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To: CCBS Commission on Behavioral Applications, Behavioral Safety 
 
From: Dwight Harshbarger and Timothy Ludwig 
 
Re: Re-accreditation of the Acetate Fibers Division, Eastman Chemical Company 
 
On June 3-4, 2009 the CCBS Commission on Behavioral Applications representatives 
visited Acetate Fibers Division (AFD) operations in Kingsport, TN as part of a review of 
AFD’s application for their second re-accreditation of the division’s behavioral safety 
programs. We have reviewed on-site operations to validate data and program descriptions 
in the application, and find that the program operates as described. Further, the program 
meets the 3 basic criteria of the Commission on Behavioral Applications for BBS 
Accreditation: 1) it is a behavioral program, 2) the BBS program has had a visible impact 
on safety performance, and 3) the program has produced sustained positive performance 
over 3 or more years.  Based on data reflecting the continued exemplary safety 
performance of the division, and supported by observations during our site visit, we 
recommend to the Cambridge Center’s Commission on Behavioral Applications 
that the Acetate Fibers Division be re-accredited for a period of three years, from 
July, 2009 through July, 2012.  
 
Observations and Recommendations 
 
1. AFD demonstrates extraordinary levels of employee empowerment and senior 
management leadership in their safety performance. This dedication to excellence has 
been sustained over many years and there is evidence that, through retirement or 
transfer/reorganization, prior members of AFD have significant influence on the safety of 
employees in their new departments and/or communities. 
 
2. The safety performance data reported in the AFD re-accreditation application are 
independent, objective and secure. Performance on both outcome measures of safety, 
such as OSHA recordable injury rates of less than 0.7 for the past 6 years (including and 
exemplary .31 in 2008), and upstream behavioral safety measures (e.g., near miss, at risk 
behaviors, number of observations) indicate a continuation and improvement of the 
exemplary behavioral safety program and safety outcome performance observed in the 
2003 and 2006 site visits. 

 
3. The new employee mentoring process has been a substantial innovation for AFD and 
has been sustained for three years.  This is an important step for AFD in the face of its 
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aging workforce.  The training protocol seems to guard against “trainer traps” whereby 
trainers / mentors transmit efficient but risky work practices and seems to assure that all 
new employees progress through 100% of the content within their first few months of 
employment.  It also includes a “New Employee Safety Background Survey” to further 
customize safety training/mentoring for individual employees.   
 
Further, plans were provided to us that suggested that all divisions within Eastman 
Chemicals would be required to have similar onboard mentoring for safety.  This is 
exceptionally important because it was estimated that 25% of current employees are 
retirement eligible and, therefore, there will be an influx of new employees entering the 
workplace over the coming years (pending recession easing). 

 Recommendation: Measurement indicators of mentoring program effectiveness 
could include improvements in the injury rates of new employees. 

 Recommendation: Because the mentoring program also represents an innovation 
for the safety industry AFD has a responsibility to disseminate this best practice.  

o  AFD should take steps to use the mentoring program with its contractors 
o Promote its use with other divisions of Eastman Chemicals (publish in 

Eastman publications).   
o Additionally, it is strongly suggested that a press release be sent to safety 

trade magazines reviewing the program and its effectiveness.   
o Finally, more detailed descriptions of the program should be published in 

journal format and presented at safety conferences. 
 

4. AFD has been collecting and analyzing leading indicators of safety such as near 
misses, at-risk behaviors, etc.  Previous efforts at increasing this type of employee 
reporting have been successful to the point of hitting a “ceiling” whereby further 
increases will be difficult to attain.  Furthermore, progress toward the “Getting Below 
Zero” maxim cannot be measured using traditional outcome measures (e.g., OSHA 
recordables, lost-time injuries, etc.).  Thus innovations in leading indicators are being 
developed by AFD as an attempt to measure “Below Zero”. 

 Recommendation: The recent delineation of “significant near misses,” where a 
near miss report can be flagged for the potential severity and then undergo full 
recordable-type investigation, should continue.  

 Recommendation: Continuing attention should be given to the analysis of near 
miss data by coding and examining the data by job, work location, type of work, 
etc.  
 

5.  The new Hazard Recognition Program seeks to provide tools to work teams to help 
them complete a monthly exercise of identifying workplace hazards.   

 Recommendation: The new hazard recognition program should provide a data 
source whereby hazards identified by employee teams can be tracked and 
reinforced.  

 
6. AFD has been successful in its initiatives to support the use of behavioral safety among 
contractors and contract employees. Contractors are learning from AFD processes and 
report good outcome data. 

 Recommendation: AFD should benchmark other CCBS accredited organizations 
(e.g., Marathon Robinson Refinery) to learn how they incorporate contractors into 
safety processes, then take steps to further strengthen contractor safety programs 
and behavior. 
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7.  The Employee Safety Culture Survey was a central feature of the 2006 re-
accreditation application.  However, during the 2009 application there was no follow-up 
data to compare survey results and progress made on safety culture over the intervening 
years. 

 Recommendation: Re-administer the survey and report results. 
 
8. AFD has continued to demonstrate leadership in the development of strong safety 
cultures within Eastman Chemicals and their peer divisions, both within the Kingsport 
campus and beyond, have benefitted as evidenced by decreasing incident rates. AFD has 
understood the greater Eastman culture and tried not to be prescriptive in their safety 
consultations.  Instead they attempt, as they do within their own employee culture, to 
build ownership.  This will be increasingly important as each division implements their 
own Behavioral Based Safety program. 

 Recommendation: AFD can demonstrate further positive influence by 
documenting successes in other divisions via accreditation or other safety 
performance awards.   

 
9. As stated many times in this report, AFD as continuously innovated new tactics to help 
employees manage their safety culture.  The details of these innovations are too 
numerous to document in an accreditation application.  However, as more safety 
professionals look to accredited sites to learn of best practices, AFD must be proactive in 
documenting these practices and disseminating the information to trade and scholarly 
outlets. 

 Recommendation: Supplement the 2009 re-accreditation application with the 
additional slides and graphs presented during the site visit. 

 Recommendation: Allow a graduate student to review existing forms/reports and 
interview member of the AFD safety team to document certain programs. 
 

 
It was a pleasure to continue to recognize Eastman Chemicals AFD as one of the best BBS 
programs and one that we are proud to hold up as a top example of the Cambridge Center’s 
accredited programs. 
 
Respectfully Submitted, 
 
 
 
Timothy D. Ludwig, Ph.D. 
Chair of AFD Re-Accreditation Team 
Cambridge Center for Behavioral Studies Commission on Behavioral Safety 
 

 
 


