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Complying With OSHA

By William J. Rothwell

If your firm isn't a manufacturer, you've probably never had to worry about
OSHA regulations. But the rules have changed. Many employees who work with

such common equipment as cleaning supplies and copying machines are now
protected by OSHA. Which of your employees are affected? What kind of training

and information should you provide? Learn how to make your company safe

Poof! Just like that, you may find your-
sdf in the safety-training business if
» you work asatrainer in anonman-
ufacturing firm (not in the construc-
tion industry);

» your firm has not previously been
regulated on chemical safety;

e your company is located in a state
that has not enacted a federally ap-
proved program regulating haz-
ardous substances.

While safety training has been acon-
cern in manufacturing firmsfor at least
20 years, itisnow afact of life for many
trainersin nonmanufacturing firms. If
you train in anonmanufacturing firm
with more than 10 employees and if
you are not employed by the public
sector, you now must conduct safety
training on hazardous substances for
employees who come in contact with
them.

According to the Occupational Safe-
ty and Health Administration's (OSHA)
Fact Sheet No. 87-25, OSHA "has ex-
panded protection under its Hazard
Communication Standard to include
all workers exposed to hazardous sub-
stancesin al industrial sectors, not just
those in the manufacturing sector cov-
ered under the current law." The new
standard had been scheduled to take
effecton May 23, 1988. Nonmanufac-
turing firms gained a temporary re-
prieve when the Associated Builders
and Contractors petitioned the Court
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and legal.

of Appealsfor the District of Columbia
for a stay of the expanded regulation.
That stay, however, has since been re-
moved, and OSHA began to enforce
the new regulation in September 1988.

What does that mean to you, a
trainer in anonmanufacturing setting,
who has had little or no reason to learn
about safety training on hazardous sub-
stances? To put it bluntly, it means that
you now should find out what you

Safety training is now afact
of lifefor many trainersin
nonmanufacturing firms

need to know—unless you've been
able to convince some other unit of
your company to meet the training
challenges of the new OSHA standard.

What is the standard?

The Federal Register of August 24,
1987, contains the text of the new stan-
dard, titled "Hazard Communication."
The standard "requires nonmanufac-
turing employers to establish hazard-
communication programs to transmit
information on the hazards of chemi-
cals to their employees by means of
labels on containers, material safety
data sheets, and training programs.
This action will reduce the incidence
of chemical-related occupational ill-
nesses and injuriesin nonmanufactur-
ing workplaces."

Although the new regulations rival
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the Internal Revenue Code in complex-
ity, they essentially require nonmanu-
facturing firms to do the following:

» Establish a written hazard-commu-
nication policy and distribute it to all
employees.

» Remove old state posters on hazard-
ous substances and post new ones
printed by OSHA at al commonly used
employee entrances and exits.

» Establish aroutine way of obtaining
material safety data sheets (MDS) from
manufacturers of any chemicals pur-
chased by the company. If you have
never heard of an MDS, then you
should find out from your facilities-
management or purchasing depart-
ment whether the company already re-
ceives them from suppliers. If the com-
pany does not, it isagood idea to ask
the purchasing department to request
them.

» Create notebooks containing MDSs,
place them in each work area (or at
least in several prominent locations),
tell the employees where they can find
them, and establish ameans by which
employees may look at the sheets
whenever they wish.

 Ensure that every substance
designated by suppliers as hazardous
has alabel defining the hazard and how
it affects the body. Again, the purchas-
ing department can request such labels
from suppliers.

» Provide training to new employees
beforethey begin towork in areasthat
contain hazardous substances.

» Make sure al employees who work
in areas in which there are hazardous
substances have received training.

* Prepare amanual for safety training



that can be used by trainersand shown
to OSHA inspectors.

Information

Even if most of the employees in
your firm are officeworkerswho come
in contact with nothing more hazard-
ous than paper and water, you must
realize that some parts of your com-
pany may need special attention to
comply with the standard. Also, some
individual workers may require haz-
ardous-substance training if the com-
pany has some departments—such as
a company cafeteria, printing opera-
tion, or maintenance crew—that deal
with chemicals classified as "hazardous
substances”; or if an employee spends
half or more of hisor her time on the
job dealing with machines, such as
photocopiers or data-processing de-
vices, that use hazardous substances.

Where can you get information on
the Hazard Communication Standard
asit appliesto nonmanufacturers? Here
are afew stepsto take right away if you
suspect that your organization is not
offering safety training that complies
with the new OSHA standard.
e Cdl your state department of |abor
and alocal officeof OSHA to find out
whether your organization is affected
by the new standard. Also, ask for a
copy of the Federal Register men-
tioned above—it will give you agood
idea of whether or not you need to
comply.
e Cadll your state or city chamber of
commerce to get some quick advice
about where to start finding out about
the requirements.
e Cal the Membership Information
Exchange of ASTD and request alist of
trainers in nonmanufacturing firms
who know about safety training. Call
them—they will talk to you for up to
15 minutes without a fee—and ask
them what their companies are doing
to comply with the new regulation.
* Ask people in your own company
what currently is being done, even if
only informally, to track hazardous
substances and train workers on the
subject.

Communication requirements

The purpose of the standard is to
alert employees to hazards they facein
the workplace. The employer should
at least
» informemployees about the exist-
ence of the Hazard Communication
Standard—some employers pass out

copies of the Federal Register and ask
employees to sign awaiver indicating
that they received it;

» inform employees about the com-
pany's hazard-communication pro-
gram and policy—some employers
pass out copies of their firm'swritten
policy;

» explain the company's safety pro-
cedures for handling hazardous sub-
stances in the employee's department
or work area;

 tell employees where to get infor-
mation on company procedures for
the evaluation of hazardous sub-
stances; lists of hazardous substances;
methods the company usesto commu-
nicate with employees about those
substances; and the location of MDSs.

Training requirements

Historically, lack of training has been
one of the most frequent reasons that

If the company has a
cafeteria, printing operation,
or maintenance crew, it may

deal with chemicals

classified as "hazardous
substances"

companies are fined for non-compli-
ance with OSHA regulations.

The compl ete text governing OSHA
training requirements can be foundin
the Federal Register at 48 FR 53310-12
and 48 FR 53337-38. Chemical Hazard
Communication (U.S. Department of
Labor, OSHA 3084 Revised, 1988) de-
scribes them in lessimposing language.
The latter publication also containsin-
formation about government and gov-
ernment-funded organizations that
provide training and other services for
employers with fewer than 300
employees.

Several publishing and training-film
firms also sell or rent excellent off-the-
shelf packages. Some are appropriate
for briefing managers on training re-
quirements. Others are more appropri-
ate for training employees.

If your company has never trained
employees on working with hazardous
substances, then you need to plan
three kinds of training:
 catch-up training for al experienced
employees who have not been trained
on the subject;

 regular, ongoing orientation on haz-
ardous substances for new workers
before they are assigned to their work
areas (required by the new standard);
 re-trainingwhen new substances are
introduced to the work setting, when
new information surfaces about the
hazards of asubstance currently in use,
or when the nature of employee con-
tact with the substance changes due to
job redesign or the introduction of
new technology.

According to Chemical Hazard
Communication, employers should
cover a least the following issues in
their training programs:

* How the Hazard Communication
program isimplemented in the work-
place, how to read and interpret infor-
mation on labels and the Material Safe-
ty Data Sheets, and how employees can
obtain and use hazard information.

* The hazards of the chemicalsin the
work area. (The hazards may be dis-
cussed by individual chemical or by
hazard categories such as flammability.)
» Measures employees can take to
protect themselves from hazards.

» Specific procedures put into effect
by the employer to protect employees.
That could include engineering con-
trols, work practices, and personal pro-
tective equipment.

» Methods and observations—such as
visual appearance and smell—workers
can use to detect a hazardous chemical
to which they may be exposed.

Some trainers use the MDSs as the
basisfor the training content. Trainers
should prepare a complete instruc-
tional package—containing a descrip-
tion of objectives, content, delivery
methods, evaluation methods, and so
forth—to show OSHA inspectors. In
addition, they should take care to
document everything carefully—
which employees attended training,
how well they learned the material,
and what subjects were covered.

Getting on board

The OSHA Hazard Communication
Standard imposes new requirements
for trainersin nonmanufacturing firms,
and they may not even know it. To
meet the new regulatory challenge,
trainers should find out what OSHA
has in store for them, what training
exactly will meet the new require-
ments, and what they have to do to
make their companies’ work areas
both safe and legal.
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Asxssfor Success

By Allison Rossett

Reynaldo, Marge, Brad, Carmelita, Martin, and Wilma have problems. They've
all been told to start new training programs, but management isn't clear about
what it wants, or doesn't understand theproblems that need to be solved. Know-
ing how toprepare a thorough needs assessment is crucial in each of ther
situations—and probably inyour job, too.

If your job involves training, as most
HRD jobs do, you confront two kinds
of mandates. In one kind of situation,
managers tell you what they want. In
the other kind, they don't know what
they want—just that they want some-
thing to support the professional devel-
opment of employees.

Here is how it sounds when the
broader and murkier mandate isgiven:

Reynaldo, we need to offer some
growth opportunities for our middle
managers. | read that some compa-
nies are providing as many as 30
hours ayear in development for man-
agers. Do some kind of needs assess-
ment, figure out what it ought to be,
and let'sget some suppliers who can
deliver.

| envision a catalog of courses and
self-instructional materials available
toall our employees, at all levels. You
know, something that will enable them
toenvision a career path and ways to
get trained for the nextposition on the
ladder. Marge, doyou thinkyou could
coordinate that effort? Start maybe
with some kind of survey. Then you
could check and see what we have here
and what we can use at the commu-
nity college.

Rossett isaprofessor of educational tech-
nology at the College of Education, San
Diego Sate University, San Diego, CA
92182-0311. She is vice-president for

research and development of the National
Society of Performance and Instruction,

and author of Training Needs Assessment.
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In such cases, the need isunknown
or unspoken. What isknown isthat the
organization wants to provide growth
and development opportunities—
maybe because management believes
that personal development for em-
ployees is a positive value for the
organization, or because it wants to
create a climate that supports and re-
tains employees, or because it wants to

"'l want to be certain that

this sandwich is done right

everywhere. It has to taste

exactly the same in Boise

and Boston. That's where
you come in"

attract new ones, or because the busi-
ness and tools of the organization are
changing and employees will have to
learn in order to compete.

More often, we operate under the
other kind of situation. HRD profes-
sionals receive a more circumscribed
and frantic request for assistance:

Brad, in six weeks, our new block-
buster sandwich will be available to
thepublic in 2,600 outlets across the
country. | want to be certain that this
sandwich isdone right everywhere. It
has to taste exactly the same in Boise
and Boston. That's where you come
in. Get some training ready so that

our people know how to make that
sandwich and make it good. Start
with a quickie needs assessment.

Carmelita, the marketing people are
hysterical because that new " magical
money-market account’ isn'tselling
the way they expected, despite all the
money they've invested in training.

Marketing thinks we can turn this
thing around with recommendations

about another program.

Martin, | envision something where
you send out several hundred surveys.
That's where you ought to start this
needs-assessment  thing. Employees
willfeel involved, as they should; after
al, it is their new performance-
appraisal policies and forms that
we've constructed.

Wilma, see that huge box over there?
[t's full of illustrated manuals that
pretty much describe how the new
computer system will work. Well, ac-
tually, that documentation isfor a
hospital which isa third our size, but
the supplier swears that we'll be able
to useit here. Weneed a course and we
need itfast. Canyou rush thisfor us—
maybe sort of bypass the needs-assess-
ment thing and get right down to
writing?

In those four cases, the general do-
main of the mandate is articulated.
Given the request to support a new
performance-appraisal system, Martin
can't respond with quality circles or a



training program for hazardous-waste
management.

The distinction between the two
kinds of mandates isimportant. While
needs assessments are done in both
circumstances, the natures of the as-
sessments are different. The front-end
activity includes different kinds of
guestions.

M acro-assessments

Reynal do—whose assignment deals
with providing growth opportunities
for middle managers—and Marge—
who has been asked to coordinate
career-development information for
employees—are confronting macro-
assessment situations.

A macro needs-assessment seeks
answers to such questions as
* What do employees need?

e What do they want?

» Where are they having problems?
» Where can we get the most impact
for our development dollars?

» What are management priorities for
employee growth and development?
* What are employee priorities? Why?
e Of al the possible arenas toward
which we might direct resources,

Training videos
available from
American Media on.

communication
e customer sendee
» employee assistance
e motivation
e supervision
» and many more;
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which ones hold the most promise for
the organization and for individuals?

Micro-assessments

Wilma (with the manuals for her
hospital's new computer system),
Martin (who was asked to survey em-
ployees on new appraisal policies),
Brad (with the new sandwich), and
Carmelita (whose bank's money-
market accounts aren't selling as well
as expected) arein situationswhere the
realm of possible topics has been nar-
rowed for them. They will conduct
mi cro-assessments.

A micro needs-assessment seeks
answers to different questions:
* What do employees need to know
in order to make the sandwich or to
operate the computer system?
« Of dl the skillsand knowledge that
one might acquire regarding com-
puters or the new appraisal system,
which are essential to doing the job?
* Why isthe "magical money-market
account” not selling? Will training
help?
 What other interventions might
solve the problem or support the intro-
duction of the new system?

Visit us at ASTD Booth #816

* How do employees feel about the
situation?

» They've aready been trained on the
topic. Why can't we see it in the field?

Needs-assessment basics

The phrase, "needs assessment," is
everywhere, and everywhere it means
something different. That makesit dif-
ficult to learn about, challenging to do
well, and nearly impossible to explain
to a skeptical or hurried colleague.

Fortunately experts agree on a few
points:

1. A needs assessment comes at the
beginning of any systematic approach
to training and development, before
anybody istaught anything in any set-
ting or through any technology.

Instructional systems development,
a training-development approach es
poused by the military and used by
most large corporate training en-
terprises, starts with analysis or as
sessment. During analysis, questions
associated with micro- and macro-
assessments are asked and answered.
The answers serve as a basis for deci-
sions about the nature of the inter-
vention and related strategies. Better
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programs are derived from better
assessments.

2. Needs assessments are done to
gain understanding about the gap be-
tween what is happening and what
ought to be happening. It is essen-
tial for trainers to focuseffortson "gap
analysis," as Roger Kaufman urges. That
means that needs assessment is the
systematic search for details about the
discrepancy between "optimals"
and actuals.”

For example, Carmelita will be vis-
iting bank branches to find out what it
takes to sell a money-market account
and what the bank's salespeople are
actually doing. Reynaldo and Marge
will seek perceptions about discrep-
ancies between optimal career-
development opportunities and what
isreally happening at their companies.
With that information, they can put
into place programs that will narrow
the discrepancies.

3. Most challenges confronted by
trainers are about the introduction of
anew system, idea, or technology, not
performance problems. No gap analy-
sisisneeded in such cases, at |east not
in the way we mean when we talk

about performance problems. Con-
sider Brad's sandwich, and Martin's
new appraisal process.

Reynaldo and Marge will also try to
find new ideas, technologies, and ap-
proaches that might be important
topics for training and development.
Wilma's challenge, as her hospital

Needs assessments are done
to gain understanding about
the gap between what is
happening and what ought
to be happening

moves towards automation, is typical
of the kind of mandates that present
expanding opportunities for HRD
professionals.

4. In a macro-assessment, the
search is for information in three
areas—proficiency, criticality, and fre-
qguency. Reynaldo and Marge must
derive an interview schedul e or survey
that asks how well employees can do

it, how important doing it is for their
job, and how frequendy they are called
upon to do it. In macro-assessment,
the first challenge isto generate the list
of possible its. Then, apply questions
of skill, importance, and frequency to
narrow the possible development op-
tions from many to a few.

5. Many companies and agencies fail
to provide enough time and resources
for needs-assessment activities. When
people want HRD professionalsto help
solve problems or introduce innova-
tions, they want it done yesterday. If
needs assessment stands between the
problem and immediate delivery of a
new course, then needs assessment is
often shortchanged.

When that happens, stop calling the
activity "needs assessment." Instead,
focuson the kinds of information that
will be gathered and the many sources
that will provide that information.

6. Fivetools can be used to gather
needs-assessment information: inter-
views, surveys, observations, focus
groups, and document examination.
Those techniques can be compared by
examining each on the basis of ease of
data analysis, anonymity, opportunity
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to follow up on responses, and cost.

Interviews are the most frequently
used needs-assessment tool. But don't
forget the power of examination, ob-
servation, and group interactions as
front-end tools. Too often they are ig-
nored in favor of interviews and sur-
veys. Under controversial circum-
stances, large-scale anonymous surveys
are warranted. But if you are seeking
information under normal macro- or
micro-assessment conditions, inter-
views and focusgroups can be fruitful.

7. Needs assessments ofteninvolve
asking in a systematic way about peo-
ple's feelings. Focus on the way they
feel about the situation, their con-
fidence about it, and what is causing
the performance problem.

Robert Mager and Peter Pipe would
ask, "Can trainees do it if you put agun
to their heads?" Training resources
shouldn't be used on problems that
"guns" (better supervision, powerful
incentive plans, or whatever) could
solve.

Needs-assessment stages and
purposes

Needs assessment isn't just one ac-
tion, such assending out asurvey. Itis
several stages of assessment, often
using dl of the information-gathering
tools listed above. Each step should
bring you closer to knowing what is
going on and why.

Each stage of information-gathering
permits the trainer to ask better, more
targeted questions in later stages. The
stages of needs assessment are used to
zero in on the performance discrep-
ancy, the context for innovation, or the
priorities of respondents.

Here isan example of afive-stage ef-
fort to get to what Mager cals "the
heart of the matter." Other assessments
may involve fewer or more stages.
Needs assessments may have any num-

Some good, old-fashioned
performance problems are
still caused by messed-up
incentives, motivation, skills,
knowledge, and work
environments

ber of stagesfor which the corporation
or agency iswilling to pay; each stage
costs more because it consumes addi-
tional resources.

A Case Study in Five Stages

Wilma, an HRD specialist for alarge
hospital, has been charged with getting
office workers up to speed on word
processing. She decides to proceed in
the following manner:

Step-by-Step Needs-Assessment Planning

1. Isthisamacro- or micro-needs-
assessment challenge? Is the do-
main specified (micro) or must |
find and select areas and priorities
(macro)?

2. In amacro situation, focus on
inquiries about topics that might
contribute to goals of the organiza-
tion. That will involve listening to
leaders and employees, as well as
reading documents that reflect stra-
tegic plans. Then press for judg-
ments on proficiency, criticality, and
frequency.

3. In amicro situation, determine
whether you are dealingwith aper-
formanceproblem or the introduc-
tion of anew policy or technology.

4. If you have aperformanceprob-
lem, determine stages, sources, and
techniques that will provide infor-

mation on al four purposes—opti-
mals, actuals, feelings, and causes—
with an emphasis on causes of the
problem. That should enableyou to
identify a lean and appropriate
solution.

5. If you are charged with helping
to introduce an innovation, you
should determine sources, stages,
and techniques that will providein-
formation on optimal skills and
knowledge, and on employees' feel-
ings about the change.

6. Report resultsthroughout. Don't
wait until you have all purpose-
based information and have com-
pleted all stages of assessment. Inin-
formal and formal ways, keep man-
agement apprised of what you are
learning asyou proceed through the
stages of assessment.

e 1. Conduct telephone interviews
with randomly selected office workers
who will have to use the new system.
» 2. Interview management regarding
selection of the system, its strengths
and weaknesses, and anticipated re-
sponse from employees.

» 3. Examine documentation and the
word-processing system.

» 4. Meet with four office supervisors,
each of whom had apart in choosing
the system. They have been trained in
its operation.

» 5. Gather agroup of officeworkers
to discuss reactions to the new system
and to start training on it.

Why five stages? In this case, Wilma
felt she needed that much contact with
sources and that much information in
order to prepare for introducing the
new system. In addition, the hospital
waswilling to spend time on the needs
assessment because the system was
costly and its uses were crucial.

What about Carmelita's challenge?
How might she begin to address her
bank's M ure to sdll the "magical money-
market account?' What stages would
she use? What techniques?

Four Purposes

In addition to stages of inquiry,
needs assessments are conducted to
glean sources' opinions on four pur-
poses or kinds of information:
* Finding optimal performance. All
of the professionals described above
need to seek certain details. What goes
into the performance of a star block-
buster-sandwich maker? What makes a
magical money-market-account sales-
person? As Wilma discovered, it is
especially challenging and not at all
unusual to be confronted with ahefty
box of paper rather than a helpful
human being.
* Finding actual performance. How
are the money-market-account
salespeople goofing up now? How
have employees been doing on the old
performance appraisals? Old sales
records, account registrations, and
appraisals are excellent sources of in-
formation on current performance.
» Finding feelingsabout the subject,
skills, new system, or new technol-
ogy. Will Wilmawalk into the hospital
training center and be greeted with
hostility? What will Martin find out
about how people feel about the old
appraisal system? Are they confident of
their ability to master acomputerized,
behavior-anchored rating scale?

When seeking information about
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f§ feelings, you are looking for people's
J perceptions of the domain, their con-

I
9

fidencesurrounding it, and whether it
isapriority for them.

5 « Finding the cause or causes of the

L. W =

problem. Some good, old-fashioned
performance problems are still caused
by messed-up incentives, motivation,
skills, knowledge, and work environ-
ments, as recent work by Zemke and
Kramlinger reminds us. Which isit for
Carmelita in the magical-money-
market-account example? Needs as
sessment can tell her what is causing
the gap between optimal and actual re-
sults. Past analyses must have led some-
one in Martin's setting to believe that
anew appraisal system would diminish
alingering performance problem.

When you find the cause of the dis-
crepancy between optimal and actual
performance, you're better able to
identify aprudent solution. An analysis
that identifies causes helps prevent
trainers from squandering training re-
sources in situations where expensive
training interventions won't help.

The search for information varies,
depending on whether you started
with aperformance problem or anew
task, system, or technology. You may
need to learn what optimal perfor-
mance would be like, what current
performance is like, how employees
feel about the situation, or what may
have caused the problem.

Wilmaand Brad are caught up in the
introduction of new technologies and
products—a computer system and a
new sandwich. They will focus their
attention on determining optimals and
feelings.

Carmelita, on the other hand, iscon-
fronting a classic performance prob-
lem. Even though employees have
been trained to sell the new account,
they aren't doing it. Shewill seek infor-
mation regarding all purposes—
optimals, actuals, feelings, and
causes—with an emphasis on the
cause of the problem. That should en-
able her to recommend the "right"
solution.

Solid support

If you were to gather 100 HRD pro-
fessionals and give them one of the
challenges confronting Martin, Wilma,
and Reynaldo, they would suggest 100
different ways of launching the effort.

That's not creativity or democracy.
It's the absence of effective prescrip-
tions for what constitutes agood and
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useful forerunner to an HRD project.
Often, the decision an HRD special-
ist wants to make is not the one that
managers envisioned when they initi-
ated the effort. Maybe a classroom
course won't solve the problem.
Maybe job incumbents don't need
training; maybe their supervisors do.
Maybe the job tools are wrong. Maybe
the job classifications are wrong.
Maybe something entirely different.

To behave as responsibl e profession-
alsand to enhance good decision mak-
ing, we need to have solid support for
the popular and unpopular recom-
mendations we make. That foundation
comes through needs assessments, and
through systematic contacts with peo-
ple and data.

Our colleagues—Marge, Wilma,
Martin, Carmelita, Brad, and Reynaldo—
dare not do any less.
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