (HPI).  It’s based on the underlying 

assumption that a person makes 5 mistakes an 

hour, and that 75% of all injuries or incidents 

occur  not because someone did something 

dumb, but because there were underlying error 

precursors that set the person up.  When we 

started using some HPI tools and looking for 

error precursors and error-likely situations, we 

started to eliminate incidents that used to get 

blamed on human error.  As soon as you start 

taking away discipline cases in which people 

were set up by the situation they were put in, 

you start to build trust.  People start to report 

these incidents, because they know that 

changes are going to be made to equipment or 

processes fix them.  It’s a long process.  It takes 

a while to get there.  Once you get there, 

however, you’ll find that people become very 

forthcoming. 

Grace: The Marine Corps has a huge problem 

with underreporting.  Part of our motivation for 

buying 183 more safety professionals is to get 

after that reporting and determine how to use it.  

Does that data become an accountability tool, or 

a lessons-learned tool?  Those are huge issues.  

Obviously, we want to create lessons-learned 

tools versus accountability tools.  If you’re 

forthright enough to say that you’ve identified a 

hazard, we want to get that lesson-learned out 

to the entire force, not to punish you for 
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If you’re forthright 

enough to say that 

you’ve identified a 

hazard, we want to get 

that lesson learned out 

to the entire force, not 

punish you for 

identifying that hazard. 

 

- Col. James Grace 

U.S. Marine Corps 
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with the Marine Corps.  We spend a lot of time as 

safety professionals playing “whack-a-mole,” 

instead of looking downrange at what’s going to 

happen next to us.  One tool that I think we’ve 

been effective with on the aviation side, which 

our numbers reflect, is Instant Response (IR). We 

bring a command [of Marines] into an 

auditorium.  They get a facilitated all-day lecture.  

Enlisted Marines will see the entire command, 

and these Marines  have an IR voting tool.  The 

facilitator asks them questions such as, “Does 

your commander believe in safety?”  The entire 

command, in real time, votes with these IR tools.  

The responses can be a real eye-opener for the 

commander.  This process shares information 

that the commander now knows that everyone 

knows about him.  These are issues that he is 

now going to have to take action on.  He is more 

likely to take action on an issue if he knows his 

entire command is aware of it.  We’re kind of 

“surveyed to death,” but we have survey tools to 

get after leading indicators as well.  However, 

real-time tools have been more impactful within 

the Marine Corps.  We’re going to look at 

expanding those.  
Audience Member: How do you get middle 

management who are chained to their chairs out 

in the field and start talking safety?  What are 

the methods that you use?   

Murray: Safety tours are one recordable way that 

we mandate our regional vice presidents or 

regional managers to get out to the locations.  

They must actually record the fact that they’ve 

done a safety tour and name the people that 

they’ve spoken with.  They must record 

interactions in their injury prevention handbook.  

I really like the name we started out with for this 

handbook.  It was called a Safety Passport.  The 

concept of the passport was that nobody could 

get on or off our property without a passport and 

without being told what our values are.  To get to 

your question, I would like to pose the question 

back to you.  How do you get your middle 

managers to be accountable for operational 

performance or financial performance?  It’s no 

different.  They had better be accountable for 

These are not an audit.  These are tours in which 

you go to a facility and you walk and talk safety.  

Our fiscal year is April 1.  I think I’ve done 27 

safety tours at Greyhound facilities and at school 

bus facilities.  These tours involve walking 

around, touching people, talking to them, looking 

them in the eye, and asking them, “What makes 

you feel secure in your day-to-day work?  Are we 

doing anything that is impairing your ability to be 

safe on your job?”  We track those.  We have a 

central database that tracks any hazards that 

have been identified.  We ensure that all hazards 

have been seen through by our employees.  

Those are non-database. 

Knollmeyer: There are two particular indicators 

that we use.  One is that every year employees go 

through annual refresher training.  At the end of 

that refresher training ,we give an employee 

survey.  That is our best measuring tool for telling 

us how we’re doing safety-wise.  If you look at a 

plot of the perceptions of the workers at the end 

of their annual safety training against our 

accident rate, they track almost identically.  If the 

employees’ perception is that we’re doing a good 

job, we usually are.  If their perception is that 

safety is slipping, it usually is.  We’ve kept that 

survey constant for years and years.  It yields 

some very good data.  We ask questions like, “Do 

you see your bosses’ boss in the field asking 

questions about safety on a regular basis?”  “Do 

your safety concerns get promptly addressed 

when you raise them?”  The survey is only ten 

questions.  It takes employees about five 

minutes to answer.  We get a pretty good 

response rate.   

Another piece of data we look at is how many 

work packages that had already gone through 

the planning and engineering departments were 

recycled back due to problems.  These are 

packages  that were signed off on and were 

ready to go to work.  In other words, the 

packages made it to the point where they were 

about to be implemented.  Through the pre-job 

briefing, it was discovered that something failed 

in the planning leading up to that work. 

Grace: Leading indicators are a huge problem 
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How do you get your 

middle managers to be 

accountable for 

operational 

performance or 

financial performance?  

[Safety] is no different.  

  

- Michael Murray 

FirstGroup 
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something, or you don’t need them.  Either get 

them out of your organization if you don’t need 

them, or, if you’re already holding them 

accountable, show them that safety is a value 

and that they’re going to be rewarded or 

punished based on their performance, just like 

they would in the other areas they’re held 

accountable. 

Hale: I would like to bring the Forum to a close.  I 

think we have had tremendous insight from 

these individuals.  Please give them a very big 

hand of applause.   
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With a vision to make our world safer, the 
National Safety Council (www.nsc.org) 
aims to educate and influence people in 
order to prevent accidental injury and 
death. The NSC’s Congress & Expo 

(www.congress.nsc.org) is the world's largest annual 
gathering of EHS professionals. It provides access to the 
products, trends, experts, education, and networking 
opportunities needed to drive business forward. 

Supported by a network of Global 
Partners, the Robert W. Campbell Award 
aims to improve lives and businesses 
worldwide by promoting leading-edge EHS 
systems. The Campbell Award actively 

encourages and provides methods of leader-to-leader 
dialogue. The Executive Forum is one of the Award’s 
leadership outreach efforts. Learn more about applying 
for the Award or becoming a part of its Global Alliance at 
www.CampbellAward.org. 
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