Part 3.02
Safety Management Plan

‘Safety planning’ must be considered as the methodology employed to manage the risks associated with the OHS in the business operations. The planning can be, and often is, overlapped in other areas of the business plan. Since OHS includes looking out for potential damage, as well as injury and illness, a safety plan will consider contingencies associated with failures in the workplace equipment, etc.

For example, a simple contingency plan for smaller operators is to arrange to meet with other local businesses of approximately the same size, and discuss contingency computer back-up plans should failures occur in one or another of the facilities (eg fire, water, power damage). The concept being that back-up is ‘off-site’, reasonably secure and it is unlikely both businesses will have failures at exactly the same time. Even very small operators can participate with simple exchanges and storage of back-up memory disks. This provides a local ‘offsite’ access point that might even allow a business to get back on its feet with only a day or two lost in records retrieval.

The Safety Management Plan (SMP) should be drawn up with the same dedication as financial and marketing plans. The SMP deserves similar focus and attention and should be seen as a means of protection of financial and marketing plans. For example, how devastating is it to the morale of a sales department to discover the profit of $200,000 they made on two million dollars worth of sales (say a 10% margin) is now poured into State revenue and increased workers compensation premiums because of a corporate OHS fine and costs relating to an oversight in the production department’s OHS procedures?

The SMP will consider all the elements of the workplace and its stakeholders. It will encompass the application of consultation and discussion. It also will allow for the unhindered passage of ‘bad news’ up, and down, the communications chain (obviously ‘good news’, too… but ‘bad’ news generally does not travel well!).

The SMP must be accessible and realistic. The personnel at each ‘user’ level of the SMP need to be able to understand what is expected of them and their fellow stakeholders. This infers the need for appropriate training in the comprehension and appropriate application of the SMP. For example, upper management will need a broad overview of the various legislative requirements to be negotiated; rank-and-file employees will need safe operating instructions relating to their designated tasks. Implicit, too, are the needs for regular access to (ideally) the latest in information and technology likely to apply at each level of the organisation. Occasionally, this may need to be actively accessed via an external third-party specialist in the field. An example where legislative needs regularly change is in the field of workplace injury, its reporting and its management; an example of technological change with implications for damage would be the combination of modern electro-technology and static electricity – where electronics systems can be destroyed through poor – or inappropriate - application of static electricity controls (static is still considered a relatively new science, with the usual qualitive (conjecture) vs. quantitive (empirical) connotations.

A SMP is prone to the same rules as other parts of the workplace – whether systemic or plant and/or equipment, whether goods and/or services: ‘every system is in a state of decay without an input of energy’. As with many other parts of the workplace system, the strength of pro-active safety management planning is in its application. If, after the plan assists a firm to meet regulatory requirements on the short-term, it is then left to gather dust on shelves and bookcases into the long-term, with no further review, evaluation and application, the systems the SMP is meant to protect will prematurely fail.

The flow-chart below provides an example of how a larger organisation might approach the management of its safety. However, the smaller business, too, can take advice from the suggestions. Note the chart can be applied to non-safety issues also.

Safety Management Systems (SMS)
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A generic Safety Management System (Patrick Hudson Safety Management and Safety Culture The Long, Hard and Winding Road Paper to The First National Conference on Occupational Health and Safety Management Systems, July 2000 WorkCover NSW 2001):
“A number of important elements are specified that have to do with:

· the setting of policy and creation of plans and organisational capacity to realise that policy (PLAN)
· the analysis of hazards and effects leading to planning and implementation of those plans in order to manage the risks (DO)
· the control on the effective performance of those steps (CHECK)
· Finally, a number of feedback loops are specified to see where the information gained should be sent (FEEDBACK).”
Part 3.03
Sample XYZ SMP

The nature of the XYZ business does not demand a complicated safety plan. Using the flow-chart above as a reference, an initial safety management plan could include the following considerations (note a time scale is also given):

Year One

1 Senior management are briefed on OHS responsibilities under current legislation.

Action: ‘Inspiration plus information = achieve the goal’ BUT it must be in that order! An external OHS specialist is brought in to give a 2 hour briefing on OHS responsibilities and potential prosecutions.

Note it would be possible for the internal OHS representatives to brief the managers once the reps do the consultation course, so point 3 re training the OHS reps could come in as the first point – after all, it saves on external providers.

Among other things, due consideration must be given as to ‘what would a prudent employer do in a similar situation?’ and would the process be considered as being ‘reasonably practicable’ with all steps considered under ‘reasonable control’ being carried out?

2 Senior management digest information from point 1, consider individual strengths and weaknesses.

Action: Senior managers meet to:

· Discuss broad objectives in OHS;

· Pool collected industry experience and knowledge;

· Carry-out preliminary analysis of needs, identifying shortfalls in information.

3 Senior management allocates resources for the timely training of the nominated OHS Representatives.

Action: (Note the choice of OHS representatives under the ‘Other Agreed Arrangements’ in consultation is quite acceptable for the business, given the type of operation, and once training is completed, will provide stakeholders a handy reference for information.) The resources allow the two representatives to attend the four-day training course, gaining an understanding of the basic principles involved in both legislative requirements and practical risk management. This step increases the ability of XYZ to address OHS issues using its own human resources.

4 In order to identify issues of immediate concern, including pertinent sections of legislative conformance vs non-conformance, senior management allocates resources (mainly time) for an internal audit of the current safety systems. 

Action: All stakeholders are notified re the internal audit. The two OHS Representatives are acknowledged as the authority carrying out the audit, and stakeholders are instructed in their duty to cooperate. The OHS Reps carry out the audit - using the audit tools provided in the Auditing section that appears later in this chapter - and report back to senior management, highlighting:

· Relevant legislation applicable to XYZ workplaces and the output goods and services;

· Where XYZ currently conforms or is non-conforming.

5 The Audit Report is tabled to senior management, which carries out a risk analysis based on the report. Areas of responsibility for the various issues are identified, and the possible outcomes and likelihoods of negative occurrences considered. An appraisal as to how the corporate entity, XYZ, is likely to be affected by breaches of the Act and its supporting legislation is carried out, and resources may then be applied in the most efficient manner.

Action: Senior management meets to discuss:

· Safety issues considered relevant to their personal areas of responsibility;

· What legislation covers these areas;

· How these areas impact on each other;

· Do secondary issues arise when interacting with other stakeholders (whether internal or external)?

· What resources (capital, personnel, time) are available to address the various issues;

· Are there any other needs to be considered (eg training of staff in safety issues peculiar to their task/level of responsibility)?

· Issues from this meeting will allow a more concrete safety management plan to be developed, with key issues relevant to the business and performance indicators to be pin-pointed.

6 Senior management commits resources that allow XYZ to address the key issues arising from 5 above. Relevant management apply those resources to address the issues.

Action: Managers receive their budgetted allocation and apply it as appropriate. Again, give due consideration to the questions raised in point 3.

Many practical issues will arise regarding the issues of risk management, and this manual is a resource to assist in providing knowedge.

7 Senior management continues allocation of resources (mainly time) for review of safety systems – especially new and altered systems.

Action: The OHS Reps review the systems – especially new and altered systems – to ensure any previously noted breaches of the system have been rectified.

Once the initial period of establishing the safety system into the workplace is over, an annual review is recommended. This annual review need not be time consuming, since once systems are in place for the various aspects of safety (eg consultation statement; evacuation procedures, etc.) these may only take a five minute run-through to ensure their compliance and currency.

It will be from this type of review that the majority of improvements to the safety system will be made from time to time. In the event of a negative incident occurring, of course, there will also be a need for a review.   

8 Running concurrent with all the above points, senior management should plan to:

· Include OHS as an item on every agenda of every meeting within the organisation. This is not a costly exercise, and ensures each and every stakeholder at a meeting is reminded of their OHS obligations, and has the opportunity to speak-up;

· Ensure those folk involved with finances cross-check budget submissions for OHS inclusions, and act as reminders should there be any apparent oversights. (Understanding, of course, that a manager might not have submitted anything in the budget touching on OHS simply because that manager has no OHS issues.) 

Year Two

Apart from carry-over steps from Year One, the second year of the safety plan will include:

1 OHS performance reviews (should be linked with regular ‘performance review’ to ensure all persons accept OHS as part of the overall operations of the organisation, with both rights and responsibilities.)

Action: Within the three general levels in the XYZ organisational chart, performance reviews may take the following form:

· Tier One – Senior Management (including CEO) – peer review;

· Tier Two – Supervisors staff – reviewed by the Senior Manager considered having control over the work being supervised by the Supervisory staff;

· Tier Three – Employees – reviewed by their immediate Supervisor.

In these reviews, considerations will include the ability of the incumbent to understand core OHS responsibilities, as well as the way those responsibilities were fulfilled. Unfortunately, since safety is often something we only notice when it’s NOT there (that is: after a failure in the system), one of the key indicators for review that is often used – ‘no lost time injuries’ - does not necessarily provide a good indicator of safety. Some other indicators of good safety include:

· simple housekeeping observations (is the supervised area clean and tidy?);

· documents and their controls (are they available, understood by all and appropriately applied?);

· team-meetings recorded and safety issues noted;

· liaison with the OHS Representatives is regularly noted;

· participation in resolution of OHS matters with other stakeholders;

· attitudes – at all levels of the business - to safety are good;

· morale throughout the business is high.

On the next following pages, the conceptual and practical applications of ‘risk management’ are discussed.

Part 3.04
Risk Management

"Change the attitude of 'It can't happen here' to one of 'It can happen here' or else 'It will happen here'." DRW

Risk Management is at the core of any functional OHS system. It is about ‘managing risks’ not ‘taking risks’.

The key to quality Risk Management rests in this simple triangle:
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"HAZARD - a source or a situation with the potential for harm in terms of human injury or ill-health, damage to property, damage to the environment, or a combination of these."
Standards Australia
HAZARDS surround us in varying forms and degree of risk. A Risk Management programme must take into account all hazards likely to affect, or be affected by, the tasks associated with the job. This includes anticipating outcomes from the completed job (eg a power point may be incorrectly installed by an electrician, resulting in an injury occurring to a future user). 

 

IDENTIFY hazards in your work area by making regular inspections of the site; use all your senses - including intuition - to ascertain whether you are in a safe situation. Your nose may be the first indicator of a leaking hazardous substance or smoke from a fire; your ears may pick-up the obvious potential of noise being too loud, or the less-obvious sounds of an overstressed motor bearing. The sense of touch can discern a moist surface where perhaps moisture is not meant to be; taste can detect the feint hint of tainted food, and so on. Consider annual 'desk-top' reviews of 'safe work method statements' (SWMS). A SWMS will outline step-by-step procedures for carrying out a task. Each step can be considered in isolation and any hazards identified. Manual handling, hazardous machinery and hazardous substances in particular can be revealed in studying a SWMS. Investigate and review all incident reports.

 

ASSESS the risk associated with a hazard by considering three aspects: the likelihood of the hazard becoming uncontrolled; the degree of injury/illness/damage should it become uncontrolled; the exposure to the hazard including such things as frequency of interaction with the hazard, types of personnel (children/aged/public etc.).

 

A simple assessment tool suggested by WorkCover is this matrix. Hazards are given a risk rating from 1 to 6, with the numbers allowing for a prioritisation of hazards.

CONTROL of the hazard is what our safety programme is all about. Ideally, we should ELIMINATE the need for the hazard altogether, but if we can't, we might be able to SUBSTITUTE a safer hazard instead, and so on down the hierarchy. Sometimes, a combination of the steps will apply. EG Personal Protective Equipment (step 5) might still be worn in step 2 (Substitute), and so on. 

Steps and examples in the Hierarchy of Hazard Control are:

1 ELIMINATE -

Can the hazard be left out of the equation altogether? In the planning stage, ask if there is any need to use or have the hazard around. An example might be (say) a vacuum cleaner that is going to be used in a high-traffic area. You know the electric lead to it is going to create a trip hazard, so the need for a lead is eliminated by using a battery powered cleaner.

2 SUBSTITUTE -

There is a need to paint some stage materials, and the plan has been to use some epoxy paint that happens to emit toxic fumes. Is there a water-based, less-toxic paint available that will do the job?

3 ISOLATE/VENTILATE -

Perhaps a noisy drive motor for some gadget or other is able to be isolated by being placed in a less-frequented part of the building, or a sound-proofed cage built around it. Unpleasant smells, contaminated or stale air might be ventilated from an area by use of an exhaust fan.

4 MITIGATE - 

If there are no other options, perhaps the only way around the problem is to rotate staff who have to work with the hazard, ensuring they are only in contact with the hazard for limited amounts of time. EG Keyboard entry; exposure to heat and cold, and so on.

Training also falls into this area of hazard control, and includes appropriate methods of operating plant or 'how to install…' and so on.

5 PERSONAL PROTECTIVE EQUIPMENT (PPE) -

PPE is always the 'last resort' of control. Don't forget, this usually means there is nothing between the hazard and ourselves other than a layer of protective clothing or a mask or glasses. If this layer breaks down, then there is nothing between ourselves and the hazardous situation.

EG Protective gloves to handle chemical cleaning agent.

 

Note that steps 1,2 and 3 above are ENGINEERING CONTROLS and generally remove the opportunity of human failings to step into a hazardous situation. (EG a machine guard will protect the smartest and the dumbest persons. The old miners' saying, "You are only as safe as the stupidest man in the mine..." may well be recalled here.) Steps 5 and 6 are ADMINISTRATIVE CONTROLS and can breakdown when weaknesses in human behaviour occur. (EG I might forget to take a break from a particularly debilitating task, or from a proximity to a hazardous substance; I might forget to put on a piece of essential personal protective equipment.)

The following essay will assist you in understanding the philosophy behind the 'Hierarchy of Hazard Control', along with how we 'Profit from Safety':
Profiting from an OHS programme: Expense vs. Investment
"Nulle terre sans siegneur" vs. "L'argent  n'a pas de maitre"

('There is no land without its master' vs. 'Money knows no master'.)

The first is a proverb of the mediaeval period of history, where feudalism reigns; the second comes a little later, when modern economic perspectives have well and truly taken root. We can apply both proverbs to the modern OHS arena. The first proverb may be paraphrased so we read 'There is no part of the workplace that is without its master'. Because of this, every breakdown in the OHS system will be found to have a person or persons with the absolute responsibility for that breakdown.

The second - later - proverb is more interesting to paraphrase. In effect it clearly hints to the modern reader that 'He who can muster the best legal defence may win the case, right or wrong!'

Either way, it can amount to a very costly affair to have a breach in the OHS system!

In our dealings with matters of an OHS nature, it is very tempting for economic rationalists to see OHS systems as an expense. In fact, they are an investment in the quality delivery of goods and services.

This is illustrated in the next graph:

Risk vs. Awareness for Personal Safety
"Concurrent with a rise in RISK is the need to increase operator AWARENESS for their own safety…awareness that could go to the company

if the place were safe…" DRW.

The implication is that the higher the risk faced by an employee, the less concentration he/she can dedicate to the core of the task at hand (which, ultimately, is a task designed to increase the employer's profit). The analogy of ship at sea is used, where, once the situation is grim enough, the command of 'Every man for himself' will be given. Which means no more thought for the employer's enterprise, just total dedication to saving oneself.

If we step back to a fifty percent risk factor, the 'One hand for the ship and one for the man' illustrates the employer now has at least half of the employee's attention dedicated to the business enterprise, and half for himself (or herself), and so on.

The implication is that the higher the risk faced by an employee, the less concentration he/she can dedicate to the core of the task at hand (which, ultimately, is a task designed to increase the employer's profit). The analogy of ship at sea is used, where, once the situation is grim enough, the command of 'Every man for himself' will be given. Which means no more thought for the employer's enterprise, just total dedication to saving oneself.

Stepping back to a fifty percent risk factor, the 'One hand for the ship and one for the man' illustrates the employer now has at least half of the employee's attention dedicated to the business enterprise, and half for himself (or herself), and so on.

If we link this graph to the risk control methods outlined in the Hierarchy of Hazard Control, we can see how we reduce the RISK factor by moving up the hierarchy. Also, the higher up the hierarchy we progress, we can feel more comfortable with an operator who may not be fully aware of the potential for the HAZARD to cause injury, illness and/or damage. That is, the higher up the hierarchy, the more likely we are to protect the trained and the untrained worker, the physiologically-affected and the psychologically-affected worker; the conscious and the unconscious worker in the workplace - and beyond! In the long-term, this means less time spent on worrying about negotiating hazardous situations, and more time concentrating 'on the job'… an important incentive to increasing the profit making potential of each and every employee!

This is realising the profit from the earlier investment in OHS!
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