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Summary 
 
The Texas Refining Division (TRD) started behavioral safety in 1997, and called it Marathon 
Employee Safety Awareness (MESA). The MESA process is maintained and overseen by a MESA 
committee of 22 employees, which is chaired by a dedicated committee chairperson. Marathon 
employees must be trained to conduct observations, but have a choice to conduct observations 
or not. Employees (Marathon or contractor) who work on the site can agree (or not) to being 
observed. No observee names are collected as part of the observation process, and observers 
are trained to be sensitive to observee fears of being blamed for at-risk behavior. 
 
Currently the process has all TRD employees trained as observers, and a subsample of 
contractor employees has also been trained as observers. On average, the process generates 
approximately 1,270 observations from TRD employees and 340 by contractor employees per 
month. The observation process involves looking at the work and afterward completing an 
extensive behavioral checklist. In addition to completing the behavioral checklist, observers are 
to deliver verbal feedback with those who they observe. During the feedback conversation, 
observers are to identify strengths and opportunities for improvement in a positive and non-
confrontational manner. TRD employees enter most of their observations into a web-based form 
at some point after the observation has been completed, whereas contractor employees 
overwhelmingly use scantron observation forms that are later scanned into the system. The 
MESA process is supported and celebrated refinery- or unit-wide with regular events like MESA 
Meals, MESA Quality Awards for best observations, and MESA week, which is an entire week 
devoted to behavioral safety. 
 
The visit confirmed the data and information in the TRD application that suggest that the MESA 
is an active, and highly visible behavioral safety process that receives high levels of support 
from the organization’s leadership. The TRD contractor workforce, especially nested contractor 
workforce, is also well integrated in the MESA. Injury data are exemplary, and majority of 
employees we interviewed reported that TRD was the safest place they had ever worked.   
 
All inquiries of the site visit team were answered promptly and in accordance with the 
documentation provided in the application. Our on-site reviews of program records and 
interviews with employees and contractors revealed that the MESA process is highly visible, well 
understood and liked by employees and contractors, and that the process is well established. 
The total number of observations for calendar YTD 2014 was in November at 17,500, which 
was better than the total for the best year up to that point (15,100 in 2012). 
 
Injury rates in the facility have up-trended for TRD employees and contractors on site, but still 
remain very good. A review of recent incidents does not reveal a breakdown in safe work 
procedures for permitted work or any breakdowns in the MESA process. For example, most 
incidents in 2014 YTD involve non-permitted work. That is, incidents are not tied to day-to-day 
work tasks, but rather the "tasks between the tasks". Examples include finger crushed in 
comfort station door and back strain while loading/unloading fire hose from pickup truck. 
 
Our observations of on-site operations validate the data and indicate that the MESA process as 
described in the application operates effectively. MESA is a behavioral safety process with 
mandatory observer training and voluntary observations; is employee-driven; receives very high 
levels of management support, and is integrated into a comprehensive site safety effort. We 



	  

feel these are the outstanding elements of the process that we observed in our visit. Further, 
the program meets the 3 basic criteria of the Commission on Behavioral Applications for 
Behavioral Safety Accreditation: 1) it is a behavioral process, 2) the process has had a visible 
impact on safety performance, and 3) the process has produced sustained positive performance 
over 3 or more years. Therefore, we recommend that the program at Marathon TRD be 
accredited in Behavioral Safety by the Cambridge Center for Behavioral Studies. 
 
  



	  

Description of Site: 
 
The Texas Refinery Division of Marathon (TRD) is an oil refinery that currently employs 280 
employees (hourly = 155, salaried 125). Number of contractors on site varies, but is currently 
approximately 225. TRD is in operation 24 hours a day, seven days per week, 365 days per 
year. The Refinery currently processes 84,000 barrels per calendar day of crude oil. In 2012, 
TRD achieved the STAR status in the Texas Voluntary Protection Program (VPP) by the 
Occupational Safety and Health Administration.  The STAR designation is the highest 
designation in the VPP program. In 2012, TRD was also awarded Marathon Petroleum Company 
(MPC) President’s Award for Responsible Care, which includes safety as a key metric, and is 
MPC’s most distinguished award.   
 
Description of MESA Process: 
 
The TRD implemented behavior-based safety in 1997, and called it Marathon Employee Safety 
Awareness (MESA). The MESA process is currently overseen by a 22-person committee 
comprised of Marathon workers from different shifts, as well as representatives from 
contractors. The committee meetings are attended by an average of 65% of members each 
meeting, which is accounted for by the fact that employees change shifts, and are not at work 
at all the times that meetings are scheduled. The committee is chaired by Reginald Foley, the 
MESA Facilitator, who is also a member of a local union that is heavily represented at the site. 
Currently the process has all TRD employees trained as observers. Any contractor who works on 
site can volunteer to be trained and then act as an observer. The observation process involves 
asking a Marathon employee or contractor for permission to observe their work and then 
completing an extensive behavioral checklist using a scantron, or observing at-risk conditions 
without observing a person (see Appendix I for scantron checklist). The scantron is then 
returned to one of many boxes located on the site, picked up by the MESA facilitator, and 
entered into a database. TRD employees and a select group of contractor foremen can also 
enter data from observations directly into a web-based application. Employees or contractors 
who work on site can accept (or decline without penalty) the invitation to be observed while 
they work. After the observation, the observer and observee have a conversation about safe 
and at-risk behaviors and conditions observed. During the conversation, observers are to 
identify strengths and opportunities for improvement in a positive, non-confrontational manner 
and provide praise for checklist items scored as safe. The MESA process is supported and 
celebrated refinery- or unit-wide with regular events like MESA Meals, MESA Quality Awards for 
best observations, and MESA week, which is an entire week devoted to behavioral safety. 
 
Incentives for conducting observations include group lunches if all members of a group conduct 
4 MESA observations per month. Another scheme provides incentives for the best MESA 
observation in a given month, and incentives include small electronics (e.g., DVD player) or 
items of similar value. 2 different recognition levels. 
 
The scantron checklist was recently updated to include spaces to note where the observations 
took place, and to what TRD department or contractor group those observed belong. Before 
this change, MESA data could not be separated by these variables. As a result, it was not 
possible to determine if trends observed in MESA data were driven by some departments or 
contractor groups, or if the trends represented a trend across all department or groups. The 



	  

MESA committee believes that these changes will make for more effective and focused 
interventions to address increasing trends in at-risk behaviors. 
 
MESA uses data management software to manage observation data. Common reports 
generated for purposes of MESA management include number of active observers, percent safe 
for all checklist items, checklist format and behaviors and conditions are updated as needed, 
and recently MESA scantron checklists were updated to include entries to indicate in which 
areas of the refinery the observations took place. 
 
Commissioners reviewed minutes from the last two MESA meetings prior to the site visit. The 
minutes show sophistication in analysis of process data, determination to include contractors in 
the process, as well as an emphasis on both educational (training, posters, etc.) and 
motivational interventions (feedback, incentives for observation, etc.). 
 
Employee Interview Summary: 
 
On both days of the site visit, the commissioners toured site facilities for a total of four hours 
and interviewed randomly selected TRD employees and contractors. Commissioners also 
observed TRD MESA observers conduct observations and deliver verbal feedback. 
Commissioners also interviewed across both days members of the MESA committee. The site-
visit schedule is in Appendix II at the end of this report. 
 
All TRD employees interviewed were able to describe the specific elements of the MESA process 
when asked. All TRD respondents reported having been observed at some point, but some had 
not been observed for some months. More variability in responding was observed for 
contractors that site reviewers interviewed as most contractors were unfamiliar with the 
process. Some reported having been observed a number of times, others reported never having 
been observed. Some contractors that had never been observed had started working at TRD as 
long as nine months ago. It should be noted that contractors on site represent multiple 
organizations, and are not consistently in the same site. That means that even though a 
contractor employee has worked at TRD for a period of time, the employee may actually have 
spent a portion of his or her time since then at TRD. 
 
All TRD employees interviewed said they liked the process or were neutral towards it, and most 
TRD employees and contractors remarked that TRD was the either typical in terms of safety, or 
the safest place they had ever worked. The MESA observation process appeared to be working 
well in terms of identification of potentially hazardous behaviors and conditions. During 
observations, site visitors noted that MESA observers stopped work, gave feedback, and made 
sure that corrective action was taken before work could resume again. The observations 
witnessed appeared (based on this limited sample) to be very accurate recordings of 
environmental events and conditions. After one observation, contractor employees asked if they 
would get in trouble for engaging in at-risk activities. The observer was quick to reassure them 
that no disciplinary action whatsoever would follow. Detailed feedback followed the 
observations. Verbal praise was provided, when appropriate, and observers took care to discuss 
possible remedies for at-risk items in a non-confrontational and supportive manner. 
 
A common theme that emerged from several interviews was that employees believe that their 
comments, concerns, and suggestions made through the MESA process and other safety 



	  

mechanisms get noticed and quickly addressed by safety staff, supervisors, and leadership. 
Another common observation by employees was that TRD's leadership actively supports MESA 
and safety in general, and many spoke of Connie Bradley's (TRD's Division Manager) presence 
and support at safety-related meetings, including MESA. Employees noted that "things get 
done" when safety concerns arise. One particular employee noted that she had called in a 
service call because of a pothole, knowing that a lot of recent injuries had involved non-
permitted work. It took the road maintenance crew less than 1 hour to respond to her request.  
 
There was considerable variability in terms of how many MESA observations TRD employees 
and contractors said they conducted. Some stated that they never did observations, others said 
they did as many as 10-15 a month. Most TRD employees surveyed stated that they did not 
carry MESA scantron checklists with them and generally did not schedule a time in their day to 
conduct MESA observations. TRD employees reported that they tended to conduct observations 
when they noticed work being done, and in particular if they noticed at-risk behaviors or 
conditions. Contractors generally stated that they conducted observations using the MESA 
scantron checklists, and conducted observations on an as-needed basis, rather than planned. 
 
Suggestions for improving the MESA process were revealed during the employee interviews. 
These included reinforcing the safety induction of contractors to the site and the MESA process, 
having workers go to areas they did not routinely work in to conduct MESA observations, cross 
training with safety as a major focus of the training, and tailoring rewards to people's 
preferences. Workers noted problems with the skills of nested contractor workers working at 
skilled trades (e.g., pipe fitters), especially during turnarounds, and a lack of training in safe 
practices for the workforce of the non-nested contractors.  
 
MESA committee members were happy with the work involved in being a member, and thought 
expectations about their contribution were fair. Many noted that before the current MESA 
facilitator took on the role, the process had been "voluntold". That is, the observations were 
voluntary in name only. Without exception, the MESA committee members reported now that 
they genuinely liked being on the committee and contributing to safety, that their efforts were 
well supported by leadership, and perceived having the necessary authority to take ownership 
of the process. For example, many of the committee members have been able to attend one or 
more behavioral safety conferences for continuing education. As a result, it appears that a 
number of MESA members could take on MESA leadership positions when needed in the future. 
Another observation by MESA committee members was that TRD hourly workers were allowed 
to come to work solely for the purpose of conducting MESA observation, for up to 6 hours at a 
time. The MESA committee members felt that this was a unique opportunity given to workers, 
and reported very high levels of satisfaction with this arrangement among workers. 
 
Finally, a common theme that emerged from interviews with employees was that all 
respondents could identify the behaviors that MESA observations indicated as in need of 
improvement, and all respondents could describe that the most recent injuries had involved 
non-permitted work (tasks-between-the-tasks). 
 
Safety Leadership and Safety Staff Interview Summary: 
 



	  

Commissioners interviewed the site’s MESA Facilitator, the TRD Voluntary Protection Program 
(VPP) lead, the TRD Health, Environment, Safety and Security (HES&S) Manager, and the TRD 
safety supervisor.  
 
Without exception, the safety professionals interviewed in this visit agreed that MESA was very 
visible on site, presented an opportunity to talk about safety every day, and that it was positive 
(e.g., it was “not about catching and yelling”). The safety staff noted that a strength of MESA in 
the eyes of the hourly staff and contractors was that if at-risk behavior was observed during a 
MESA observation, there is no discipline, even if the behavior is life critical. The safety staff all 
praised the efforts of the TRD Division Manager to support MESA and safety in general, and in 
particular how quickly she responded to safety concerns. All safety staff and leadership praised 
the efforts of the MESA team, and saw value in the data collected via the process. The TRD 
safety supervisor and HES&S Manager were both very happy to see the revised checklist that 
includes items to report in which work areas observations are done and to what contractor 
company those observed belong to. The safety supervisor noted that this level of detail in the 
data would allow for more focused action planning for safety. 
 
The HES&S manager also reported that recent safety climate surveys had revealed that TRD 
workers were happy with the safety information fed to them, but that contractors in general 
were not happy in that respect. The safety leadership understood that to be a product of 
leaving it to individual companies to deliver safety information to its workers. Now TRD controls 
the venue in which safety information is fed to contractors, and MESA is a big part of that. The 
MESA facilitator now attends more contractor meetings, and TRD formally tracks and verifies 
that contractors have been exposed to the correct and relevant information. 
 
Safety professionals agreed that TRD leaders frequently support the MESA process by attending 
safety meetings and other meetings where they praise the MESA process. Leaders also invest in 
the process frequently, for example, by sending safety professionals and MESA committee 
members to behavioral safety conferences. In addition, many of the leadership team and most 
front-line supervisors are trained to conduct MESA observations, which shows the commitment 
of the leadership to support the process. 
 
The commissioners mined the MESA observation database and conducted queries of the 
database, and reviewed recent near misses and incidents. The review of the MESA database 
revealed that MESA observations generate a large volume of comments on safety behaviors and 
conditions that are specific and actionable. 
 
Leadership Interview Summary: 
 
Commissioners met with representatives of the TRD leadership at the beginning of Day 1 and 
the end of Day 2. In addition, Commissioners met with the site’s division manager on Day 1. 
 
The TRD leadership reports that recordable incidents are immediately discussed in leadership 
meetings as they occur, and are subject to root cause analyses in these meetings. The team 
stated that the uptrend in recordable rates in the past year consists of injuries that can be 
characterized as non-permitted work, or "tasks-between-the-tasks." The team reported that 
MESA was a strong process on the site, and that they looked in part to MESA to address the 
recent uptrend in recordable injuries. 



	  

 
The TRD Division Manager reported that she saw MESA as one piece of the solution to safety 
on site. All Marathon refineries are expected to have a strong and diverse suite of safety 
initiatives. What MESA uniquely contributes is a focus on the individual employee taking 
responsibility for behaving safely. The TRD manager stated that multiple other safety initiatives 
were in place to address process safety issues, ensure that tools were in good working order 
and safe to work with, ensure availability of PPE, etc. So whereas the other programs provided 
the opportunity for workers to be safe, MESA focused on their motivation to behave safely in 
that environment. 
 
The Division Manager reported that she regularly drops in on MESA meetings, and gave an 
example of having done so in the month of October to discuss how the MESA data were 
trending. She also reports reviewing management MESA observations, and providing coaching 
when she detects that the observations may have not been completed thoroughly.  
 
Finally, the Division Manager reported that the biggest safety-related challenges on site 
involved ensuring proper safety orientation (including MESA) of the contractor workforce. As 
one part of that effort, contractors are given a "Responsible Care Packet" which contains 
information about the MESA process and displays MESA data. 
 
Safety Results:  
 
The graph below show the OSHA Recordable rates for TRD Marathon Employees (in blue), for 
contractors (in green), both groups combined (in red), and comparable industry (yellow 
diamonds) Comparable industry is "Petroleum and coal products manufacturing" (NAICS code 
324). 
 

 
 



	  

The graph above indicates that TRD incidents are on an uptrend in the past 2 years. It is 
noteworthy that TRD was able to record zero recordables in 2012, site-wide.  

 
 

 
 

MESA Process Metrics.  The graph above depicts the number of active MESA observers 
and total number of MESA observations by year from 2007 to 2013. Data provided through 
November of 2014 show that the total number of observations in 2014 will be greater than the 
previous highest year (2012). The graph below shows number of observations by employment 
group of observer (TRD vs. contractor) for YTD 2014. Most observations are done by TRD 
employees, but contractors still contribute a significant number of observations. 

 

 
  

 
MESA Process Strengths: 

0 

500 

1000 

1500 

2000 

2500 

3000 

3500 

4000 

4500 

5000 

Jan. Feb.  Mar. Apr. May June July Aug. Sep. Oct. Nov. 

2014%Marathon/Contractor%Observa5ons%

Marathon Observations 

Contractor Observations 



	  

 
 1. Large number of recorded observations and effective dissemination of MESA data. 
The visiting commissioners witnessed the large amount of observational data collected through 
the MESA process. The MESA database contains a wealth of information in terms of sampling of 
behavior and conditions, and the checklist comments sampled by commissioners appeared to be 
appropriate and provide the MESA committee with very important information about leading 
indicators of safety. The data generated through the process are appropriately analyzed and 
commissioners saw multiple indicators that MESA data are disseminated very effectively to TRD 
workers. All TRD employees are trained as observers, and most conduct multiple observations 
per month. 
 
 2. Leadership Support. It was evident to the visiting commissioners that there is great 
support for the MESA process from the TRD leadership and from safety leaders. All members of 
the Leadership Team voiced support and appreciation of the MESA process. It is noteworthy 
that the division manager of the site routinely makes time to attend MESA meetings, and that 
employees are allowed to come in for up to 6 hours a day to conduct observations. All TRD 
employees, safety staff, and the MESA committee members we interviewed reported that 
leadership “walked the walk” in terms of supporting the MESA process, investing in safety 
improvements, and promoting safety in general.  
 
 3. High levels of TRD employee satisfaction with MESA and safety on site. Several 
employees and contractors remarked that TRD was the safest place they had ever worked. 
Commissioners reviewed data from a 2014 survey on safety attitudes of TRD employees and 
contractors on site. For example, 96% of TRD employees responded favorably to the statement 
“The company promotes a culture of safety”, 94% responded in the same way to the question 
“My supervisor would support me stopping a job for safety reasons”, and 92% to the statement 
"Employees caution each other about at-risk behaviors". 
 
 4. Flexibility and data-driven response to challenges. The MESA scantron was recently 
updated to allow the team to analyze trends in the data based on area observed, observer 
department or contract group, and department or contract group of person observed. This 
should help the MESA team and HES&S team to make more focused action plans to address 
trends in observations. 
  
 5. Involvement of unionized people in MESA and other safety initiatives. Unionized 
employees spoke highly of the MESA process and the visible support for safety shown by the 
TRD leadership team. Another clear indicator of this involvement is that the current local union 
lead is on the TRD VPP committee, and vocally supports the MESA committee as well. 
 
MESA Process Recommendations: 
 
CONFIDENTIAL 
 
Conclusions: 
 
Our observations confirm that the MESA at TRD is effectively managing critical behavior by TRD 
employees and contractors and helps sustain the outstanding safety record at this site. It was a 



	  

pleasure to view the performance of the MESA observers, MESA committee, management team 
and workers for their unique contributions to behavior management. 
 
The MESA initiatives are: 

1. Underpinned by a large volume of observations and high-quality data management,  
2. Flexible and data-driven,  
3. Strong in terms of manpower with potential to lead the MESA process, 
4. Visibly supported by management, and 
5. Resulting in excellent safety records for TRD employees and contractors 

 
Our recommendation to the CCBS is for Accreditation of the TRD Marathon 
Employee Safety Awareness in Texas City, TX. The TRD Marathon Employee Safety 
Awareness is accredited for three years (December 2014 - December 2017).   
 
This accreditation applies to the operation of the TRD Marathon Employee Safety 
Awareness only, and is not an accreditation or endorsement of safety processes of 
any other companies on TRD’s site, contractor or otherwise. 
 
The recommendations to refine the MESA process are essential to continued 
success. We therefore request the TRD team provide us their plan and timeline to 
address our recommendations by July 17, 2015. For recommendation #1 
specifically, we ask TRD to provide CCBS by that date with their recommendations 
for what they believe would be a corporate safety incentive program that supports 
their behavioral safety efforts.  
 
CCBS will review these recommendations and will send a letter to the Marathon 
Corporate Office detailing our concerns and asking Marathon to consider 
implementing TRD's recommendation no later than January 15, 2016.  
 
The TRD demonstrates an excellent historical safety record. Although the site has experienced 
challenges related to a recent uptrend, the site personnel are maintaining MESA operations for 
both TRD employees and contractors, and evidence obtained and observed during the site 
review indicates significant results are achieved and celebrated.  
 
The recommendation to accredit TRD for 3 years was approved unanimously on 12/29/14. 
 
The Cambridge Center for Behavioral Studies congratulates the TRD personnel for a job well 
done and via accreditation celebrates them joining within an elite group of companies working 
effectively to apply principles of behavior to improve work safety. This site has a long-
established MESA process and the current team impresses the site review team as a workforce 
actively engaged with managing their behavior and sustaining their excellent results. 
 
Respectfully Submitted, 
 
Sigurdur Oli Sigurdsson, Ph.D. 
Cambridge Ctr for Behavioral Studies 
Chair of Accreditation Team 
sos@fit.edu 

Don Kernan. 
Cambridge Ctr for Behavioral Studies 
Accreditation Team Member  
donkernan@ymail.com 



	  

Appendix I: Revised MESA Checklist 

 
 

  



	  

 
  



	  

Appendix II: Site Visit Schedule 
	  

MARATHON PETROLEUM COMPANY 
TEXAS REFINING DIVISION 

 
Day 1 

 

Time Item Personnel 
Involved 

Location 

7:30-7:45 Check in at gate/security Foley Main Gate 

7:45-8:30 Introductions / get ready for tour Foley, Hazzard, 
Hardin, Barnes 

Conference Room 

8:30-11:30 

Tour of facilities 
Random Interviews 

Drop in on Division Manager’s Staff 
Meeting 

Foley, Hazzard Main Office Buildings 
Complex I 

    

11:30-1:30 
Lunch and meet the MESA 

Committee MESA Committee  

1:30-2:00 Commissioner’s Time  Conference Room 

2:00-2:30 Meeting with Division Manager Bradley Manager’s Office 

2:30-3:00 Commissioner’s Tiime  Conference Room 

3:00-3:30 Meeting with HESS Manager Barnes Manager’s Office 

3:30-5:00 Tagalong/Shadowing Obs. Foley, Random 
Observers 

Complex I 

5:00-6:00 
End of First Day Summary & 

Debriefing 
Foley, Hazzard Conference Room 

 
 
 
 
 
 
 
 

  



	  

Day 2 
 

Time Item Personnel Involved Location 

7:00-8:00 End of First Day Summary & 
Debriefing  

Hardin, Junga, 
Streacker, Haney, 

Foley Hazzard 
Conference Room 

8:00-9:00 Meeting with Random Salaried   

9:00-10:00 Meeting with Contractor Leaders   

10:00-11:00 Meeting with Contractor Employees   

11:00-1:00 
Lunch with Safety Department and 

MESA Members 

Elaine, Kevin, 
Becky, DJ, Eric, 

Demitra, Poopsie 

Main Conference 
Room 

1:00-2:30 Meet with Random Hourly 
Employees 

 Complex I and 
Control Room 

2:30-3:00 Meet with Safety Supervisor Hardin Manager’s Office 

3:00-4:00 Closing Meeting Senior Staff, Mini 
Staff 

Conference Room 

    

    

 
	  
	  
	  
	  
	  
	  
	  
	  
	  

 


