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safety information bulletins

For information on the series of safety information bulletins, see http://energyinst.org.uk/humanfactors/sib

OVERVIEW: This Safety information bulletin describes methods that have been successfully implemented to manage
organisational change in a major oil and gas business. The methods include those applied to changes in teams and those
involving individual changes of role. Note that this bulletin describes only one method: those intending to embark on a
change process should consult other resources (see References and further information) and specialists in this field.

organisational

managing

change safe.

Change is a continual process in most businesses and is usually driven by
the need to maintain competitiveness and strategic advantage and also to
improve performance against measures of safety, availability and cost.
Change can be seen as an opportunity to make improvements across a
range of areas, but it needs to be carefully managed to be successful — and

Regulator concerns

Organisations should discuss proposed changes with safety and
environmental regulators. Typical concerns expressed by the
regulators are that organisations should:

Apply a consistent process in making changes

Maintain adequate control of the process

Subject their plans to external independent review

Take due account of the impact of the change on the control
of major hazards

Continue to demonstrate safety, as set out in their COMAH
safety report.

Management of team changes
The following steps will help to ensure that changes in team
size and structure are managed efficiently and safely:

Define the new team structure

Map tasks performed by the existing team onto the new
team

Identify changes in roles and accountabilities

Account for tasks transferred elsewhere or no longer
required

Identify the key human factors risks* (see Box 1)

Review the impact of the change on the new team’s
capabilities/competence

Review existing controls and identify new controls as
required

Envisage key SHE scenarios to ensure that the new team
can cope

Peer review key SHE issues by safety committee

If risks are judged to be tolerable, manage the change
Review changes after six to 12 months.

Box 1 Human factors risks

Team changes could downgrade the team’s ability to:
e Maintain or improve plant integrity

Maintain or improve plant availability
Maintain or improve SHE related systems
Manage essential knowledge and expertise
Respond to abnormal situations

As a result of:

e Excessive workload

Deficiencies in team working

Lack of competence

Lack of motivation

Poor communications

Management of individual changes
The following steps should help to ensure that the handover
of roles from one person to another, or changes within an
individual's role are managed efficiently and safely. The
individual should:
e Define:
o What they do
oHow they do it
oWhy they do it
e Understand the changes to their tasks/role
e Understand the attendant risks to:
o Themselves
o Others
o The Business
e Mitigate the risks
e Plan and execute the change

Supporting management of change

Establish a team comprising, for example:

a leader/facilitator, the leader of the new team, members of
the existing team, discipline specialists and safety
representatives. Their key tasks are to map the existing
team structure onto the new structure and to identify and
control SHE risks arising. Supporting forms and checklists
provide a structure for managing changes, help maintain
accurate and consistent records and demonstrate a
thorough approach.

Examples of the stages in a change programme and the

forms used are:

e Register change proposal form — record the nature of
the change and likely risks

e Planning checklist — identify what will be affected by the
change and thus what will need to be included in the
change plan

e Conduct a ‘task mapping’ exercise or arrange for
knowledge transfer — depending on nature of change
and risks involved

e Change plan — assign specific change actions and
completion dates

e Review planning checklist to ensure all knock-on effects
have been considered

e Conduct close-out review — after six to 12 months;
confirm that changes have been made.

The flowchart in Figure 1 illustrates the process.
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Management of change (MoC) process — Useful strategy and supporting documents

Box 1

Form MoC 1 - Register change proposal

Proposal typically involves changes to 'frontline' human resources

1. Obtain Serial No. from Change Team competencies which could have a significant impact on the organisation's

Administrator :‘;;2_1 capability to:
2. Estimate impact of change: Level 1,2 or 3 (see Box 1 i ® |dentify emergency-initiating events, (e.g. incipient loss of containment
critical)

3. Sign-off by Job Officer and Change Leader ® Prevent escalation of an emergency event
e Control and manage rapidly-escalating emergencies
| e Start-up and shut-down plant and make safe
e Carry out critical maintenance and inspection activities

Form MoC 2 - Planning checklist

Little impact on 'frontline’ operations, but may have significant human

1. Assess the issues to be addressed (see Box 2) Level 2 factors impact on people. [Note: consider this very carefully and gather
2. Sign-off by Job Officer evidence to justify that there is little impact on frontline operations]
Mainly administrative or commercial change, where risk to people is low but
Level 3 business risk may be significant. Personal handover between Team
r{ Levels 1 and 2 Level 3 'Handover' }—‘ Leaders etc.
App. 1- Task map and risk assessment Form MoC 6 - Knowledge transfer
1. Complete Worksheet using a checklist 1. Use checklist to ensure coverage and assess
2. Assess SHE-significant risks using a checklist risks
3. Complete detailed risk assessment for SHE 2. Sign-off by Job Officer
critical tasks
4. Safety Committee agreement that risks
can be adequately managed (see Box 4) Box 2

| Review and revise as necessary:
| ® Site COMAH report

® Emergency response arrangements

® Job descriptions

o Assessment, training and development of individuals

. List actions required. Categorise A and B (see Box 3) o Security arrangements etc

. On completion of actions, sign-off by Job Officer and
Recipient of handover

Form MoC 3 - Change plan

N =

Consult:
| o Workforce
e Unions

Form MoC 4 - Change confirmation checklist

Notify:
* Customers
® Local authorities

. Confirm category 'A' items are complete

. Record outsanding category 'B' actions in action tracking
system

Sign-off by Job Officer, Change Leader and Line Manager

N =

w

Box 3

Form MoC 5 - Close-out review

Category 'A' items should be completed before implementation

. Post-implementation review (approx. 6 months after) begins. ) ) i
Confirm all category 'B' actions complete Category 'B' items should be completed before final sign-off.

. Sign-off by Line Manager and Reviewers

W

Box 4

Note that the Safety Committee should take advice from
specialists with expertise in risk assessment and change
management to ensure that the assessment is robust.

Figure 1 - Flowchart of process and resources for managing change
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