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2. ‘ Policy ‘

m Establishing a policy

2.2 Stakeholder needs and management

2.3 Writing a policy

24 Communicating and implementing a policy
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Establishing a policy i\/} ” II m

There has been a steady progression in the sophistication of the HSE
policies of leading companies

Increasing
stringency of laws, : _
regulations, Changes in public Competitive Orientation towards
enforcement actions perception advantage doing the right things

l

Explicitly adopting the
posture of ‘doing the
right thing’

l

All significant impacts
and risks managed

Continuous Improvement in HSE Performance

nl‘ul,lr D I_i'l'ue DRAFT NPC/20365/012/Training Course.ppt



s
e |

ég.wsao oud Lo 9)‘“‘“" leb uLO)LN L) HSE ‘.sl.b &S‘”‘“ bs 6‘"‘” 9 ;LO.u‘ 9O yomno u..é).».wu ui»

Olypio (yalh i dl S Cw SOGOE YA gk By co e
OB durid jo pludl cyiled o

HSE Oﬂ»&)o)&mo%

Aru‘“' D I.itue DRAFT NPC/20365/012/Training Course.ppt 4



Establishing a policy

Why do you need an HSE policy?

Conveys
leadership
position and
responsibility

Declares
corporate <«
targets

Express
corporate
commitment

Required by
ISO 14001 and
OHSAS 18001

Communicates

P principles and
standards

Enhances
public relations
and corporate
image

Arthur I Little DRAFT
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Establishing a policy L/V\:”T ” II m

HSE management should be expressed in a policy which articulates the
company’s desired goals

Your policy should be:

M Initiated, developed and actively supported by senior management

B Established in writing

B Consistent with other organisation policies (such as the quality policy)

B Relevant to the company’s activities, products and services and their environmental
impacts and safety risks

M Provide framework for setting objectives and targets

B Made publicly available
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Establishing a policy

o e

ISO 14001 and OSHSAS 18001 have specific requirements for a policy

M |s designed to be appropriate
for the business

B Commits to continual
improvement, prevention of
pollution and regulatory
compliance

B Enables objectives and targets
to be set

B |s communicated internally

M [s available to the public

y

Arthur P Little

DRAFT

NPC/20365/012/Training Course.ppt




S o0 olowl b e b3 gl 1, ools ol ) OHSAS 18001 514001 43,1

I ssel sl a8 08 (A 55k L W
Aol cowlio

5 SO 5l Canilon patns 3500 2 (s M
S oll &, e b gl

s 0,5 Glaal g (S Gl vas S| H
o ,8

55 B (515 5 o W

.A.wl.s Poos u»):wo e |

y

Arthur P Little

DRAFT NPC/20365/012/Training Course.ppt 7




= = - oween | e w.f.:,-w
Establishing a policy e ”II EI

The HSE policy should be based on an evaluation of environmental aspects
and impacts and safety risks during all stages of the product life-cycle...

For example:
Inputs

Renewable and non-renewable resources,

{energy}

I Il [ v Vv VI
Product Raw material Manufacturing Transportation Use, re-use Post
design acquisition and and and consumer

processing distribution maintenance waste disposal

Outputs

Products and services, emissions to air, water and
land
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Establishing a policy

. . . and should reflect any significant environmental aspects or safety

hazards...

Public perception

Scientific evidence on
effects

B Known

B Suspected

Factors
determining

significance

HSE quality standards

Regulation health, safety
and environment

Arthur P Little
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Establishing a policy

...and meet a number of formal requirements

B Formal documented policy is required

B Defined by top management (e.qg. officer of the
company, member of the management committee)

B Must be relevant (generic one may be challenged).
Must be used as an input to setting objectives
and targets

B Must explicitly address commitment to compliance,
pollution prevention, and continuous improvement

B Communication to all site staff is required

B Policy should be periodically reviewed and updated
as appropriate

B Must be made publicly available; policy does not
need to be proactively distributed, rather than
‘made available’ when requested

Arthur I Little DRAFT
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Establishing a policy

Your HSE policy should address your stakeholder expectations

Customers

Community (regulators,
public, media, pressure
groups)

B Compliance with
legislation

Employees

B Safe work environment

B Clear communication

B Environmentally acceptable
products/processes

Suppliers

B Minimum impact on
product supply systems

Management and
shareholders

B Limited costs and liabilities

This will now be examined in more detail

Arthur I Little DRAFT
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2. ‘ Policy

Arthur P Little

2.1 ‘ Establishing a policy

m Stakeholder needs and management

2.3 Writing a policy

24 Communicating and implementing a policy
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Stakeholder needs and management

To assist in gauging what level of HSE management is best for your
organisation you need to assess your stakeholders’ expectations

Local
Emergency

Services
Pressure

Groups ’

Boardroom:

Insurers h
Customers » @
Competitors ’ | |
Suppliers

Shareholders

Managers

Employees

Directors

Government

Arthur I Little DRAFT
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Stakeholder needs and management = -

What is the likely impact of not meeting or exceeding stakeholder
expectations on managing HSE at Mahshahr?

Stakeholder \ Expectations Not Met Expectations Exceeded

Internal

Shareholders

Managers

Employees Lack of corporate concern, de-motivation... | Attracted to working for NPC

Directors

External

Government

Media

Suppliers

Customers

Insurers

Local Emergency Services

Pressure Groups, NGO’s

nrullr D I_i'l'ue DRAFT NPC/20365/012/Training Course.ppt
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Stakeholder needs and management

Answers: What is the likely impact of not meeting or exceeding stakeholder
expectations on managing HSE at Mahshahr?(continued)

Stakeholder Expectations Not Met Expectations Exceeded
Internal
Shareholders Falling share price, vulnerability to take-over Rlsmg share price, more international
investment attracted
M De-motivation, non-compliance with EHS Pro-active in addressing EHS issues in
anagers o . X . .
legislation, low quality EHS performance managing petrochemical projects
Lack of corporate concern, non-compliance
Employees with OHSE legislation and written rules of the Attracted to w ork for Nl.DC’
game Improve their EHS profile.
Increased influence on Iran EHS
Directors Liable to prosecution, shareholder pressure petrochemical projects, EHS legislations
and guidelines
External
Develop health an_d safe_ty I_eglslatl_on and Assistance of NPC in the forming of EHS
Government standards compatible with international o P~
legislations and guidelines
standards
Media Poor public image — lost business High morale, pride
. Lack of HSE requirements tempts suppliers to . . .
Suppliers provide low quality product Demand high quality from suppliers
Customers Relative decline in competitive scene, Choose | Build strong business relationship with
alternative high profile EHS companies NPC
Insurers High insurance rates to cover risks Lower risk premiums
Local Emergency Services Close monitoring & inspection of organisation | Collaboration with NPC in setting out
gency EHS activities, enforce penalties developed OHSE services and facilities
Pressure Groups, NGO's Campglgn against organisation’s EHS non- Support organisation in improving EHS
compliance issues
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Stakeholder needs and management , ”II m

Stakeholder needs provide goals for the management system

Responding to
stakeholder needs .........

...... using appropriately Management System

aligned business processes .......

...... supported by
organisation & resources

This approach is applicable to any business issue

Al'ulll' D I.it“e DRAFT NPC/20365/012/Training Course.ppt 16
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Stakeholder needs and management , ”II m

Business leaders must develop a strategy that links their management
systems to stakeholders needs

/V

Management
System

Management
System

To develop and HSE strategy requires business leaders to have sufficient
competence

Al'ulll' D I.it“e DRAFT NPC/20365/012/Training Course.ppt 17
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Stakeholder needs and management = - ”II m

For the Mashahr complex, what do you think are the key HSE issues?

m\What are the key health issues?

m\What are the key safety issues?

m\What are the key environmental issues?

Al‘u\“' D I.itue DRAFT NPC/20365/012/Training Course.ppt
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Stakeholder needs and management

For the Mashahr complex in which you work, who are the key stakeholders

and how do they interact with the key HSE issues?

Issue 1

Level of interest

Stakeholder | Stakeholder
A B

Stakeholder

Stakeholder

E

Medium

Stakeholder

Issue 2

Issue 3

Issue 4

Low Medium Not Medium
relevant
Not Not Medium Low Not
relevant relevant relevant
Not Not Medium
relevant relevant

Arthur P Little

DRAFT
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2. ‘ Policy

Arthur P Little

2.1 Establishing a policy

2.2 Stakeholder needs and management

2.3 Writing a policy

24 ‘ Communicating and implementing a policy ‘
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Writing a policy o ”II m

i

There are several policy styles:

Policy I Policy Opening paragraph
List of specifics Goals Principles I

Responsibilities I Strategies

Responsibilities

i1l

Arﬂ‘n‘ D I.itue DRAFT NPC/20365/012/Training Course.ppt 21
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Writing a policy 1\/1 ” II m

Corporate HSE policies typically have five key attributes

Attribute Definition

A statement of management’s principal goals and expectations, typically either a

Policy Thrust commitment to be ‘in compliance’ or to go ‘beyond compliance’

The organisational level at which the policy is issued, the mechanisms for
Policy Issuance dissemination of the policy, its style, and the frequency of its review and re-
issuance

The inclusion of specific directives or programs and the assignment of

Policy Implementation responsibilities for carrying out policy objectives

The methods of management control, such as audits and capital expenditures
Policy Assurance reviews, adopted by the corporation to ensure that its policy goals are
adequately met

Policy Applicability The definition of the parts of the organisation falling under the policy umbrella

llrl'lur ) I.i'l.'u-: DRAFT NPC/20365/012/Training Course.ppt 22
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Writing a policy X;lj ” II E

A four step process can be used to construct and HSE policy

Best practice model

Policy ingredients

Policy draft

Aru‘“' D I.itue DRAFT NPC/20365/012/Training Course.ppt 23
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Writing a policy

e

Findings from the review and stakeholder interviews will provide a basis for

policy ingredients

= Environment Internal
= Emissions stakeholders
= Energy consulted:
efficiency = Staff from NPC
= Noise = Senior
= etc management
= etc
1. HSE Review 2. Stakeholder
of NPC expectations
Health & Safety External
= Noise stakeholders
= Hazardous consulted:
chemicals = NGOs
= etc = Media
= etc
nru‘|r D I_i'l_'ue DRAFT NPC/20365/012/Training Course.ppt 24
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Writing a policy

wee LB

The policy can be developed using a best practice model

Examine the policies of
competitors and
leading edge
companies to identify
how their policies
address the component

Examine recognised
standards to identify
best practice in
addressing each policy

component
r-=- ~-=-==========- 7
I Best practice model I
| |
| |
I 3. Benchmarking 4. Best practice | |
1 against policies and I
I competitors standards |
| |
| |

Arthur P Little
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Writing a policy ” ” II

For example, this model comprises 5 elements and 26 core components

= Example components:

= Overarching mission/vision
= Geographic coverage

= Stakeholders

= Consultation
= Communication
= Verification

= Organisation
= Responsibilities
= Resources

= Commitment to continuous improvement = Target setting
= Commitment to standards = Performance measurement
= Commitment to legal requirements = Performance communication

(internal & external)
= Employee education/information
= Employee reward
= Policy review

Al'ulll' D I.it“e DRAFT NPC/20365/012/Training Course.ppt 26
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Writing a policy

o e

The next step is to develop indicators and targets to assist in the delivery

of the policy objectives

Report and
review

Action

Policy Draft

Broad objectives

Assign
responsibilities

Implementation _ Establish
indicators and
targets
Identify system
requirements
nl l']ur D I-H-.ue DRAFT NPC/20365/012/Training Course.ppt 27
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Writing a policy

Short listed key performance indicators (KPIs) should form the basis of
meeting the policy commitments and setting of targets

Indicator Current performance  Yr1 target Yr2 target Yr3 target

Environmental Policy

Policy commitment:
Minimising pollution to the environment across our operations and avoiding where possible, the use of substances that may
cause harm to the environment.
CO2 emissions per employee,
total and by site

Policy commitment:
Minimising the consumption of energy and resources in our operations and where practical, using materials that are renewable,
recycled or re-usable.
Electricity consumption per
employee

Proportion of total energy
consumed from renewable
resources

Energy costs/employee

Water costs/employee

Water consumed per employee
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Writing a policy

Extracts from example companies HSE policy demonstrate the five key
elements required

Scope and coverage

“As leaders in
responsible investment,
we use our influence to
protect and enhance
the wider environment.
We are committed to
ensuring that the needs
of our customers,
investors and business
partenrs are met in an
enviornmentally
responsible way and
will work with these
partners to promote
good HSE practice.”

Governance

“We believe that good
HSE practice is an
integral part of how we
run a business. We
believe it is a shared
responsibility of all

company employees to

understand and act in
accordance with this
policy.”

Implementation

“We will manage our
HSE impacts, set
targets, measure and
continuously improve
our performance. We
will regularly monitor,
review and report our
progress on these
issues.”

Standards &
Performance

“We will strive to exploit
opportunities to
minimise
environmental impact
through our working
practices, in areas such
as energy
management, paper
usage, waste reduction
and recycling, and
communications.”

Transparency

“We will encourage our
regional organisation to
adopt a policy of
openness in
communicating our
HSE successes
internally and externally
as appropriate.”

Arthur P Little

DRAFT
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Arthur P Little

2. Policy
2.1 Establishing a policy
2.2 Stakeholder needs and management
2.3 Writing a policy

m Communicating and implementing a policy

DRAFT
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Arthur P Little

2.1

2.2
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Communicating and Implementing a Policy =

Training, awareness and communication are vital in the implementation of

HSE policy

Improve
commitment

Build awareness
and understanding

Facilitate
Training,

/ implementation
Awareness &

Communication

Increase technical / Internal
safety / environmental skills expertise
Build
ownership
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Communicating and Implementing a Policy = = ”II m

A number of considerations should be made when implementing the HSE
policy

B Involve senior/line management and other affected parties in development and
review, comment and approval of cycles

B Policy is commonly a corporate one adopted or adapted by a division or site. A site-
specific policy is increasingly common

M In-person roll-out at staff meeting and “"HSE Committee” meetings are generally
more effective than simply a pay check-stuffer or simple posting; a combination of
multiple approaches is most effective

B Policy roll-out is enhanced when the policy is signed by senior site/organisation
manager

B ‘Operationalising’ policy to make it understandable is a common problem; there is a
need to translate the words into actions that employees can understand
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Communicating and Implementing a Policy = =T

Policy statements should be supported by subsidiary documents that
translate abstract policy statements into specific actions

Policy Levels

Implementing
Levels

<

<

—

Policy
Principles
Objectives/Targets

Environmental Management
Program

Guidelines/Programs

Procedures

Implementation

Arthur P Little
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Communicating and Implementing a Policy

You have now completed section 2 of this training course

1

Introduction

3

Planning

Day 4

4

Implementation

and
Operation

Day 5

5

Measuring
Performance

6

Management

Review

B |ntroduction Establishing a HSE risk Structure and B Performance B Management
to HSE policy assessment responsibilities measurement review
Manage- Stakeholder Legal Competence and monitoring
. ment needs and requirements and training B Accidents,
Main Systems management Objectives, Communication incidents,
Contents | g |hternational | ® Writing a policy|  targets and Documentation preventative
Standards Communica- improvement and document and corrective
ting and programmes control actions
implementing a Operational B Auditing
policy control
Emergency
planning
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