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Janssen: a pervasive safety atmosphere
The safety performance of the Cork-based chemical company Janssen Pharmaceutical is truly impressive. The company has a long track record in winning safety awards but the most impressive achievement of all is that over the last number of years the company have not lost one full work day as a result of a safety incident. 

During the last five years Janssen have won the NISO Supreme Safety award on two occasions, three NISO Gold awards, the NISO All Ireland quiz four times and a number of RoSPA awards. All of this raises the inevitable question of how this remarkable success has been achieved.

The first impression that the visitor to the plant gets is that there is a pervasive safety atmosphere. Yet there is more to it than that. It takes years of hard work and dedication to build the safety atmosphere that pervades Janssen's Little Island plant. And it takes just as much effort to maintain it. 


A pervasive safety atmosphere
The words, pervasive safety atmosphere, have been chosen carefully, because they record accurately the impression created when visiting the plant. When talking to workers about safety, the tenor of the conversation that ensues demonstrates that interest in and knowledge about safety is widespread throughout the plant. 

It is that interest in and knowledge of safety that has ensured that Janssen are so successful year in and year out in the NISO Safety Quiz. The formal safety policy at the plant is to involve, as many individuals as possible within the safety structure. Underpinning that formal safety structure is an informal structure, which seems to involve everyone. 

Perhaps the process begins on day one, when a prospective employee turns up for interview. In the reception area, apart from notices enunciating company safety policy, and the display of an impressive array of safety silverware, there is an even more impressive bookstand. The bookstand is packed with health, safety and environmental publications that are both relevant and recent. 


Janssen in Cork
Outside the reception area, the Janssen plant is modern, well designed and compact and set in an attractive, well-maintained, 13-acre site. Janssen came to Cork in the early 1980s. When the plant commenced operations, 20 people were employed. That has now risen to about 180, with another 50 to 70 contractors' staff working permanently on site. 
The production manager, Fran Philpott, explains that the company produces active pharmaceutical ingredients at the plant. The plant operates a 24 hour day, two 12 hour shifts, on a three shift cycle system, five days a week. 

If the informal safety structure at the plant is pervasive, the formal structure and the active involvement of so many staff members in different safety functions benefits from and builds upon the interest of the many in safety. If the informal safety structure is the first pillar upon which the company has built its successful safety record, the other two pillars are the company's safety structure and its readiness to adopt a systematic approach to managing safety. 

Safety: policy and organisation
Janssen Pharmaceutical is part of the worldwide Johnson & Johnson (J&J) organisation. As a J&J company, safety operations at the plant are managed to comply with national regulations and J & J standards. As safety manager Richard Mullane puts it, the health and safety policy reflects the company's goals with regard to health and safety. Continuing, he describes the management's objective as the creation of an injury-free workplace. 

As Philpott talks about the company's formal structure, he says, the reason it works is that everybody is involved, The safety structure is, he states, part of the company culture, Continuing, he explains the formal safety structure. There are two safety committees, the Health, Safety & Environmental (HSE) Steering Committee and the HSE Committee.

The members of the HSE Steering Committee include the general manager, senior managers, the health and safety manager and the chairman of the HSE Committee. The committee meets quarterly. 

There are 16 members on the HSE Committee, which meets once a week. Each department is represented on the Committee, on which the safety manager and the safety representative also sit. The Committee is organised, says Philpott, so, as to bring as many people on board as possible,. By having meetings every week, while not everyone will be able to be at every meeting, people from different shifts are over time able to attend meetings regularly. 

After Committee meetings the minutes of the meeting are communicated to everyone in the company using the company's electronic mail system, which all employees and contract staff have been trained to use. Looking at the minutes of a meeting, the sort of issues that arise in any organisation appear on the agenda: incidents, hazard reports, review of site smoking policy. One item on the agenda in fact leads into the link between the HSE Committee and the HSE Steering Committee. 

Every year a joint meeting of the HSE Steering Committee and the HSE Committee is held at an off-site venue. The Janssen approach to this meeting is instructive. Firstly and most importantly the meeting is held early in the year. The meeting for 2000 was held on January 19th and this year's meeting schedule to be held in March. The approach to organising the meeting is very thorough and offers a template that could usefully be followed. The considerations guiding the organisation of the meeting are: 

· How are we going to do this? 

· What is the purpose of the meeting? 

· What questions need to be asked? 

The purpose of the 2000 meeting was defined as, to jointly discuss what we aim to achieve in the areas of health, safety and environment in 2000,. The objective set for the meeting was to, agree how can we improve on how we do it,. To guide the participants through the range of topics under discussion (see Table A), three questions were posed: 

· Are we doing enough in this/these areas? 

· Where can we improve? 

· How do we achieve the improvement? 

For a company whose measurable safety performance is impressive, the minutes of the meeting show that they are not slow to give searching answers to the three guiding questions. Where the answer to the question, are we doing enough, was a yes, the answer to the next question, where can we improve, was never a no.  It was always a detailed list of how a good performance can be improved. The answers meet the criteria of continuous improvement that is now becoming the base level for management systems. 

	Table A: Topics discussed at Janssen Pharmaceutical 

	Joint HSE Committee Meeting 2000

	Health
	
	
	
	
	
	
	

	Ergonomics
Health Surveillance
Occupational Hygiene
	
	
	
	
	
	
	

	Safety
	
	
	
	
	
	
	

	Root Causes
Slips/trips/falls
Task Analysis
	
	
	
	
	
	
	

	Environment
	
	
	
	
	
	
	

	Site Awareness
Performance
Waste Management
Traffic
	
	
	
	
	
	
	



Safety activities: employee involvement
Perhaps one of the reasons why the employees at the Janssen plant are so interested in safety is that - apart from those who are involved on the HSE Steering Committee and the HSE Committee - many are involved in specific safety tasks, as trainers, first-aiders, first-responders, fire-fighters and safety auditors. 

The high level of employee participation in safety activities is reflected in the fact that there are over 50 first-aiders on the company payroll, out of a staff of 180. The count last summer when the company were making their submission for the NISO Safety Awards was 53, all of whom were certified in CPR as well. Of the 53, nineteen were trained in advanced first-aid; of these 19, 12 were trained to the new first aid level of emergency first responder. Janssen became the first industrial facility in Ireland to have personnel trained to this level.

The first-aiders, who are backed up by the support of an on-call occupational physician, Dr Martin Hogan of the Employment Health Advisors practice, and an occupational health nurse – and have the facility of a fully equipped first-aid room.

The Janssen policy clearly links first-aid and fire. Currently policy is to train all fire-fighters, so that they are proficient in first-aid. Janssen has invested heavily in fire precautions. 

Walking around the plant - with production shift manager, Tom Nyhan, who plays a safety role as a member of the J&J Worldwide Process Safety Management Communications Network and sits on the HSE Committee – the visitor comes upon a well equipped fire station. The equipment includes a fire engine. Currently 46 of the company's employees have been trained as emergency response team members. 

Auditing is a key safety function at the plant and in the worldwide J&J organisation. Fourteen employees are trained as safety auditors. Their efforts ensure Janssen's continued compliance with OHSAS 18001 and the J&J process safety management programme.

The company has developed a relationship with its employees, so that those who express an interest in health and safety are encouraged to develop that interest. The results of this policy is that employees have been trained as manual handling instructors and forklift instructors.

Altogether, across all functions, over 100 employees - more than half the staff - are actively involved in safety. The company policy is to involve employees in a purposeful way in developing work activities and practices.

There is also the fun aspect to safety involvement. Bill Corcoran, who has been with the company for 11 years and was recently elected safety representative, enjoys participating in the NISO Quiz. Explaining Janssen's success, he says, a group of about five or six people became interested in the quiz. By, staying at it, they achieved the first breakthrough when they won the regional quiz in 1994. He puts Janssen's continuing success down to experience, 


Training and education
One way to involve employees in safety is through training. Janssen's comprehensive training programme ensures that every employee becomes aware of safety. The all-embracing reach of the training programme is illustrated by the company's in-house Manual Handling/Back Care Training Programme. Since the programme was developed, over 170 trainees have been put through the programme. 

Employees are involved in safety from the moment they join Janssen. When a new employee starts work, he/she takes part in four training programmes: General Induction Training, Departmental Induction Training, Specific Job Instruction and Environmental Induction Training. Before an employee starts a new job, the employee must, if the job has been identified as one requiring special training, be trained for the particular task. An employee who has been trained for a job but who has not performed it in the previous 12 months must be retrained before doing it again. 

Training and staff development officer Jim Murphy explains how training needs are identified. And the explanation serves yet again to illustrate how people in the company are involved in the safety effort. An annual safety training review is carried out by each departmental manager. The review includes an assessment (see Table B) of the status of safety training of each employee. Individual employees are asked for their observations on training needs

	Table B: Safety Training Needs Identification Review -factors considered

	Technological developments
Planned changes to company activities of operations 
New equipment
Personal development
Safety records
Re-deployment
Safety items related to task analysis
New processes
New substances
Specific job skills

	Note: Table is a non-exhaustive extract from company document 



While Murphy and Mullane, as training officer and safety manager, will advise on training and safety needs, the responsibility for identifying those needs and maintaining records is very much a line management responsibility. Company documents clearly spell out responsibilities. Departmental managers are responsible for implementation, ensuring training is carried out, keeping records and for ensuring that contractors are trained. Supervisors are responsible for identifying training needs. Murphy's task as training officer is to draw up the annual training plan, with Mullane as safety manager having responsibility for the implementation of the procedure. 

Apart from specific safety training, Janssen have invested significantly in safety education. Currently safety representative Bill Corcoran is one of two employees studying for the Safety Health and Welfare at Work Diploma in UCC. Over the years six Janssen employees have taken the UCC Diploma course, while over five have attended Cork Institute of Technology and studied for the UCD Certificate. Presently two employees are studying on this year's Certificate course.

Management systems: measuring performance
Janssen Pharmaceutical has long been committed to systematic safety management. In the mid-1990s it adopted the safety management system developed in Ireland by ISMO's Liam O'Mahony and Dr Matt Seaver, the ISA 2000 System. More recently, in September 1999, they adopted the BSI OHSAS 18001 System.

To ensure that standards are maintained, operations at the plant are subject to a rigorous series of audit inspections. Apart from audits to ensure that operations match the requirements of the Safety Management Systems, the plant is also subject to audit under two J&J systems, Johnson & Johnson Corporate Audits and Process Safety Management Audits. Philpott reckons that two or three audits are carried out at the plant every quarter. 

The success of this systematic approach is apparent from the results of the Janssen Incident Performance Report published in the company's July 2000 newsletter, J-Talking. The performance results are measured not against the Irish and European three day plus for a lost work time accident, or the even stricter OHSA one day standard, but against the very strict Janssen incident classification (see Table C). Measure against that classification the last lost work day case was recorded in 1998.

Tackling the traffic issue
A recent development at Janssen may point the way for others to solve what is becoming, if not a direct workplace health and safety problem, certainly one that impacts on employee well-being and performance - excessive time spent travelling to and from work. Many people are spending up to three hours a day travelling to and from work. 

When Janssen reorganised their shift arrangements a couple of years ago, they consulted with staff and as a result changed hours so that shifts now start at 7.30am and 7.30pm. Before, many workers, particularly those returning home from work in the mornings, found they spent up to an hour commuting. That travelling time - by simply adjusting shift times by half an hour - has been reduced considerably. And when the Jack Lynch tunnel opened employees were given the option of reverting to an 8am finish/start shift. They opted as Murphy puts it to stick with the 7.30am finish and start times. 

The Janssen record is impressive, but it is built on the simple solid foundation of employee involvement, which has created, a pervasive safety atmosphere, at the Little Island plant. 
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