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Case
Safety First

BNSF Rallway is a North American freight transportation company with over 32,000 miles of routes. BNSF Railway hauls agricultural,
consumer, and industrial products and coal. BNSF Railway puts safety above everything else it does, including productivity. BNSF
Railway recognizes that safety is based on having well-trained employees who share BNSF Railway’s vision for an injury- and accident-
free workplace and who are willing to look out for one another. Thanks to its employees’ commitment, a carefully maintained network
and equipment, and well-prepared communities, BNSF Railway s a safety leader in the rail industry. Approaching Others About Safety
(AOAS) Is a training program for all BNSF Railway employees. Four hundred and fity BNSF Railway employees train their peers
Employees serve as trainers because BNSF Railway believes they are in the best position to keep themselves and their “page 200
peers safe. The goal of the program is for BNSF Railway employees to be confident about giving feedback to each other

about safe behavior and avoiding unsafe situations. Employees need o learn the value of providing feedback when they see unsafe
benavior or situations, including positively recognizing when someone is working safely or correcting them when they perceive another
employee is at risk. Training should focus on the types of exposures that tend to result in the most injuries, including walking/path of
travel around trains, rails, and equipment, pinch points between the railway cars, and climbing or descending locomotives and railway
cars.

Describe the different types of instructional characteristics that this program should have for learning and transfer to occur and for a
decrease in injuries and accidents fo result. Would these characteristics vary depending on who was attending the program (e.g.,
managers, train crew, employees who maintain track, structures, or signals)? If so, how would they vary? Explain how a community of
practice (COP) could be beneficial for this program

Source: Based on M. Weinstein, "BNSF Railway Is on the Right Track " raining (January/February 2017), pp. 42-44; "BNSF Raiway: Approaching
Others About Safety.” raining (January/February 2014), pp. 108-108; www bsf.com, website for BNSF Railways, accessed March 11, 2015,

Endnotes
1.R. M. Gagne and K. L. Medsker, The Conditions of Learning (Fort Worth, TX: Harcourt-Brace, 1996).
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Goal setting theory assumes that behavior results from a person’s conscious goals and intentions.® Goals influence a person's behavior by directing
energy and attention, sustaining effort over time, and motivating the person to develop strategies for goal attainment.® Research suggests that

specific, challenging goals result in betier performance than vague, unchallenging goals. ! Goals have been shown to lead to high performance only
if people are committed to the goal. Employees are less likely to be committed to a goal if they believe that it is too difficult

An example of how goal setting theory influences training methods is seen in a program designed to improve pizza deliverers’ driving practices. '2
The majority of pizza deliverers are young (ages 18-24) and inexperienced drivers, who are compensated based on the number of pizzas they can
deliver. This creates a situation in which deliverers are rewarded for fast but unsafe driving practices—for example, not wearing a safety belt, failing to
use tum signals, and not coming to complete stops at intersections. These unsafe practices have resulted in a high driving accident rate.

Prior 1o goal setting, pizza deliverers were observed by their managers leaving the store and then returing from deliveries. The managers
observed the number of complete Stops at intersections over a one-week period. In the training session, managers and trainers presented the
deliverers with a series of questions for discussion, such as: In what situations should you come to a Complete stop? What are the reasons for coming
10 2 complete stop? What are the reasons for not coming to a complete stop?

After the discussion, pizza deliverers were asked to agree on the need to come to a complete stop at intersections. Following the deliverers’
agreement, the managers shared the data they collected regarding the number of complete stops at intersections they had observed the previous
week. (Complete stops were made 55 percent of the time.) The trainer asked the pizza eliverers to set a goal for complete stopping over the next
month. They decided on a goal of 75 percent complete Stops.

After the goal setting session, managers at each store continued observing their drivers’ intersection stops. The following month in the work area
a poster showed the percentages of complete stops for every four-day period. The current percentage of total complete stops was also displayed

Goal setting theory also is used in training program design. Goal setting theory suggests that leaming can be facilitated by providing trainees with
specific challenging goals and objectives. Specifically, the influence of goal setting theory can be seen In the development of training lesson plans.
Lesson plans begin with specific goals, providing information regarding the expected action that the leamer will demonstrate. conditions under which
leaming will occur, and the level of performance that will be judged acceptable. Goals can also be part of action pians or application assignments that
are used to motivate trainees to transfer training.

Goal Orientation

Goal orientation refers to the goals held by a trainee in a learning situation. Goal orientation can include a learning orientation or a performance
orientation. Learning orientation relates 10 trying to increase one's abilty or competence in a task. People with a learning orientation pags 167
believe that training success is defined as showing improvement and making progress. prefer trainers Who are more interested in how
trainees are learning than in how they are performing; and view errors and mistakes as part of the learning process. Performance orientation refers
to leamers who focus on task performance and how they compare to ofhers. Persons with a performance orientation define success as high
performance relative to others; value high abilty more than learning; and find that errors and mistakes cause anxiety and want to avoid them

Goal orientation is believed to affect the amount of effort that a trainee will expend in learning (motivation o learn). Leamers with a high learning
orientation will direct greater attention to the task and leam for the sake of learning, as 0pposed 10 leamers with a performance orientation. Leamers
with 2 performance orientation will direct more attention to performing well and less effort to leaming. Research has shown that trainees with a
learning orientation exert greater effort to lear and use more complex leaming strategies than do trainees with a performance orientation.® There
are several ways to create a leaming orientation in trainees. ' These include setting goals around leaming and experimenting with new ways of
having trainees perform trained tasks rather than emphasizing trained-task performance; deemphasizing competition among trainees: creating a

community of learning (discussed later in the chapter); and allowing trainees to make errors and to experiment with new knowledge, skills, 273





