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Ready, set, go…well maybe
Presented at the 

2011 Applied Ergonomics Conference
By Melanie Alexandre, MS, OTR, CPE

The work conducted by the U.S. Department of Energy Joint Genome Institute is supported by the Office 
of Science of the U.S. Department of Energy under Contract No. DE-AC02-05CH112 31

Presenter
Presentation Notes
As ergonomists we want to jump right in and help the organization we work with.This presentation will focus on a macroergonomics concept of organization readiness.  Readiness for change is important to assess in order to determine the lasting impact and commitment to implement an ergonomics program or even an ergonomics improvement. I have attempted to gear this information folks who consult with various organizations by providing you some tools and considerations to assess if barriers may be present in allowing your recommendations for change to be integrated into the organziation.  I also considered folks who work for particular organizations and are struggling with getting changes integrated into the cultures.

A few experiences prompted me to explore this topic further. As I describe these experiences and you have experienced something similar please raise your hand
Asked to help solve an ergo related problem that is causing injuries…partner with employees and supervisors to identify the best ways to reduce the risks.  Follow up and little to nothing has been done to address the risk. Or only the simple/ least effective solutions are addressed. Asked to assist, offer assistance, then reject the assistance.




Agenda

• Understand organizational readiness for 
changes

• Review benefits and challenges of change
• Share case studies of ergonomic programs 

that were ‘not ready’ and ‘ready’ 
• Provide some ideas for facilitating change



Let’s see if we are ready…

Presenter
Presentation Notes
Lake Bled is a glacial lake in the Julian Alps in northwestern Slovenia  The lake is 2,120 m (1.3 miles) long and 1,380 m (.86 miles) wide, with a maximum depth of 30.6 metres (~100 feet). Church built on only natural island in Slovenia 15th century 




Break into groups

• Objective:
• Everyone in your 

group must get from 
the island to the 
shore

• Determine what you 
need to know to 
decide if you are 
‘ready’ to perform 
this task



What were some of your 
‘readiness’ questions?

Presenter
Presentation Notes
Can we wear life jackets?= safety
Can everyone swim? Will any folks need help?
How can we work together?
What season is it? What is the water temperature? 
What is the shortest distance?
Are there rules about swimming in this lake?
How will be recover from problems?  



What is organizational readiness?

Perceptions

Work Environment

Mission

Values

Motivation Communication

Climate

Resources

Staff Characteristics

Decision Making

Presenter
Presentation Notes
Organizational change, broadly defined, refers to any modification in organizational
composition, structure, or behavior (Bowditch & Buono, 2001).
Include definition and illustration of what studies show are important elements
Resources = abilities of staff, training, space, equipment, workload
Staff characteristics adaptability, perceptions, personalities, openness, #, quality



Organizational Readiness Research

• Organizations have 20-60% success 
rate in implementing change
• Strong positive correlation between 

readiness and successful outcome
• Good research from healthcare and 

substance abuse treatment
• Culture, climate, leadership, and 

attitude are strong influences

Presenter
Presentation Notes
http://aetcnec.ucsf.edu/evaluation/Assessing_Agency_Readiness_for_change.Lehman.pdf

http://mcr.sagepub.com/content/65/4/379.full.pdf+html
http://teamstepps.ahrq.gov/abouttips.htm
http://www.ibr.tcu.edu/evidence/evi-orc.html
http://www.implementationscience.com/content/4/1/67

http://conferences.thehillgroup.com/conferences/di2007/dayone/07_Aarons_Final.pdf



Assessing organizational readiness

• Why did they contact 
you?

• How motivated are the 
management and 
employees to change?

• Who are the ‘leaders’ 
on the team?

• Are there clear goals, 
objectives, and ways 
to measure success?

Presenter
Presentation Notes
Narrow focus or quick fix, not global perspective
Does the organization know what success looks like if they reach it?  Without clear goals your job will be very challenging because you and your customer will not know when you reached your destination



Assessing organizational readiness (continued)

• Is the ‘climate’ right?
• Can everyone ‘swim’?

• Is everyone on board?
• What obstacles are in 

the way?
• Are there mechanisms 

in place that will allow 
the efforts to be 
sustainable?

Presenter
Presentation Notes
Are there things going on within the organization that give you signals that there are storms ahead that the change will not be able to weather
If key folks are not on board, this can sabotage organizational readiness
Obstacles can be in the form of polices, culture, groups



Case study of ergonomics program
that was ‘ not ready’

• Help requested by an 
employee in a mail 
distribution center to 
come  identify risks 
and solutions
• Direct supervisor was 

supportive
• Senior Management was 

not!

Presenter
Presentation Notes
 



Case study of ergonomics program
that was ‘ready’

The Human Genome 2003 Current DOE Mission Relevance

Bioenergy
Biogeochemistry

Carbon Cycling

DOE Joint Genome Institute-Production Genomics Facility

Presenter
Presentation Notes
Opened in 1999
~250 employees



60% staff in computer-
intensive office settings

40% staff in hand-intensive
production tasks 
(2 shifts) & R&D

Office & Manufacturing 
Work Environments

Presenter
Presentation Notes
Here at the facility…Various Ergonomic Challenges



Dec’05 Dec’06 Nov‘07 Feb‘08 Apr ‘10

JGI Ergo 
Program 
Started

December Stand 
Down of 

Production Line

Mar’0
7

JGI Wins 2007 
Ergo Cup 

Award

Aug‘07

Required/Best 
Practices

JGI Ergo Points In 
House Risk 

Assessment Tool

Daily 
Monitoring 
and Early 

Intervention 
Program

History of Ergonomics at JGI
(Dec 2005-Current)

JGI Wins 
2010 Ergo 

Cup!

Transitioned to two new 
technologies w/o injuries

Presenter
Presentation Notes
We’ve been working on Ergonomics for a year.
We had a spike of injuries in May.



Was this easy… no way!



Safety Culture Working Group
Promotion
Awareness
Communication

Training/education
Risk targeted classes
Stretch break programs
Potty training
Website resources

Ergonomics Demo RoomRelaxation/Rejuvenation Room

Work tool and practices
Ergo Points
Required Practices

Proactive Efforts
Labs and offices
Monitoring
Walk-abouts
Comfort surveys

Early intervention
Targets employees 
with discomfort
Includes bi-weekly 
review meeting

Engineering designs and solutions

Presenter
Presentation Notes
Engineering Highly effective in reducing # of repetitive motions employees need to perform Solutions have including robots, machines and hand tools some custom and some off the shelf
EWG- emphasize bottom up
Training and Education 5 main courses that help to target our potential risks including: Worksmart, Lab Ergo, Office Ergo,  Supervisor, and Online office risk assessment
RSI Guard and Workrave Potty training- early intervention, office, labs, stretchbreak resources, demo room, lifting, mousing, keyboarding, back careLBNL website and intranet Ergo Demo Room Onsite sample of chairs and accessories. Most common ones readily available.  Also have display of lab accessories/ prototypes of different hands tools
Work tool and practices Ergo points is our attempt to determine how much is too much for our specific risks of high frequency, but low weight activities.  Developed internally after consultation with UCSF Ergonomics Professor and trial use of various OSHA approved ergo risk assessments. All geared for higher weight activities so were not effective for us
RP for production areas.  Highlights the do’s and don’ts of each area.  Any changes in production are reviewed to determine if rP are warranted.  Employees are signed off as part of the training process in a new area to ensure they are comfortable and are able to adhere to the RP
Relaxation/ Rejuvenation Room A designated space for employees to stretch, relax, and exercise Proactive risk assessments/ evalFocusing on tasks, areas, and individualUtilize on-line self assessment to prioritize the needs based on risks Involvement in protocols prior to reaching productionWalk-aboutsBi-monthly monitoring (1:1 check-in) with all Production employees/supervisors Discomfort surveysElectronic discomfort surveys are utilized for Production employees who are having discomfort or are having changes in work tasks
Early intervention Promotion by management Targets employees with discomfort Includes bi-weekly review meeting Emphasize changes were made at an engineering then culture level Management and employees have been actively involved and supportive of the ergonomics program



Thermal Cycler Loading Peeling Seals Freezer Rack Lifting

Top 3 High Risk Factor Tasks
(2007)

Presenter
Presentation Notes
Identified top 3 risk factors in collaboration with UPTE
Will discuss briefly a few of them.



Pipetting Capping/uncapping Vortexing

Top 3 High Risk Factor Tasks
(Now-2011)

Presenter
Presentation Notes
Identified top 3 risk factors in collaboration with UPTE
Will discuss briefly a few of them.



Employee Driven Designs



Best Practices= Do’s and Don’ts

Presenter
Presentation Notes
Best Practices- After being educated on the basics of ergonomics employees created guides and limits for performing work
We started putting as many plates as possible into the centrifuge buckets which lead to pinch grips and awkward postures when loading. We limited the number of plates  making a power grip possible as well as developed two tools to bring the work closer, which eliminated the awkward posture.





Continued focus on ergonomics

JGI Wins the Ergo 
Cup Again in 2010!

JGI Competes Again in 2011





People don’t resist change…they 
resist being changed!



Benefits of change

• Changes in ergonomics 
program or intervention 
can lead to:
• Improved efficiencies

• Improved productivity
• Reduction in cycle time
• Cost savings

• Reduction in ergonomics 
risks or injuries

• Employee satisfaction
• Fostering a culture that 

promotes/ embraces change

Presenter
Presentation Notes
I view myself as a saleswoman. When I am working with a team or organization I try to think in terms of providing the added value I am bringing to the table



Challenges of change

• Changes in ergonomics 
program or intervention can be 
challenging because:
• Fear of:

• Unknown
• Failure
• Potential risks

• May disagree about the need for 
change and best course of 
action

• Lack of trust
• Costs may exceed gains
• May not understand ‘why’
• Conflicting messages 

• Requires effort
• Lack of participation, leadership, 

or clear objectives/ goals

Presenter
Presentation Notes
If you perceive any of these challenges are present determine ways to hit them head on



How NOT to get  
employee participation in changes 



Ways to facilitate change

• Create motivation
• Change mindset
• Create appealing 

vision of future
• Instill confidence
• Establish 

dissatisfaction with 
status quo

• Leadership 
commitment

• Start small… but 
think big

• Find change 
champions

• Fit with other safety 
or quality initiatives 
i.e. Lean, Six Sigma



Lack of commitment will be very 
obvious to employees



Food for thought

• Have plans to address 
obstacles
• Involve ‘nay sayers’

• Sell, sell, and sell 
some more
• Communicate

• Discuss readiness and 
obstacles for success

• Advertise
• Be okay to walk away
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DISCLAIMER
This document was prepared as an account of work sponsored by the United States 
Government. While this document is believed to contain correct information, neither the 
United States Government nor any agency thereof, nor The Regents of the University of 
California, nor any of their employees, makes any warranty, express or implied, or assumes 
any legal responsibility for the accuracy, completeness, or usefulness of any information, 
apparatus, product, or process disclosed, or represents that its use would not infringe 
privately owned rights. Reference herein to any specific commercial product, process, or 
service by its trade name, trademark, manufacturer, or otherwise, does not necessarily 
constitute or imply its endorsement, recommendation, or favoring by the United States 
Government or any agency thereof, or The Regents of the University of California. The 
views and opinions of authors expressed herein do not necessarily state or reflect those of 
the United States Government or any agency thereof or The Regents of the University of 
California.
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