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Acetate Fibers Division 

CCBS Accreditation Application 

 
A. Identifying Information. 

 

Name of the organization: Acetate Fibers Division – Eastman Chemical Company 

Location of corporate office:  Kingsport, TN 

Name of company representative in charge of the application: Dale Douthat 

Phone number(s) of the company representative: Office (423) 229-2028 

Cell (423) 389-6519 

Address of representative: 100 N. Eastman Rd. 

 Building 98 

 Kingsport, TN 37662 

E-mail address of representative: dbdout@eastman.com 

 

B. The background conditions in your company. 

 

The division of the company involved in the PBBS program: Acetate Fibers Division  

 

Their geographic location: Kingsport, TN 

 

Goods/Services provided: The Acetate Fibers Division (AFD) is a manufacturing division 

of Eastman Chemical Company located at the Kingsport, TN site.  The division employs 

approximately 500 people with 400 employees directly involved in the manufacturing 

operations.  The main products produced in AFD are fiber grade cellulose acetate, acetate 

tow, and acetate yarn. 

 

Kinds of jobs in which workers are involved: Chemical operations and textile operations. 

 

Recent non-safety initiatives and company changes:  

 

2009 --  Began construction of Korea Tow facility. 

2010 -- Eastman Fibers Korea Limited (EFKL) began production of tow in Busan, South 

Korea. 

2011-- BBQ (Behavior Based Quality), an employee level quality improvement 

initiative, was rolled out to AFD. 

2012-- Ground was broken on Eastman Shuangwei Fibers Company (ESFC) 

2013-- Tow production began at ESFC. This overseas joint venture required heavy 

allocation of division resources, both equipment and personnel. 

2014-- A successor was named for Acetate Fibers Division Superintendent. 

Acetate Yarn Beaming business was dissolved. 

mailto:dbdout@eastman.com
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2015-- The tow production plant in Workington, England (Ectona) entered a consulting 

period and was ultimately closed in the first quarter. 

 

Recent non-PBBS safety initiatives:  

 

2010-- Process Safety Management (PSM) training videos. This was a division wide 

initiative to provide more focus for process safety. 

2011-- Acetate Fibers begins BLEVE stratagem 

2012-- Eastman was named one of Tennessee’s first Volunteer STAR sites, originally 

certified in 1998. Last accreditation occurred in 2012, and a reaccreditation visit 

occurred in the first quarter of 2015.  

Process Safety Management (PSM) boot camp for managers and leaders comes to 

fruition. This is a three-day training program delivered by the Center for 

Chemical Process Safety (CCPS). 

All-In-For-Safety. During 2012, a corporate safety improvement team developed 

a safety brand to promote a culture of working and living with safety awareness at 

the forefront.  

2013-- Process Safety Management for operations personnel was developed and 

delivered. 

2014-- Global Management of Change (MOC) process is implemented as a replacement 

for the existing system. 

Mapping and improved inspection process of all safety showers and eye washes 

in the division. 

A Fatigue Risk Management program was rolled out company wide. All 

operations personnel are assigned fatigue risk management training and one-on-

one coaching on the matter with their direct supervisor. Other FRM variables are 

tracked, such as overtime. 

 

Other background factors: 

 

As the original Cambridge Institute accredited organization, Acetate Fibers has maintained a 

strong PBBS system for decades. Please see the following background factors influencing 

Acetate Fibers. 

 

- Acetate Fibers Division inaugural PBBS leadership team retired in a span of three years. 

- Reduction in AFD workforce from approximately 800 to just over 600 in 2015.  

- During the past two years, significant efforts have been made in order to reduce costs as a 

division.  

- Since 2009, there has been turnover in the top three levels in the division, which includes 

division, department, and area management. 
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C. Descriptions of the workers. 

 

Their ages: The median age is 50 years, with a range of ages from 19 to 67 years. 

 

Experience: The median years of experience is 30, ranging 0 to 50 years. 

 

Safety Training: 

 

AFD ensures required individuals meet regulatory and company training requirements 

through a combination of online, hands-on, and classroom training.  Training records are 

maintained in an online system called TEDS which notifies individuals when they are due to 

take a course.  The training plan is reviewed annually by the Division Training Coordinator 

and Department HSE Coordinators.  The training requirements for each job are compared to 

the Corporate HSE Training Matrix and evaluated to ensure the AFD training plan is 

accurate. 

Acetate Fibers Division safety training meets all OSHA regulatory compliance topics, as well 

as site specific safety training requirements. Typical safety training includes the following 

topics:  

 

- Respiratory Overview 

- AFD Department Supplement to TED Emergency Plan Training 

- PSM Area Specific Training 

- Asbestos Training 

- Cord Connected Electrical Equipment 

- Dirty Dozen Training 

- AFD Division Supplement to TED Emergency Plan Training 

- Electrical Room Training 

- Emergency Preparedness Exercise 

- Emergency Response Plan 

- Emergency Management Awareness 

- Ergonomics Awareness 

- Evacuation / Assembly Point Visit 

- Fall Protection Awareness 

- Fall protection Systems 

- Fire and Explosion Fundamentals 

- Fire Extinguisher Hands-On 

- Fire Extinguishers 

- Fire Prevention Static Training 

- Fire-Watch Training 

- Hazard Information - Labeling and MSDS 

- Hazardous Chemicals Part 1 

- Hazardous Chemicals Part 2 

- HAZWOPER/FRO/TNO Annual Certification 

- Hearing Conservation 

- Heat Stress 

- HVR Temporary Haven Visit 
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- Fatigue Risk Management 

- Introductions to Hazard Communications 

- Ladder Safety 

- LOTO 

- Material Safety Data Sheets 

- Overhead Cranes and Portable Hoists 

- Personal Protective Equipment 

- PSM for Operations 

- PSM 

- Respirator - Overview 

- Responsible Care 

- SCBA 

- Safe Driving at Eastman 

- Satellite Area and Universal Waste Management 

- Slips Trips and Falls 

- SPCC/BMP 

- Storm Shelter Visit 

 

Each employee’s progress can be monitored by the individual and by his or her supervisors 

through the TEDS online system.  Reminder notifications are sent out via email to the 

individuals to remind them of the training completion due dates.  They also appear in the 

person’s TEDS To Do List with the date the course must be completed. 

 

Most of this training is conducted through computer based training modules, with exception 

of training that requires hands-on instruction.  This ensures that the trainee receives their 

training in a timely manner and training may be completed at each individual’s own pace. 

 

Weekly status updates of any incomplete training are sent to the division superintendent and 

immediate action is taken to ensure the employees take any courses that are on the weekly 

past due list. 

 

Education: 

 

All employees are required to have a high school diploma or equivalent, and many have had 

some college education. All operations personnel are required to complete the WorkKeys 

assessment prior to employment.  

 

Health: 

 

Acetate Fibers employees are encouraged to participate in voluntary wellness programs 

throughout the year. Employees have health insurance available to them through Cigna as an 

employee benefit, as well as dental, vision, and on-site medical care. Eastman Chemical 

Company has their own first responders, and First Aid and CPR training is available to all 

employees. 
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Safety Records: 
 

A variety of safety records are kept throughout Acetate Fibers Division (AFD). And the 

following are a few examples: 

 

- OSHA-R Rate  

- Day Away from Work Cases 

- Minor Injury Rate 

- Total Injury Rate 

- New At-Risk Behaviors Identified 

- Reported Near Misses 

- Task Safety Audits 

- Job Hazard Analysis 

 

How do you collect data on each of them? 
 

- Personal Incident Records. All employees are required to report any injuries or illnesses 

that are work related to the Medical Department here at Eastman Chemical Company. 

The Medical Department, Plant Protection, and Corporate Safety maintain all records. 

Incidents are then reported back to the applicable department through the AIMs system. 

 

Our accident/incident investigation starts with the Department HSE Coordinator and 

supervision working with the employee(s) to determine the root cause of the injury or 

illness. The Department HSE Coordinator will interview the injured or sick employee, 

determine and interview witnesses, inspect the area, and determine both the direct and 

underlying causes.  A report is then sent to and reviewed with upper management.  

 

- New At-Risk Behaviors Identified. New At-Risk Behaviors are identified by employees 

on the job and in team meetings, and then are reported to and recorded by the Department 

Safety Coordinators.  

 

- Reported Near Misses. Near Misses are entered through an in-house system, Event 

Tracker. These Near Misses are then sent to all employees in the department, and are 

reviewed in team meetings. The Department Safety Coordinator maintains these near 

miss records and work with applicable parties if corrective actions need to be taken. 

 

- Task Safety Audits. Task Safety Audits are performed at the team, department, and 

division levels. The Department HSE Coordinator leads the audits and maintains all 

records (including action registers for needed follow up items). Significant findings are 

reported to upper management in the division.  

 

- Job Hazard Analysis. A Job Hazard Analysis is required when a new job is created or a 

current job is changed by the Management of Change (MOC) process. During the Job 

Hazard Analysis, the job is broken down into a step-by-step format, hazards are 

identified, and recommendations are made on how to safely complete the job procedure. 

These are directed and coordinated by Eastman Chemical Company Corporate Safety. 
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The Department HSE Coordinator is tasked with maintaining these records for the 

required amount of time.  

 

D. Safety concerns. 

 

In 1993, the Tennessee Operations Kingsport site OSHA Recordable rate was about 7.2 and the 

Total Injury rate was 14. The corresponding injury rates in Acetate Fibers Division were 7.6 and 

18.3. This was unacceptable. The company formed a team to benchmark with companies that 

had better injury rates. The common thread was each successful company had a PBBS Process.  

 

E. The PBBS data. 

 

Why safety data are particularly important at your work site? 

 

- Injury/Illness Records. All employee injury or illnesses are documented and reported by 

the Department Health Safety and Environmental Coordinators and recorded in the AIMS 

system. Employees are required to report to the Eastman Chemical Company edical 

facility, which is onsite, for all work related illnesses or injuries. OSHA forms are 

completed for all injuries, regardless of severity. The Department HSE Coordinator 

initiates the OSHA forms and tracks them to completion. Eastman Chemical Company’s 

Safety Department trends the Injury/Illness records by body part and type of injury. They 

are tracked monthly, quarterly and annually, being reviewed in the Division Health 

Safety Leadership Team meetings.  

 

- PBBS Data. The data are pro-active not reactive information. PBBS data are collected by 

all employees, which have been through training to perform peer-to-peer job 

observations. These data include safe behavior as well as at-risk behavior, and the 

barriers that drive these actions. The data are entered into Event Tracker, an in-house 

developed database. At-risk behaviors are addressed at the time of the observation (for 

example by constructive feedback by the observer) and if additional interventions need to 

be performed, the appropriate individuals will be contacted. Safety concerns are 

addressed and followed-up by the Department HSE Coordinators. 

 

- Incident Report. Weekly reports are compiled by the Department HSE Coordinators and 

communicated to the applicable leadership.   

 

- Safety Opportunities Shared (SOS) reports. These Near Miss Reports are submitted by 

HSE Coordinators using the Incident Sharing System, a database and SharePoint site 

used throughout Eastman Chemical Company.  

 

Why are these data important? 

 

- All safety data are trended with the objective to use the data to eliminate injuries. 

Ultimately, the trends in lagging indicators, such as the overall OSHA Recordable Rates 

and lost time rates, indicate that the BBS program is making a positive impact on the 

safety in AFD (see Figure 1). The behavior data are reviewed on a monthly, quarterly, 
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and annual basis during crew, department and division safety meetings. The injury data 

are looked at weekly by the Division Leadership Team and at the crew level on a monthly 

basis. 

 

At-risk behavior observations are problem solved on a monthly basis by the crew teams. 

Significant Near Misses are put through an investigation by the affected Department 

Team, and any learnings are shared throughout Acetate Fibers, and even Eastman 

Chemical Company. Task Safety Audit learnings are also shared at the division level. 

The key learnings provided by the Near Misses, Task Safety Audits, and observations are 

used to improve the safety of all processes in Acetate Fibers Division. 

 

How do you ensure data is accurate? 

 

- Personal injury data are maintained at the corporate level with the Medical Department, 

Plant Protection, and Corporate Safety. They all work in conjunction to ensure unbiased 

recording of all incidents.  

 

- All employees are trained on the Fibers PBBS System upon entering the company. Using 

the mentor system, new employees are provided more training and guidance on how to 

participate. All data are entered into department and division databases, which are 

maintained by the Business Systems Support Group. The Department HSE Coordinators 

collect all data from this system and reports the information.  

 

F. Description of your PBBS program. 

 

Our safety initiatives have evolved continuously since 1988. Below is a breakdown of these 

initiatives.  

 

Began New Site Initiatives (1988 – 1991) 

 

- Appointed full- time Division and Department HSE Coordinators. These additional 

personnel delivered employee safety training and improved the injury review process 

by insuring implementation of corrective actions. 

 

- Began corporate assessments of Health and Safety processes in the Acetate Fibers 

Division. This resulted in the identification and corrective actions on unsafe conditions 

in the work place. 

 

- Incorporated external benchmarking on safety performance and safety processes at 

other chemical plants with worthy safety performance. 

 

- A program of Job Hazard Analyses (JHA’s) in all departments was initiated. This led to 

training concerning hazards involved in specific jobs.  
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Began Implementation of Initial BBS Process (1992 – 1993) 

 

- Site management issued a “Blue Book” with recommendations for improvement in 

safety performance following external benchmarking. One of these recommendations 

was for the division to implement a Behavioral-Based Safety Process. 

 

- A Behavioral- Based Safety Process Focus Team was chartered in the Acetate Fibers 

Division. This team recommended the implementation of PRAISE in the Acetate Tow 

Department. PRAISE was developed by Eastman Kodak Company, the parent company 

of Eastman Chemical Company until 1994. Key elements of PRAISE were: 

 Two (2) hours of training for all operators 

 Use of a generic checklist for identifying At-Risk Behaviors (ARB’s) 

 All operators were required to make two (2) observations for safe and unsafe 

behaviors per month. 

 Observation data was collected in a cumbersome computerized management 

information system 

 % Safe and % Unsafe measures were utilized 

 By design, management had a very limited role in implementation and no role in 

execution of the process 

 

Completed Implementation of Initial BBS Process (1994 – 1996) 

 

- Implemented the PRAISE process in the remaining departments of the Acetate Fibers 

Division. 

 

- Applied numerous ergonomic improvements throughout AFD. This included changing 

tools, equipment, and techniques of various jobs to reduce ergonomic risks for repetitive 

motion injuries. 

 

- Operator crew teams developed task specific observation checklists during team 

meetings. Previously developed Job Hazard Analyses (JHA’s) of tasks and injury data 

were used as the basis for identifying the At-Risk Behaviors for the checklists. 

 

- Crew Team Scoreboards were utilized in some teams to track and measure various 

safety related activities including observation data. A reinforcement plan for meeting 

Scoreboard goals was initiated. This has now become a standard on all crew teams.  

 

Division Reorganization (1997 – 1999) 

 

- BBS Steering Team leaders visited all 35 crew teams to seek input on improvements to 

the BBS Process. A list of ten (10) improvement opportunities was identified. 

 

- An additional four (4) hours of observer training was given to each crew team. 

 

- A Microsoft Access Database was developed for recording observations for one crew 
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team. The database was soon utilized by all crew teams throughout Acetate Fibers 

Division. 

 

- Intensified external and internal benchmarking which resulted in numerous ideas for 

improvement. 

 

- A division reorganization added Acetate Yarn Department and Fiber Esters Department 

into the existing Acetate Fibers Division. These departments totaling 325 employees 
had been utilizing either STOP or PRAISE BBS processes on a very limited basis. 

 

- The Acetate Fibers Division BBS Process was named the Employee Safety Process 

(ESP). 
 

Enhanced BBS Process (2000 – 2003) 

 

- During a management workshop in 2000, the lack of appropriate management 

participation in the BBS Process was identified as having a negative impact on the 

process. The group developed a list of management system changes to increase 

management participation and visibility in the BBS Process. For example: 

 Mangers began making both informal and formal observations described as Task 

Safety Audits. 

 First-Level Managers assisted the Crew Safety Coordinator in planning the monthly 

crew safety meetings. 

 Accountability worksheets were developed to help employees and managers 

identify personal safety improvement opportunities. These were used by operators 

and all levels of management. 

 

- Employee Focus Teams developed several innovative models for making observations 

and reporting of At-Risk Behaviors. For example: 

 Operators were encouraged to review observations of At-Risk Behaviors in a crew 

team meeting without discussing names of individuals. This allowed all team 

members to be made aware of the ARB rather than just the person being observed 

and to problem solve how to remove the ARB from the work process. 

 Teams devised innovative ways to track and communicate safe days worked by the 

crew which builds pride among crew members. This reinforced their participation 

in the observation process to prevent injuries and maintain the safe days worked. 

 

- Provided training for First-Level Managers which included: 

 How to participate in the BBS Process 

 How to coach operators to increase their participation in the BBS Process. 

 Define expectations for the First-Level Managers 

 Build a better understanding of Behavioral-Based Safety principles 

 

- Workshops were held for First-Level Managers, facilitated by BBS Steering Team 

members, to share best practices between the various crews. Due to the reorganization 



10 of 33 

and addition of new departments, this was useful to standardize the application of the 

BBS Process across all departments. It also provided a forum for First-Level Managers, 

more experienced in the BBS Process, to mentor other First- Level Managers who were 

just beginning to utilize the process on their crew. 

 

- Workshops were held for all crew HSE Coordinators to discuss application of the ABC 

(Antecedent-Behaviors-Consequences) concepts to Behavioral Safety. As a result, they 

became able to use this important concept for problem solving ARB’s and to more 

effectively conduct incident investigations. 

 

- Employee training was expanded by having BBS Steering Team members attend 

monthly crew team meetings. The training consisted of: 

 How to refine the task specific ARB List 

 How to make effective use of recent observation data 

 How to problem solve ARB’s 

 Building an understanding of the BBS principles 

 

- The observation database was enhanced to provide a better method for crew teams  to 

review observation data. Crew teams developed measures for New ARB’s Identified 

and Near Misses Identified as proactive measures. 

 

PBBS Enhancements 2004-2006 

 

- Observer Coaching Process. A need to improve the quality of the behavioral 

observations was identified by the PBBS Steering Team. At this point, a formal process 

was developed for the first level manager to train the members of their crew teams on 

making an observation, giving feedback, and recording the observation in the database. 

A coaching check sheet was developed to aid the first level manager in delivering the 

training. Managers delivered the training to 100% of the employees.  

 

- Employee Safety Culture Survey. AFD partnered with the Kingsport site Plant 

Protection group to pilot a safety culture assessment tool. A list of statements covering 

a wide range of safety issues was developed for both managers and employees. This 

provided a basis for assessing managers’ versus operators’ beliefs and values on safety. 

Where there were identified gaps between the groups, action items were identified and 

implemented.  The assessment tool is also being used to evaluate the safety culture on 

individual crews as compared to the division culture to identify improvement 

opportunities.   

 

- PBBS Process Audit.  AFD Health and Safety Leadership Team developed and 

implemented a comprehensive PBBS Process Audit. The Audit evaluated twenty-one 

(21) functional areas in AFD’s safety processes to determine if they were effective, 

somewhat effective or needed improvement. This allowed each Department HSE 

Coordinator in conjunction with the Department Leadership Team to develop and 

implement reasonable improvement plans for each crew team and each department. 
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PBBS Enhancements 2006-2009 

 

- Hazard Identification Process/Safe Production.  Most injuries occur because 

employees fail to recognize hazards and the associated risk until after the accident. AFD 

developed a Hazard Recognition Process to train employees on how to manage the risks 

they encounter by identifying hazards, doing a risk analysis and taking appropriate action. 

In order to successfully manage risks, employees must understand their personal risk 

perception and personal risk tolerance.  Equipped with these tools, employees can make 

intelligent “safe production decisions”. 

 

- Employee Safety Culture Survey.  AFD completed a second Safety Culture Survey.  

Managers and Employees are assessed to determine contrasting values, beliefs, and 

practices in nine dimensions of Safety Culture.  This provided a basis for assessing 

managers’ vs operators’ beliefs and values on safety. Where there were identified gaps 

between the groups, action items were identified and implemented.  The assessment tool 

is also being used to evaluate the safety culture on individual crews as compared to the 

division culture to identify improvement opportunities.   

 

- AFD New Employee Process.  An analysis of AFD’s injury data demonstrated that 

employees who have been on a new assignment for less than one year are more likely to 

suffer an injury than experienced employees. New employee injuries encompassed 35% 

of AFD's injuries. However, new employees only represented 7.2% of the workforce. 

Some of the factors impacting this result are the prior learning, beliefs and perceptions 

new employees have about safety based on cultural factors.  Usually, these beliefs are 

developed in previous work assignments. 

 Safety Cultural Assessment Survey. AFD Health, Safety Leadership Team 

developed and implemented a 29 statement survey to assess a new employee's beliefs 

and perceptions concerning safety before they begin training. Results of each new 

employee survey are then communicated to the supervisor and mentor as a tool for 

coaching and development discussions. This process has been recognized as a “Best 

Practice” for Tennessee Operations. 

 New Employee Mentoring Process. AFD has developed a Safety Mentoring Process 

for all new employees. A specially selected mentor, who is also a co-worker, is 

assigned to each new employee following the initial training period. The mentor 

assists the new employee to recognize at-risk behaviors, hazards of the job, and make 

safe production decisions. The mentor will also provide reinforcement for safe 

behaviors performed by the new employee.  This process has been recognized as a 

“Best Practice” for Tennessee Operations. 

 

 

Turning the Page – New Management Team (2010 to Present) 
 

- Near Miss Reporting. In an effort to be more proactive in our Safety approach the 

AFD leadership team implemented a Near Miss Reporting System.  A Near Miss is 

defined as an incident or condition that could lead to an injury.  Employees enter near 

misses through an in-house system, Event Tracker. These near misses are then sent to 
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all employees in the department, and are reviewed in team meetings. The department 

safety coordinator maintains these near miss records and work with applicable parties if 

corrective actions need to be taken. 

 

- Safety Minute. Each meeting begins with a safety topic. The expectation is that this 

discussion takes only a minute or less. The goal is to keep all employees’ focus on 

safety. See example in Appendix A.  

 

- Developed and implemented shared learning opportunity. Our shared learning 

opportunities start with the Department HSE coordinator and supervision investigating 

any significant incidents. The Department HSE coordinator will facilitate the 

investigation to determine root cause and corrective actions. A final report is then sent 

to and reviewed with departments and upper management. See example in Appendix B.  

 

- Off-The-Job Safety Awareness.  The AFD division management wanted to apply the 

principles of BBS to off-the-job situations.  Employees were encouraged to review off 

the job accidents and near misses in their team meetings and were included on the 

Team Scoreboards. Also, employees in AFD were urged to use off-the-job topics for 

Safety Minutes. See example in Appendix C.  

 

- Task Safety Audits. To further the PBBS process in AFD, Task Safety Audits were 

implemented to assist in identifying new at-risk behaviors. Task Safety Audits are 

performed at the team, department and division levels. The department HSE 

Coordinator leads the audits and maintains all records (including action registers for 

needed follow up items). New at-risk behaviors are added to the observation database 

and shared with the teams. Significant findings are reported to upper management in 

the division and used to improve operational procedures. See example in Appendix D.  

 

- Area Managers Network Team. This team was created in order to increase 

involvement of the building managers in AFD. The Team meets monthly to share 

PBBS implementation and learnings as well as shared operational issues. 

 

- PBBS Manager. The AFD management team determined the need for additional 

support in the arena of behavior based safety. A new role was created and a manager 

selected to guide AFD in this next chapter of PBBS.   

 

- PBBS Health Assessment. When the new Manager of Fibers PBBS was selected, he 

was charged with determining the health of the system. The study was conducted over 

two months (October and November 2014). Questions were posed to individual 

operators, managers, natural unit teams, and a focus group. A review of the data was 

also conducted.  

 

The conclusion was the system was continuing to function with minimal management 

involvement. Over a short period of years, the more experienced upper mangers in the 

division have retired and been replaced. The new managers have received marginal 

PBBS training, but did not fully understand the principles, the system or their role in 
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PBBS. However, the Team Scoreboard program was driving the system, along with the 

assistance of experienced operators, team managers, and Department Safety 

Coordinators. See example of Team Scoreboard in Appendix E.  

 

- Health of the Fibers BBS System. In short there had been very little attention focused 

on the system in recent history.  The system was functioning but needed a renewed 

focus, with training delivered to support the system.  The findings and plan were 

reviewed with the focus group and the division management team. 

 

The findings were developed into an action plan. 

 

- Manager Training. In the first quarter of 2015, manager training was conducted in 

order to place a greater emphasis on the PBBS program. Topics such as giving and 

receiving feedback, supporting stronger observations, and problem solving were 

covered with AFD management. Emphasis was placed on the role of the employee in 

PBBS with the manager providing the support and guidance. See agenda from 

management training section in Appendix F.  

 

- Employee Training. The new operators in the division had been trained on the system 

and concepts, but had not received any training on how to give or receive feedback.  

Because of that there was fear in approaching a more experienced operator or manager 

to do an observation.    

 

The data revealed very few observations were being recorded in the database.  The 

observations were being counted but there was very little effort to work on the problem 

areas.  Because of that employees did not see any real value in recording the 

observations in the database. 

 

It was also determined that the crew safety coordinators had not received any recent 

training.  The scoreboard had not been updated in a few years.   Reporting near misses 

and performing task safety audits had been growing over the last few years. 

 

- Expectations Out of Training. 

 

1. Division Management Team brainstormed a list of manager expectations to support 

the AFD PBBS system. 

 

 BBS Expectations List is categorized based on different levels of management 

and outlines support appropriate for the different levels.   See BBS Expectations 

in Appendix G.  

 BBS Expectations List is used in monthly one-on-one sessions with each 

manager 

 The process reinforces and emphasizes management expectations down through 

the chain of command.  It also allows for the upward flow of problems and 

issues. 
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2. Crew Safety Coordinator Outcomes 

 Training provided a simple problem solving tool and expectation that the crews 

will work to eliminate at-risk behaviors. 

 The goal is to reinforce the importance of observations and the crew’s ability to 

make a difference. 

3. Giving and Receiving Feedback Training 

 Due to the personnel turnover the division provided training to help all 

employees doing observations. 
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H. Graphic displays of the data and analysis of data. 

 

As a result of the enhancements outlined in Section 4 above plus the continued application of 

AFD’s PBBS Process, safety performance has remained stable since the initial accreditation was 

awarded in 2004.  

 

Figure 1. 

 
 

 

 

 

 

Figure 1— As a result of the implementation of PBBS, AFD has witnessed several 

improvements since mid-1990s. Acetate Fibers has experienced very stable numbers in the 

safety statistics without negatively impacting production.  

 

  

Phase 1- Began Implementation of Initial PBBS Process 

Phase 2- Completed Implementation of Initial PBBS Process 

Phase 3- Began Division Reorganization 

Phase 4- Enhanced PBBS Accreditation  
Phase 5- Next Generation PBBS 
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Figure 2.  
 

 
 

Figure 2— Compared to the Tennessee Operation’s current facility and the American 

Chemical Companies Responsible Care, Acetate Fibers Division has maintained an excellent 

safety record, especially in comparison to like industry norms. 

 

  



17 of 33 

Figure 3.  
 

 

 
 

Figure 3— Due to continued efforts throughout the division, the reporting of At-Risk 

Behaviors has continued to bring awareness to the dangers of tasks performed. Throughout the 

years many At-Risk Behaviors have been identified, and as such AFD employees continue to 

strive to eliminate hazards in their work areas. 
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Figure 4. 
 

 

 
 

Figure 4 – Acetate Fibers employees are highly encouraged to report Near Misses they 

encounter. These Near Misses have brought attention to many at-risk conditions in the work area. 

Since 2008, Significant Near Misses have been tracked and problem-solved. From the chart one 

can see the importance of this reporting by Acetate Fibers Division employees and leadership.  
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Figure 5. 
 

 

Figure 5 – This audit system is used to identify new at-risk behaviors and at-risk conditions in 

the workplace. The data shows that we continue to complete more each year, which has assisted 

AFD in removing hazards in the work area. 
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Figure 6. 
 

 

 
 

 

Figure 6 – As the OSHA-R for Acetate Fibers has decreased over the years, the product quality 

has also improved, which can be seen in the decreased in the number of complaints yearly.  
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Figure 7.  
 

 

 
 

Figure 7 – PBBS Oberservations continue to be the foundation of the Acetate Fibers Safety 

System. The percent of employees who participate in the reporting of observations is not tracked 

because this is an annoymous reporting system. 



22 of 33 

 

I. Recommendations. 

 

Shared Learnings  
 

The Former division superintendent and former division safety manager worked with several of 

the divisions within Eastman Chemical Company to share the Fibers PBBS process and 

successes. 

 

Division management used the PBBS principles to establish a Behavior Based Quality System in 

the division.  The outcome of this has been a very robust BBQ system where operators are doing 

behavior based quality observations and reporting quality near misses. 

 

Since the selection of the new PBBS manager for AFD, we have consulted with Chemicals 

division.  This work has resulted in ongoing collaboration to help improve both divisions safety 

performance. 
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Appendix A – Safety Minute Examples. 

 

Week Presentation  

2014 / 1 New Year’s Resolutions (Safety at Home & Work) 

2 Looking above for ice formations on pipe and overhead structures. 

3 Parking Lot Hazards 

4 Emergency Preparedness / Disaster Preparedness 

5 Hand Washing  

6 Warning for Slips, Trips, and Falls 

7 Outdoor Outlet (water in outlet could cause fire) 

8 Safety Glasses / Eye Injuries in the Work Place 

9 Dangers of Microwave Super Heated Water Explosion 

10 Surge Protectors & Dangers 

11 Electrical Extension Cord Safety ( Use correct gauge wire for appliance) 

12 Proactive Measures verses Reactive Measures 

13 Spring Time Hazards 

14 Unloading a Gun Safely  

15 Highway Hazards 

16 Traffic & Pedestrian awareness inside the plant 

17 Task Safety Audits  

18 Swimming Pools and Child Safety 

19 Distracted Driving - Hand out cell phone bags. 

20 Lawn Mower Safety around Children 

21 Prepare a First Aid Kit to carry where you go. 

22 Concussion & Head Injuries 

23 Water Safety 

24 Dangers of Aerosol Cans 

25 Grill Safety & Grill Flame Flare-ups 

26 Safety and Protection of Eye Wear  

27 Sunscreen Protection  

28 Division Safety Performance 

29 7 Seconds to Walk Safely to the Sidewalk 

30 Getting Help when Needed 

31 ST&F Holding hand rails while on stairs  

32 Watching out for Children & School Buses 

33 Mental Depression Awareness 

34 Wearing the correct shoe for the task & Safety shoe awareness 

35 Gun Safety in your home 

36 Be Aware of vehicles when crossing the street & in Crosswalks 

37 Hazards of mowing near street & traffic 

38 Behavioral Safety and how it affects you. 
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39 Smoke Detector Safety 

40 Safety Card - Eastman Basic Safety Expectations Card 

41 Company Focus on Handrails & Keeping Eyes on Path, No Texting 

42 Review BLEVE  

43 Dangers of deer and animals in the roadway 

44 Fatigue Risk Management Sleep module 5 

45 Discussed Becoming Complacent in the Workplace 

46 Trench Safety / Keeping Yourself Safe  

47 Flu Vaccinations and Reinforcement to get the vaccine 

48 Internet / Computer Security 

49 Winter Emergency Items for the Car 

50 Dangers of carbon dioxide 

51 Distracted while walking in the plant (Using phone & walking) 

52 The Fragile Human Body 

2015 / 1 How to find WCL/MSDS and Eastman Kingsport SPM 

2 Safety is 100% Attitude  

3 Distracted Driving / Using Cell Phone While Driving 

4 Is your boss making you sick? Stress on the job can cause sickness. 

5 Hazards of Winter Driving 

6 Static Electricity Hazards during winter season 

7 Crosswalk Safety, Crossing Streets going to Gate. 

8 Risks when Shoveling Snow 

9 Poisonous Spider Warning 

10 Electric car in parking lot hazard 

11 What is an ARB & an ARC? 

12 Summer time safety/ Children at play awareness while driving 

13 Why we participate in the daily exercise program 

14 Safety of Ground Fault Circuits 

15 EKS Safety Stats for First Quarter 43% Slips Trips Falls 

16 Proper Lifting Technique / Back Safety 

17 Hazards of crosswalks / Pedestrians insure eye contact with drivers 
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Appendix B – Shared Learning Opportunity: Chain Valve Near Miss 

 

DESCRIPTION:  
January 2015 an operator was starting to operate the chain wheel operator (CWO) for Slurry 

Tank. When the operator starting pulling on the chain, the chain rolled off the wheel. The 

operator then notified the U.O. When the U.O. was attempting to have the chain put back on the 

CWO, the housing and wheel came loose and fell. The housing nut hit the floor, and wheel/chain 

was caught by the safety lanyard. 

 

Immediate Action:  
The operator notified the U.O. and Team Manager. A work notification was written and repairs 

were made.  

 

HAZARDS/RISKS: 
- Ensure each CWO has a properly installed lanyard. 

- Ensure the lanyard is the correct length. 

 

KEY LEARNINGS and TALKING POINTS: 
- If possible always stand to the side when operating a CWO. 

- If the CWO is difficult to operate contact your Shift UO so a work notification can be 

submitted if required. 

- If a CWO is operated on a high frequency bases (greater than once a week), consider a Bi-

annual PM work order to inspect the housing nut/cotter pin condition. 

- The way this chain wheel operator is designed, the chain could not fall to the floor unless the 

chain first broke. 

- Share this Near Miss “Success Story” to the rest of the site to ensure their chain wheel 

operated valves incorporate a design that prevents the chain from falling from the CWO in 

the event the chain comes off of the wheel. 
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Appendix C – Safety Moment: Boiling Water in Microwave 

 

The following was presented as a weekly safety minute. Following the presentation resulted in 

an employee preventing an accident while family was visiting him in his home. 

 

Safety Moment: Boiling Water in a Microwave 
 

Why Boil Water in Microwave? 

- Most individuals have easy access to a microwave 

- Can quickly heat liquids 

o Water for Instant Coffee 

o Reheat coffee/tea 

o Water to make Jell-O 

o Directions for some Microwavable dinners calls for boiling water 

 

Is Boiling Water in Microwave safe or dangerous? 

- Water can Superheat (Heats quickly to temp above boiling point and formation of 

bubbles unable to keep pace with no nucleation site to form bubbles) and Explodes when 

nucleation site added (stirrer, sugar, tea bag, movement) 

o Doesn’t happen frequently – but why chance it? 

- Time varies depending on microwave – can happen in less than 80 seconds 

- Can cause third degree burns 

- Can result in a trip to the Emergency Room 

 

How to Minimize Superheating Water Risk 

- Do not use excessive amounts of time to heat liquids in microwave oven 

- BEFORE heating liquid, add something (non-metal) to liquid on which bubbles can form 

o Wooden spoon  

o Stirrer 

o Chopstick 

o Popsicle stick 

- Scratched containers less likely to superheat; Glass containers most likely (due to smooth 

surface) 

- Let container of hot water sit in microwave for a minute or two. 

- When removing the container, keep the container away from face / body. 

 

Employee’s Off-The-Job Story 

 

My father-in-law will often microwave his coffee for 30 seconds to a minute to make sure that 

it’s hot enough for his sugar to melt it in afterward. I noticed what was about to occur and 

explained to him the risk that it could bubble uncontrollably and exploded out from the mug. 

Luckily I was able to prevent an accident and my father-in-law potentially being burnt.  
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Appendix D – Task Safety Audit 

 

ACETATE TOW DEPARTMENT 

 TASK SAFETY/QUALITY AUDIT 

 

DATE:   4/20/2015 

 

WORK AREA: Lab 

 

PPE REQUIRED FOR AUDIT TEAM:    Safety glasses 

 

TASK TITLE: Threading and running a band 

 

TASK DESCRIPTION: When the tow band breaks down in the machine, it must be rethreaded 

before the band can be run.  When board samples come in to the lab, the band must be run for 

quality checks. 

 

FREQUENCY OF TASK: Daily 

 

PPE REQUIRED: Safety glasses, ESD Shoes 

 

NUMBER OF OPERATORS REQUIRED: 1 

 
 

IDENTIFIED AT-RISK BEHAVIORS:  

 Safety: 
 Not keeping eyes on path when pulling tow over top of cylinder guide. 

 Not keeping eyes on path when pulling tow across static guard. 

 Not keeping eyes on task when threading through the guiding system. 

 Not keeping eyes on task when using scissors. 

 Not keeping eyes on task when splicing tow ends together. 

 Not keeping eyes on path when pulling tow through support bar. 

 Not keeping eyes on path when pulling tow through #1 grooved roll guard. 

 Not keeping eyes on task when using hot air knife. 

 

INJURY/ILLNESS HISTORY:   

 None 

 

NEAR MISS HISTORY:  

 Safety: 

 None 

 

NEW AT-RISK BEHAVIORS NOT PREVIOUSLY IDENTIFIED: 

 Safety: 
 Not placing the ladder in the proper position and over extending. 

 Failure to re-latch the ABIS box properly allowing it to fall. 
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 Not being aware of the pinch points on the ladder when setting it up or folding it up. 

 Not raising the handle on the ladder before use. 

 

SAFE BEHAVIORS IDENTIFIED: 

 Safety: 

 Grabbed onto rail on ladder when climbing down. 

 Feeding tow through the side of all rolls while threading MTP machine. 

 Made sure the ladder was properly placed before climbing. 

 Keeping the foot pedal tucked close to the machine so there is no tripping hazard. 

 Moved the ladder out of the way so the task could be finished and not present a 

tripping hazard. 

 Better communication about getting the correct end ready for sampling. 

 

POTENTIAL SAFETY HAZARDS: 

 Pinch points on the rolls. 

 ABIS door not getting latched and falling. 

 Brightness of light inside ABIS box. 

 Trips and falls with cords or ladders. 

 Could the light get hot enough to cause burns or make the ABIS box get hot? 

 

ERGONOMICS ISSUES IDENTIFIED:  

 Working at a height, can the boom be lowered to make it easier to reach? 

 

EMPLOYEE COMMENTS/CONCERNS:   

 n/a 

 

CONCERNS FROM AUDIT TEAM: 

 Brightness of light inside ABIS box. 

 Could the light get hot enough to cause burns or make the ABIS box get hot? 

 Does the light need to be changed on some frequency? 

 

FEEDBACK GIVEN: 

 Did a good job. 

 

CORRECTIVE ACTION (S) RECOMMENDED: 

 None 

 

TRAINING MANUAL CHANGES:  

 Add in training that when re-threading the machine, make sure the bloom jets are clean of 

debris. 

 If nothing is in the training for cleaning the jets, add something in that describes the 

process. 

 Do not run the crimp and the banding machine at the same time from the same board. 
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Appendix E – Crew Team Scoreboard 

 

ACETATE Fibers Division 

CREW HSE SCOREBOARD 

Category 
Point

s Jan Feb Mar Apr May Jun July Aug Sep Oct Nov Dec 

Scoreboard updated 35                                                 

Plan NUT meeting 25                                                 

# of Observations with 
Feedback 

10                                                 

# of Significant 
Observations 

25                                                 

Observation Problems 
Solved 

100                                                 

New ARBs identified 
and shared with all 
crews 

50                                                 

Monthly observation 
data reviewed by crew 
team 

50                                                 

Master list tasks 
reviewed (w/ training 
documents) 

50                                                 

Crew Task Safety 
Audits reviewed with 
team 

50                                                 

Safety items turned in 
and repaired on shift 

50                                                 

Safety items turned in 
for repair 

25                                                 

Safety observations 
entered into database 

20                                                 

No accidental 
discharges 

30                                                 

Safety Awareness 
10                                                 

HSE inspection 
completed on time 20                                                 

Team Manager 
inspection completed 
on time 

20                                                 

New ARC identified 
and corrected by the 
team if possible 

20                                                 

Near miss (ARC 
related) reported, 
investigated & 
reviewed 

50                                                 

Crew Task Safety Audit 
completed and report 
turned in 

75                                                 

'Safety Minutes' 
reviewed each shift 

75                                                 

Training completed on 
time 

40                                                 

MONTHLY TOTAL     0   0   0   0   0   0   0   0   0   0   0   0 

CUMULATIVE 
TOTAL     0   0   0   0   0   0   0   0   0   0   0   0 

1st SIX MONTHS GOAL   7000 

                      
  

2nd SIX MONTHS 
GOAL 7000                                               
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Appendix F – Manager Training Presentation 

 

AFD Management Meeting 
 

February 12th, 2015 
   

AGENDA 
 

Welcome and introductions 
 
Behavior Based Safety 
 BBS 2014 Success 

BBS Renewal 
 
Giving and Receiving Feedback 
 Why is Feedback Important 
 What is Good Feedback 
 How do you Five Feedback 
 How to Receive Feedback 
 Practice 
 
Management Keys 
 History  
 What is BBS 
 What can I do 
 
Questions 
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Appendix G – BBS Expectations 

 

ALL ACETATE FIBERS DIVISION EMPLOYEES: 

 

 Wear proper PPE at all times. 

 Discuss and be receptive to all safety concerns. 

 Be willing to provide and receive feedback. 

 Know the proper safety procedures. 

 Know how to enter safety observations and enter observations of value. 

 Be a safety mentor. 

 Identify all At Risk Behaviors before an injury can occur. 

 Report all near misses. 

 Participate and conduct Task Safety Audits within your area. 

 Exhibit behaviors that show you are committed to safety. 

 Convey that production doesn’t trump safety. 
 

DIVISION MANAGER: 

 

 Champion BBS. 

 Provide visible leadership for HSE Excellence to all AFD employees. 

 Encourage spiritual level commitment to using BBS. 

 Reinforce Department Teams on using the BBS effectively. 

 Use Department, Business, and Operations Managers expectations to coach direct 

reports in One-On-One sessions. 

 Ensure departments have resources to reach safety expectations. 

 

ADMINISTRATIVE / TECHNICAL STAFF: 

 

 Practice safe behaviors on the job and encourage others to do so as well. 

 Understand the ATD HSE Total Incident Prevention System. 

 Provide technical expertise to crew teams to help eliminate AT-RISK behaviors. 

 Be willing to receive interaction constructively when AT-RISK behavior is observed. 

 Treat all safety concerns as important. 
 

DEPARTMENT, BUSINESS, AND OPERATIONS MANAGERS: 

 

 Attending weekly HSE meetings.  

 Spending time in workplace discussing BBS. 

 Observing performance and providing feedback. 

 Ensure teams have resources to reach safety expectations. 

 Actively support BBS process. 

 Use Team Manager Expectations to coach direct reports in One-On-One sessions. 
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TEAM MANAGERS: 

 

 Champion BBS with each person on the job and in their EDS sessions. 

 Review observation process with crews regularly to reinforce quality observations. 

 Provide coaching to individuals on their safety performance. 

 Provide coaching for individuals on giving/receiving feedback. 

 Provide coaching to Team HSE Coordinator. 

 Provide R+ to individuals and teams. 

 Encourage individuals to observe a variety of people. 

 Assist team in using data to identify and implement safety improvement projects. 

 Provide feedback to dept. team on their behaviors and safety commitment 

 Help crew teams maintain BBS goals (Scoreboard). 

 Do safety observations with random operators on different occasions. 

 Support team HSE Coordinator in holding monthly safety meetings. 

 Ensure team has Daily Safety Minute. 

 As managers when approached with a safety issue, stop immediately to take care of 

the situation. 

 Make sure HSE Coordinator is sharing learnings with department. 

 Participate in crew task safety audits monthly. 

 Review and practice emergency preparedness questions. 

 Ask Proactive Questions (What-If?) 

 

OPERATOR 

 

 Practice safe behaviors on the job and encourage others to do so as well. 

 Make observations and provide one-on-one interaction to person being observed. 

 Provide feedback to ANYONE at work exhibiting At-Risk Behaviors. 

 Participate in achieving team goals. 

 Be willing to receive feedback constructively when AT-RISK behavior is observed. 

 Enter data from observation into a data collection system. 

 Actively participate in all crew team discussions. 

 Be prepared to regularly discuss your personal experiences with your team 

manager. 
 

DEPARTMENT AND TEAM HSE COORDINATORS 

 

 Lead weekly HSE Meeting. 

 Integrate AT-RISK behavior identification into incident reviews. 

 Help improve AFD BBS system. 

 Help determine significant AT RISK Behaviors. 

 Maintain Department BBS Data. 

 Collect and Share Learnings. 

 

 


