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Structure and responsibilities

This module will examine how to implement an HSE management system

Organisation &
Accountability

4.1 Structure and
Responsibilities

Capabilities &
Communications

4.2 Competence and
Training
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Controls
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Control
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Structure and responsibilities - ”II

HSE Management System structures involve roles, responsibility and
authority

Are required for all personnel or departments who have an involvement

Roles with the HSE Management System.

Details what, when and how the individual or department interact with
the HSE Management System. These details provide the basis for
auditing the “human” aspects of HSE performance.

Responsibility

Relates to who must and can (if permitted) make decisions. Authority
includes general management and operational authority and includes
corrective action and emergency authorities. All responsibilities should
be linked to authorities or reporting structures.

Authority

Note: Responsibility and authority must be aligned!

llrl'lur D I.i'l.'ue DRAFT NPC/20365/012/Training Course.ppt 5
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Structure and responsibilities =

Most roles have some HSE impact associated with them

B Almost every job is likely to have some HSE impact associated with it

B There are many ways to define roles and responsibilities:
— Work plans and procedures
— Responsibilities matrices/organisation diagrams or trees

Arthur D2 Little DRAFT NPC/20365/012/Training Course.ppt




s HSE (g9, (pold el ydl gl Wy yhaits pdsT]

el 393 wuale b o o HSE il Glls sl aauls 5 )5 Ly a5 M

:.))L\.)»g-.bq_.lwg().@' 85—y )5 (Sl o (s3I B RS O
Sl Gldbs) 9 )6 Lo aol o —

Arthur P Little

DRAFT NPC/20365/012/Training Course.ppt




Structure and responsibilities

A responsibility matrix is a useful way to set out responsibilities

Programme

Target

Person responsible and
description of role

Person accountable and
description of role

Structure and
responsibilities

Competence and
training

Communication

Operational Control

Documentation and
document control

Emergency Planning
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N
Structure and responsibilities - ”II m

Resources should be allocated and closely linked to HSE objectives and
targets

B Assigning authority should come with the power to access and distribute the
necessary resources

M There should be a close link between HSE management programs and resource
allocations for the objectives and targets stated in the management plan

B Resources include

— Human, including training and specialized skills
— Physical and technological
— Financial

Resources should be identified and available for both the initial

implementation phase and the on-going maintenance of the HSE
management system

llrl'lur D I.i'l.'ue DRAFT NPC/20365/012/Training Course.ppt 8
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Competence and training

Training, awareness and communication are vital in the implementation of

Build awareness
and understanding

Improve Facilitate
commitment implementation
Training,
Awareness &
Communication
Increase technical/ Internalise
safety/environmental skills expertise
Build
ownership
Arthur P Little DRAFT
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Competence and training v ”II m

Resources should be allocated and closely linked to HSE objectives and
targets

B Analyse training needs by creating a matrix listing job positions by training required

B Define a system for tracking training provided and ensuring all appropriate staff have
received training, e.g:

— Records of who has been trained or computer tracking
— Follow-up sessions to ensure everyone receives training
— System to address new employees and transfers between departments

B Focus on training effectiveness and reinforcement, such as by:

— Testing learning at the end of courses

— Applying the material after the training for reinforcement

— Using safety committee meetings, staff meetings, self-study, etc
B Provide awareness training as well as job-specific training

M Build competence into job qualifications and the hiring process

llrl'lur D I.i'l.'ue DRAFT NPC/20365/012/Training Course.ppt 11
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Competence and training

Training needs throughout an organisation can be identified using a

training needs matrix

Hassan
Daryanavard 15.09.04 N/A | 6.7.05 N/A
2%
. (9??9 o Amir Behzadi 15.09.04| 2.10.04| 6.7.05 | 30.70.04
% %6)%{:3
(o4 X Farhad Mohajer | 15.09.04 2.10.04| 6.7.05 N/A
Senior management N/A | N/A Ehsan Hosseini | 15.09.04| 2.10.04| 6.7.05 | WA
Department A A Ireza
supervisors 6/9/05 Ebrahimi 15.09.04| 2.10.04| 6.7.05 | 30.10.04
Department B
supervisors N/A
Operators 12/9/0812/9/05
Maintenance staff
Key
training provided
N/A training not required
12/12/05 date in bold indicates training planned
llrl'lur D I.i'l.'ue DRAFT NPC/20365/012/Training Course.ppt 12
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Competence and training

Training programmes should be appropriate to the trainee and culture of

the organisation. Interactive learning closes the gap between the classroom
and the workplace

Traditional Teaching Approach

I

Interactive Learning Approach

Supporting Reference Materials

llrl'hlr D I.i'l.'ue DRAFT NPC/20365/012/Training Course.ppt 13
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Communication

Requirements and interpretations

There are two forms of communication:

Internal

Employees, shareholders, customers, suppliers,
investors and insurers, trading partners.

External

Neighbours, community organisations, NGOs, regulatory
agencies, media, general public.

Arthur I Little DRAFT
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Communication ” ”II

Communications, both internal and external can be illustrated as shown

<

Complaints or querles

-0

Internal Communications External Communications

AI'H‘II‘ D I.it“e DRAFT NPC/20365/012/Training Course.ppt 16
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Communication

Even the best-designed management system will fail if it is poorly
communicated. The processes of internal and external communication tend
to be specific for each area of management

Roll-out Seminars

Workshops

Publicity

B Interactive
B Practically-oriented
B Easy to follow

B Professionally-presented

B Clear aims and objectives
B Divided into specific tasks
B Achieving tangible results

B Professionally-facilitated

B Emphasising key messages
B Written in plain language
B Attractive

Arthur I Little

DRAFT

NPC/20365/012/Training Course.ppt 17
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Communication

Internal communication is the ‘life blood’ of an effective HSE Management
System

Effective internal communication External communication methods

Motivate workforce in HSE
implementation

Gain acceptance for HSE plans
Explain HSE policy and system

Ensure understanding of HSE roles
and responsibilities

Demonstrate top management
commitment to HSE

Monitor and evaluate performance of
HSE

|dentify areas of improvement

Newletters

Intranet

Staff meetings

Bulletin boards

One-on-one

Arthur I Little DRAFT
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Communication

External communication can shape an effective HSE Management System

Effective external communication External communication methods

B |mproved relationships with
stakeholders

B Demonstrates due diligence

B Builds trust in community

Open house

Focus or advisory groups
Web site or email list
Press releases

Annual reports
Advertising

Community participation

Arthur P Little

DRAFT

NPC/20365/012/Training Course.ppt 19
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Documentation and document control

Separate HSE management systems can be implemented into a single

management systems manual

Management System
Manual

This should establish-&
maintain information that:

B Describes the core
elements
of the management system
_& their interaction

B Provides direction to related
documentation

Document Control

Procedures to control
all documentation so
that:

B They can be located
B They can be reviewed
B Current versions available

B Obsolete documents are
replaced

B | egal and knowledge
management requirements
are met

Arthur I Little DRAFT

NPC/20365/012/Training Course.ppt
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. x| e
Documentation and document control e

An HSE Management System Manual should cover a number of key
elements — Table of Contents

lllustrative
B Table of contents

B Policy
Overall HSE roles and responsibilities (including organisation chart)

Objectives and targets

HSE management programme

HSE management procedures:

— Environmental aspects and safety hazards

— Requirements tracking

— Training and training needs assessment programme(s)

— Communications requirements

— Document control (including records retention requirements)
— Operational control

— HSE monitoring

— Audits, inspections and corrective action

— Management review

B Emergency preparedness and response

llrl'lur D I.i'l.'ue DRAFT NPC/20365/012/Training Course.ppt
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Documentation and document control

Document control is critical

Document control procedures are
: Elements of document control:
required to ensure:

B HSE documents can be located
B Documents are periodically reviewed
B Current versions are available

B Obsolete documents are reviewed

B Revision date/issue
B Effective date

M Approval (signature)

B Revision number

B Designates responsibility and authority A Document number

B Copy number

M Cross references

Arthur P Little

DRAFT NPC/20365/012/Training Course.ppt
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Operational control “ ” II m

Regulations, operational control procedures and work instructions detail
the day-to-day activities that support the HSE management system

T+ 14 1+ 1 1 1 1

Training

AI‘H‘II‘ D I.it“e DRAFT NPC/20365/012/Training Course.ppt 25
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Operational control . | I I I I

Procedures are documented instructions which ensure proper control over

aspects which have or could have a significant impact on the HSE
performance

M Cover situations where their absence could
lead to deviations from the policy and the
objectives and targets

M Include operating criteria for activities and
equipment

B Cover identifiable significant risks related to
goods and services used by the organisation

Relevant procedures and requirements must be communicated to suppliers
and contractors

llrl'lur D I.i'l.'ue DRAFT NPC/20365/012/Training Course.ppt 26
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Operational control = ” II m

For example, ISO 14001 specifies that procedures are necessary but does
not use “documented” in all cases

. Procedures required but not
Documented procedures required necessarily documented

B Operational control procedures to cover situations
where their absence could lead to deviations from the
environmental policy and the objectives and targets
(4.4.6a)

B Monitor and measure key characteristics of
operations / activities that can have significant impact
(4.5.1)

B Evaluating compliance with relevant environmental
legislation (4.5.1)

Identify environmental aspects (4.3.1)

Identify and have access to legal and other
requirements (4.3.2)

Awareness and training (4.4.2)
Internal and external communication (4.4.3)
Controlling documentation (4.4.5)

Significant aspects associated with use of goods and
services (communication with suppliers and
contractors) (4.4.6¢)

Identify potential for and respond to accidents and
emergencies, and preventing and mitigating
associated environmental impacts (4.4.7)

Investigating non-conformance and taking mitigating,
corrective and preventive action (4.5.2)

Identification, maintenance, disposition of records
(4.5.3)

Environmental management audit (4.5.4)

Arthur P Little

DRAFT

NPC/20365/012/Training Course.ppt 27




Text ||| [+

0,1y (SJ9 ddimd (59040 (nhal s Y9, &S 3w (50 Hastiine VEx-\ 9 jul (JUo (sl s
SIS (505 )T I)lgo (Foled ) ) «Idime»

ool S lral Slgibs) Sk Sddaane B g pab &5 0¥ (lpal sl i)

._»LA.CASUALQM}Q b 92 Sl wldee J a8 phal sl ovls) | (Z—\”—\)ub.nza._».u.u) sl aua  Hlwlids
.w 'I I . R & . . - . . - -'.‘
5 QNS Slaal 5 e ) ke b I Szl 4 Sl e L] (E-¥-1) ol 31yl 5 539515 ool 3l & oyt uabls 5 oluslis

(4-4-6a) 35 =i 3 2

O

O

(E-E-Y) Uhigel 5 50T W

O

(E-0-V) ads Sls o sIVL ol il 3islgs (50 .

o2l b bls)l) load 5 VB oslaiwl & b gy yo J)L sla ain
he ) b re ls3 b Slbil b5l (€-£-6C)(LblSSlos; 5 OIS 3ii8

G S (sl sl S)lge 9 Bslgn &y STy Yl 9 Jledal yoasins |
(E-£°V) s o) abog o il s 5

4.»|).\§p.u.u3u;)bo| ©D S waress wlbdes ["L?-"I} BSldasl PIE SWw) R u
(£-0-Y)

(E—b—\") @.\|}.w —al s ORS 9 6)|.A4<i'\ 9 JZY-IN ;u,gl.ml.i.a'b |
(&£-0-¢) SERo ) w0 930 (S jaoo [ |

llrl'hlr D I.i'l.'ue DRAFT NPC/20365/012/Training Course.ppt 27



-
. aneox | i “»I—"w'w
Operational control = - | I I I m

The disposal of waste solvents has been identified as a significant aspect

Example:
_ Disposal of Waste Solvents
M Policy states

— We are committed to reducing our waste streams

B Objective is set
— To reduce production of waste solvent by 5% by end-2005

B Targets set to achieve objective

— Replace all degreasing baths with non-solvent-based degreaser by mid-2005
— Cease use of all aerosol-based degreasing solvents, etc

M For Target 1 above:

Action Responsibility Date Status

a. ldentify non-solvent-based degreas gents

b. Evaluate feasibility of useﬁq S/(\/

c. Complete cost estimates

Etc.
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There are a number of typical activities for which most companies have
documented operational control procedures

Evaluating aspects and impacts

Operating
Procedures

u
B Tracking regulatory requirements
B \Waste management

B Effluent sampling/monitoring/control

B Air emissions sampling/monitoring/control
B Emergency response

B Accident/incident investigation

B Communications

Some operating procedures may be integrated with existing management
systems (e.g. quality, health and safety)
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Operating procedures should be written in a consistent way and include
standard sections

Operating Procedure

B Purpose and scope

B Responsibilities

B Procedure / tasks

B Timing

B Results

B Monitoring and measurement requirements

B Records and record retention

Quality Control
B Reference to other parts of the HSE \I

management system

Authorisation: Revision No:

Date of issue:
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Operational control

Preparing and implementing operating procedures is a six-step process

1. ldentification of aspects and impacts / hazards
Assessment of significance (risk)

Identification of control measures needed to manage risk
Preparation of documentation and obtaining sign-off

Implementation of procedures through training

R -

Auditing and review of effectiveness

It is important to maintain and control the procedures

Arthur I Little DRAFT
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How do operating procedures differ from work instructions?

Operating

Operating Procedure

Procedure
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Work instructions tend to be the specific step-by-step tasks that need to be
carried out to fulfill a particular function

Work Instruction for Delivering Fuel Oil

B Ensure that the road tanker is positioned correctly on the tanker stand
Complete the paperwork and ensure it refers to the correct tank
Check that the material in tanker corresponds to tank label
Check the receiving tank has the capacity sufficient to accept the load safely
Ensure the fume equipment is operating
Check that the hand-held rinse-down hose is in operating condition
Switch on the roof extract and bulk storage fans
Connect the recovery units
Open the road tanker vents (gravity deliveries)
Correct the leads
Ensure that the eye wash and emergency shower is operating
Isolate storm drains where necessary

Ensure appropriate spill control equipment is at hand
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Work instructions may often be unnecessary when there is a
comprehensive and effective training programme

Operating
Procedure
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The key goal is to develop a sensible and manageable system — get the

balance I’Ight Remember the system should be
sensible. See 1.1, p. 16 & 17

Don’t write procedures and work instructions if they are not necessary!
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Operational control

Procedures and work instructions specify how the HSE management
system should operate — this needs to be checked

7

Procedures &
work instruction

Are they communicated to the appropriate
personnel?

Are they understood?
Are they being followed?
Are they effective?

Are they up-to-date?

Arthur P Little
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Operational control

There are a number of areas where there could be problems with operating

procedures

Incomplete identification of areas of potential environmental impact

Incomplete or inaccurate hazard identification and risk assessment

Poor or ineffective consultation on draft procedures

Lack of, or insufficient consideration of “human factors”
B Poorly written and/or implemented instructions

M Lack of, or ineffective training and understanding by users

Not kept up-to-date, e.g. with organisational and operational changes
No monitoring or review of appropriateness and implementation

Ineffective incorporation of legislative requirements

Not building in continual improvement
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Implementation and operation
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4.1 Structure and responsibilities
4.2 Competence and training
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4.5 Documentation and document control
o
DRAFT NPC/203651012/Taining Course oo

38



S \.::-
oo | e .T:w
Text e | | I I .

E ollec 5 1yl
4 L o gune 5 La L
4.2 ObJgal 5 wuadlo
43 ilte]
4.4 SlSiime JHiS 9 Sl ke
4.5 lae s

m Sl doudl (s 53 ) 4ol

Arl'hlr D I.i'l.'ue DRAFT NPC/20365/012/Training Course.ppt




-
. aneox | i ’-I&'w
Emergency planning e ”IIm

A definite plan to deal with major emergencies is an important element of
an HSE Management System

B Developing an emergency plan has several advantages:
— Guidance during an emergency

— Identifying previously unrecognised hazardous conditions
and thus eliminating them

— ldentifying deficiencies (e.g. a lack of resources — trained
personnel, equipment, etc.) that can be rectified before an
emergency occurs

— Promoting safety awareness and demonstrating the o ©
organisations commitment to the safety of its employees T > ‘ L

B The lack of an emergency plan, on the other hand, could lead to severe losses such
as multiple casualties and possible financial collapse of the organisation
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What is the overall objective of the plan?

B The objective of an emergency plan is to reduce the
possible consequences of the emergency by:
— Preventing fatalities and injuries

— Reducing damage to buildings, stock, equipment
and the environment

— Accelerating the resumption of normal operations
B Development of the plan involves an understanding of:
— How likely a situation is to occur

— What means are available to stop or prevent a situation

— What is necessary for a given situation

_ Such an understanding should already be known from the identification of
environmental aspects and impacts, and hazards earlier
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What are the elements of an emergency response plan?

B Facility description, including organisation and
staffing

B Emergency response plans
® Plot plans

M Facility or company policy regarding
emergency response

B Planning

B Description of emergency systems and
equipment

B Emergency organisation plan
M Description of process hazards

® Description of external resources and support
organisations

B Regulations applicable to the facility
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Testing and revision of the plan are necessary to maintain a high level of
proficiency

M Plans can be tested in the following ways to identify areas for
improvement:

— Exercises and drills can be conducted to practice all,
or key, parts of the plan

— A thorough and immediate review after each drill should
highlight areas for improvement

B The plan should be revised:

— At least once annually

— When shortcomings are identified in the plan
(e.g. not enough equipment)

— When changes occur in the plant infrastructure, processes, materials used, and
key personnel

B |t should be stressed that provision must be made for the training of both individuals
and teams, if they are expected to perform adequately in an emergency
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Emergency planning

You have now completed section 4 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 |terational | ® 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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