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ABSTRACT 

The purpose of this study was to provide a framework to guide the 

implementation of the Voluntary Protection Program (VPP) process and examine 

opportunities and procedures involved with achieving VPP status. The literature review 

included VPP background, history, requirements, eligibility, application process, onsite 

review procedures, program approval or denial, participant benefits, and success stories. 

Unstructured interviews were chosen as a means for the interviewee to speak freely about 

their experiences and perspectives of the VPP process. The VPP was established to 

identify and recognize worksites with outstanding safety and health management systems 

and encourage cooperation between management, labor, and OSHA. Participants are 

dedicated to the development and implementation of systems to identify, evaluate, 

prevent, and control occupational hazards that could result in employee injuries and 

illnesses. Approval into VPP is OSHA's official recognition of employers' and 



employees' outstanding efforts in achieving occupational safety and health procedures 

which focus on continued improvement and development of existing safety and health 

programs. 
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Chapter I: Introduction 

Established in 1982, the Occupational Safety and Health Administration (OSHA) 

initiated the Voluntary Protection Program (VPP) as a partnership with businesses and 

worksites that demonstrate commendable workplace safety and health protection for all 

employees. The VPP was established to identify and recognize worksites with 

outstanding safety and health management systems and encourage cooperation between 

management, labor, and OSHA (Caraher & Fischman, 2003). Participants are dedicated 

to the development and implementation of systems to identify, evaluate, prevent, and 

control occupational hazards that could result in employee injuries and illnesses (OSHA, 

2004a). All industries covered by OSHA, including federal agencies, are encouraged to 

participate in the VPP. 

In the VPP, management, labor, and OSHA establish cooperative relationships at 

workplaces that have implemented a comprehensive safety and health management 

system. Approval into VPP is OSHA's official recognition of employers' and 

employees' outstanding effort in achieving occupational safety and health procedures 

which focus on continued improvement and development of existing safety and health 

programs (OSHA, 1997). VPP participants are considered superior in providing 

employees with an environment that fosters employee involvement and management 

leadership for continuous safety based improvement. 

According to OSHA (2002), VPP participation improves safety performance, 

which can improve employee morale and reduce workers' compensation costs. In 

addition, VPP participation can result in identification and evaluation of performance 

gaps that can be addressed in an organization's safety program. Statistical evidence for 



the VPP is impressive. The average VPP worksite has a Days Away Restricted or 

Transferred (DART) case rate of 52% below the industry average when compared to 

others in the same North American Industry Classification System (NAICS; OSHA, 

2005b). These sites do not typically begin the path to VPP recognition with such low 

rates. Reductions in injuries and illnesses are anticipated when the organization commits 

to the VPP approach to safety and health management. 

To qualify for the VPP, worksites must have an effective safety and health 

management system that focuses on management leadership and employee involvement, 

worksite analysis, hazard prevention and control, and safety and health training (J.J. 

Keller & Associates, Inc., 2005a). The VPP initiative must be communicated to each 

employee in the workplace to achieve desired results during the application, onsite 

review, and reevaluation process. 

The initial step in the VPP application process is discussing your qualifications 

with the Regional VPP Manager. Following this is the completion of an application for 

evaluation based on established VPP objectives designed to promote effective worksite- 

based safety and health practices, the application emphasizes: 

Management Leadership and Employee Involvement 

Worksite Analysis 

Hazard Prevention and Control 

Safety and Health Training (J.J. Keller & Associates, Inc., 2005a) 

In 2001, Company XYZ experienced significant losses due to workers' 

compensation claims and above average Total Case Incident Rates (TCIR) as compared 

to other companies in the specialty building products industry. Company XYZ 



recognized the value of establishing and implementing VPP concepts to improve 

workplace safety. As a result of this, management at Company XYZ made the 

commitment to begin the VPP initiative. After four years of preparation, the facility's 

application was submitted. Following this, OSHA's onsite audit was performed during 

July 2005. The OSHA onsite review team recommended VPP Star status, the highest 

level of recognition within the VPP. 

Purpose of the Study 

The purpose of this study was to provide a framework to guide the 

implementation of the VPP process, examine opportunities and procedures involved with 

achieving VPP status. 

Goals of the Study 

The goals of this study were to: 

Evaluate the need to consider the VPP process 

ldentify obstacles associated with the VPP process 

Determine effective implementation strategies of VPP objectives 

Evaluate the current process for continuous evaluation and sustainability 

of the VPP process. 

Background and Significance 

Many organizations are hesitant to apply for and initiate the VPP process. This 

may be due to the misconception that VPP recognition is an insurmountable process to 

accomplish (Lambertson, 2002). In reality, many organizations already have the 

necessary components of the VPP established at their facilities. It is important for 

organizations to understand procedures and expectations in becoming a VPP candidate. 



The significance of this study was to identify the various components of the VPP for 

opportunities to improve a company's safety and health programs. The National Safety 

Council reported "3.9 million disabling injuries in 2001" (2002, p. 1). According to 

OSHA, VPP participation improves safety performance. Statistical evidence for the VPP 

is impressive. The average VPP worksite has a DART case rate of 52% below industry 

average when compared to others in the same NAICS. 

According to OSHA (2002), VPP participation improves safety performance, which 

can improve employee morale and reduce workers' compensation costs. In addition, 

VPP participation can result in identification and evaluation of performance gaps, which 

should be addressed in an organization's safety and health programs. 

Assumptions of the Study 

This study assumes interested entities attracted to pursuing VPP status have the 

necessary resources for successful implementation and development, as well as the 

willingness to demonstrate continuous improvements in workplace safety and health. 

Also, the study assumes the organization's goal is VPP Star site recognition. 

Definition of Terms 

Annual evaluation. A participant's yearly self-assessment to gauge the 

effectiveness of all required VPP elements and any other elements of the site's 

safety and health management system (OSHA, 2005b). 

Days away, restricted, and/or transfer (DART) case incidence rate. The rate of 

all injuries and illnesses resulting in days away from work, restricted work 



activity, and/or job transfer. This rate is calculated for a worksite for a specified 

period of time, usually one to three years (OSHA, 2005b). 

Merit program. The program within VPP designed for worksites that have 

demonstrated the potential and commitment to achieve Star quality, but need to 

further improve their safety and health management system. OSHA gives a Merit 

Program participant specified Merit goals it must meet in order to achieve Star 

status and continue within VPP (OSHA, 2004a). 

Star demonstration program. The program within VPP that enables companies 

and/or worksites with Star quality safety and health protection to test alternatives 

to current Star eligibility and performance requirements. If a Demonstration 

Program is judged successful, its alternative ways to achieve safety and health 

excellence may lead to changes in VPP criteria (OSHA, 2004a). 

Star program. The program within VPP designed for sites whose safety and 

health management systems operate in a highly effective, self-sufficient manner 

and meet all VPP requirements. Star is the highest level of VPP participation 

(OSHA, 2004a). 

Total case incidence rate (TCZR). A number that represents the total recordable 

injuries and illnesses per 100 full-time employees, calculated for a worksite for a 

specified period of time, usually one to three years (OSHA, 2005b). 



Voluntary protection programs participants' association (VPPPA). A nonprofit 

organization whose members are involved in the VPP. The mission of the 

VPPPA is to promote safety, health, and environmental excellence through 

cooperative efforts among employees, management, and government (OSHA, 

2005a). 



Chapter 11: Literature Review 

Introduction 

The purpose of this study was to provide a framework to guide the 

implementation of the VPP process, examine opportunities and procedures involved with 

achieving VPP status. Many organizations are hesitant to apply for and initiate the VPP 

process. This may be due to the misconception of the VPP recognition as being an 

insurmountable process to accomplish (Lambertson, 2002). However, many 

organizations already have the necessary components of the VPP established at their 

facilities. It is important organizations understand VPP procedures and expectations in 

becoming a VPP candidate site are obtainable and achieving VPP status is a rewarding 

experience. This chapter will review literature related to VPP background, history, 

requirements, eligibility, application process, onsite review procedures, program approval 

or denial, participant benefits, and success stories. 

Background 

Established in 1982, OSHA's VPP initiated a partnership with businesses and 

worksites that demonstrates commendable workplace safety and health protection for all 

employees. The VPP was established to identify and recognize worksites with 

outstanding safety and health management systems and encourage cooperation between 

management, labor, and OSHA (Caraher & Fischman, 2003). Participants are dedicated 

to the development and implementation of systems to identify, evaluate, prevent, and 

control occupational hazards that could result in employee injury or illness (OSHA, 

2004a). All industries covered by OSHA, including federal agencies are encouraged to 

participate in the VPP. 



VPP applicants can be accepted into the program at three distinct levels of 

accomplishment depending on the result of OSHA's application review process and on- 

site facility audit. The three levels of program acceptance include VPP Star 

Demonstration, Merit, and Star status. 

VPP Star Demonstration status is the lowest level of the VPP. This program 

enables organizations with Star quality safety and health protection to test alternatives to 

current Star eligibility and performance requirements. If judged successful, a 

demonstration program's alternative method may lead to changes in VPP criteria (OSHA, 

2004a). Star Demonstration program participants can expect to be reevaluated by OSHA 

officials every 12 to 18 months. 

The second highest level of VPP acceptance is Merit status; this recognizes 

worksites that have demonstrated the potential and commitment to achieve Star quality. 

However, further improvements in their safety and health management system must be 

recognized prior to acceptance into the Star program (J.J. Keller & Associates, Inc., 

2005a). OSHA gives a Merit Program participant specified goals that it must meet in 

order to achieve Star status and continue within the VPP. The established goals provide 

the Merit participant with insight and direction as to where they need to be to achieve 

Star status within three years. Merit sites are limited to three-year terms in the Merit 

program unless an extension is approved by the Assistant Secretary of Labor for 

Occupational Safety and Health (Osment, 2004). 

VPP Star status is the highest level of the program designed for sites whose safety 

and health management systems operate in a highly effective, self-sufficient manner and 

meet all VPP requirements (OSHA, 2004b). Star program participants can expect to 



receive onsite reevaluations every three to five years. However, incident rates are 

submitted and reviewed annually by OSHA. 

In the VPP, management, labor, and OSHA establish cooperative relationships at 

workplaces that have implemented a comprehensive safety and health management 

system. Approval into VPP is OSHA's official recognition of employers' and 

employees' outstanding effort in achieving occupational safety and health procedures 

which focus on continued improvement and development of existing safety and health 

programs. VPP participants are considered superior in providing employees with an 

environment fostering employee involvement and management leadership for continuous 

safety based improvement (Gullary, Jones, Reina, & Klingbell, 2005). 

OSHA has recognized a balanced approach is the best way to accomplish the 

goals of the Occupational Safety and Health Act (Hoffmann, 1999). VPP's emphasis on 

trust and cooperation between management, labor, and OSHA compliments the agency's 

enforcement activity but does not take its place. VPP staff and participating sites work 

together to resolve any safety and health problems that may arise (Atkinson, 1999). This 

partnership allows the agency to remove participating sites from programmed inspection 

lists, allowing OSHA to focus its inspection resources on businesses in greater need of 

agency oversight and intervention. However, OSHA continues to investigate valid 

employee safety and health complaints, fatalities, catastrophes, and other significant 

events at VPP participant sites. 

The majority of VPP approved sites are individual facilities of larger corporations 

that often receive a mandate from corporate officials to achieve VPP status (Atkinson, 

1999). In return, corporate officials provide the commitment, resources, and support 



needed to achieve successful implementation of the VPP process (J.J. Keller & 

Associates, Inc., 2005b). Partnerships amongst management, labor, and OSHA have 

grown significantly in recent years. Most notably, VPP status has increased in federal 

programs: there were 753 approved worksites in 2003; 890 in 2004; and as of September 

30,2005 there were 989 VPP participating worksites (OSHA, 2005). VPP Star facilities 

accounted for 923 of the 989 VPP participating facilities, with 50 in the Merit program, 

and 16 Star Demonstration facilities. Non-union worksites account for 78% of VPP 

participation and union worksites account for the remaining 22%. The top three 

industries involved in the VPP, include the chemical industry with 215 participating 

worksites, electrical related worksites with 96, and lumber facilities with 77. 

History 

OSHA's VPP is a comprehensive safety and health program that companies 

choose to implement (Atkinson, 1999). The tenets of the VPP include official 

recognition of organizations which develop, implement, and demonstrate effective 

workplace safety and health systems (OSHA, 2002). 

To promote this improved level of protection, OSHA initiated the VPP in 1982 as 

a way to recognize companies that have established and maintained outstanding safety 

and health programs (Weinberg, 2002). Acceptance as a VPP site requires detailed 

attention to workplace safety and health at all levels throughout the company. OSHA 

approves sites on the basis of their written safety and health programs and their 

performance in meeting the standards set by those programs. 

In September of 1985, the Voluntary Protection Program Participants Association 

(VPPPA) held its first annual conference. The VPPPA is a non-profit organization 



established to provide networking opportunities for VPP members (J.J. Keller & 

Associates, Inc., 2005a). VPPPA also provides a mentoring program for organizations 

interested in becoming recognized as a VPP site. 

OSHA's VPP encountered its first revision on October 29, 1985 (OSHA, 2002). 

A condition of the revision eliminates the previous VPP process of approving applicants 

based exclusively on their safety program. The revision requires all applicants to 

effectively address both health and safety hazards in the workplace. 

February 28, 1994 marks the date for the establishment of the Special 

Government Employee (SGE) Program (OSHA, 2005a). The SGE program sends a 

qualified individual from industry to supplement the onsite review team, typically 

composed of three to four OSHA representatives. 

Prior to October 27, 1997, VPP participation was limited to private industry 

(OSHA, 2002). However, after this date, OSHA decided to recognize federal worksites 

for their efforts in providing employees with commendable workplace health and safety 

procedures. 

On July 24,2000, OSHA issued significant revisions to the approval process for 

VPP applicants (OSHA, 2002). This date also established alternative rate calculations 

that assist small businesses in achieving VPP status. 

As of July 2, 2002 the OSHA VPP reached its 20 year anniversary with a total of 

879 VPP participating sites including federal and state programs (OSHA, 2002). 

OSHA's most recent data reveals there are 1371 VPP participating sites including federal 

and state programs (OSHA, 2005~). 



Applicant Qualifications 

To qualify for the VPP, worksites must have an effective safety and health 

management system focusing on management leadership and employee involvement, 

worksite analysis, hazard prevention and control, and safety and health training (J.J. 

Keller & Associates, Inc., 2005a). The VPP initiative must be communicated to each 

employee in the workplace to achieve desired results during the application, onsite 

review, and reevaluation process (Lyon, & Hollcroft, 2005). 

OSHA accepts VPP applications from private sector general industry, maritime 

and construction worksites, and from federal agency worksites that have implemented 

effective safety and health programs. It is important for organizations to understand VPP 

procedures and expectations in becoming a VPP candidate. Compliance with the OSH 

Act and all applicable OSHA requirements is only the starting point for VPP sites 

(Feitshans, 2005). 

VPP applicants are required to have acceptable relations with OSHA for a 

minimum of 36 months prior to submitting an application for the VPP. Acceptable 

relations can be defined as good faith efforts to cooperate during inspections, hazard 

abatement, and safety and health improvement suggestions ("OSHA Rolls Out New 

Construction VPP Program," 2004). Potential applicants are also prohibited from 

submitting an application if they have open investigations, pending citations or open 

citations, citations in the appeal process, or willful violations during a period of 36 

months prior to submitting an application for the VPP (OSHA, 2002). 



Applications for VPP Star, Merit, and Star Demonstration status must be 

accompanied by seven assurances, including but not limited to (OSHA, 2002): 

Compliance with the Occupational Safety and Health Act 

Abatement of hazards identified during the onsite review within a period of 90 

days 

Employee involvement and support during the application process 

VPP elements established, requirements met, and procedures developed to 

assure continued acceptance in the VPP 

Newly hired and contract employees have the VPP explained to them prior to 

beginning employment 

Procedures to ensure employees who choose to exercise their rights are 

protected from discriminatory actions 

Employees have access to results of self-inspections, incident investigations 

and other applicable data related to the safety and health program 

Applicants are also required to maintain and assure timely availability of certain 

information to OSHA officials, including but not limited to: 

Data that applies to evaluation of Merit or conditional goals for continued 

participation in the VPP 

Submittal of TCIR and DART rates by February 15 for incidents occurring 

during the previous calendar year 

Applicable data for contractor employees 

A revised statement of commitment whenever organizational, ownership or 

collective bargaining changes occur 



Worksites that have met VPP criteria must agree to submit annual internal 

evaluations documenting continuous improvement procedures initiated throughout the 

year (OSHA, 2005b). Comprehensive internal evaluations allow OSHA to gauge where 

safety and health related improvements have occurred throughout the year at the 

respective worksite. Recognized VPP worksites also agree to undergo periodic onsite 

evaluations designed to reassure OSHA officials the worksite is deserving of VPP status. 

Application Process 

The initial action in the VPP application process is providing employees and 

management with information related to the VPP and application process. OSHA also 

suggests the applicant contact the Regional VPP Manager to discuss the facility's 

qualifications in becoming a candidate for the VPP. Following this, an application is 

completed and submitted for evaluation based on established VPP objectives designed to 

promote effective worksite-based safety and health practices with an emphasis on the 

following: 

Management Leadership and Employee Involvement 

Worksite Analysis 

Hazard Prevention and Control 

Safety and Health Training (J.J. Keller & Associates, Inc., 2005a) 

Management Leadership requires the applicant to gauge their eligibility based on 

the following components as extracted from the VPP Application (OSHA, 2005b): 

Commitment: Attach a copy of the top level safety policy specific to the 

facility. Management must clearly demonstrate commitment to meeting and 

maintaining requirements for VPP approval 



Organization: Describe how the company's safety and health functions fit 

into the overall management organization 

Responsibility: Describe how line and staff positions are assigned safety and 

health responsibilities 

Accountability: Describe the accountability system used to hold managers, 

line supervisors, and employees responsible for safety and health 

Resources: Identify and describe both internal and external resources that are 

available to support the safety and health management system 

Goals and Planning: Identify annual plans that establish specific safety and 

health goals 

Self-Evaluation: Provide a copy of the most recent annual self-evaluation of 

the facility's safety and health management system 

Employee Involvement requires the applicant to gauge their eligibility based on 

the following components as extracted from the VPP Application (OSHA, 2005b): 

Meaningful Involvement: List three meaningful ways that employees are 

involved in the safety and health management system 

Employee Notification: Describe how employees will be notified in regards 

to participating in the VPP and their right to register a complaint to OSHA 

Contract Workers Safety: Describe the process for selecting contractors who 

will perform work at the facility 

Worksite Analysis requires the applicant to gauge their eligibility based on the 

following components as extracted from the VPP Application (OSHA, 2005b): 



Baseline Hazard Analysis: Describe the methods used during baseline hazard 

analysis to identify hazards associated with the specific work environment 

Hazard Analysis of Routine Jobs, Tasks, and Processes: Describe the system 

used to examine and analyze safety and health hazards associated with routine 

tasks, jobs, and processes 

Hazard Analysis of Significant Changes: Explain how the organization 

analyzes significant changes to identify uncontrolled hazards and the actions 

needed to abate the hazards 

Self-Inspections: Describe the worksite's safety and health general inspection 

procedures 

Employee Reports of Hazards: Describe how employees notify management 

of uncontrolled safety and health hazards 

Accident and Incident Investigations: Describe written procedures for 

investigation of accidents, near-misses, first aid cases, and other incidents 

Pattern Analysis: Indicate how data is collected, analyzed, and how the 

information is used 

Hazard Prevention and Control requires the applicant to gauge their eligibility 

based on the following components as extracted from the VPP Application (OSHA, 

2005b): 

Engineering Controls: Provide examples of engineering controls that have 

been implemented to eliminate or control hazards 

Administrative Controls: Describe administrative controls used to limit 

exposure to hazards 



Work Practice Controls: Provide work practice controls including rules, safe 

work practices, or specific procedures used to address safety and health 

Personal Protective Equipment: Describe and provide examples of personal 

protective equipment employees use 

Safety and Health Rules: Describe general safety and health rules. Provide 

examples of disciplinary procedures for enforcing safety and health rules 

PreventativeIPredictive Maintenance: Describe the system used for 

monitoring and maintaining equipment to predict and prevent equipment 

breakdowns 

Occupational Health Care Program: Describe onsite and offsite medical 

service and physician availability 

Emergency Preparedness: Describe the emergency planning and preparedness 

system 

Safety and Health Training requires the applicant to gauge their eligibility based 

on the following components as extracted from the VPP Application (OSHA, 2005b): 

Describe the formal and informal safety and health training provided for 

managers, supervisors, and employees 

VPP applicants must include a signed statement affirming they will perform the 

following activities to maintain acceptable VPP participation: 

Compliance: Applicants agree to comply with the Occupational Safety and 

Health Act and correct all hazards in a timely manner 

Correction of Deficiencies: Within 90 days, the applicant will correct 

deficiencies identified during the OSHA onsite review 



Employee Support: Employees must show support for the VPP. Applicants 

with collective bargaining units must provide a signed statement indicating the 

collective bargaining agents support the VPP 

VPP Elements: VPP elements must remain in place and management 

commits to meeting and maintaining the VPP requirements 

Orientation: Newly hired and contract workers will receive orientation on the 

VPP 

Non-Discrimination: Protect employees who are given safety and health 

duties as part of the safety and health management system from 

discriminatory actions resulting from the employee performing their duties 

Employee Access: Employees will have access to the results of self 

inspections, accident investigations, and other safety and health data upon 

request 

Documentation: Maintain safety and health information and make it available 

for OSHA's review to determine initial and continued approval to the VPP 

VPP participants must submit the following documents to the designated OSHA 

Regional VPP Manager prior to February 15 of each year: 

Participant Rates: Each participant must submit their Total Case Incident 

Rate (TCIR) and Days Away from work, Restricted, or Transferred (DART) 

rate for the previous year 

Total number of cases for the above rates 

Hours worked and average number of employees for the previous calendar 

Year 



Participants who have contractors that worked a total of 1,000 or more hours in at 

least 1 calendar quarter must submit the following information for each contractor: 

Each contractor must submit their TCIR and DART rate for the previous year 

for incidents that occurred at the site 

Total number of cases that occurred at the site for the above rates 

Hours worked and average number of employees at the site for the previous 

calendar year 

The appropriate NAICS number for each applicable contractor at the site 

Participants must submit the most recent data applicable to continued VPP 

participation, including but not limited to the following: 

A revised statement of commitment whenever organizational, ownership or 

collective bargaining changes occur 

Upon completion of the VPP application, the candidate will submit their 

application to the designated Regional OSHA VPP Manager. OSHA officials will then 

review the application to ensure all application questions, safety and health data, and 

applicable attachments are appropriately completed. Following the application review, 

OSHA representatives will make a determination based on the information provided. At 

this point, OSHA representatives will schedule an onsite review or terminate the 

application process until the desired modifications are performed by the applicant 

(OSHA, 1997). 

Onsite Review Procedures 

OSHA's on-site review procedures were established to verify safety and health 

program components are effectively implemented in the workplace and all employees, 



visitors, and contractors are operating in accordance with established procedures 

documented during the application process. Each VPP applicant will be required to 

undergo an onsite review scheduled at a time mutually acceptable with OSHA 

representatives and facility personnel. The expected timeframe of the onsite review is 

approximately four days depending on the size and complexity of the applicant's 

operation (OSHA, 2000). 

Applicants can anticipate a team of four individuals, generally consisting of the 

team leader, a safety specialist, an industrial hygienist, and a back-up team leader (J.J. 

Keller & Associates, Inc., 2005a). Onsite review procedures include an opening 

conference, a document review, facility walkthrough, formal and informal interviews, 

and a closing conference. At the end of each day, the review team will meet with 

company representatives to discuss what was accomplished and provide a brief overview 

of items scheduled for the following day. 

A typical on-site review will begin with an opening conference with OSHA 

representatives, management staff, and employees. Representatives of the respective 

facility will generally give a brief introduction of themselves and their job duties at the 

facility. OSHA's opening conference will then be presented by the OSHA Team Leader 

or a designee. At this time each representative will be introduced, the review process will 

be defined, and a tentative daily schedule will be established (J.J. Keller & Associates, 

Inc., 2005a). 

Prior to the onsite review, the team leader will communicate with the facility 

representative about materials the team will want to examine. OSHA representatives 

expect all required documents to be organized in a practical arrangement to expedite the 



document examination process. Typical documents and programs requested include, but 

are not limited to, the following: 

OSHA Form 300 log and workers7 compensation first reports of injury for the last 

three calendar years and current year-to-date 

Annual employee hours worked 

Comprehensive health and safety surveys identifying potential hazards 

Industrial hygiene monitoring and records of sampling results 

Safety and health training documents and completed training attendance forms 

Examples of completed self-inspections and hazard abatement procedures 

Employee reports of safety and health concerns and abatement procedures 

Completed accidentlincident investigation reports 

Documentation of job hazard analysis forms 

Personal protective equipment programs andor engineering controls to eliminate 

or minimize hazardous environments 

Emergency preparedness program to effectively address fires, severe weather, 

emergency shutdowns, chemical spills, or acts of terrorism 

Safety committee minutes 

Line accountability documentation 

Safety and health program self-evaluation reports 

Contractor safety program 

Other applicable programs required by OSHA standards (J.J. Keller & Associates, 

Inc., 2005a) 



The walk-through component of the onsite review process includes an 

examination of work areas throughout the applicant's facility. OSHA representatives use 

this opportunity to observe and relate worksite conditions and hazard controls to the 

documentation provided in the application. The walkthrough process also provides 

OSHA with a better understanding of the facility's processes and development of 

employee interview questions based on observed conditions. 

Informal interviews will also be conducted during the facility walkthrough. The 

applicant can expect OSHA representatives to conduct informal interviews of 

supervisors, maintenance personnel, safety committee members, and contract employees. 

These interviews include contract workers' perception of the site's safety and health 

policy and their involvement in the overall safety and health program. Interviews will 

avoid disrupting operations and will be brief (OSHA, 1997). 

Randomly selected employees will be chosen from an employee roster to 

participate in formal interviews (OSHA, 1997). These interviews will be held in a 

location other than the production floor for a duration of approximately one-half hour. 

Interview participants include members of management and production employees. 

Management interviews provide OSHA representatives with insight as to management 

commitment and the safety and health program oversight by management. Employee 

interviews assist OSHA representatives in determining the extent of employee awareness 

and involvement in the safety and health program. 

At the conclusion of the onsite review, OSHA representatives hold a closing 

conference with site management and employee representatives. The purpose of the 

closing conference is to share results of the onsite review. Following this, OSHA 



representatives disclose the team's recommendation to the Regional Administrator or 

Assistant Secretary of Labor for Occupational Safety and Health (OSHA, 2005b). It is 

important for the candidate to realize this is only a recommendation by OSHA's onsite 

review team. Final approval determination will be made by the Assistant Secretary of 

Labor for Occupational Safety and Health. 

Program Approval, Denial, or Termination 

Approval into the VPP is OSHA's official recognition of employers' and 

employees' outstanding effort in achieving occupational safety and health procedures 

which focus on continued improvement and development of existing safety and health 

programs (OSHA, 1997). VPP participants are considered superior in providing 

employees with an environment that fosters employee involvement and management's 

leadership for continuous safety based improvement. 

VPP applicants can be accepted into the program at three distinct levels of 

accomplishment depending on the result of OSHA's application review process and on- 

site facility audit. The three levels of acceptance include VPP Star Demonstration, Merit, 

and Star status. 

VPP Star Demonstration status is the lowest level of the VPP. This program 

enables organizations with Star quality safety and health protection to test alternatives to 

current Star eligibility and performance requirements (OSHA, 2004a). If judged 

successful, a demonstration program's alternative method may lead to changes in VPP 

criteria. OSHA may approve VPP applicants for the Star Demonstration program based 

on the following: 



Star demonstration program participants can expect to be reevaluated by 

OSHA officials every 12 to 18 months 

Allowing OSHA to become more familiar with the particular industry in 

which it may lack substantial experience 

Testing alternative application and approval guidelines that may assist other 

applicants in meeting VPP Star criteria 

Demonstrating the potential for a new VPP or acceptable changes for the 

current program 

Applicants must demonstrate to the Assistant Secretary that the alternative 

approach has a reasonable potential that may lead to changes in Star program 

requirements (OSHA, 2000) 

OSHA will terminate an applicant's Star Demonstration status if they discover 

one of the following: 

The worksite contains hazards likely to injure employees 

If it is unlikely the applicant's Demonstration Program will result in the 

worksite's approval into the Star Program or a creation of a new program 

Participating Demonstration Program worksites have not achieved approval 

into the Star Program 

When the worksite has exceeded the Star Demonstration timeframe 

established by OSHA 

The second highest level of VPP acceptance is Merit status; this recognizes 

worksites that have demonstrated the potential and commitment to achieve Star quality. 

However, further improvements in their safety and health management system must be 



recognized prior to acceptance into the Star program. OSHA gives a Merit Program 

participant specified goals it must meet in order to achieve Star status and continue within 

the VPP. 

Established goals provide the Merit participant with insight and direction as to 

where they need to be in an effort to achieve Star status within three years. Merit sites 

are limited to a three year term in the Merit Program unless an extension is approved by 

the Assistant Secretary of Labor for Occupational Safety and Health (OSHA, 2004a). 

OSHA may approve VPP applicants for the Merit Program based on the following: 

The basic program elements (management leadership and employee 

involvement, worksite analysis, hazard prevention and control, and safety and 

health training) must be operational at the time of approval or implemented 

within the timeframe prior to being accepted into the Merit Program 

If the applicant's three year TCIR or DART rate is above the requirements for 

the Star Program, the applicant must have a plan to achieve the desired rate 

within two years 

OSHA and the applicant will establish goals to bring Merit sites up to Star 

status within three years (OSHA, 2000) 

VPP Star status is designed for sites whose safety and health management systems 

operate in a highly effective, self-sufficient manner and meet all VPP requirements. Star 

status is the highest level of VPP participation (OSHA, 2004a). VPP Star designation 

sites must have the following safety and health program components established for a 

period of not less than 12 months prior to VPP Star approval: 



Three year recordable TCIR below the most recent national average specific 

to the applicant's industry 

Three year incident rate for cases involving DART rate below the most recent 

national average specific to the applicant's industry (OSHA, 2000). 

To calculate the TCIR, the following information must be available: 

The total number of hours worked by all employees during the calendar 

year. This does not include paid leave time or other hours in which work 

was not performed (Connecticut Department of Labor, 2001). 

The total number of recordable occupational injury and illness cases for 

the calendar year from OSHA's Form 300. 

Following this, the TCIR can be determined by multiplying the total number of 

cases by 200,000 and then dividing by the total hours worked. For example, an 

organization had a total of 10 cases recorded on OSHA's Form 300 during calendar year 

2004 and the total hours worked was 1,000,000: 

10 x 200,000 1 1,000,000 = 0.50, TCIR = 0.50 

The DART rate is calculated utilizing the same formula; however, the total 

number of cases requiring days away, restricted, or transferred from work duty is the 

variable to use when multiplying by 200,000 and then dividing by the total hours worked. 

For example, an organization had a total of 10 cases recorded on OSHA's Form 300. Of 

these, 5 cases required days away, restricted, or transferred work duties and the total 

hours worked was 1,000,000: 

5 x 200,000 1 1,000,000 = 1.00, DART = 1 .OO 



An alternative calculation method has been developed for smaller worksites with 

a limited number of employees. The alternative method allows applicants to use the best 

three out of the most recent four years injurylillness experience (OSHA, 2000). The 

employer must do the following to determine if they qualify for the alternative 

calculation method: 

Using the most recent employment statistics (hours worked in the most recent 

calendar year), calculate a hypothetical total recordable case incidence rate for 

the employer assuming the employer had two cases during the year 

Compare that hypothetical rate to the most recently published Bureau of 

Labor Statistics (BLS) combined injurylillness total recordable case incidence 

rate for the industry; and 

If the hypothetical rate (based on two cases) is equal to or higher than the 

national average for the firm's industry, the employer qualifies for the 

alternative calculation method (OSHA, 2000). 

Participation in the VPP Star program is open-ended and is dependant on 

successful completion of the following items; these items are required to be submitted 

each year to the designated OSHA officials: 

Annual submittal of incident rates to OSHA for review 

Results of annual program evaluation submitted to OSHA for review 

Agreement to onsite reevaluations every three to five years 

Construction industry participants in Star and Merit programs are terminated 

when work is completed at the respective site (OSHA, 2000) 



After the on-site review and closing conference, the team leader will submit a 

final draft of the on-site report to the Regional OSHA VPP Manager (OSHA, 1997). 

This person will review the document and send it to the OSHA Regional Administrator 

for approval. Upon approval by the Regional Administrator, the final report will be sent 

to the Directorate of Federal-State Operations in Washington, D.C. Staff from the VPP 

national office will review the report and prepare a letter for the Assistant Secretary of 

Labor's signature, indicating approval. 

VPP worksites are identified by VPP symbols of recognition including 

certificates, plaques of approval, and flags representing the program the site has been 

approved for (OSHA, 2000). Participating worksites may also choose to insert the VPP 

logo on letterhead, marketing documents, and company apparel. 

VPP participation can be terminated at any time by OSHA or facility 

representatives of the participating worksite (OSHA, 2000). Termination by OSHA will 

result in a 30 day notice of intent to terminate the worksite's participation in the VPP. At 

this time, the participating worksite has the right to appeal OSHA's notice of termination. 

Applicants who have not demonstrated the appropriate achievements will be 

asked to withdraw their application. The applicant will then have an opportunity to 

resubmit their application documents once the previously identified deficiencies have 

been addressed. At this time, OSHA officials will schedule an onsite evaluation to assure 

each VPP requirement has been achieved. 

Participant Benefits 

The VPP partnership between management, labor, and OSHA provides an 

environment that produces benefits for each participant. VPP participation establishes a 



cooperative relationship at workplaces that have implemented a comprehensive safety 

and health management system. As a result of this relationship, VPP participating 

worksites are removed from OSHA's programmed inspection lists (unless the participant 

chooses not to be removed) and will not receive a citation for violations the employer can 

promptly abate (OSHA, 1997). 

OSHA has recognized a balanced approach is the best way to accomplish the 

goals of the Occupational Safety and Health Act (Hoffmann, 1999). VPP's emphasis on 

trust and cooperation between management, labor, and OSHA compliments the agency's 

enforcement activity but does not take its place. VPP staff and participating sites work 

together to resolve any safety and health problems that may arise (Atkinson, 1999). This 

partnership allows OSHA to focus its inspection resources on businesses in greater need 

of agency oversight and intervention. However, OSHA continues to investigate valid 

employee safety and health complaints, fatalities, catastrophes, and other significant 

events at VPP participant sites. 

The National Safety Council reported "3.9 million disabling injuries in 2001" 

(2002, p. I). According to OSHA, VPP participation improves safety performance, 

which can improve employee morale and reduce workers' compensation costs. In 

addition, VPP participation can result in identification and evaluation of performance 

gaps in an organization's safety program. Statistical evidence for the VPP is impressive. 

The average VPP worksite has a DART case rate of 52% below the industry average 

when compared to others in the same NAICS (OSHA, 2005b). 

OSHA also benefits from the established relationship; they gain industry 

participation from organizations and their employees who are dedicated to the 



establishment and implementation of outstanding safety and health management systems. 

The Voluntary Protection Program Participants Association (VPPPA) is also another 

benefit for OSHA. VPPPA members provide OSHA with valuable information related to 

safety and health concerns influencing workplace practices (OSHA, 2005b). The 

association also provides OSHA with additional resources not obtainable without a 

cooperative association of members that bring expertise from an extensive network of 

industries. 

Success Stories 

Cathy Oliver, Chief of OSHA's Division of Voluntary Programs stated 

what makes VPP such a success story is it represents the positive, proactive side 

of workplace protection. VPP is not about enforcement. It's about OSHA 

working side by side with private companies willing to make the commitment and 

do what it takes to make their workplaces among the safest in the world - not 

because they have to, but because they want to (Washington State, n. d., p. 4). 

In 1995, when the Motorola Company facility in Schaumburg, Illinois was 

recognized as a VPP site, the total injury rate for their SIC was 272 total injury incidents 

(Washington State, n. d., p. 4). In comparison, the Motorola VPP site experienced 53 

total injury incidents in comparison to the SIC average of 272, an 80% reduction 

compared to the industry average. 



Chapter 111: Methodology 

Introduction 

This chapter describes the methods used to complete this field study. 

Unstructured interviews and a review of literature were the primary means used. 

Unstructured interviews were chosen as a means for the interviewee to speak freely about 

their experiences and perspectives of the VPP process. The literature review provided the 

resources to compare and contrast interviewee responses to published materials related to 

the VPP concept. The purpose of this study was to provide a framework to guide the 

implementation of the VPP process, examine opportunities and procedures involved with 

achieving VPP status. This study identified components of the VPP that can be used to 

improve an organization's safety and health program. The goals of this study were to 

examine opportunities and procedures involved with achieving VPP status. Goals of this 

research included providing readers with a better understanding of the VPP. More 

specifically, the goals of this study were to: 

Evaluate the need to consider the VPP process 

Identify obstacles associated with the VPP process 

Determine effective implementation strategies of VPP objectives 

Evaluate the current process for continuous evaluation and sustainability 

of the VPP process 

Subject Selection and Description 

The researcher has professional contacts within XYZ Corporation and ABC 

Incorporated. The selected individuals were chosen based on their knowledge of the VPP 

process. Individual A being interviewed from XYZ Corporation is a Safety Manager at 



an XYZ facility recognized as a VPP Star worksite. Individual B is an employee from 

ABC Incorporated and has extensive knowledge of the VPP. ABC Incorporated is an 

excavation company that performs work throughout the United States, but is not 

recognized as a VPP participating worksite. Recently, corporate officials at ABC 

Incorporated have shown interest in becoming a participant in a program similar to that of 

the VPP designed for construction contractors. 

Instrumentation 

The literature review referenced printed and electronic sources related to the 

development of the VPP and associated safety management best practices as related to 

VPP requirements. The literature review provided the researcher with needed 

information on management processes and techniques utilized during VPP attainment 

stages. Survey questions were developed based on knowledge obtained from the review 

of literature and relevant questions related to the literature. Questions were also 

formulated based on techniques associated with development and implementation of the 

VPP initiative. A total of 13 questions were formulated for this study: 

1. What was or would be the time frame for VPP implementation? 

2. Would you expect or did the implementation of VPP affect safety and health in 

the workplace? 

3. What makes the VPP different from other safety management concepts? 

4. Why would an organization choose VPP over some other management concept? 

5. How is OSHA perceived by your organization? 

6. What are or would be the most influential factors in your organization's ability to 

maintain VPP status? 



7. What influences your organization's distribution of resources for safety related 

improvements? 

8. Are you personally satisfied with the safety and health performance of your 

organization? What influences your satisfaction? 

9. What were or would be some challenges during the VPP implementation process? 

10. Is the use of outside consultants necessary for achieving VPP status? If so, how 

would it be helpful? 

11. How would or did employee involvement influence the VPP implementation 

process? 

12. How does the safety department interrelate activities with other functional units 

within the facility, including production, quality, environmental? 

13. Any other questions concerning the VPP process? 

The survey consisted of safety professionals from XYZ Corporation and ABC 

Incorporated who were selected for personal on-site and telephone interviews. The 

survey utilized was developed specifically for this study. 

Data Collection Procedures 

Safety professionals from XYZ Corporation and ABC Incorporated were 

contacted to discuss the content of this study and the possibility of participating in the 

study. Consent forms were provided to the contacted individuals. If the individuals 

decided to participate in the study, they completed the consent form and returned it to the 

researcher prior to the commencement of the survey questions. 

Consenting participants were given the survey questions one week prior to the 

personal onsite interview or taped telephone interview. The researcher interviewed one 



individual via onsite personal interview and one participant by a taped telephone 

interview. Interviewees were not identified in the thesis or transcription of the interview. 

Companies were identified by XYZ Corporation and ABC Incorporated, respectively. 

Data Analysis 

The data obtained from interviews and review of literature was evaluated based 

on established goals of this field project. Interview data was analyzed based on trends, 

commonalities, comparison and contrast of information collected from interviewees in 

relation to a review of published literature. The goals of this study were also utilized as a 

guide in analyzing interviewee responses from questions in the interview guide. The 

following questions were developed and analyzed based on established goals of this field 

project: 

Goal 1: Evaluating the need to consider the VPP process 

Interviewee question 2: Would you expect or did the implementation of VPP 

affect safety and health in the workplace? 

Interviewee question 3: What makes the VPP different from other safety 

management concepts? 

Interviewee question 4: Why would an organization choose VPP over some other 

management concept? 

Interviewee question 8: Are you personally satisfied with the safety and health 

performance of your organization? What influences your satisfaction? 

Goal 2: Identification of obstacles associated with the VPP process 

Question 1: What was or would be the time frame for VPP implementation? 

Question 5: How is OSHA perceived by your organization? 



Question 7: What influences your organizations distribution of resources for 

safety related improvements? 

Question 8: Are you personally satisfied with the safety and health performance 

of your organization? What influences your satisfaction? 

Question 9: What were or would be some challenges during the VPP 

implementation process? 

Question 11: How would or did employee involvement influence the VPP 

implementation process? 

Goal 3: Determination of effective implementation strategies of VPP objectives 

Question 1: What was or would be the time frame for VPP implementation? 

Question 9: What were or would be some challenges during the VPP 

implementation process? 

Question 10: Is the use of outside consultants necessary for achieving VPP status? 

If so, how would it be helpful? 

Goal 4: Create a process for continuous evaluation and improvement of the VPP process 

Question 6: What are or would be the most influential factors in your 

organization's ability to maintain VPP status? 

Question 7: What influences your organization's distribution of resources for 

safety related improvements? 

Limitations 

A limitation with the instrument is there is not an acceptable measure for 

obtaining the validity or reliability of the study. Human error resulting in 

misinterpretation of the question by the interviewee and answers obtained by the 



interviewer can lead to a margin of error. Also, selected safety professionals were only 

chosen from one manufacturing company and one construction-related contractor. 

Therefore, it is difficult to determine the validity for other organizations. 

Summary 

This study used both telephone and on-site personal interviews. The data 

obtained from interviews and review of literature was analyzed based on established 

goals of this field project. 



Chapter IV: Results 

Introduction 

The purpose of this study was to provide a framework to guide the 

implementation of the VPP process, examine opportunities and procedures involved with 

achieving VPP status. The goals of this research include providing readers with a better 

understanding of the VPP. More specifically, the goals of this study were to: 

Evaluate the need to consider the VPP process 

Identify obstacles associated with the VPP process 

Determine effective implementation strategies of VPP objectives 

Evaluate the process for continuous evaluation and sustainability of the 

VPP process 

The interview instrument contained the following: 

Four interview questions under goal #l; 

Six interview questions under goal #2; 

Three interview questions under goal #3; 

Two interview questions under goal #4. 

The literature review referenced printed and electronic sources regarding 

development of the VPP and associated safety management best practices as they relate 

to VPP requirements. The literature review provided the researcher with needed 

information on management processes and techniques utilized during VPP attainment 

stages. The survey consisted of safety professionals from XYZ Corporation and ABC 

Incorporated, selected for personal on-site and telephone interviews. The survey utilized 

in this study was developed specifically for this study. 



Results from Interview Instrument 

Table 1 

Goal #I :  Evaluate the need to consider the VPP process 

Questions from Interview XYZ Corporation: ABC Incorporated: 
Instrument: 

Would you expect or did 
the implementation of VPP 
affect safety and health in 
the workplace? 

What makes the VPP 
different from other safety 
management concepts? 

Why would an organization 
choose VPP over some 
other management concept? 

I believe the 
implementation of VPP 
principles had a positive 
impact on health and safety 
within our facility being it 
created a team atmosphere 
in multiple ways including 
management support and 
employee involvement. 

The difference between 
VPP and other safety 
management concepts in 
my opinion is the fact that 
the facility is actually 
audited or inspected by 
OSHA, which is recognized 
as an authority. 
An organization would 
choose VPP over other 
management concepts 
because it is a growing 
program throughout all 
corporations and is 
recognized throughout the 
United States. 

The VPP is a process that 
ties all of the efforts in 
safety and health together. 
It is this process that would 
be beneficial to my 
organization. My company 
is not proactive in the safety 
and health area. They meet 
the customer requirements 
and do not go the next step. 
As an example, the 
customer required that job 
hazard analysis (JHA) be 
completed for the project. 
My company developed the 
JHAs but did not integrate 
them in the job orientation 
that each person requires. 
VPP is recognized by 
OSHA. The VPP has been 
refined over time. It is not a 
fad. 

The company has not yet 
committed to the VPP. 



Table 1 continued 

Are you personally satisfied No, being I feel that the Yes, I am. I've noticed a 
with the safety and health organization wants good concern by local 
performance of your safety but at times do not management for the health 
organization, what provide what is all needed and welfare of their people. 
influences your to maintain good safety. I The underlying driver in the 
satisfaction? also believe that at times construction industry is 

production is viewed as a productivity. There are 
higher priority over safety. many ways to get a job 

done. With proper planning 
with all the players 
(operations and safety 
personnel), a betterlsafer 
way can be found to do the 



Table 2 

Goal #2: Identify obstacles associated with the VPP process 

Questions from XYZ Corporation ABC Incorporated 
Interview Instrument 
What was or would 
be the time frame for 
VPP 
implementation? 

What influences 
your organization's 
distribution of 
resources for safety 
related 
improvements? 

How is OSHA 
perceived by your 
organization? 

Depending on the employees 
and management's 
commitment to safety I would 
say 16 months. Of course the 
facility size and employee 
count need to be taken into 
consideration as well. 
I believe safety professionals 
throughout the organization are 
the largest influence of 
resources for safety related 
improvements because we all 
share our ideas, programs, 
incidents, corrective actions, 
etc. to help eliminate 
reoccurrence of each and every 
type of incident regardless of 
its nature. (Near miss, fires, 
inspections, etc.). 
OSHA is perceived as an 
authority in regards to health 
and safety. 

Not applicable The company 
has not yet committed to the 
VPP. 

The company is supportive in 
providing the resources 
necessary for safety and health 
programs. Justification is done 
based on requirements by 
customer/OSHA or 
productivity. First priority are 
those items dnven by statue 
(law/regulations). Other 
priorities are set by anticipated 
saving (pay back). 

OSHA sets minimum site 
requirements. My company has 
implemented practices to meet 
the customer and insurance 
company driven requirements. 
These requirements are stricter 
than OSHA's minimums. 



Table 2 continued 

Are you personally satisfied No, being I feel that the Yes, I am. I've noticed a 
with the safety and health organization wants good concern by local 
performance of your safety but at times do not management for the health 
organization? What provide what is all needed and welfare of their people. 
influences your to maintain good safety. I The underlying dnver in the 
satisfaction? also believe that at times construction industry is 

production is viewed as a productivity. There are 
higher priority over safety. many ways to get a job 

done. With proper planning 
with all the players 
(operations and safety 
personnel), a betterlsafer 
way can be found to do the 
job. 

What were or would be The biggest challenge in my The company has not yet 
some challenges during the opinion is getting all committed to the VPP. 
VPP implementation employees on board to want 
process? a safe work environment 

and helping to achieve a 
safe work environment. 

How would or did The employees who You have to have employee 
employee involvement volunteered to implement buy in. To achieve this 
influence the VPP the VPP process in our "buy in" you must have 
implementation process? facility truly believe we are active employee 

worlung towards a safer participation from the 
work environment however 
at times they encountered 
mixed emotions when other 
employees that weren't 
ready to participate in the 
process criticized their hard 
work. Over time more and 
more employees could see 
the good progress that was 
occurring and they too 
wanted to participate. I 
believe the safety 
committee and their ability 
to continue to move forward 
in a positive manner truly 
influenced the VPP 

conception stage through 
program implementation. 
Their opinions must be 
actively sought for 
modifyinglupdating 
programs to meet the ever- 
changing environment that 
exists in the work place. 

implementation process. 



Table 3 

Goal #3: Determine effective implementation strategies of VPP objectives 

Questions from Interview XYZ Corporation ABC Incorporated 
Instrument 
What was or would be the Depending on the The company has not yet 
time frame for VPP employees and committed to the VPP 
implementation? 

- .  

management's commitment 
to safety I would say 16 
months: Of course the 
facility size and number of 
employees need to be taken 
into consideration as well. 

What were or would be The biggest challenge in my The company has not yet 
some challenges during the opinion is getting all committed to the VPP. 
VPP implementation employees on board to want 
process? a safe work environment 

and helping to achieve a 
safe work environment. 

Is the use of outside I believe an initial gap Intuitively, a company 
consultants necessary for analysis by an outside should be able to achieve 
achieving VPP status, if so, consultant can be helpful. VPP status without the aid 
how would it be helpful? In some cases your of consultants. 

employees view a safety 
consultant as proof that a 
safety culture is truly your 
goal when they see outside 
consultation being utilized 
to heighten the safety in 
their immediate work area. 



Table 4 

Goal #4: Create a process for continuous evaluation and improvement of the VPP 

process 

Questions from 
Interview 

Instrument 
What influences 
your 
organization's 
distribution of 
resources for 
safety related 
improvements? 

What are or would 
be the most 
influential factors 
in your 
organizations 
ability to maintain 
VPP status? 

XYZ Corporation 

I believe safety professionals 
throughout the organization are 
the largest influence of resource 
distribution. We share our ideas, 
programs, incidents, corrective 
actions, etc. to help reduce 
potential reoccurrence of each 
incident regardless of its nature. 
(Near miss, fires, inspections, 
etc.). A safety assessment is 
performed annually, a team of 6 
safety professionals from other 
mills within the corporation 
visits the site to identify 
strengths and weaknesses within 
the facility and then recommend 
improvement actions that will 
occur throughout the year. 

Management support and 
commitment would be the 
biggest influence on our facility 
to maintain VPP status. The 
safety department openly solicits 
ideas and suggestions from all 
departments to encourage 
employees to own their safety. 
All process changes are 
reviewed by safety before being 
put into place. Throughout the 
facility every department shares 
their ideas, suggestions, and 
present their questions before 
any item is truly eliminated. 

ABC Incorporated 

The company is supportive in 
providing the resources 
necessary for safety and health 
programs. Justification is done 
based on requirements by 
customer/OSHA or 
productivity. First priorities are 
those items driven by statue 
(lawlregulations). Other 
priorities are set by anticipated 
saving (pay back). Many times, 
safety improvements are driven 
by customer and employee 
feedback. Our company 
performs work for many large 
organizations who consistently 
contract with the same 
contractors and expect 
consistent safety improvement. 
Management's enthusiasm to 
the program. When 
management buys into a 
program such as VPP an 
enthusiasm is developed. This 
enthusiasm can be contagious; it 
may also translate into 
increased production and 
improved quality. Membership 
to the Voluntary Protection 
Program Participants 
Association would be beneficial 
in sharing ideas with other 
safety professionals who are 
consistently identifying 
potential improvements in 



Many organizations establish safety management systems as a tool to utilize 

during continuous evaluation and improvement of the VPP process. The Plan-Do-Check- 

Act (PDCA) Cycle is an effective means in achieving desired goals (Fulwiler, 1993). 

The planning stage requires an organization to identify specific goals based on current 

needs of the safety program. Secondly, the do stage requires an organization to perform 

tasks identified during the planning stage. For the purpose of continuous evaluation and 

improvement of the VPP process, organizations will seek management and employee 

involvement to accomplish goals established during the planning stage. The third 

component is the check stage. During the check stage the organization will analyze 

results from activities performed throughout the do stage. Lastly, the act stage requires 

organizations to address critical areas defined in the plan. 

Each year, XYZ Corporation facilities undergo a Comprehensive Safety 

Assessment (CSA) that follows the PDCA Cycle for continuous evaluation and 

improvement of the VPP process. The CSA is performed by safety professionals from 

other XYZ facilities within the corporation. Results from each assessment are then used 

as a continuous improvement guideline and plan forward. CSA team leader's then follow 

up on a quarterly interval as to the sites progress in achieving the defined goals identified 

during the CSA. CSA teams analyze each site based on the following components 

Leadership and Commitment 

o Are leaders active and focused on leading indicators? 

o Have leaders convinced employees that safety is a core value? 

o Are employee safety concerns identified and addressed? 

o Do leaders support and empower employees to develop safety goals? 



Planning 

o Is there a defined health and safety vision for the facility? 

o Are health and safety activities executed based on a plan? 

o Does the business plan identify health and safety goals? 

o Do health and safety plans align with the business planning process? 

Accountability 

o Is safety responsibility delegated throughout the organization? 

o Are safe working practices driven by employee knowledge? 

o Have roles and responsibilities been communicated to all employees? 

o Do systems review and evaluate safety responsibilities? 

Safety Organization 

o Are employees voluntarily involved with safety? 

o Do employees actively recommend and develop safety procedures? 

o Do employees take ownership of their safety? 

o Is there networking and sharing of safety and health opportunities? 

Training 

o Is training documented and filed appropriately? 

o Are employee skills and knowledge demonstrated? 

o Is their an audit process to determine effectiveness of training? 

o Do employees provide feedback on training courses? 



Site Assessments and Audits 

o Are assessment results followed and tracked until closure? 

o Have internal audit checklists been developed? 

o Has training been provided for employees performing assessments? 

o Are employees involved in the assessment process? 

Discussion 

The primary objective of this study was to provide an overview of the 

expectations associated with the implementation, development, application, and 

recognition during the VPP process. The review of literature included VPP background, 

history, requirements, eligibility, application process, onsite review procedures, program 

approval or denial, participant benefits, and success stories. 

The literature revealed it is important for organizations to understand VPP 

procedures and expectations in becoming a VPP candidate. Reductions in injuries and 

illnesses are the anticipated result when the site commits to the: 

VPP approach to safety and health management 

Challenging VPP application process 

Extensive onsite review 

Dedication to continuous workplace safety improvement and reevaluation 

process 



The application process begins with the management of the worksite discussing 

their qualifications with the Regional VPP Manager. Following, is the completion of an 

application for evaluation based on established VPP objectives designed to promote 

effective worksite-based safety and health practices. The following is emphasized: 

Management Leadership and Employee Involvement 

Worksite Analysis 

Hazard Prevention and Control 

Safety and Health Training (J.J. Keller & Associates, Inc., 2005a) 

In addition, VPP participation can result in identification and evaluation of performance 

gaps that can be addressed in an organization's safety program. Statistical evidence for 

the VPP is impressive. The average VPP worksite has a DART case rate of 52% below 

the industry average when compared to others in the same NAICS (OSHA, 2005b). 

The study confirmed that approval into the VPP is OSHA's official recognition of 

employers' and employees' outstanding effort in achieving occupational safety and health 

procedures which focus on continued improvement and development of existing safety 

and health programs (OSHA, 1997). It is evident organizations must understand 

procedures and expectations in becoming a VPP candidate site are obtainable and view 

achieving VPP status as a rewarding experience. VPP participants are considered 

superior in providing employees with an environment that fosters employee involvement 

and management's leadership for continuous safety based improvement. Throughout the 

implementation phase of the VPP, each employee in the workplace needs to understand 

VPP principles before the worksite can achieve desired results during the application, 

onsite review, and reevaluation process. 



Summary 

This chapter addressed the results of the objectives established for this study. The 

data from this chapter, along with other sources, formed the basis for the 

recommendations given in chapter five. 



Chapter V: Summary, Conclusions, and Recommendations 

Summary 

Problem: In 2001, Company XYZ experienced significant losses due to workers' 

compensation claims and above average Total Case Incident Rates (TCIR) as compared 

to other companies in the specialty building products industry. Company XYZ 

recognized the value of establishing and implementing VPP concepts to improve 

workplace safety. 

Purpose: The purpose of this study was to provide a framework to guide the 

implementation of the VPP process, examine opportunities and procedures involved with 

achieving VPP status. 

Goals: The goals of this study are to examine opportunities and procedures 

involved in achieving VPP status and provide readers with a better understanding of the 

VPP. More specifically, the goals of this study were to: 

Evaluate the need to consider the VPP process 

Identify obstacles associated with the VPP process 

Determine effective implementation strategies of VPP objectives 

Evaluate the current process for continuous evaluation and sustainability 

of the VPP process 

Procedures: Unstructured interviews and a review of literature were the primary 

methods used. The literature review provided the resources to compare and contrast 

interviewee responses to published materials related to the VPP concept. The literature 

review referenced printed and electronic sources regarding development of the VPP and 

associated safety management best practices as they relate to VPP requirements. 



Unstructured interviews were chosen as a instrument for the interviewee to 

speak freely about their experiences and perspectives of the VPP process. The survey 

was given to safety professionals from XYZ Corporation and ABC Incorporated; they 

were selected for personal on-site and telephone interviews. The data obtained from 

interviews and review of literature was evaluated based on established goals of this field 

project. Interview data was also analyzed based on trends, commonalities, comparison 

and contrast of information collected from interviewees in relation to a review of 

published literature. 

Findings: Goal #I: The first goal of this study was to evaluate the need to 

consider the VPP process. The study found that: 

Establishment of VPP principles have a positive impact on organizations 

VPP process establishes a foundation to integrate an organizations safety 

culture 

Approval into the VPP is recognized by a government authority 

VPP is often chosen over other safety management concepts as a result of its 

growth in recent years 

Goal #2: Identify obstacles associated with the VPP process. The study found 

that: 

The challenging VPP process is time consuming, if adequate resources and 

safety culture is evident the process requires approximately 16 months 

Organizations are supportive of providing needed resources if management is 

committed to achieving VPP status 



a VPP candidates are encouraged to communicate with other organizations who 

have achieved VPP status 

OSHA is perceived as an authority figure in health and safety which assisted 

in capturing employee participation 

a Organizations are not always prepared to dedicate the needed resources to 

achieve VPP status 

a Employee involvement is often difficult during the implementation stages of 

the VPP concept 

Goal #3: Determine effective implementation strategies of VPP objectives. The 

study found that: 

The performance of an initial gap analysis by someone outside of the 

organization is often helpful to identify areas of improvement 

The use of outside consultation sparks employee involvement because 

employees recognize that the organization is utilizing resources to achieve 

desired results 

Management commitment and employee involvement is critical to succeed in 

the VPP 

Goal #4: Create a process for continuous evaluation and sustainability of the VPP 

process. The study found that: 

Utilization of the Plan-Do-Check-Act Cycle is a critical component of the 

VPP process 

Management must provide adequate resources for success in the VPP 

Communication with other safety professionals is very important 



a Membership in the Voluntary Protection Program Participants Association is 

beneficial to OSHA and employers 

a Organizations must continually search for options to retain safety enthusiasm 

Conclusions 

Goal #1: The first goal of this study was to evaluate the need to consider the VPP 

process. The study concludes that: 

In the VPP, management, labor, and OSHA establish cooperative relationships 

at workplaces that have implemented a comprehensive safety and health 

management system 

Approval into VPP is OSHA's official recognition of employers' and 

employees' outstanding effort in achieving occupational safety and health 

procedures which focus on continued improvement and development of 

existing safety and health programs 

OSHA and the employer benefit from the established relationship 

The partnership allows the agency to remove participating sites from 

programmed inspection lists, allowing OSHA to focus its inspection resources 

on businesses in greater need of agency oversight and intervention 

Goal #2: Identify obstacles associated with the VPP process. The study concludes 

that: 

VPP's emphasis on trust and cooperation between management, labor, and 

OSHA compliments the agency's enforcement activity but does not take its 

place 



Worksites must have an effective safety and health management system 

focusing on management leadership and employee involvement, worksite 

analysis, hazard prevention and control, and safety and health training (J.J. 

Keller & Associates, Inc., 2005a). 

Compliance with the OSH Act and all applicable OSHA requirements is only 

the starting point for VPP sites (Feitshans, 2005) 

Significant resources must be allocated to successfully implement VPP 

concepts 

Management commitment and employee involvement is critical to the 

organizations success in the VPP 

Goal #3: Determine effective implementation strategies of VPP objectives. The 

study concludes that: 

Results of the gap analysis allows the organization to plan their strategy in 

achieving VPP status 

Outside consultation provides subject matter expertise and employees 

recognize management is willing to provide the needed resources for 

successful VPP implementation 

Management commitment and employee involvement establishes the 

foundation for VPP concepts 

Goal #4: Create a process for continuous evaluation and sustainability of the VPP 

process. The study concludes that: 

Organizations must be familiar with the Plan-Do-Check-Act Cycle in order to 

systematically achieve and retain VPP status 



Effective communication, both internally and externally is critical to an 

organizations success in the VPP 

VPP participants have the opportunity to further develop their safety programs 

through other VPP worksites 

Management and employee enthusiasm is critically important in retaining 

VPP status 

Recommendations 

VPP participating facilities are concentrated in several industries. To diversify 

VPP participation, OSHA should attempt to market the benefits of becoming a VPP 

worksite to industries that do not have strong involvement. 

1.  OSHA and VPP participating worksites may consider involving local 

businesses to visit recently approved VPP worksites to demonstrate 

qualification expectations for the VPP 

2. Worksites accepted into the VPP Star Program should work with OSHA in 

further development of VPP expectations in an effort to continually 

improve the VPP 

3. Further development of procedures to create a process for continuous 

evaluation and sustainability of the VPP process 

4. Initiate an enhanced process for safety based improvement that captures 

ideas from all employees 

5.  Distribute safety based recommendations to other facilities within XYZ 

Corporation that can benefit from suggestions received from the CSA 

team 



6. Results of the CSA should be shared with all employees at the facility and 

recommendations for alternative corrective actions should be discussed to 

most effectively address concerns identified by the CSA team 

7. Identification of motivation enhancement techniques for employees to 

work safely and continued employee involvement leading to better quality 

and productivity 

8. Long-term validation that VPP participant worksites have lower workers' 

compensation costs and determination of how savings have influenced 

their return-on-investment 

9. Quantify how improved employee morale, public image and partnerships 

with government agencies influence a customer's decision to purchase that 

organization's product rather than a competitor's 
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