You Can Make a Difference!

(Message from BG Gene M. LaCoste)

Things I Wish I Had Known Before My First Job-

A Safety Manager's Perspective



How Unit Safety Managers Can Make a Difference-

A Commander's Perspective

Summary
In fiscal year 2000, the Army enjoyed one of its best years ever in terms of safety performance. In aviation, both the number of fatalities and the Class A and B flight accident rates were reduced to all-time lows. In ground accident prevention, FY00 was the second-lowest year ever in terms of the number of ground and privately owned vehicle fatalities.

Each and every one of you can take credit for these safety successes. All of us rolling up our sleeves and working together made a difference. It was an extraordinary effort of-

· Leadership involvement in safety programs.

· Safety professionals-civilians and military-helping commanders make informed risk decisions.

· NCOs enforcing standards and making on-the-spot corrections.

· Individual soldiers exhibiting the self-discipline to follow standards while resisting the temptation to take shortcuts sometimes perceived necessary due to the OPTEMPO.

We all can be, and rightfully should be, proud of the Army's FY00 safety performance, but there's a word of caution necessary as well: these achievements will not be easy to sustain. They will be even harder to surpass. Individually and collectively, we will have to seek even better ways of making a difference in our Army.

At this year's Fall Army Safety Conference, members of two distinguished panels provided what I believe are some critical insights into how each of us can make a difference in the safety performance of our organizations and units. Three highly respected members of our civilian safety professional corps-Ms. Connie DeWitte, Chief of the U.S. Army Corps of Engineers Safety and Occupational Health program; Mr. John Frost, Chief of the Aviation and Missile Command Safety Office; and Mr. Fred Fanning, Safety Director of the U. S. Army Maneuver Support Center, Fort Leonard Wood-shared with us some sage advice on being relevant to their commander's needs and things they wish they had known before being placed in their first safety positions.

Their views from the safety manager perspective were complemented by recommendations from three field commanders-COL Bernard Champoux, Commander, 2d Bde, 10th Mountain Division; COL Nolen Bivens, Commander, Basic Combat Training Brigade, Fort Benning; and LTC Jeffrey Cairns, Deputy Commander, 1st Special Warfare Training Group, Fort Bragg-on what they, as commanders, are looking for from their unit safety managers.

Personally, I believe that listening to the voices of experience and applying the panels' proven recommendations can help each safety professional better support his or her commander in establishing and executing viable, risk-management-based safety programs. I urge each safety professional, civilian and military, to carefully consider the comments from both panels and incorporate their lessons learned and recommendations into your proactive goals for making a difference in the Army's continuing campaign to reduce accidental losses of both human and materiel resources.

Things I Wish I Had Known Before My First Job-

A Safety Manager's Perspective

We have all learned lessons the hard way. We have all wished that we had been told some things before we were assigned to our first safety position.  Following are some of the lessons that Ms. DeWitte, Mr. Frost, and Mr. Fanning have learned from a cumulative total of 70 years of experience in the safety field:

· Pick battles that are big enough to be important, but small enough to win.

· Remember that no one's view is complete. Each person sees some of the truth. Listen carefully to everyone's position before forming your own.  You can learn from them all.

· Obtain command support. Command support makes all the difference in the world to your success. It is great when you have it, and it is frustrating when you don't. It is also very fleeting. You must be relevant to the commander's needs.

· It's the little things that make a big difference in a safety and health program.

· Widespread impact can only come through effective leveraging through others.

· Think outside the box - if for no other reason than to keep life interesting.

· Interdependence results in a stronger safety and health program than independence.

· Without deadlines, goals are just dreams. Or put more directly, if it weren't for the last minute, nothing would ever get done.

· Integration is the lifeblood of an effective safety program.

· Attitude often breaks or makes a situation.

· Make fun and laughter core values of your safety office.

· Take your work seriously, but not yourself.

· Bad safety news does not get better with age.

· Surround yourself with great people.

· Don't just tell me that I can't do my job because it is unsafe. Rather, tell me how to do my job safely.

· Take the initiative, be a Safety Professional, not a practitioner.

How Unit Safety Managers Can Make a Difference-

A Commander's Perspective

The following insights into how safety professionals can better serve their commanders were outlined by COL Champoux, COL Bivens, and LTC Cairns:

· Find what is knowable and what is unknown.

· Waiting for the question to be asked is the path to irrelevancy.

· Safety analysis must inform the decision maker about risks and returns of each decision.

· Decision implementation is based on planning.  Planning results from organizational learning. And safety analysis must speed up the organization's learning.

· There is no cold start. Risk is a cumulative thing.

· Nobody has all the answers. Collaborate. Function as a team.

· Be ready to serve - be trained for the position. Understand the organization's mission.

· Understand the military decision-making process and how to integrate risk management into it.

· Be visible and proactive in the organization. Get out from behind the desk and out into the organization to see first hand what the mission is all about and what risks are present.

· Provide continuity, cohesiveness, and commitment.

· Understand the benefits of professional coordination up, down, and across the organization.

· Become the commander's right-hand source for all safety issues and risk-management decisions.

· Be the professional safety watchdog in the organization-the honest broker.

· Be an integral part of the staff. Plug into the S3 section; attend quarterly training briefs. Be an advisor to the command team.

· Be part of the solution.  Be a risk management analyst.  Create an atmosphere of managing risks--not of telling others what to think, but how to think in terms of hazards and controls. Anchor to standards, and offer the commander informed risk-management options.

· Be a subject matter expert from both a safety and task perspective. In addition to understanding and ensuring that the OSHA and environmental standards are met, devote time to understanding the mission and the potential hazards and risks associated with each METL task.

· Go beyond a simple knowledge of risk management; acquire the wisdom to apply the process.

· Think in terms of where is the next accident going to happen and how you can help the commander reduce the risks.

· Be physically fit and willing to go to the field with the troops if necessary.

· Plug into the Army's Risk Management Information System (<http://safety.army.mil>).  There is an incredible amount of resources and information available at this site for safety personnel to use.

Each commander reminded us that safety is not a mission unto itself; it is an integral part of every mission. A leader's credibility is built on trust.  Safe operations form a foundation of trust within each command.

Summary

GEN Shinseki, the Army's Chief of Staff, is adamant that he is the Safety Officer for the Army. He is equally adamant that each commander with a flag outside his or her unit or organization is the Safety Officer for that unit or organization. At the third quarter safety in-progress review, GEN Shinseki stated that "our business is a dangerous business, and command involvement is the key to our success. When I talk safety and why we are having problems, I talk to commanders." His words reinforce to those of us who have accepted command responsibility that it is up to each of us to protect and ensure the safety of the human lives entrusted to our care.

Commanders across the Army are busy people, and they need your help. The success of the safety program depends, in large part, on you-the safety professional-understanding your commander's needs and assisting him or her in making sound risk decisions. If you are relevant to your commander's goals, he or she will find time to engage your counsel. You can make a difference in your organization's safety performance, which will ultimately enhance the combat readiness of our Army.

BG Gene M. LaCoste, Director of Army Safety, DSN 558-2029, Commercial 334-255-2029

