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For any business to succeed on its own
merits, revenue must be greater than
costs. In a passenger transportation

operation, more money must be received
from paying customers than that which is
paid out in operating costs. Hence, the key
is to minimize costs so that you can earn
profit at the lowest possible revenue
amount. Many costs are fixed while others
may vary based on the amount of business
generated. One cost that is always
ambiguous is safety. Most owners associ-
ate direct costs of accidents (e.g., insur-
ance deductibles, replacement/repair costs,
premium increases) as safety-related
costs. Costs of complying with regulations
are also often looked on as “safety costs.”

However, safety, and its impact on a
company’s profitability, is much more. In
reality, the aforementioned costs do not
result from safety, but instead, unsafe
acts. Regulatory-related costs are just
that—they have little to do with an over-
all safety/risk management program. The
costs of compliance are incurred with or
without any other facet of a safety effort.
In fact, when looked at properly, safety is
actually a tool that when used properly
will minimize costs in many areas, thus
allowing a company to profit at a lower
revenue number. A comprehensive safe-
ty/risk management program has many
facets, and this article examines one of
those key ingredients—the importance of
the documentation of the program’s key
principals and elements.

I visit many passenger transportation
operations—small, large and in-between.
The smaller companies are usually rela-
tively young with growth aspirations. The
mid-size and larger operations usually
have a history—starting small and grow-
ing steadily to their current size. Many
companies are multigenerational family-
run operations; others were bought along
the way. I’ve learned that usually one
does not decide to go into this business
one day by buying a large operation with-
out having experience in the business. In
fact, almost every company I visit started
small and grew to wherever it is now.

Besides the obvious differences in oper-
ational characteristics, many companies of
like sizes are similar. Larger operations

tend to be more formalized, while smaller
companies much less so. By formalized, I
am referring to documents relating to the
company operations—policies and proce-
dures are usually the terms used. I attribute
this to the fact that smaller operations usu-
ally have more hands-on involvement by
owners who do not perceive the need to
establish formal policies and procedures
since they have their “hands” in every
aspect of the operation.

Also, large operations are seasoned and
have had experiences in their history that
undoubtedly have played a role in the
adoption of formalized safety programs.
Mid-size operators are usually hit or miss
when it comes to formalization—some
have learned from others that documented
policies and procedures are important to a
cohesive safety program, while others have
learned from experience. However, many
mid-size operators still do not have formal-
ized safety programs.

I don’t mean to infer that documenta-
tion of a safety program is not necessary
for a smaller company. While some bene-
fits of a formalized program may not be
applicable to a small operation with
hands-on owner involvement, other bene-
fits do apply—even to the smallest com-
pany. The truth is, it is when a company
begins to grow that the documentation
pays off. However, another unfortunate
truth is that when a company is transi-
tioning, the owners are usually too busy
trying to accommodate and manage the
growth to take the time to establish a for-
mal safety program. That is why it is
important to establish a formalized pro-
gram early on—so you are prepared for
future growth.

Documenting the Risk
Management Program
Why is it important to document a risk
management program? Four key reasons
drive the need to do so. First, establishing
a formal safety program documents the
company’s intent and commitment to the
safety program. It will set the standard for
your organization in various areas, and
prepare you for future growth and success.

The most successful operations have a
documented safety program. Documen-

ting yours will be a step in that direction.
It will establish your proactive stance
with respect to safety/risk management
and ensure that you sustain that position.
It will cause you to analyze the various
elements of your operation and identify
the critical behaviors that are important to
minimizing risk for every element identi-
fied. Much analytical thought goes into
documenting ideals and positions in vari-
ous areas, and you will have cause to ver-
balize your ideals and those of the
company. Your policies will be well
thought out rather than defined on the fly.

A second reason to establish document-
ed policies and procedures is to clearly
define and communicate company stan-
dards and expectations. What standards
must be met to become an employee at
your company? How do you expect
employees to behave and perform while
performing their job duties? What behav-
iors are critical to them being successful?

A company’s documented policies and
procedures define a commitment of
behavior by the organization and a stan-
dard of behavior for all employees. It
establishes a clear expectation of behav-
ior. It specifically expresses the intent of
the organization to implement the poli-
cies; it defines accountability for manag-
ing and maintaining adherence to the
policies; and it defines clear expectations
of performance and penalties for failure
to meet performance standards.

This action also defines the minimum
qualifications and skills required to meet
performance standards, and indicates
whether knowledge and skills must be
attained before hire or will be provided
through training after hire. Consequences
of poor behavior and not meeting stan-
dards will be clearly defined as well.
These consequences can incorporate the
company’s philosophy on how often any
individual may fall below required stan-
dards and what the company will do each
time this happens.

Third, documented policies and proce-
dures ensure a consistent management
process in critical areas. While you may
know how to handle each situation and
your standard process to follow, do all
employees? What if you were at an
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important meeting and unreachable and
an unusual situation arose? Would who-
ever was in charge know how to handle
it? If a key person in the company leaves,
would you be able to maintain consisten-
cy through the processes that person was
responsible for without any documenta-
tion of how to proceed? How do you
manage your employees? What should be
done when an employee fails to meet the
standards and expectations 
of him/her that have been established?

Documented policies and procedures
allow you and your managers to make
consistent decisions affecting the key ele-
ments of risk management. Employees
will be hired, trained and disciplined in a
consistent manner, leaving no room for
politics or favorites; processes to comply
with regulations will be consistently per-
formed; accidents and injuries will be
consistently investigated and reviewed;
and maintenance will be consistently per-
formed to ensure the least amount of
unexpected vehicle issues. Providing a
consistent service and experience to cus-
tomers is vital as is consistent manage-
ment of the various critical elements of an
operation. Being inconsistent leads to
trouble and lessons learned the hard way.

Fourth, documenting safety policy can
help mitigate liability and damages when
incidents occur. Certainly, you may have
some insurance representatives say you
should have documented policies, while
others may suggest you should not. Some
will even tell you both at different times
and different circumstances. The truth is
this: If you carefully draft the program
using policies that you can live with and
will follow, it cannot do anything but
help. The key is to follow the policies you
adopt. By doing so, you will establish
your operation as safety-focused and
eliminate the opportunity for someone to
claim the company doesn’t care about
safety, or that your actions (or inactions)
resulted in unnecessary injury.

What to Document
Which policies and procedures should be
documented? There is no definitive answer
since it depends somewhat on the specific
operation. While certain policies should be
adopted by every passenger transportation
operation and could be considered “core”
components of a safety program, the num-
ber of procedures may vary greatly. 

What is the distinction? A policy is a
statement of practice, whereas procedures

are drafted to accomplish policy directives.
Policy is what will be done, procedure is
how to get it done. Generally speaking,
procedures will greatly outnumber policies
and will change or be amended more than
policy. Procedures may also include addi-
tional materials, such as forms or reports,
that are used to accomplish the task speci-
fied in the procedure. That being said, fol-
lowing are seven key policies that should
be a part of any transportation operation’s
written risk management program.

Safety Policy
A safety policy is a concise statement of
the company’s position on safety. It is
more like a mission statement. It should
outline the company’s dedication to the
safety of its employees and the general
public, as well as the expectation of
employees to follow all company safety
and health policies and applicable laws
and regulations. Safety policies are gener-
ally no more than one page in length and
should be signed by the owner/CEO.

Employee Management Policy
The management policy dictates how
employees will be managed, from the time
of their application forward. This policy
has several key components that may be
separated into individual policies them-
selves, rather than viewed as an encom-
passing management policy. These three
components are hiring, training and disci-
pline. Procedures, processes and forms are
usually developed in connection with each
component to ensure consistent compli-
ance with standards and regulations and
documentation of activities.

The hiring component sets the stan-
dards/minimal qualifications for applicant
eligibility for general or specific positions.
Setting standards will ensure that only
qualified and desirable applicants are hired.

The training component will identify
the types and frequencies of training an
employee will receive. Some companies
hire only experienced individuals, believ-
ing this will reduce the need for training.
However, even the most experienced indi-
vidual should undergo orientation training
to learn about the company’s policies, pro-
cedures and expectations. Refresher train-
ing should also be conducted to remind
employees of important issues and ward
off complacency. Finally, remedial training
or an employee evaluation should be con-
ducted after preventable accidents and
injuries or unacceptable performance.

The discipline component should 
identify the company’s performance
expectations and the consequences for
unacceptable behaviors/incidents. Define a
system of progressive discipline that treats
unacceptable behavior in a progressively
severe way but which always includes
training as a remedial component. While
you don’t want to keep anyone who is an
unacceptable risk, you do not want to lose
someone who is salvageable and can
remain an acceptable risk. Holding every-
one accountable to the same standard in a
consistent manner is important, so be sure
to consistently apply the discipline policy.
If you play favorites, the goal of employ-
ees taking responsibility and being
accountable for unacceptable behavior
will never materialize.  

Drug & Alcohol Policy
Documentation of this policy is relatively
straightforward since the requirements are
contained in the Federal Motor Carrier
Safety Regulations. However, even gener-
ic policies designed to meet the regulato-
ry requirements must be customized by
each company for the policy to be truly
compliant. Also, the regulation defines
the minimum requirements. A company
may wish to add components to the
required policy to make the standards
more stringent. For example, will
employees besides those covered under
the regulatory requirements be subject to
drug and alcohol standards? What are
those standards?

Vehicle Maintenance Policy
Regulators also require documentation of 
a preventive maintenance program, and evi-
dence that the program is followed. This
policy should incorporate the PM schedule
as well as other schedules, including major
maintenance/repair and tire rotation/retire-
ment. annual/periodic inspections, handling
of driver vehicle inspection reports and
unscheduled maintenance should also be
included. As with other policies, forms,
procedures and processes used to accom-
plish the policy and document activities
must be developed.

Accident/Injury
Reporting & Investigation
This policy should define what the com-
pany considers an accident and other
terms it may use in managing employees.
It also should specify the standards that

continued on page 30

TransActions 29



NAOSH Week 2007 Special Edition30

economic boundaries blurred and supply
chains dependent on just-in-time deliver-
ies, national economies start to decline—
and in some cases crash. 

In fairness to any such scenario writer,
there are many reasonable uncertainties
concerning the current avian influenza,
both it becoming a pandemic influenza,
then resulting in a pandemic. As a result,
many predictions and projections are
coming from many notable reputable
sources. So, if directed to be on your
organization’s pandemic preparedness
team, what do you rely on?    

What You Need to Know
A pandemic occurs three to four times a
century (World Health Organization
—which is the source of most information
in this section). The last was the “Hong
Kong Flu” in 1968. Pandemics occur when
a new influenza virus emerges and starts
spreading as easily as normal or seasonal
influenza - by coughing and sneezing.
Because the virus is new, the human
immune system will have no pre-existing
immunity. This makes it likely that people
who contract pandemic influenza will
experience more serious disease than that
caused by normal or seasonal influenza.

A pandemic influenza is different from
avian influenza. Avian influenza refers to
a large group of different influenza virus-

must be met by employees and manage-
ment for reporting (when, to whom and
how), recording, investigating and deter-
mining cause and preventability. Forms
and procedures related to reporting, inves-
tigation and cause/preventability determi-
nation should be developed to accomplish
the standards of this policy.

SH&E Policy
This policy defines goals and responsibili-
ties for maintaining a safe workplace and
complying with workplace and environ-
mental regulations. These regulations are
worth highlighting in a separate policy as
they are frequently overlooked in trans-
portation operations. The policy should

Editor’s Note: The possibility of an avian flu outbreak
in the U.S. is becoming more likely. The author,
who works for FedEx, provides resources for busi-
nesses and SH&E professionals. As he notes,
transportation is a fast-paced and ever-changing
industry, and he reminds the reader of the SARS
epidemic of just a few years ago.

We all have emergency, continuity or
preparedness plans. They are
required by regulation, law, industry

best practices or just sound business prac-
tice. Over the last 5 years, many business-
es have learned how effective those plans
were—Sept. 11, 2001, anthrax, SARS and
various natural disasters, including the cat-
astrophic Hurricane Katrina.

Even if your plans, teams and opera-
tions fared well in these recent real-world
situations, there is a yet another on the
horizon. The magnitude of a worldwide
influenza pandemic is a challenge not
known to this generation or present-day
economy. We may have had a preview with
the 2003 SARS outbreak. But such an
event’s effect would be felt globally and
could challenge even the best prepared .

Is It Hype?
It is hard to miss the media coverage on
avian influenza or “bird flu.” In the worst
scenarios, accounts read more like a Holly-
wood movie script. Consider the following. 

A novel animal virus mutates and

begins to infect humans. The virus
mutates again and human-to-human trans-
mission occurs by coughing and sneezing.
People are contagious before the onset of
symptoms, which takes an average of two
days. Lab tests and official notifications
take time as people go about their normal
daily lives. Specifically, global commerce
and travel continue.

Then, the first case of efficient human-
to-human transfer is confirmed in a coun-
try. The virus is like none seen before.
There is no known vaccine and not likely
to be one for months. Antivirals, where
available, slow it but do not stop it.

Then more cases are reported, in more
countries and at an alarming rate. Pre-
dicted infections are one-third to two-
thirds of the world population. Predicted
deaths are in the millions.

Fear is spreading faster than the virus.
Healthcare systems are overwhelmed.
Medical equipment and supplies are
depleting quickly. All nonessential health-
care services stop. Death management is
becoming an issue. There is a run on all
daily essentials, shortages occur amazing-
ly fast and prices rise. Businesses and
entire industries begin to shut down,
mandatory and voluntary social distanc-
ing (quarantine) starts occurring. In those
businesses open or trying to stay open,
absenteeism is 30 to 50%. With national
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indicate employee and management
responsibilities in maintaining a safe work-
place and meeting workplace and environ-
mental regulations. The policy should
detail general, safe work rules as well as
other items to be accomplished in conjunc-
tion with the policy, such as facility and
equipment familiarization, workplace
inspections and audits, housekeeping, and
provision and use of PPE.

While other policies may are applica-
ble to passenger transportation operations,
drafting and adopting the cited policies is
a good starting point. Your formal pro-
gram will change as time progresses and
you discover new risks to manage and
new ways to manage known risks.
Measuring the effectiveness of the pro-
gram and making necessary changes will
likely dictate changes over time also.

Processes and procedures will change as
you discover more efficient means of
accomplishing the policies.

Formalizing a safety program will take
considerable thought and time. For a com-
pany without a formal program, now is the
time to act and commit it program to writ-
ing. The process of doing so will cause you
to analyze critical elements that affect how
the business performs and may provide
insight into areas of opportunity for
improvement. At the very least, it will
establish your ideals and standards to be
met as you move forward.  �

Matthew A. Daecher is vice president of
Daecher Consulting Group, Camp Hill, PA.
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