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END

1. Initiate 
discussion with 

B/U management

2. Identify needs 
and benefits

3. Proceed with 
STEP Process 

Inquiry?

No

4. Contact 
Predictive 

Solutions to 
schedule 
meetings.

5. Conduct 
Informational 

Meetings with B/U 
Management 

Team

6. Identify Key B/U 
Stakeholders

8. Assign 
Members to 

Design Team

Taking the First 
STEP

Business 
Unit-Specific 

Design 
Process

7. Assign B/U 
STEP Champion

Step 2
Note
This is usually done through presentations that show the benefit STEP has brought to other B/Us. The comparison of similar metrics is a key component to demonstrating the benefits of adopting the STEP process.

Step 4
Note
Dr. Chuck Pettinger is contact point with Predictive Solutions.  

Step 5
Note
Dr. Pettinger can aid or take the lead with the meetings and provide detailed information on how the STEP process can aid with improving safety performance. This is instrumental in providing the information to the stakeholders so that buy-in can be obtained.
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1. Can 
existing training be 

adopted without 
modifications?

3. Establish 
observation  
expectations

4. Determine data 
entry method

5. Establish 
champions and 

site sustainability 
team members

6. Set up 
SafetyNet

7. Develop 
awareness 
campaign

Yes

8. Develop 
modified training

No

2. Develop 
observation 

checklist

Business Unit 
Decision to 

Pursue STEP 

Business Unit 
STEP 

Implementation 

Step 1
Note
The current training can typically be adapted with few modifications except for B/U specifics.  The observation process should be the same across all B/Us.  Observation entry and observation goals are two areas that will need review for alignment with the B/U specific STEP design.

Step 2
Note
The standard STEP observation categories need review for alignment with the B/U-specific work scope and labor plan.  In general, few modifications are required.  Focused observation checklists are one area where specific at-risk potentials should be addressed.  A B/U can develop as many focused observation checklists as needed.

Step 3
Note
Observation expectations (goals) should be established and communicated to all observers. The main point is to emphasize observation quality over quantity. Things to keep in mind when performing this step are:   -   The number of observations per week and month   -   The number of observations that should be a focused observation using one of the         focused observation checklists.         -   The design team will need to determine if focused observation will be used initially and if              not, at what point to review the need to include them in the process.   -   The number of “paired” observations to be performed.         -   Paired observations are recommended from the onset to promote observation quality.               They are especially important when new observers are added so that seasoned              observers can coach the new observers on the observation process.     -   The number of behaviors needed to be observed for the observation to qualify.   -   The number of behaviors that can come from a category such as PPE.  This helps by          limiting observation that only see low hanging fruit like PPE instead of other at-risk behavior         that have a greater potential for serious injury.   -   How often a STEP Engagement Survey is to be performed.

Step 4
Note
STEP observations can be entered via personal computer web browser, smartphone, or tablet (iOS/Android).  The B/U needs to determine if mobile devices can be used and how they will be managed.  If mobile devices are used, care should be taken not to enter observation data in front of workers, especially those that may have been observed in an at-risk situation.  If contractors are actively involved in performing observations, it should be determined if they can use mobile devices or are solely limited to PC entry.

Step 5
Note
Safety and compliance personnel should be available to aid the champion with technical needs related to the observation process and database education.STEP Champions should be selected based on their working knowledge of STEP and ability to devote sufficient time to support the STEP efforts.Sustainability team members should be a diverse group with a selection process similar to a safety committee.  If contractors are involved, they should also be represented on the sustainability team.

Step 6
Note
At this point, the STEP software needs to be set up based on the results and recommendations from the design team.  Predictive Solutions loads any specific observation types into the system and have the basic functionality ready to go.Site STEP champions and Site Safety/Compliance personnel enters the site information to activate a STEP Project

Step 7
Note
One of the keys to the success to STEP is to inform everyone what it does and does not do.  For instance, there could easily be a misconception that at-risk observations result in punitive actions.  An awareness campaign prior to beginning observations is key to prevent this.  Signs, posters, tool-box talks, safety meetings, and the like work effectively to spread the word.  The awareness campaign should begin at least two weeks prior to beginning observations.

Step 1
Note
The current training can typically be adapted with few modifications except for B/U specifics.  The observation process should be the same across all B/Us.  Observation entry and observation goals are two areas that will need review for alignment with the B/U specific STEP design.

Phase 2
Note
For STEP to be effective, it must be tailored to the B/U and type of work being performed.  The design team can look at models in use for other B/Us for comparison and use lessons learned to enhance their own design process.  For example, the categories, input methods, observation goals, reports, and so forth that work for E&CS on construction may not be as effective for a generation facility performing daily operations and maintenance.  Predictive Solutions can provide insight as to what works in similar environments and aid in tailoring the process to be as effective as possible.
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1. Establish roll out 
strategy

2. Hold training 
sessions

Business 
Unit-Specific 

Design 
Process

3. Establish 
observers in 
SafetyNet

Safety
Net

4. Perform 
observations

6. Report data
1. Perform data 

review

2. Perform quality 
assurance on 

observational data

3. Perform STEP 
Engagement 

Survey of 
Stakeholders

4. Focus on 
continuous 

improvement

• Awareness 

level training

• Train-the -

Trainer 

training

• Observer 

training

5. Establish data 
usage and 

reporting plans

Step 1
Note
This determines if STEP is rolled out to all locations simultaneously or one-by-one.  Contractors are included as active observers.  

Step 2
Note
The training consists of three types:   -  Awareness level training – Everyone should receive this.        It lets everyone know what STEP is, what it does, how       an observation will be conducted, and what the outcome       from those observations will be.  This training should be       completed prior to the beginning of observations.   -  Train-the-Trainer – Training for those that will be       conducting STEP observer training.   -  Observer Training – Training for those that will be       conducting observations. This training typically last 6 to 8       hours consisting of 75% classroom instruction and 25%       paired observations.  Training consists of Behavior Based       Safety theory, how to conduct a STEP observation, how       to give and receive feedback, and how to enter       observations into SafetyNet.Initial awareness level training and train-the-trainer can be conducted by Predictive Solutions or by other resources from outside B/Us that have adopted STEP.

Step 3
Note
Once observers have been trained, their information is added to SafetyNet, and they are issued a username and temporary password.  Care should be taken to ensure an observer has not been previously added to the system.  The observer is to a STEP project to perform observations.  It is possible for an observer to be assigned to multiple projects at one time.  Observers may only perform observations on projects to which they have been assigned.

Step 5
Note
These reports are used to monitor for behavioral trends and to ensure STEP participation levels are meeting established criteria. The champion establishes and maintains automatic reports that are generated and distributed from within the STEP system.If contractors are involved, the site STEP champion meets and coordinates with a contractor representative.  Trending data may indicate the need for focused observations on one or more aspects of a contractor’s workforce or scope of work.  The results and trending of current and past STEP observations is shared with the contractor, and the contractor’s representative is responsible for sharing the information with their workforce.  This includes both at-risk and safe behaviors.

Step 6
Note
Based on the previously developed data use plan, the data produces reports that detail the results from observations.  The reports are used to identify trends where more focus is needed to prevent at-risk behaviors.An often-overlooked aspect is the comments entered because of a safe observation.  These are just as useful in identifying processes and procedures that can improve the overall safety performance on a job.Report data must be shared with the workforce.  Do not only focus on at-risk behaviors.  Give equal acknowledgment of safe work behaviors observed.  This reinforces the good behaviors and avoids giving a negative perception of the STEP process.

Step 1
Note
The Site Sustainability Team should review the data on a regular basis.  This team looks for trends.  Based on this, identified focused observations may be communicated to all observers.

Step 2
Note
Individual observations should be reviewed for quality to identify observers who may need additional coaching on the observation process. The B/U STEP champion should review site reports for trending data across the entire B/U.  These trends should be communicated to senior. Management, as well as to the sites for inclusion in the sustainability team reviews.

Step 3
Note
The STEP Engagement Survey is performed based on frequency assigned during the design process.  The obtained data should be used to identify areas where additional focus is needed to improve the process or understanding of the process.

Step 4
Note
Consider annual or as needed assessments by Predictive Solutions to identify actions for improvement and/or gaps.All available data sources should be used to identify areas for improvement.  For STEP to be effective, it cannot be a static process.
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