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Once CMA adopted Responsible Care, the initiative quickly took root at Arco Chemical (Newtown Square, PA). That was no surprise; then CEO Hal Sorgenti, a CMA board member and also CMA chairman, played a key role in developing the initiative.

Arco quality manager McGregor Scott remembers Sorgenti's leadership as "the most important factor" in moving Responsible Care ahead within the company. Other senior managers quickly volunteered for CMA's code drafting committees, Greg Scott was among them.

"It was a 'culturization' experience -- a group of 20-25 thrown together without really understanding what it all meant," Scott says. "But we soon began to get an idea of how far-reaching and profound Responsible Care would be."

While the codes were being drafted, Arco issued internal documents to spread the message. "But things only really got going in 1989, when we got all our senior managers together -- the top 60 or so from around the world -- for an introduction to Responsible Care," says Scott. "From that point on, we've kept the story in front of our people." When the codes began to come out, Arco faced new tasks. "First, we had to convert them into (a language) that were meaningful to Arco. Then we had to implement them," Scott continues.

The process took time, but Arco had its quality and "manufacturing excellence" initiatives to work with. "We took each element in each code and developed standards for satisfactory implementation," Scott says. "Ours were modeled on the ISO 9000 quality standards, already familiar to our European plants."

Arco has taken each code and "chunked it down" into task groups, notes Scott. Core groups retain responsibility for developing a body of standards for environmental health and safety, for instance, while smaller teams of four or five have specific tasks, such as spreading the word through operations in Europe or Asia.

"We have to be able to describe what successful implementation looks like, what the ranges of spending will be, and what documentation will be needed (to prove standards are being met). We have to reach a corporate consensus and let it be known that it is mandatory, not optional," says Scott. Each facility is then expected to come up with and fulfill work plans, leading into the final element of each code: Assessment.

There are three types of assessment: reporting to CMA on code compliance; internal audits of each plant; and company-wide external audits. But to do all this, firms must communicate Responsible Care organization-wide. "It's not just pamphlets and awareness meetings; it requires all senior managers to be committed, and it needs training," Scott says.

"Meeting all the standards involves stretch. And we are still awaiting two new codes. But I think it will take at least three years, maybe even five, before we get full compliance," says Scott.

Arco has made most progress on the Process Safety code, which "is particularly important for us, because we have been under the cloud of Channelview, Texas," where a total of 17 contract and Arco workers were killed in an explosion in 1990. While Scott points to Arco's success in meeting the emergency response part of the CAER code, he concedes it has a lot more work to do on community awareness.

John E. Master, director/environment, health, and safety, says he is also pleased with the company's efforts on Pollution Prevention and Distribution codes, but reckons Product Stewardship will pose the biggest challenge. "It's the code the CMA drafting group is having the most trouble with," he notes. "Product stewardship takes your responsibility for a product from cradle to grave, but many companies will see their products go through six or seven other companies and transformations before they reach a customer. All the others codes are basically just good practice," Scott adds. "But for most companies product stewardship is a radical concept."

Dow

Breaking down barriers and forging better links between the chemical industry and the community is a major focus of activity in Iberville Parish, LA. And as part of that effort, some local companies have produced a television advertising campaign to introduce and explain Responsible Care to people living in the Baton Rouge area.

Although the companies were concerned that the campaign might be premature, they also felt the lack of public trust in the industry made it imperative to start getting the message across. So in April a campaign was launched that will run through September. "Our objective, after six months, is to have more questions being asked rather than more cynicism and raise public awareness that industry is turning over a new leaf through Responsible Care," says Donna B. Carville, manager/Responsible Care at Dow Chemical's (Midland, MI) Plaquemine, LA, plant. "The current perception is that the air quality is getting worse, the chemical industry is the single culprit, and we are responsible for cancer and (poor) air quality. If all we achieve initially is a balance of information out there, we'll have succeeded," she notes.

For Larry D. Adcock, senior vice president/Dow USA and general manager/Dow Louisiana division, a key gain in public outreach campaigns of this kind is that they give the industry a "face." Adcock speaks for many people within the industry when he says that "environmentalists have captured the imagination of the news media and the power structure in this state, and they have a big stick and are very vocal. A lot of the image the chemical industry has in this state has been orchestrated by these groups."

But he also feels that these groups have not been overeager to hear another side of the story. "They don't know what we've done in the past" toward such efforts as reducing emissions, he asserts, "and we've done a lot."

With outreach, this seems to be changing. Recently, says Adcock, an environmentalist told him that "industry has been big, it has been powerful, and it has been faceless and somewhat arrogant. Now that we're putting a face on that industry and getting to know people like you, it has made a difference."

Carville notes that, as other Plaquemine residents "start seeing me active in the company, and see me raising my family in the community," it boosts the company's -- and the industry's -- credibility, But the more messengers, the better the message gets across, she points out, "Dow is educating its workers to be environmental ambassadors. Seventy percent of employees say they are being asked about pollution by their neighbors, and 50% say they are not comfortable responding," she adds. "We need to do a better job of providing them with information about our performance, to help them answer these questions."

In tandem with these efforts to speak directly to the local community, Dow's Plaquemine employees are also trying hard to listen. A key forum for this information exchange is the plant's Community Advisory Panel (CAP). This group, says Carville, has helped the company understand community concerns and fears and has introduced a lot of new ideas.

As a company, Carville reckons Dow is doing well in implementing Responsible Care. After all, she points out, Dow Canada was in the vanguard when the Canadian Chemical Producers' Association invented the concept, and Dow USA has been one of the leaders of the charge in the CMA.

Thanks, in part, is due to the company's senior management, who have given Responsible Care such a high profile internally while also pledging Dow's commitment -- publicly and often -- to the cause, she says. But Dow's previous and ongoing efforts to improve the quality of its total business and environmental performance have clearly provided both the foundations and walls on which the roof of Responsible Care can rest.

For example, as early as 1972, Dow was subscribing to its own version of product stewardship, and, more recently, the company has been in the vanguard with WRAP, its in-house "Waste Reduction Always Pays" initiative.

"Responsible Care fits our culture," says chief executive officer Frank Popoff. "We had already established that (good environmental performance) pays rather than costs, so Responsible Care was an easy sell within Dow."

Popoff also emphasizes that initiatives like WRAP and Responsible Care meet the demands "from our employees that we please tell the world that Dow and the chemical industry have a major contribution to make to the quality of life. For our part, we have the right quality of people. Now we have to make sure we deliver the company to the concept and the concept to the company."

Nothing is being left to chance, however. From tip to toe, Dow has developed a network for Responsible Care implementation and compliance that interlocks operational and product groups across the globe.

Back at Plaquemine, Donna Carville believes the proof of the pudding will be in the eating. Although she is pleased with progress so far, rating the Dow plant between 4 and 5 on the CMA's 1-6 scale of Responsible Care compliance, she feels the real test has yet to come. Thus far, the industry is only in a stage of self-evaluation. The chemical industry, Carville suggests, will only really overcome public skepticism when it can offer an independent arbiter as the litmus test.

Union Carbide

As plant manager of Union Carbide's Texas City, TX facility, Foley Provenzano is at the coal face when it comes to community outreach. And he and Carbide are not new kids on the block. "We have community relations initiatives that predate Responsible Care, backtracking to Community Awareness and Emergency Response in 1985," he stresses. After incidents at Bhopal and Institute, WV, Carbide "decided, as Pope John XXIII once said, to open the doors and let the fresh air flow through," says Provenzano.

In 1988, Carbide "started focus groups of about 24 people and including near neighbors, employees, and retirees, because we needed to know what they thought," says Provenzano. In October of that year, plant tours began. Initially held once or twice a month, the program has racked up 105 tours, with a total of 1,539 people. Mostly these are local school or university course groups. But, says Provenzano, "We’ve also had people from the EPA's Dallas office and Galveston Sierra Club."

Another vehicle for outreach is "Backfence," a one-page communique to about 2,000 local homes that discusses health and safety issues such as SARA Title III, groundwater programs, and emission reductions.

With Community Awareness and Emergency Response (CAER), Carbide's Texas City plant became involved in an integrated emergency response plan, "Right-to-Know" activities, and --through the Texas Chemical Council (TCC) -- industrial mutual aid groups. "This let us share information and resources. We began to do some cross-training with the help of an active fire chief. And as part of the TCC effort, we began providing SARA Title III safety data at the front gate," says Provenzano. Industry is also helping local authorities carry out regional air monitoring schemes. "They're now putting in a monitoring system for the region, financed by industry, to check releases," says the Carbide manager.

"We also set up a formal citizen’s advisory panel (CAP), as called for by CAER," continues Provenzano. "It has a steering committee of prominent citizens and rules of conduct on how to select members and how long they should serve. It has 15 members and includes environmental activists, retirees, local parents, and has male/female/ethnic representation." He is delighted with the move, a "truly 'advisory' panel that can help us do the right thing."

Provenzano recalls an abortive attempt to set up a regional waste incineration project. "We didn't ask anybody how they felt about it until after we'd done all the design work and incurred engineering costs. The community objected and (organized) to get it stopped. If we'd had the CAP then, we would have known what the reaction would be and dropped it." If the firm wanted to build a new unit now, "I'd certainly bring the proposal to the CAP first," he notes.

Responsible Care really got going at Texas City in 1989. "It's always a challenge to communicate something to 1,400 people. But we used the plant newspaper and employee luncheons to get the message across," says Provenzano.

The Texas City unit filled out its status report on CAER in November 1989, and is now in compliance. On the Pollution Prevention code, Provensano says the plant has "done key things and reported our status, but some things we still have to do. We're not at 100% compliance, but we're pretty well along." On process safety, the plant manager notes, "we've had an operating safety project within Carbide since Institute, so this code fits nicely."

And while the distribution code is "relatively new, and new to us, I don't see anything insurmountable. It is a real challenge to see that all the checks are carried out for barges, trucks (and others). But we're checking the checklist and putting, an emphasis on (accident) prevention."

BASF

To instill Responsible Care throughout its organization, BASF Corp. (Parsippany, NJ) has established a clearly defined line management structure. As Responsible Care manager Joe Nalio explains: "There is one committee for each code of management practice in each operating division and plant, and there are steering committees to define requirements, guidelines and performance standards, and synergies. I report to the corporate v.p./ecology, and my assignment is to move Responsible Care along through this system and get it completed in just over two years."

Nalio concedes that "the goal of full compliance by Dec. 31, 1993 is ambitious. But we see our mission to impart Responsible Care practices into all our business operations, and we see it as being completely consistent with Quality, because it is also based on performance improvement and completely consistent with BASF's operations worldwide," he says.

Part of the speed is no doubt due to the fact that BASF Canada (Toronto) has been committed to Responsible Care -- through membership in the Canadian Chemical Producers' Association -- since the program's inception in 1986. Nalio and his Canadian counterpart, Roy Kennedy, meet "monthly or bimonthly to trade notes and identify successful and unsuccessful ways of spreading the word. In Canada, they have a milestone timetable, which is different from us (in the U.S.), but the objectives and the resources are the same."

So far, Nalio is pleased with the company's progress. "For the CAER code, we are well advanced," he says. "We have real good programs for community awareness, with 15 community advisory panels in place, and we're looking to have 11 more by the end of 1991. And we're also offering to share our experiences and expertise with other companies through the CMA to help them with their programs."

BASF has also been active on the Pollution Prevention code. "We already have tremendous participation in the drive to reduce residues and emissions," says Nalio. "We have a strategy based on continued reduction, with a clear waste management hierarchy. We also have a full-timer on the ecology staff who is looking at ways of making reductions at source."

BASF has "had an effective, ongoing program for process safety that started long before Responsible Care and that applies to all our units. What we've done now is make Responsible Care and the Process Safety code part of our internal audit and built it into to our system," says the executive.

Distribution is a central function at BASF, and Nalio says the firm has carried out extensive self-evaluation to see how it measures up to the Distribution Code under Responsible Care. "We have identified gaps in our systems and the way we deal with outside contractors. But we have also got active plans to solve these problems," he continues. And while the last two codes -- product stewardship and employee health and safety -- are still not finalized, Nalio says BASF Corp. is playing an active role in the business of drafting them.

BASF Corp. has benefited from the direct involvement of chemical division president Peter Heinze, "a high-profile senior BASF executive and a senior executive with the CMA," notes Nalio, "He gives (Responsible Care) visibility. For senior management and one or two levels below, Responsible Care is built into their performance goals and evalutions."

But Nalio concedes BASF now faces a challenge to move the initiative down through the organization. "We need to show all our employees that Responsible Care is not difficult but worthwhile. Will we get it all the way down to worker level? That's going to be hit and miss. But we have to recognize that all our employees are ambassadors for the company."

Cabot

"Responsible Care coincided with (our) new initiative on health, safety, and the environment and gave us a framework for action and expectations," says Karen Inman, director/safety, health, and environmental affairs at Cabot Corp. (Waltham, MA). "It wasn't a hard sell. The president was committed to it, and it was cost-effective for Cabot."

With operations in several sectors and facilities spread worldwide, Cabot is a diverse company. But it has pursued the goals of Responsible Care aggressively, says Inman. "Many of our plants are not affected by the CMA codes, but we have found Responsible Care useful company-wide in promoting good practice from business to business through the safety directors." But the company has encountered problems in selling the idea of Responsible Care to joint-venture partners overseas, Inman concedes.

At Cabot, Responsible Care is managed from the top, overseen by a board committee on health, safety, and the environment. Operational responsibility, however, is passed through Inman and Responsible Care coordinator Harry Moore, who is also Cabot's director for safety worldwide. Moving outward, responsibility then extends to plant managers, who must sign off on codes, and to facility safety coordinators.

To date, the company has pushed ahead with process safety, and now all audits are done on a Responsible Care basis. Pollution prevention is well under way, says Inman, and the emergency response part of CAER is in place. Cabot's community outreach efforts have also begun, with an emphasis on building dialogue with neighbors and plant-town communities.

Inman admits that implementing Responsible Care is a struggle. "It stretches our (personnel) resources, and paperwork is a major complaint. But we try to consolidate our efforts and avoid duplication. Total quality management has also been very helpful, because it has already enforced the idea of continuous improvement, and the CMA has given us a lot of support."

