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EXECUTIVE SUMMARY
The Health and Safety Commission (HSC), as part of its Revitalising Health and Safety
strategy, has a range of initiatives to explore and employ new levers for influencing senior
managers and directors, and to engage with other agents for change. In particular the Claros
Consulting research* highlighted the opportunity offered by the contact and influence that some
investors have with senior executives. Business benefits are now the second deliverable in the
new Health and Safety Commission strategy, “A strategy for workplace health and safety in
Great Britain to 2010 and beyond”†.
Previous organisation specific case studies have focussed on the costs of accidents and work
related ill-health, rather than the business benefits of health and safety, and many of the figures
produced are either for the UK economy as a whole or deduced from such figures. The work
described here explores the reality of specific business cases for health and safety in a range of
organisations. They provide material that a range of stakeholders can use to engage with
decision-makers to persuade them of the business case for improved health and safety‡.
This report describes the research undertaken to provide information on costs and benefits of
health and safety initiatives. It outlines the research methodology and presents the information
gathered on 19 case studies of the business case for health and safety initiatives undertaken in a
range of organisations across a variety of industry sectors, including the public sector. A further
part of the work was to develop case study material presenting the salient points of the case
studies which can be used to persuade senior managers of the wider potential benefits of
improving health and safety. This material has been published by HSC separately on the HSE
website (at www.hse.gov.uk).
The key finding of the research is that in each of the cases described, whatever the original
motivation, the organisations believed that improving health and safety was integral to business
risk management. The organisations decided to improve aspects of health and safety because
their business cases showed the benefits to the organisation. These benefits included a mix of
both tangible and intangible benefits, such as maintenance of brand and reputation, client
requirements, and staff morale, as well as health and safety. The research also showed that in
these cases the organisations considered their own business cases so compelling that they did
not need a fully quantified cost benefit analysis.
Common to other research experience, it was also found that organisations rarely systematically
or comprehensively track the costs and benefits of undertaking a particular initiative,
particularly where health and safety is integral to management.
Example headline savings
x £11 million saved due to absence management (Rolls Royce);
x Costs of flu vaccination recouped in one month (Barts and The London NHS Trust);
x Manual handling injuries eliminated and lost hours reduced to zero (MFI);
*

Mansley, M. 2002.Health and Safety Indicators for Institutional Investors, Report to the HSE, Claros
Consulting www.hse.gov.uk/revitalising/csr.pdf
†
MISC643, HSE Books. www.hse.gov.uk/aboutus/hsc/strategy.htm
‡
It is important to note that the health and safety initiatives described in these case studies are not
intended to represent guidance from the HSE on how to comply with the law – their purpose is to explore
the business case for the initiatives. www.hse.gov.uk/businessbenefits/index.htm
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x £12 saved for every £1 spent on manual handling improvements (British Polythene
Industries); and,
x Almost 70% reduction in staff absence rates (Port of London Authority).

2

ACKNOWLEDGEMENTS
The research project team would like to thank the many people who assisted with this project
throughout its progress, both within the case study companies and organisations and also many
others who assisted us in identifying potential candidate case study organisations. Our apologies
for anyone who has assisted and does not appear on the following list.
The case study organisations
Associated Octel
Tim Revington (Senior Consultant, Revson Consulting Ltd and former Site Director 1999-2001
Ellesmere Port)
Stewart Burley, Site Director, Ellesmere Port
Richard Shone, Health and Safety Director, Ellesmere Port
AstraZeneca
Sue Connelly, Well-being Project Manager, Global SHE
Graeme Collinson, Head of UK SHE
Barts and The London NHS Trust
Charles Gutteridge, Medical Director
Dr Dennis D’Auria, former Director of Occupational Health Services
Birse Rail
Steve Jones, Assurance Manager
British Polythene Industries plc
Simon Robertson, Group Health and Safety Manager
Andy Collinson, former Group Health and Safety Manager
Chep UK
David Fanning, Health and Safety Manager, UK and Ireland
Edmund Nuttall Ltd
Kevin Bennett, Training Manager
Jim Murray, Company Safety Officer
Jean Pace, HR Department
GlaxoSmithKline
Geoff Ogden, EHS and Risk Prevention Site Director, Dartford

3

Huntsman Petrochemicals
Hugh Bence, Operations Manager Olefins plant, Teesside
Ibstock Brick Ltd
Ray Austin, West Hoathly Site Manager
Inland Revenue and the Public and Commercial Services Union (PCS)
Graeme Steele, Inland Revenue Group Secretary for PCS
Lyn Bowskill, Inland Revenue, Diversity and Equality Team Leader
Christine Payton, Inland Revenue AD Customer Services, Southern England
MFI plc
Tim Proctor, Director of Group Safety, Health & Environment
Port of London Authority
Glenn Witham, Head of Personnel and Development
Gary Davies, Personnel and Development
St Regis Paper Company
Colin Griffiths, Personnel Director
Rolls-Royce plc
Dr Ian Lawson, Chief Medical Officer
Royal Mail Group plc Vehicle Services
Melvyn Hodgetts, Head of Safety – Logistics
Severn Trent Water
Neil Budworth, Health and Safety Manager
Pristine Condition
Transco
Graeme Liddell, Maintenance Manager, North of England Network
Ellis Brodrick, GMB
Uniq plc
Chris King, Health and Safety Manager

4

Others
Chemical Industries Association
Nick Berentzen
CBI
Jude Grandison
Hazards Magazine
Rory O’Neill
Institute of Directors
Geraint Day (Health and Environment policy advisor)
Patricia Peter (Corporate Governance Executive, Policy Unit)
IOSH
Richard Jones
RoSPA
David Walker and Roger Bibbings
TUC
Owen Tudor

5

6

1 INTRODUCTION
1.1

Background

The Health and Safety Commission (HSC), as part of its Revitalising Health and Safety
strategy, has a range of initiatives to explore and employ new levers for influencing senior
managers and directors, and to engage with other agents for change. In the new Health and
Safety Commission strategy, “A strategy for workplace health and safety in Great Britain to
2010 and beyond”, business benefits are now the second deliverable.
There are a number of important issues that have had a bearing on this study to develop and
present a series of case studies where the business case for health and safety initiatives has been
persuasive to an organisation. Key drivers have been:
x The Revitalising Health and Safety Strategy priority to explore and employ levers for
influencing senior managers and directors, and to engage with other agents for change;
x Claros Consulting research1 (commissioned as a result of the Revitalising strategy)
highlighting the opportunity offered by the contact and influence that some investors,
particularly the large institutional investors, have with senior executives;
x The necessity to build a business case for health and safety improvements in order for a
range of actors to successfully convince others of the business benefits of health and
safety;
x The potential of appropriate and well written case studies to tell a “good news” story and
initiate new ideas for improvements, and;
x The opportunity to use such case studies to help raise the profile of health and safety as an
issue for a socially responsible organisation.
As said, the Revitalising Health and Safety Strategy statement, published in June 2000, included
commitments to influencing directors and also building the business case for health and safety.
Thus HSE has been developing its ability and resources to engage effectively with senior
figures in organisations in order to achieve its wider aims.
Previous organisation specific case studies have focussed on the costs of accidents and work
related ill-health2, rather than the business benefits of health and safety. Many of the figures
produced are either macro-economic or deduced from macro-economic information.
Other research3 supports the view with an ethical policy (including staff welfare) in place, the
financial performance of listed companies can be strengthened as they can in fact offer an
overall reduction in financial risk.

1

Mansley, M. 2002.Health and Safety Indicators for Institutional Investors, Report to the HSE, Claros
Consulting www.hse.gov.uk/revitalising/csr.pdf
2
E.g. The costs of accidents at work HSG 96, HSE Books 1997.
3
E.g. Havemann & Webster (1999) Does Ethical Investment Pay? EIRIS (Ethical Research Investment
Service), September 1999, and Brian Pearce & Bill Hetherington (2002) “The evidence and practice of
profitable sustainable finance” in SDI/UGF WORLD SUMMIT available at www.sustdev.org
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Many organisations fail to see the relevance of such information. It is thought therefore that
showing real case studies of organisations, who have been convinced of the business case for
health and safety initiatives, is likely to be more persuasive than data giving the cost to the
whole UK economy.
So there have, thus far, been few examples of fully worked up case studies of the business
benefits including supporting costs and benefits of health and safety initiatives. Hence a set of
case studies that provide authoritative evidence of the full range of business benefits, such as
productivity, absence reduction and so on, fills a gap in the HSE/HSC’s suite of information,
and are particularly relevant to engaging with senior figures, including those without a direct
expertise in health and safety.
To engage effectively with a range of people requires that a set of case studies covers a variety
of types of health and safety issues and of industry settings. Professionally produced material
illustrating case studies can be a powerful and positive vehicle for communicating messages
since they show what can be done in practice, generate ideas and are unlikely to be viewed as
unwanted prescription from the enforcing authority.
1.2

Aims and scope of this work

Thus, the aims of this work were to:
x Provide examples across a range of industries of health and safety initiatives where
companies / organisations have been persuaded that there is a business case for these
specific initiatives;
x Provide information and data on the detail of business cases highlighting the costs and
benefits of a variety of health and safety initiatives across a range of industrial sectors;
x Provide material which might assist in the development of links that HSE is building with
senior managers in larger organisations, and;
x Provide material which other stakeholders such as investors, trade unions etc. can use to
engage with decision-makers to persuade them of the business case for improved health
and safety.
Along with an HSE research report, a key deliverable was a set of 500 (approx) word case
studies that are persuasive and authoritative, and produced in a publishable format with the HSC
logo and corporate colours, and including the relevant case study organisations’ logos.
1.3

This report

This report details the development of case studies showing the business benefits of health and
safety. It describes the research undertaken, outlining the research methodology and presenting
the information gathered on 19 case studies of the business case for health and safety initiatives
undertaken in a range of organisations across a variety of industry sectors, including the public
sector. Details of the information on which each case study is based can be found in Section 4 of
this report.
A further part of the work was to develop case study material presenting the salient points of the
case studies which can be used to persuade senior managers of the wider potential benefits of
improving health and safety. This material is being published by HSC separately on the HSE
website (at www.hse.gov.uk/businessbenefits/index.htm).
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It is important to note that the health and safety initiatives described in these case studies are not
intended to represent guidance from the HSE on how to comply with the law – their purpose is
to explore the business case for the initiatives. Also these studies do not set out to address the
wider societal benefits of health and safety benefits accrued by improved health and safety. The
intention is only to demonstrate the business benefits and costs identified by the case study
organisations concerned.
1.4

Case study strap lines

Examples from the case studies of headline savings include:
x £11 million saved due to absence management (Rolls Royce);
x Costs of flu vaccination recouped in one month (Barts and The London NHS Trust);
x Manual handling injuries eliminated and lost hours reduced to zero (MFI);
x £12 saved for every £1 spent on manual handling improvements (British Polythene
Industries); and,
x Almost 70% reduction in staff absence rates (Port of London Authority).
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2 METHODOLOGY
2.1

Introduction

The method was designed with the following objectives in mind:





To satisfy the HSC/E’s objectives and method requirements, including a relatively
short timescale;
To pre-empt as far as is reasonably foreseeable the types of problems encountered on
projects where cost-benefit information is required;
To ensure the selected case studies provided useful and relevant material covering
modern day issues across all industrial sectors and which will interest the target
audiences, and;
To ensure the case studies were written and presented to persuade the key target
audience of influential managers.

So a key aim of collecting information for the case studies was to understand the key business
drivers for the initiative – what led the organisation to make the decision to improve health and
safety? This provided a “story line” for the case study with which readers can identify.
Therefore we sought information specifically to assist readers to identify with the case studies
e.g. quotes that could be attributed to named organisation executives and other staff including
trade union safety representatives, and photographic materials of the workplace.
The emphasis was upon ensuring that a sound method is adopted so that the case studies are
clearly authoritative, but without losing the richness of qualitative techniques which provide
illustration and evidence of some of the “softer” costs and benefits. As will be seen in the
conclusions, this method allowed the case study researchers to identify what actually persuaded
the organisations of the business case, the key factors often being less tangible and
unquantifiable benefits. The timescale necessitated a search for health and safety initiatives
where the organisations already had the information and data. In other words, this was a
retrospective study.
2.2

Overview

The flow chart below (Figure 1) gives an overview of the methodology to develop the case
study.
An important aspect of the methodology to note is its iterative nature, to ensure adequate input
from an economist at all stages, and to ensure that the case study organisations were able to
identify and provide relevant information. It also assisted in ensuring that these organisations
were happy with the information and its presentation to a wider public. This approach thus also
promoted a dialogue with the organisations and ensured that the whole business case was
explored, information which was not always held in one place within an organisation.
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Produce, edit, approve
case studies

Economist’s
review

Figure 1: Overview of methodology

2.3 Details
2.3.1 Recruitment
An extremely wide search for potential case study organisations was undertaken, and criteria for
screening and selection agreed.
All team members contacting organisations for screening and recruitment had
interview/recruitment experience. In addition they all had either extensive experience as health
and safety practitioners or business qualifications or experience of all these things. This
maximised the chances of cooperation and also improved the understanding of the possibilities
organisations offered in terms of case study material.
Actions to identify potential candidates included:
x Contacting various organisations suggested by HSE contacts including a selection from
the “Top 350” companies and those taking part in a pilot HSE initiative known as the
NAM (National Account Manager) pilot;
x Contacting the Trade Unions’ health and safety specialists network via their senior policy
officer, and other TU contacts such as Hazards;
x Mailing recent RoSPA award winners;
x Mailing a large selection of organisations referenced in the health and safety press and
internet;
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x Contacting thousands of organisations through employer organisations’, via membership
publications including the Chemical Industry Association (CIA), and the Institute of
Directors (IoD); and,
x Placing a request for information on the Institution of Occupational Safety and Health
(IOSH) web site.
As with previous survey experience it was important to allow enough time for candidates to
decide whether to be involved in the project. Many were required, for instance, to get
permission from a senior management board, and some wished to involve their safety
committees in the decision to take part.
The result of this was around 70 offers from organisations who believed they satisfied the self
screening criteria (see below).
The approaches to organisations were managed carefully at all stages to ensure that contacts
understood the purpose of the work and the potential commitment they were making.
Information was provided (prior to initial telephone interviews) to enable organisations to
consider what information is relevant and to facilitate follow up interviews. Key members of
staff within organisations were identified for further interviews, obtaining logos and illustrative
materials such as photographs, etc;
2.3.2

Screening process

Criteria were agreed for selection of case studies and screening began with initial self-screening
questions sent to potential case study organisations. The initial approach letter asked that
organisations offer themselves as candidate case studies if they could answer “yes” to all the
following:
x “Have you implemented a successful health and safety initiative? (For example, a stress
management program, back to work initiative, manual handling initiative, increased
worker involvement etc.)”?
x “Do you think you have information which could show the business benefit of the
initiative (perhaps with some input from us)”?
x “Would you be happy for someone from Greenstreet Berman to talk to you in detail about
this?”, and
x “Would you be happy for the case study to be used in HSE promotional material?”
Following self-selection, telephone contact allowed the researchers to assess the above
questions in more detail. Many organisations who generously offered to participate had been
convinced by the case for a health and safety initiative on the grounds of health and safety
benefits alone. They thus did not have information on other types of business benefits associated
with their initiatives and so we were not able to include them in the final series. For some
organisations this only became apparent after several verbal and written contacts.
Final screening criteria applied by the research team ensured that:
x The case study organisation’s initiative had been in progress long enough to have an
effect; and,
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x A range of sectors, sizes and health and safety issues included in the final set of case
studies; and,
x The business case did not depend only on putting a monetary valuing on the lack of
injury/ill-health (in order for the case studies to be widely seen as relevant and
persuasive). Other benefits needed to be demonstrable as well.
2.3.3

Case study development

For each case study we followed a similar process. We used a range of techniques, as
appropriate, for gathering the material, including telephone interviews of key staff, email
correspondence, examining the organisation’s accident/health records, and other documentation
such as executive presentations, internal organisations’ materials/guidance etc.
In terms of content the case studies covered:
x Retrospective information about the business case that persuaded organisations to carry
out the initiative;
x Retrospective cost and benefit estimates where they were a part of the business case, split
into one-off and recurring costs, tracked by item and time;
x Benefits, including reduction of number and severity of injuries, absence reduction, and
intangibles such as retention of staff, improved business (& brand) reputation, improved
staff morale, improved standing with clients etc;
x Estimates of costs and benefits for the “life” of the initiative;
x “Story line” and key quotes including the key business drivers for the initiative;
x Illustrative material such as photographs; and,
x Rigorous and valid handling of data where provided, to provide robust and supported
conclusions.
In order to gather necessary information we first internally developed a case study information
template (see the next section) for the type of information required for a case study. We then
carried out open-ended discussions with recruits in order to understand their identified initiative
and begin to understand how costs and benefits were distributed, who the key stakeholders
were, along with the drivers/key persuasive factors for the initiative.
From this we then completed, as far as possible, the case study information template for that
organisation, and agreed in as much detail as possible at that stage, what further information
was required. Where necessary we then sent the part-completed template to the interviewee to
consider further, and agreed a time to call/email back to complete gaps in information.
Directors and worker involvement
All research suggests that leadership and worker involvement enhance any initiative, so we
specifically asked what role senior managers and directors played, and in what way workers
were involved during the development and implementation of the initiative, either directly or
via trade union or employee safety representatives. This was included as a prompt in the case
study information template.
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Data collection
Many organisations do not record data on the costs (or benefits) of health and safety initiatives
systematically or comprehensively (this is discussed further in the next chapter). However,
some did record headline results and it was often possible for organisations to retrospectively
estimate the main costs or benefits. Thus we sought data on, for example, before and after
injury-ill-health rates along with numerical data on absence, capital investment, employers’
liability costs, costs of accidents, downtime, business interruption etc. On absence rates some
were able to provide cost information to enable the researchers to calculate savings to the
organisation. Where information on improved productivity was available we asked for
information on output, production time and operating costs and, as appropriate, deduced the
financial benefits.
To show the health and safety benefits we also gathered accident statistics including any
RIDDOR4 data.
It became clear, through the early stages of discussion how important many of the less tangible
benefits were to organisations in convincing them of the business case for carrying out a health
and safety initiative. Thus we sought information on issues such as staff morale, improved
reputation, retention of customers (especially where safety performance is a contractor/supplier
selection criteria), service quality etc. where these were found to be an important aspect of the
initiative to the organisations concerned. Mostly for these types of issues we gathered rich
qualitative information on the benefits perceived by the organisation and key stakeholders.
One example of the importance of such intangibles was the perception of one of the
organisations that workforce involvement and increasing accountability assisted a site to remain
operational despite a downsizing of 60% of its staff: a clear business benefit.
Illustrative materials
These exploratory discussions also aimed to solicit quotable statements about what prompted
the initiative and the main benefits as perceived by management and the workforce. We also
asked for photographic material to use in illustrating the case studies, and logos of the
organisations involved. The intention here is to bring the case studies to life for readers so that
they can clearly see that these examples are real with real people involved, and not messages
from the regulator.

4

Reporting of Injuries, Diseases and Dangerous Occurrences Regulations 1995 (1997 in Northern
Ireland) (RIDDOR). RIDDOR legally requires the reporting of incidents leading to defined categories of
injuries, illnesses etc to the enforcing authority in the UK.
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2.3.4

Case study information template

The case study information template was developed by the project team and used to guide the
process of information gathering. It was simply a series of headings, with prompts concerning
the likely issues that might need exploring. In the “blank” version information and data
headings were broad, being appropriate for many types of initiatives, but ensured that the
researchers and organisations were clear about what information was needed and showed where
there were gaps. It covered a range of issues both qualitative and quantitative, aimed at eliciting
as much useful cost benefit data as possible as well as to be able to tell the story of what
persuaded the organisation to go ahead with the initiative. As discussions and communications
progressed the information became more focussed with headings and prompts not relevant
being deleted as appropriate.
The template was in two parts, the first part intended to get subjective information about all the
headings and the second part, generally filled in later on in discussions, intended to elicit more
detailed numerical data about costs and benefits where possible.
The format of completed templates can be seen in Section 4.
Headings/prompts in the first part of the template included:
x What and who prompted the initiative?
x Directors’ & workers’ involvement
x What did the initiative comprise?
x What was its scale and duration?
x What were the main business benefits of the initiative, including;
 Reduced operating costs
 Staff morale and industrial relations
 Productivity
 Reduced working times for tasks
 Reduced time spent on dealing with problems
 Reduced lost time
 Improved quality of products / services
 Public image – ability to maintain a good public image
 Staff retention
 More sales (e.g. kept on clients list of approved contractors/suppliers)
 Reduced insurance premiums
 Fewer employers’ liability claims
 Etc
x What health and safety hazards or problems have been resolved?
x What were the main health and safety benefits
 Less absence due to injury and ill-health
 Reduction in accidents
 Reduction in long term illness
x What were costs, for example:
 One-off expenditures such as consultancy costs, new software, modified equipment,
one off training sessions (for operational staff and/or managers), new administration
procedures etc, and;
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Recurring costs such as annual training, employee care programme, training of all
new recruits, etc.

x Request for counterfactual information
Following the initial discussions, specific prompts from the above not relevant to the case study
were deleted or adapted before sending to the organisation (where necessary). Discussions
included discussions about the role of trade union and employee safety representatives. Where
possible they were involved in the process of gathering information.
After the qualitative information was established, more directed questioning was possible to
elicit numerical data where it was available.
This process identified many gaps in the information available and led to some more candidate
case studies being screened out, some after considerable effort in obtaining this information. For
all though, it highlighted gaps and proved a useful tool for communication where it was needed,
and where data was available assisted organisations in providing it. Early production of draft
versions of the “500-word” publications with organisations’ logos and photographic material
also proved invaluable in facilitating communications since this made clearer the relevance of
the information required.
2.3.5

Counterfactual information

All organisations were asked if they could provide information on what would have happened
had the initiative not taken place (e.g. that it was piloted in one region and there is a difference
between regions). It was not considered within the scope of this project, nor indeed practicable,
to recruit a “matched pair” for each organisation which had not carried out a similar initiative.
There are a number of reasons for this, not least the improbability of recruiting matched pair
organisations who would need to put in considerable effort for at best no benefit to themselves.
Organisations record very little cost and benefit data in any sort of systematic or comprehensive
way so it is no surprise to find that counterfactual data is even harder to obtain.
2.3.6

Economist’s review

After the first stages of discussions an economist reviewed the content of the case studies and
advised on further lines of questioning to elicit cost/benefit data and where necessary, specific
questions to ask of the organisations.
An economic review of the 500-word versions was also carried out prior to the organisation’s
first review where possible; occasionally this occurred in parallel.
2.3.7

Analysis of data

After the collection of data we analysed it to determine costs, benefits and key drivers. From
this in several cases we were able to present this as either “lifetime” benefits outweighing the
costs, or estimate a pay back period.
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However, it is important to note that many organisations were not simply, if at all, persuaded by
the money benefits. The business benefits that were considered important and persuasive were
often not the tangible ones. Benefits needed to be seen more broadly in terms of the
organisation’s aims. For some this could be quality and flexibility of service delivery, for others
client requirements were crucial, and for others overall image as a good employer were key.
Thus this research allowed us to determine the key messages in terms of business benefit, and to
conclude that a business case is not all money driven for the case study organisations concerned.
This quantitative and qualitative analysis formed the basis of the 500 word case study text, and
the details appear in section 4 of this report.
2.3.8

HSE & case study subject review

We sought early feedback from HSE on early versions of several case studies with a clear
understanding that these were draft versions and not for further dissemination. HSE provided
feedback on the content, presentation and structure which were taken into account in the
production of the other case studies.
Prior to our formal submission of the case studies to the HSE, the case study organisations were
invited to review their case study to ensure they were happy with both content and presentation.
Aside from accuracy, this was particularly important since organisations are publicly named and
may need to be ready for any queries it may generate.
2.3.9

Production of “promotional” case studies and supporting research report

Some difficulties in obtaining information from organisations within the timescale required by
HSE were encountered and so draft versions of the final published 500-word versions of the
case studies were produced to show the organisations more clearly what the ultimate product
was, and so what the relevance and importance of their information was. This was found to
assist the organisations in identifying and providing the required information.
Thus the final production was well underway at the end of the information collection and
analysis phase. The text of these focussed on the key messages about business benefit including
“soft” issues such as business reputation etc. The text was written to “sell” health and safety and
to persuade decision-makers of the business benefits of making health and safety improvements.
In order to effectively communicate and to persuade, the material needs to be presented in a
visually interesting and relevant way, with illustration, diagrams and the text broken up with
strap lines etc.
These case studies were supplied to the HSE as a final publishable hard copy as well as in
electronic form such that the HSE can edit and reproduce them as they see fit. These were
supported by the production of this report including methodology, learnings and detailed
information about the individual case studies.
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3 LESSONS LEARNT AND CONSIDERATIONS FOR THE
FUTURE
3.1

Introduction

In the process of compiling the case studies Greenstreet Berman has observed a number of
characteristics in many of the initiatives that have contributed to their success.
3.2

Nature of the business case

Many of the initiatives were regarded by their organisations as an appropriate course of action
as they were expected to bring health and safety benefits. The fact that business benefits also
accrued was, for many, a welcome, but incidental benefit. It is apparent that organisations are
convinced by combination of tangible and intangible benefits:
x Few, if any, do full quantitative cost-benefit analysis and it is not clear if they need it to
be convinced of the case;
x Should not equate financial cost-benefit with the ‘Business case’.
x Getting health and safety right is considered a key business benefit in its own right;
x Health and safety is an integral part of being a “good business”, maintaining “brand” etc.;
x Higher productivity – especially absence reduction;
x Avoiding cost of accidents, containing insurance costs etc.;
x Meeting client demands; and,
x Improved staff morale, industrial relations etc.
3.3

Identifying the costs & benefits

Probably as a result, it was found, in common with other experience, that few firms track or
record the costs (or benefits) incurred in health and safety initiatives, particularly time-based
costs such as staff training. Many costs are subsumed within, for example, maintenance budgets,
general staff time, new capital expenditures, etc. Indeed, such costs may be subsumed within a
general overhead budget. In addition, few firms keep track of how much time is spent on safety
in general.
As with costs, a surprising number of firms did not track the impact of an initiative on injury
and ill-health rates or other matters such as productivity. Where there was good knowledge of
the reduction in absence and/or injury or ill health the monetary value of this to the organisation
was rarely calculated. In several the rate of injury was too low for any meaningful trend or
change to be detected, especially over a short time period. Thus:
x Many H&S costs & benefits are ‘lost’ within general management time, especially when
H&S is an integral part of management.
x Few track and record costs and benefits in a systematic or comprehensive way,
particularly intangibles;
x Firms dislike work and costs required to track costs or benefits of H&S;
x Retrospective cost accounting is constrained by what firms did or did not track.
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3.4
3.4.1

More effective health and safety performance
Summary

It is apparent that:
x Although organisations are convinced of carrying out health and safety initiatives by a
range of benefits, where before and after measures have been made and translated into
monetary value to the organisation, it can be a powerful tool internally to gain longer
term commitment and resourcing from senior managers and directors;
x Presenting the benefits of initiatives in terms of the wider business risks e.g. skills
shortage, business interruption, labour turnover, productivity, quality etc. can change
attitudes to health and safety, showing that it is not simply a compliance or staff welfare
issue, a view of health and safety that is widely held;
x Employee involvement is an essential part of the success of almost all these initiatives.
Where ownership and direction is given by employees, with visible support for this at
senior levels, there is a marked increase in commitment to making improvements
throughout the organisation; and,
x A good number of the initiatives brought benefits to employees outside their working
lives, which served to counter any suspicion that the employers were not simply
improving health and safety for their own benefit, and improved staff buy-in.

3.4.2

The benefit of measuring headline costs and benefits

Where any sort of benefit – health, safety and/or wider business benefits - accrued it was found
that measuring them enhanced the initiatives’ success through facilitating the demonstration that
the initiative had been a success. Thus it follows from this that it may assist an organisation to
measure performance before the initiative in order to show the desired change has occurred and
the benefit accrued.
The case studies show that, where it occurred, measurement of original performance helped the
managers responsible for proposed initiatives to persuade senior colleagues to authorise their
ideas. The subsequent ability to demonstrate success, has helped to maintain resources for the
initiatives and demonstrate the value of the work in its own right (as opposed to being
something just done to appease a regulator). As Andy Collinson of BPI said “We were able to
make a case for improvement, prioritise areas and demonstrate the impact we have had from
hard measurable facts”.
It was surprising that more organisations had not calculated the total financial costs of their
accidents and incidents before Greenstreet Berman approached them.
Clearly most
organisations were convinced by other benefits to implement a health and safety-related
initiative. This experience shows that being able to demonstrate how much money the
organisation has saved can be a powerful tool internally for gaining a longer lasting
commitment to the improvements.
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3.4.3

Integrating health and safety risks with main-stream business risk management

A number of the case study contributors clearly saw their health and safety initiatives in the
wider context of general business risk management. For example, Birse Rail wanted to reduce
business interruptions to strengthen its relationships with clients and contractors and Edmund
Nuttall wanted to overcome skills shortages, high labour turnover and threats to productivity
and quality. At Associated Octel’s Ellesmere Port plant, improved health and safety
management was identified as a mechanism for getting to the heart of the site’s business and
management problems.
By viewing health and safety initiatives in the context of business risk management, these
organisations have been able to ‘sell’ the improvements in health and safety to their colleagues
more readily. This is because they haven’t been ‘handicapped’ by the perception that health and
safety is simply a compliance or staff welfare issue – they’ve been able to use a health and
safety initiative to add value to the business. Indeed, the improvements made at Ellesmere Port
by Associated Octel saved the business at that site.
Such an approach has the potential to substantially change attitudes towards health and safety
amongst a wide range of people not just those with a specific health and safety role and interest.
3.4.4

Employee involvement

Involvement of, and consultation with, staff (whether directly or through representatives) has
been essential in gaining buy-in to initiatives from workforces. This is particularly true in
situations where radical changes are to be made, for example at Associated Octel with
significant staff reductions.
Taking account of staff feedback at the development stage of an initiative and importantly, also
being seen to take account of the feedback, has helped the organisations to overcome staff initial
suspicion and hostility. The improved trust between management and staff ‘sides’ provides a
better working relationship generally, as well as helping to ensure that an initiative succeeds e.g.
the Inland Revenue/PCS ‘OurTime’.
Several initiatives were successful partly due not just to employee involvement, but employee
ownership. For example, the behavioural safety programme at Chep UK was initiated and
supported by management, but entirely owned by the staff. They set targets, carried out
observations, gave presentations to colleagues etc. This level of ownership contributes to
considerable momentum behind an initiative, and a staff belief that they control the initiative,
rather than the initiative being imposed upon them.
3.4.5

Non-work related benefits

A number of the initiatives presented employees with benefits to their non-work lives. For
example, the flu vaccination from Barts and The London NHS Trust, counselling from
AstraZeneca, work-life balance at the Inland Revenue, and several initiatives involving access
to physiotherapy for non-work-related injuries e.g. Rolls-Royce and British Polythene
Industries.
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To the organisations themselves, the fact that non-work related benefits were given to staff was
not an issue. As far as the organisations are concerned, if the staff are ill or injured they are not
contributing to the work activity. However, for the staff themselves having access to, for
example, physiotherapy treatments for a sports injury helped to ‘sell’ the initiative more
effectively by countering a potential suspicion that organisations were just doing things to
benefit themselves.
3.5 What do the examples demonstrate?
These are a small sample of organisations drawn from a recruitment process which involved
contact with a large number of organisations. As such then, conclusions that are drawn are
specific to these organisations, and should not be generalised without further work. Thus, the
findings above lead to the following conclusions about what the case studies demonstrate. They
show:
x The business benefits the case study organisations cited as being compelling and
convincing;
x That a combination of tangibles and intangibles convinced these organisations of the
business case; and,
x That the cases are so convincing these organisations did not require a full numerical cost
benefit analysis.
3.6

Considerations for the future

With these conclusions in mind the publication of these case studies offers an opportunity for
further understanding about what does work and for whom. We know these case study
organisations were convinced by the business case to carry out these initiatives and many
considered the improvement of health and safety a compelling business case in itself. Others
may not be convinced by this and further communication strategy would benefit from a
knowledge of how these case studies are received and if and when they lead to a change in
behaviour and / or attitudes.
Also audiences may expect a case study about business benefits to be purely financial. There
may be an opportunity, mirroring the experience in some organisations, of increasing the
sophistication of understanding of health and safety so that it is not simply seen as a separate
compliance or welfare issue.
Thus consideration might be given to the following in making full use of this work:
x Consider audience expectations when publishing;
x Evaluate their impact – who do they work for, who don’t they work for and why;
x Deduce what more may be needed for those “hard to convince” stakeholders;
x Use these findings to further test the “market” if necessary i.e. systematic research on
what convinces organisations to change their behaviour.
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4 INDIVIDUAL CASE STUDY RESEARCH NOTES
4.1
4.1.1

Associated Octel – Review of Health & Safety Management and Culture
Case Study Summary

The Associated Octel Company Ltd. at Ellesmere Port in recent years has created a more open
and accountable safety culture. The 700 employees at the site have benefited from fewer
accidents and injuries, while the organisation has seen a reduction in production costs, reduced
civil claims and an enhanced reputation.
4.1.2

Background to the initiative

The Associated Octel Company Ltd. was established in 1940 to produce an octane-boosting
additive for use in Merlin engines – these engines were the workhorse of the aircraft of the
Royal Air Force in both fighters and bombers. After WWII Octel went on to be one of the major
producers of TEL (tetraethyl lead) in the world as cars became within the grasp of most families
across many parts of the world. With the move to unleaded gasoline Octel had to develop an
alternative strategy but this was late in coming and meanwhile the performance of the business
deteriorated and in particular it’s safety performance.
What prompted the initiative?
The Octel plant at Ellesmere Port is sited on some 100 acres of land. In 1996, the organisation
employed 2200 staff. It was operating as a traditional chemical site, classified as a top tier
COMAH site. It was, at that time, also listed as having the worst performance for personal
injuries of all chemical companies in the UK (according to the Chemical Industries Association
(CIA) Index). This was as a result of a series of major incidents (including a public enquiry into
a major fire) and a fatality; it was under very close scrutiny of the regulator, the Health and
Safety Executive (HSE).
During 1996 and 1997 a new senior team of managers was recruited – this included the Chief
Executive, Manufacturing Director, HSE Director and Operations Director. This team spent a
short period assessing the issues before pursuing what they saw as the highest priority areas for
improvement. The safety and environmental performance of the business was a key area but the
fundamental issues that were behind the unacceptable safety performance were also seen as
being a strong element relating to many of the other business issues e.g. a very high cost base,
poor productivity, confrontational industrial relations, poor reliability of equipment and product
supply, etc. The main objective of the initiative was to make the site a sustainable operation
site, and this would require a restructuring (downsizing) process along with an increase in
productivity and diversification in output.

22

Directors & workers involvement
Total commitment was made from both management and employees on site with regards to
“cleaning up” the activities at the plant. The style and approach of the new management team to
be open and develop a level of willingness to cooperate meant that trust was quickly established
with the unions and changes were brought into effect relatively quickly. This changed what had
traditionally been a confrontation and heavy-handed relationship that management had had with
the employee representatives. The threat of site closure and the general state of working
conditions ensured that issues important to the unions were central to the discussions.
The Directors’ View
The style and approach of the new Manufacturing Director and all senior managers was open
and cooperative. They quickly established trust with the unions and changed what had become a
strained relationship with employee representatives.
Workers’ Involvement
As a result of the improved relationship with management, the T&GWU and Amicus (formerly
MSF and AEEU) representatives worked closely with the Octel Management to improve safety
culture. They worked hard to ensure that ownership of health and safety is seen as everyone’s
business.
4.1.3

Overview of the initiative

What was it?
The issue considered to be at the heart of the Ellesmere Port site’s business problems was a
culture of poor/non existent accountability. Although there were more than enough senior and
middle managers and many supervisors, the culture that predominated was “keep your head
down” and “knee jerk reactions and blame” for the problems that existed.
The objectives of the initiative were to ensure the continued operation and improved viability of
the site by undertaking a restructuring programme that would result in:
x A dramatic improvement in safety performance
x A significant reduction in the workforce
x An increase in productivity
x The diversification of site utilisation to bring new opportunities.
Safety was chosen as the vehicle to bring about a rapid improvement to this underlying issue.
Accountability, and not blame, was the watchword – a number of decisive actions were quickly
taken to make it clear that unacceptable performance would not be tolerated including:
x Managers and supervisors report weekly and in person to the Manufacturing Director, in
front of their peers on injuries and incidents that had occurred in the previous week with
very careful follow up of proactive actions to prevent recurrence
x Remedial actions following accidents are closely monitored
x Shop floor employees are positively encouraged to report issues and refuse to carry out
tasks if they feel unsafe
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x Direct channels of communication to senior managers to increase trust and openness on
safety issues
x The health and safety management system has been changed to support these
organisational culture changes.
Scale and duration
This initiative was started in 1997 and is ongoing. It has, and continues to be, a site-wide
change programme involving all management and staff.
Main types of costs
No major costs were assumed during this initiative as:
x No significant capital investment was required
x No additional people were employed.
However, there were some costs associated with an increase in the level of communication and
the investment in time taken for management to meet regularly with all staff – approximately
once every six weeks. An indirect cost of this was for the refurbishment of the conference
facility on-site.
4.1.4

Discussion of benefits

Types of business benefits
There have been a number of business benefits by way of this initiative, both directly and
indirectly (incidentally), that include the following:
x Effective 40% reduction in production unit costs and improvements in equipment
reliability during a period of staff reductions (60% of workforce)5
x Improved trust and reputation in local community as “licence to operate” which is of
value as a major employer6
x Reduction in insurance claims, from over 50 in 1997 to zero in 2002 (with additional
savings offered in relation to this include such aspects as management involvement in
investigations)
x Improved staff morale – absenteeism down from 10% to 2.5% of staff
x Greater accountability in internal projects, particularly in capital investments made to the
site
5

Output from the site was reduced from some 85-90 k tons of TEL in 1997 to 25 k tons in 2002,
with related decrease in throughput of sodium, ethyl chloride and chlorine. Though this was
undertaken in a period of staff reductions (60% of workforce over a period of several years), the
organisation achieved during the same period an effective 40% reduction in the production unit
costs and improvements in equipment reliability (reduced maintenance and downtime).
6
Improved reputation is an important element in winning contracts and the pressure to perform
in a highly competitive market (particularly for blue chip clients who are sensitive to
reputational risk).
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x Recent winner of the new joint USDAW7 and CIA Training & Development Award as a
result of its on-going implementation of a company-wide training programme which has
led to 200 staff being awarded National Vocational Qualifications (NVQs) across a range
of disciplines.
x In addition to this in 2003, the site also received two National Training Association
(NTA) awards, one of which was a special award sponsored by the T&GWU.
Health and safety benefits
This initiative has led to the following benefits, both directly or indirectly:
x Reduction in lost time incidents from 35 in 1996 to zero in 2002 and 2003
x 50% reduction in injuries compared to hours worked
x Improved housekeeping procedures.
4.1.5

Illustrative materials

Quotes
“Changing the culture at a site like this does not happen overnight. It is a 3-5 year journey.
Leadership and a consistent intolerance of unacceptable behaviour are key.”
Stewart Burley, Site Director
“It was a breath of fresh air to have a management that made it clear what it wanted, and then
engaged with the employees to find the best way of delivering some very tough changes.”
Phil Treasure, T&GWU Senior Shop Steward
Photographic material
Photographic materials have been taken from the Octel website and approved for use by the Site
Director.
Organisation’s logo
The company logo has been approved for reproduction.
4.1.6

Data

Business costs and benefits
In determining the business benefits accrued to Octel the following aspects related to the
initiative were considered and costs identified (or approximated):
x No significant capital investment was required – some minor projects were undertaken to
assist in productivity and reliability improvements – in addition some long standing
workforce safety concerns were dealt with (also see the refurbishment of the shower
facilities and the conversion of a room to a conference centre).
x No additional people were employed – as new managers/directors were employed others
left the organisation. It was estimated that 15% of operational managers/supervisors time
7

One of the UK’s leading trade unions.
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was spent on safety issues with this being up to 20% in the early days, which is not
considered particularly unusual on a high hazard site. What changed was the time spent
reacting to incidents and injuries versus value added reinforcement of the standards
required to sustain and then continue the improvements seen. This was the same again
for other grades and Trade Union representatives. However there was some time needed
to refocus and to stop the confrontational relationships and get everyone working toward
the same end.
x Communication and recognition were the main areas of investment – in the early days
this meant frequent (about every 6 weeks) direct communication with everyone at the site
from either the Manufacturing Director or the Operations Directors (there were 2). These
were portrayed as a continuous process – such that each briefing started with a recap on
what was said at the previous meeting. There needed to be 7 communications sessions to
ensure everyone got a chance to attend. The only cost involved in this was the conversion
of a derelict room into a conference centre with a capacity of 150 people – this cost
around £1M and included the upgrading of the changing and shower facilities for the
workforce – the old facilities were a disgrace and, for the workforce, typified the attitude
of management towards them and directly attributed to the poor housekeeping around the
site.
x Recognition of a job well-done – when new significant safety milestones were reached (in
the early days this could have been 50 days without a time losing injury) small safety
related gifts were handed out to all personnel. As each new milestone was reached the
next target was stretched. Once self-belief began to grow in the workforce that it was
possible to do their jobs without being hurt, the targets continued to be stretched –
ultimately a year without a time losing injury was recognised with a special gift. Personal
contributions were also recognised. The ultimate recognition was the Chief Executive’s
Award of which the first one went to an Ellesmere Port Site employee for his contribution
to safety and training, the cost of these recognitions would be less than £100K/year. In
2003, the site celebrated two years without a Reportable Lost Time Accident (RLTA)
with a party at the local social club.
The types of savings that resulted from the initiative, which were subtracted from the costs
above, have resulted in the success of the Octel site at Ellesmere Port. They include the
following:
x Determining a 40% reduction in unit costs – what was measured was the cost/tonne of
production and gross margin. When the site was operating at full capacity the unit
production costs should have been at their lowest the full capacity of the plant is utilised.
As production decreases there is a reduction in economies of scale. In other words, the
unit costs would normally be expected to increase for a whole number of reasons
including reduced opportunity of negotiating reduced rates for bulk buying pf raw
materials. What was achieved was 25% (in real terms) improvement in the gross margin
equivalent to a similar reduction in the cost/tonne. This meant an effective 40%
improvement as there were real cost increases that could not be avoided or controlled.
x Determining the benefits of this reduction in unit costs – this was that the inevitable
decline in product sales was not followed by an equivalent drop in operating profit – this
was vital in order for the cash flow for the business continuing to come forward to fund
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the re-invention of the business including acquisitions and funding the voluntary
severance scheme. Had the intervention not been made many tens of millions of pounds
of profit and cash would not have come forward, and Octel would have, in all probability,
ceased to exist.
x Recording savings in site maintenance – the maintenance cost of the site in 1996 was well
over £30 million/year. This was reduced to less than £20M/year by the end of 1999 – at
this stage the equipment in operation was very stable. A number of key performance
indicators were used including planned plant availability vs. actual, MTBF of key
equipment, tonnes of production vs. plan and monitoring of profit losses. A reliability
group was established to work solutions for long standing problems. Plant availability
improved from an average of 86% to 94% - the process is a batch operation and as such
95% was considered the best achievable with the established equipment.
x Greater accountability and transparency throughout site management – in the early days
many managers and supervisors were not clear on what they were responsible for, so it
was possible for many things to drop between the cracks. Initially a weekly safety
meeting was established (8am every Friday) All managers and supervisors had to attend
this meeting - a manager/supervisor who had an incident or injury on their patch had to
explain to the Manufacturing Director what had gone wrong and, more importantly, how
it would be prevented in the future. This made people very uncomfortable to start with as
they had never been held accountable in this way. The benefits rolled over into other parts
of people’s role and this, together with “constructive intolerance” were enablers for
improvements in all parts of the operation.
Further indirect and intangible benefits have been created that include:
x A much improved reputation within the community locally – there had been genuine fear
at Octel’s ability to operate a safe site after the major fire in 1994
x A belief that the new Octel had looked after its employees – both amongst the majority
who left the organisation, and those that had stayed. The entire workforce reduction had
been achieved with volunteers alone.
x The pride in the site improved dramatically – open days in 1998 (to celebrate 60 years of
Octel) and again in 2002 involved some very high profile guests, local people and all the
employees’ families. The open days were run by the employees whose pride in what had
been achieved was obvious to all.
x A willingness to consider and accept change as a part of everyday life – any change was
seen as negative in the past where it is now accepted as necessary to survive and then
flourish in a very competitive world.
x Bringing people in from outside the business who had experienced how different things
could and should be was another key enabler – the management in 1996 were stuck and
did not know that things could be radically different. The workforce recognised that
things had to change and once the management was sorted things moved quickly.
Health and safety performance data
The benefits and savings resulting from the initiative accrued to health and safety at the site
translated into the following:
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x Reduction in Lost Time Incidents – this dropped from approximately 35 in 1996 to zero
in 2002 and 2003, and offered a potential saving equivalent to 14 incidences per annum at
current staffing levels (based on staff figures of 2200 in 1997 reduced to 700 in 2002)
x Recognition of progress in health and safety – Octel has been recognised by the HSE,
RoSPA, the CIA and others for the marked progress it has made over the past 5 years.
This is an important aspect to other companies purchasing Octel products in that it
reduces their risk potential, e.g. reputational risk.
x Reduction in injuries compared to hours worked – this dropped by 50% during the period
since this initiative began.
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4.2
4.2.1

AstraZeneca – Well-being in AstraZeneca
Background to the initiative

What prompted the initiative?
AstraZeneca manufactures pharmaceuticals and their products and activities touch on people’s
lives worldwide. With a global business comes a global responsibility for consistent and
appropriate standards of behaviour worldwide.
Ensuring the well-being of the workforce is a core priority and AstraZeneca have a broad range
of initiatives aimed at promoting the health, safety and welfare including physical development,
stress management and nutrition advice. These activities are included in AstraZeneca’s
commitment to Corporate Responsibility.
AstraZeneca believe that a sense of personal well-being is essential if individuals are to
contribute effectively and consistently to the innovation and creativity that will give the
company added advantage in an increasingly competitive global environment
4.2.2

Directors & workers involvement

Recognising that employees are AstraZeneca’s most important resource, and their welfare is
essential to maintaining the highest standards in the workplace and on the road, the organisation
instituted the annual Chief Executive's Safety, Health and Environment (SHE) Awards
sponsored by Sir Tom McKillop (Chief Executive Officer). These awards recognise excellence
in overall SHE performance, as well as singling out special programmes of exceptional merit.
In 2001 the special award was for Health and Well-being, which effectively raised the profile of
Well-being initiatives globally.
The head of Global Safety, Health & Risk Management is involved with the development of
pressure management and focuses on innovative methods for the identification, prevention and
management of mental illness in the workplace.
Senior managers participate in one-to-one mentoring sessions with a work/life balance
consultant to discuss their own professional life and work balance and that of their teams.
During 2000, cross-functional Focus Groups with representatives from North and South
America, Europe (including UK, Sweden and France), and South East Asia worked to identify
the common principles, which define an environment that encourages physical, mental, social
and spiritual well-being. These groups consisted of a broad spectrum of staff from employee /
union representatives, occupational health and human resources professionals, to senior
managers. In the UK, this meant involvement from a number of Trade Unions, including
amicus, the GMB and the T&GWU.
Directors’ views
“We are developing a clear value system and strong culture which puts people at its heart –
attracting the best people, offering them growth opportunities and creating an environment for
the delivery of excellent performance.” Executive Vice-President (HR)
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“Corporate Responsibility is not an add-on extra. It is an integral part of all that we do and I am
determined that we will continue to be a company that is valued as a member of the global
community.” Chief Executive Officer
“To achieve any goal needs focus, effort and a little good fortune. This is as true for good health
as it is for good business.” Executive Vice President, Operations.
4.2.3

Overview of the initiative

What was it?
The Senior Executive Team outlined their vision for AstraZeneca as "first for innovation and
value", a company aspiring to be "one of the World's great companies" which puts "people at its
heart." It has been said that over 80% of the value of a pharmaceutical company is in its people
- the staff.
"Well-being in AstraZeneca" aims to identify and communicate principles, which are shared
widely in AstraZeneca, demonstrating commitment to the well-being of its people.
Many excellent local examples of actions taken to create an environment that encourages
personal well-being have been undertaken. The benefits are tangible for individuals and are
perceived to be helping to create an organisation where people want to deliver. Further to this, it
is an organisation that the best people wish to join and stay.
In the UK, a holistic approach to the initiative encompasses a variety of support activities
including:
x Pre-employment (fit-for-work)
x Health Promotion (stress management)
x Work/life balance
x Physical working environments (ergonomically designed equipment)
x Fitness Opportunities (sports and leisure facilities)
x Restaurant facilities (healthy options)
x ‘Well-screen’ medicals
x Treatment services (physiotherapy, counselling)
x Attendance management
x Fast-track Health care (health insurance)
x Rehabilitation / Return To Work programmes
x Ill-health retirement.
Scale and duration
All AstraZeneca employees are covered by the initiative – 58,000 globally. This includes the
10,000 employees in the UK. The initiative commenced in 2000 and is ongoing.
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Main types of costs
Costs associated with Well-being activities are not easily quantifiable. Some activities have
been specific projects whilst others have been incorporated into ongoing activities. Examples of
direct and indirect ‘costs’ include:
x External consultants – work/life balance consultant, counsellors
x Capital investment – new buildings ergonomically designed (workstations, laboratory
equipment), health & fitness centres
x Training for operational staff – work/life balance, stress awareness, health promotion,
ergonomic tools
x Training for managers – stress management, attendance management, HR Policies &
Procedures e.g. Dignity at Work, Diversity
x Computer software – attendance management, ergonomic tools, well-being website,
counselling & life management website.
4.2.4

Discussion of benefits

Types of business benefits
Well-being in AstraZeneca has benefited the business in the following ways:
x The UK results of the global 2002 Employee Opinion Survey indicated that:
 88% agreed that AstraZeneca demonstrates commitment to the health and well-being
of its employees
 65% consider management actively supports work/life balance
x The counselling & life management programme evaluated its service and found that:
 92% supported the provision of workplace counselling
 95% agreed it could help people in distress
 employees do not associate any stigma with workplace counselling
 83% of employees were aware of the support available
 users viewed management support positively
x Reduced health insurance spend for psychological illness
x Overall sickness absence figures low compared to CBI norm for large companies.
x AstraZeneca was ranked in the Top 50 in the 'Sunday Times 100 Best Companies to
Work For’ – 2002 and 2003; included in the Top 10 Universum survey; ranked in the Top
10 of graduate employers for work/life balance - in recognition of commitment and
enthusiasm to balanced life initiatives, the survey awarded AstraZeneca with a 5 star
rating.
x Identified by the HSE as ‘Beacon of Excellence’ in Stress Prevention and an example of
Best Practice in rehabilitating employees following absence due to work related stress.
x Recognised by the CBI for their approach to attendance management
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x Well-screening programmes have enabled early detection of potentially serious illnesses
e.g. prostate and breast cancer.
x Balanced Living evaluation with one group indicated an increase in life satisfaction
following balanced living training.
x A link has been established between employee well-being and staff retention.
Octel state that “Measuring our performance against external and internal benchmarks is an
important part of our commitment to Corporate Responsibility. Within the healthcare industry,
AstraZeneca ranks in the top 10% of the Dow Jones sustainability performers worldwide, and in
the top 20% in Europe. AstraZeneca was included in the FTSE4Good index series in 2002.”
Health and safety benefits
The frequency rate of occupational illness continues to follow a steady downward trend, with a
significant fall in the first half of 2003, compared to the whole of 2002. Reductions are evident
for every category of illness reported.
4.2.5

Illustrative materials

“We are developing a clear value system and strong culture which puts people at its heart –
attracting the best people, offering them growth opportunities and creating an environment for
the delivery of excellent performance” Executive Vice-President HR, AstraZeneca
“I found the counselling helped me to find out a lot more about myself, even though my
situation was a personal one, I didn’t realise how much it affected my job.” Employee,
AstraZeneca UK
AstraZeneca also kindly provided its logo and photographic materials to illustrate the case
study.
4.2.6

Data

Business benefits
The programme has involved both standalone projects and improved management of health
associated with ongoing activities making costs difficult to quantify. However, this is a fraction
of the savings from a lower absence rate, estimated to save £5 million per year in the UK when
compared with CBI data.
x UK health insurance spend is lower than benchmarked, offering a saving of £200,000 a
year
x UK absence levels are 31% lower than average levels for the UK quoted by the CBI (for
companies of >5,000 employees)
x Employees note significant improvements in concentration and productivity at work
x Ranks in top 10% of Dow Jones Sustainability Performers worldwide, in the top 20% in
Europe, and recently listed in the FTSE4Good series.
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Health and Safety performance data
x 53% reduction in ergonomic-related cases per million hours worked by UK employees in
first 6 months of 2003
x Downward trend in number of work-related stress cases (2% in first 6 months of 2003 as
a trend not statistically significant)
x Scores for depression in UK staff are 20% to 30% lower for under 40’s compared to
BUPA averages
x 91% of counselling clients providing feedback indicated their difficulties were affecting
them at work (whilst only 24% of issues were solely work related). This counselling
helped clients to:
 Concentrate better at work (67%)
 Work more productively (50%)
 Enjoy work more (42%).
4.2.7

Counterfactual

This initiative is company wide. See above for comparisons / benchmarked data.
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4.3
4.3.1

Barts and The London NHS Trust – New Millennium, New Jab!
Background to the initiative

What prompted the initiative?
Dr Liam Donaldson, the UK’s Chief Medical Officer (CMO) in 1999, provides advice for
health care workers each year. At the approach to the Millennium he advised of a possible flu
pandemic.
Barts & The London NHS Trust had an occupational health unit, lead at that time by Dr
D’Auria. As a consequence of the CMO’s warning, Dr D’Auria advocated a programme of
voluntary flu immunisation.
Directors & workers involvement
The Human Resources Director supported the initiative by enabling staff to take time away
from their duties to receive the vaccine, and by providing the means for the jab to be
‘advertised’ to staff.
Employee and safety representatives from several unions, including Unison, took the role of
helping to spread the message to colleagues of the availability and benefit of being immunised.
4.3.2

Overview of the initiative

What was it?
The annual provision of a flu vaccination to all staff.
In the initial years it was linked to clinical staff only, but it’s since been made available to all
staff.
Scale and duration
This is an on-going annual event.
The flu jab is administered around October/November time. In 1999 approximately 300 staff
accepted immunisation. This has risen each year and last year 880 out of 6500 employees
(around 14%) took it up.
Main types of costs
The initiative involved the following main cost areas:
x Buying the vaccination
x Nursing staff to administer the vaccine
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x Staff time to receive the vaccine
x Increased time in communication activities advertising the vaccine
4.3.3

Discussion of benefits

Types of business benefits
Business benefits include:
x A lower average number of days sick leave in the immunised group compared to the non
immunised group, thereby increasing the number of staff days available to the Trust.
x The Trust believes there’s a lower risk of patients contracting flu from staff while in
hospital (no quantifiable data to support this)
Health and safety benefits
Health and safety benefits include:
x Lower levels of ill health amongst immunised staff
4.3.4

Illustrative material

“Not only does the scheme improve the general health of staff and save money by reducing the
number of days lost due to sickness, but it also has benefits for our patients as it lessens the risk
of them contracting the virus while being treated in our hospitals”
Charles Gutteridge, Medical Director
“The flu vaccination campaign has proved a great success for the Trust – this year over 800 staff
have taken advantage of the opportunity”
Charles Gutteridge, Medical Director
Barts and The London NHS Trust also kindly provided their logo and photographic materials to
illustrate the case study.
4.3.5

Data

Costs
In 2001/2, the cost of the vaccine itself and nursing time administering it was approximately
£8,000. The time staff spent receiving the jab was around £15,500, giving a total cost of around
£23,500.
Business benefits
In the year that the project was evaluated 683 staff were immunised.
In the immunised group, 683 staff had a total of 1652 days sickness absence. This is an average
of 2.419 days / person.
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The Trust estimated that their average cost of absence was approximately £400/day (direct and
indirect costs). This represents approximately £970 per person/per year from sickness absence.
In the non-immunised group, 5219 staff had a total of 16,752 days sickness absence. This is an
average of 3.21 days / person.
With an average cost of absence of approximately £400/day (direct and indirect costs), this
represents a cost of £1284 per person/per year from sickness absence.
The immunised group had 0.791 days less sickness absence than the immunised group. The
average saving was around £318 per person immunised or around £217,000 overall.
The savings significantly outweigh the costs (£217,000 minus £23,500). As most of the benefit
is felt in the winter months, the initiative pays for itself in less than one month.
Health and safety performance data
683 staff benefited from an average of 0.791 fewer days absence than their non-immunised
colleagues. This represented 540 fewer days ill health absence.
4.3.6

Counterfactual

Barts doesn’t record the specific cause of sickness absence of fewer than 7 days. The evaluation
research was based on the assumption that if staff absence was fewer than 7 days absence it was
due to respiratory illness. Barts’ evaluator could not identify any factors (other than
immunisation) likely to account for the drop in absence amongst the immunised group.
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4.4
4.4.1

Birse Rail Ltd. – Reducing the Accident Frequency Rate through “Safety
First”
Summary

Birse Rail, part of Birse Construction, provides specialist railway engineering services
providing disciplinary rail engineering services combining design, implementation and
commissioning across the UK. The division has expertise in civil engineering and building
work, permanent way, signalling, overhead power supply and distribution and possession
planning and management. By adopting a zero tolerance culture, significant reductions in
accidents have improved safety, reduced business interruptions, and strengthened supply chain
relations.
4.4.2

Background to the initiative

What prompted the initiative?
2001 was notable for 6 RIDDOR reportable health and safety incidents – two of which
involved non-Birse Rail employees. As a result of this, a target set for the next year (2002-2003)
was to cut the accident frequency rate (AFR). In December 2001, it had been 0.64 per 200,000
hours worked. With the “Safety First” initiative this dropped to 0.2 per 200,000 hours worked
by December 2002. This success of this was attributed to the promotion of a principle of ‘zero
tolerance’. In this way, it was recognised that the organisation’s management system and
procedures can only go some way to improving health and safety performance, and that
additional measures are required to influence behaviour positively.
Directors & workers involvement
There is clear commitment and involvement of senior management – from the Managing
Director right the way down through the organisation. The Managing Director, Neil Thompson,
is quoted as saying in relation to this initiative that, “We will uphold a zero tolerance attitude
towards unsafe practices. We will ensure a culture of non-acceptance towards the idea it is
inevitable that accidents occur. Turning a blind eye and placing programme and/or commercial
issues above safety is not acceptable”8.
Additionally, the significant commitment shown by employees across the organisation, as well
as from within the supply chain, must be recognised as enabling the achieved reduction in the
AFR.
4.4.3

Overview of the initiative

What was it?
As part of the Birse Rail Safety Plan 2002/03, a target to reduce the AFR was set to be achieved
by the end of 2002 to 0.2 per 200,000 hours worked9. This target was set to be better than the
industry AFR target of 0.5 per 200,000 hours worked. This came about as a result of a
management system review.
8

Neil Thompson, Managing Director, Birse Rail, ‘Safety First’ approach delivers improved safety
performance, Assurance Review 2002, p.1
9

This can be compared to the actual construction industry AFR which is in the region of 1.2 per
200,000 hours worked.
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The message of “zero tolerance” was promoted through a number of channels including:
Championing from the top - The Managing Director has been involved in the initiative from
the start to help ensure focus is maintained. It began with a road show type campaign where the
Managing Director visited sites and introduced the approach of zero tolerance, during which the
potential business benefits were highlighted.
Provision of training support - The Assurance Manager provided training to site Business
Managers. This was initially followed from the launch campaign where he spent a day training
the various site Business Managers on the commercial issues associated with the initiative, e.g.
insurance costs.
Creation of a Supply Chain Manager - This position was established to help identify and
bridge gaps in Health, Safety, Environment and Quality (HSE&Q) with more than 60 suppliers.
In early 2003, following up on the commitment to corporate safety culture, the position of
Supply Chain Manager was filled. This manager is responsible for undertaking safety tours
with the Assurance Manager, addressing specific safety issues. In addition, the Supply Chain
Manager is responsible for running a series of workshops with Birse Rail’s suppliers
(approximately 60). This is to ensure that they meet Birse Rail’s HSE&Q criteria. The benefit
of the Supply Chain Manager working with the Assurance Manager in visiting sites ensures site
level safety issues identified are brought to a workshop such that gaps can be bridged and
improvements be made within the supply chain. Further to this, the Managing and Operations
Directors have an ongoing conversation with suppliers. This integration is considered to present
“clear advantage and offers one of the strongest selling points” to Birse Rail’s clients.
Implementation of the Direct Labour Force - This is to ensure a competent workforce for site
managers. This concept was developed to improve the training and management of Birse Rail’s
workforce pool which are subsequently distributed to the various sites as required. This enables
greater control and clearer assessment of workers at the sharp end. It has also led to
improvements in the training of the workforce in the identification of hazards and risk
assessments. In addition, the first training class for Birse Rail managers in safety and standards
compliance within the industry was held in the second half of 2003.
Next steps involve the setting up a Safety Review Panel. This will include site representatives,
the Supply Chain Manager and Site Managers. It is intended that this panel will provide a
further sense of ownership of health and safety issues within the business.
An award scheme for exceptional safety performance is in place which focuses on safety culture
and attitudes to safety, rather than the procedural aspects of safety. This is complemented by an
award for excellence and innovation.
Scale and duration
The initiative was launched in 2002 and is an ongoing process. It is a company-wide initiative
involving all employees. A number of significant changes in relation to this initiative were
implemented in 2003.
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Main types of costs
The main costs associated with this involved the creation of two new positions (Supply Chain
Manager and Business Auditor10).
4.4.4

Discussion of benefits

Types of business benefits
There have been a number of business benefits by way of this initiative, both direct and indirect,
which include the following:
x Reduced downtime due to significant reduction in AFR
x Increase in contract pre-qualification scores
x Increased client confidence contributing to repeat contracts
x Reduction in management time in incident investigations
x Improved relations with supply chain.
Health and safety benefits
This initiative led, either directly or indirectly to the following benefits:
x 69% reduction in AFR from 0.64 (2001) to 0.2 (2002) per 200,000 hours worked
x Highly commended in RoSPA Construction Sector Award
x Improved competency in health and safety at all levels
x Increased consistency and efficiency in dealing with corrective actions.
4.4.5

Illustrative quotes

The following quotes were used in this case study:
“The performance is a testament to the controls, procedures, competencies and most importantly
culture that is inherent within the business.”
Neil Thompson, Managing Director
“The success of the initiative speaks for itself. We’re providing a safer place to work for our
staff, reducing business interruptions and further strengthening our relationships with clients
and contractors.”
Steve Jones, Assurance Manager
Birse Rail also kindly provided its logo and photographic materials to illustrate the case study.

10

This position is responsible for auditing all high risk suppliers and safety critical areas, as well as
intending to increase the number of internal site audits undertaken each year.
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4.4.6

Data

Costs and business benefits
The induction and health and safety training costs for the direct labour force are around £15,000
a year. The cost of the Assurance and Supply Chain Managers’ time spent on health and safety
matters has been approximated to be of the value of £120,000 a year, including both direct and
indirect costs.
The business benefits that Birse Rail has enjoyed as a result of Safety First have not been
quantified. However, the organisation is confident that the significant reduction in accidents,
resulting in less management time spent managing staff absence through injury and
investigating incidents and fewer claims, more than recovers the annual costs of the initiative.
The improvements in client and contractor relations are an additional bonus. There has been an
increase in the number of repeat contracts owing to an increase in client confidence in Birse
Rail’s ability to deliver both safely and on time.
The additional risk management (business) benefits resulting from this initiative for the supply
chain, though difficult to quantify, are significant, e.g. increased reporting of site safety issues
back into the supply ensuring greater integration across the business, greater transparency
within the supply chain through supplier workshops and top-level contact.
Health and safety performance data
The AFR stood at 0.2 at the end of 2002 compared to 0.64 the previous year. This figure was
made even more impressive as the number of hours worked during 2002 more than doubled to
1.96 million compared to 0.93 million in 2001. This calculates to an actual reduction in the
AFR of 69% in a single year period.
These figures speak of an enormous amount of hard work and commitment from staff at all
levels, but more importantly of improved competency in health and safety at all levels. It also
speaks of increased consistency and efficiency in dealing with corrective actions, and the
positive impact of this on front-line staff responsible for the day to day safe delivery of
schemes. In addition, support for this initiative has been extended into the supply chain and
speaks of buy-in and co-operation between all parties involved in the delivery of Birse Rail’s
many projects.
Recognition has been given to the organisation in the form of a Highly Commended within the
Construction Sector awarded by RoSPA.
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4.5
4.5.1

British Polythene Industries plc - Rehabilitation for Injured Staff
Background to the initiative

What prompted the initiative?
In the mid-1990s British Polythene Industries (BPI) started a process of risk assessment and
kinetic handling training in order to reduce musculoskeletal disorder (MSD) injury levels.
However, in 1998 the company decided that it needed to do more in relation to helping injured
employees return to work as quickly as possible.
Directors & workers involvement
Andy Collinson, health and safety manager developed the initiative. The Board agreed that it
could be trialled and then rolled out across the organisation. BPI already benefited from a
positive health and safety culture, and the Board felt that the new initiative would support this.
Health and safety representatives (including those from the GMB and T&GWU) weren’t
involved in the development of the initiative, but gave considerable support to its roll out,
particularly in “selling” the concept to their colleagues.
4.5.2

Overview of the initiative

What was it?
BPI engaged ‘Osteopaths for Industry’ who provided a ‘Musculoskeletal Injury Management
System’ (MIMS). Working with Osteopaths for Industry has given BPI access to a national
network of 3,000 osteopaths, chiropractors and physiotherapists. Each of BPI’s 40 UK sites
now has an osteopath within 5 miles.
While Osteopaths for Industry undertook risk control and provided preventative kinetic
handling training, the key to the success of MIMS was that it was a service that treats injuries
within 24 - 48 hours, oversees each absence and provides a company-wide view on MSD
problem areas. After an initial assessment by a registered physical therapist a detailed report is
sent to BPI giving details of the injury, the estimated number of treatments required and
whether or not the employee is fit for normal duties, fit for restricted duties or not fit. All
employees that take part in the scheme sign an open disclosure form, agreeing that personal
health information can be passed to BPI.
In 2001, there were more than four hundred treatment sessions arranged with MIMS. Each
referral had an average of three treatments, and more than 75% of staff treated remained at work
whilst undergoing therapy. (It doesn’t matter if the injury occurred at work or at home, because
any type of back injury will demand early attention or risk lengthy rehabilitation. 74 % of BPI
MSD injuries were non-work related.)
Scale and duration
A trial was organised for 1998, and then the initiative was rolled out across the whole
organisation in 1999. It is an ongoing service for employees and was formally evaluated by a
clinical researcher in 2000.
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Main types of costs
The initiative included costs in the following areas:
x External consultants – Osteopaths for Industry
x Increased time in communication activities

Types of business benefits
This initiative has benefited BPI by:
x Making a significant reduction in the number of working days lost due to MSDs
x The majority of employees who visit a physiotherapist are fit for work
x Making a substantial reduction in civil compensation claims
x A lower than anticipated increase in Employers’ Liability Compulsory Insurance
premiums
x Providing staff with a positive benefit to themselves, as the service doesn’t discriminate
between ‘at work’ and ‘out of work’ injuries
Health and safety benefits
This initiative has enabled BPI to:
x Reduce the severity of each incidence of MSD
x Raise the profile of health and safety generally, and has contributed to a more positive
health and safety culture
4.5.3

Illustrative materials

“Over the first year we substantially reduced British Polythene Industries’ lost days from
handling inquiries. In financial terms, the benefits outweigh the costs by 12:1. We were able to
make a case for improvement, prioritise areas and demonstrate the impact we have had from
hard measurable facts”.
Andy Collinson, Group Health and Safety Manager
“This rehabilitation scheme created the solutions we needed in terms of health and safety and
occupational health. It was popular with the workforce and their representatives, and it made
excellent business sense; for every pound we spent on the scheme we made a saving of £12”.
Andy Collinson, Group Health and Safety Manager
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4.5.4

Data

Costs
Each session with MIMS costs £40. The average number of treatments is 3 per employee per
injury. In 2001 (the year for which costings are available) more than 400 treatment sessions
were organised. At £40 per session, this gives an annual cost of around £16,000.
Business benefits
For every £1 spent on the initiative, BPI believes they have benefited from savings of £12. So,
as there was an annual cost of around £16,000 in 2001, savings for that year were around
£192,000.
As a result of the swift response and early treatment, which is the essence of the service, only
16% of the referrals had to take time off work. A further 14% were temporarily put on restricted
duties and 70% were fit for work.
The significant reduction in average number of lost work days (over 80% reduction) has been
the main business benefit as employees contribute more time to BPI’s manufacturing activities,
rather than remaining at home. Before the initiative, each incidence of MSD absence resulted in
an average of 26 working days lost. In the first year of working with MIMS, the number of
days lost was down to four for each MSD absence.
There has been a significant reduction in civil compensation claims, and this has been reflected
in the company’s ELCI premiums (a relatively modest increase of 16% last year).
Health and safety performance data
In 1998 before using MIMS, each incident of MSD absence at BPI resulted in an average of 26
working days lost. The following year, the first year of working with the system, the number of
lost days was down to four for each MSD absence.
The initiative has been an effective mechanism for raising the profile of health and safety
generally, and has contributed to a more positive health and safety culture.
4.5.5

Counterfactual

BPI is constantly searching for ways to improve health and safety performance and so it is
possible that there may be other activities that have contributed to the improvements. However,
Mr Collinson, Group Health and Safety Manager, isn’t able to identify any other factors that
may have accounted for such dramatic drops in absences due to MSD injuries.
4.5.6

Further information

To obtain more information about this initiative, please contact:
Simon Robertson simon@bpi-safety.fsnet.co.uk
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4.6
4.6.1

CHEP UK – COMBS (Chep’s Observational Measure in Behavioural Safety)
Background to the initiative

CHEP UK repair and manage pallets and employ 2200 people.
What prompted the initiative?
In 1995/6 Chep UK’s lost time incident rate was around 44 per 1,000,000 hours worked.
Following two particularly serious accidents (in which one employee was disabled, and another
in which the employee died) the national Health & Safety Manager, together with the
Operations Director decided to raise the profile of health and safety within Chep UK. A
behavioural safety programme was identified as the best way to do this.
Directors & workers involvement
The Operations Director is responsible for health and safety issues within Chep UK. He was
very supportive of the programme, initially for its trial in Manchester and later for the national
roll-out. He attends the national meeting of observers each year and receives regular updates on
performance.
Shop floor workers have been intimately involved in the development of the initiative as it is
they who have become the trained observers. Chep’s approach to behavioural safety has been
that it is owned and managed largely by the workforce, with support from site and regional
management where necessary.
Non-trade union safety representatives were consulted at the planning stage and have been very
positive about COMB’s performance.
4.6.2

Overview of the initiative

What was it?
Chep UK trialled a behavioural safety programme from Ryder-Marsh Safety Ltd at two sites in
the Manchester area throughout 1997. The success of the initiative resulted in the scheme being
rolled out across Chep UK’s 11 UK sites.
At the start CHEP UK had to recruit ‘observers’ from the workforce. This is because
behavioural safety programmes involve employees carrying out observations of their
colleagues’ safe and unsafe behaviours, and discussing improvements with them.
The initiative began with all potential observers receiving a 3-day training course in team
building. The aim of the course was to help the potential observers have better problem solving
skills, improved communication skills and to work together more effectively. This was
followed by a 2 day training course in how to be an observer.
A behavioural observation is made once per shift at each of the 11 sites. The categories of items
used by Chep UK included personal protective equipment, housekeeping, plant & equipment
(focusing on nail guns and other air powered tools as well as fork lift trucks) and automated
plant (focusing on such issues as isolating machinery before clearing blockages).
There have been regular reviews of goals, resulting in the initial category goals (which had been
reached) being re-set at higher levels.
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Scale and duration
The initiative began in 1997 and, due to its success, is on-going. Approximately 1400 staff
within Chep UK’s pallet repair centres benefit, with 180 trained observers in the 11 sites.
Main types of costs
The main categories of cost to Chep UK have been:
x External consultants – Ryder Marsh were used to provide training and support at the
initial stages. As Chep UK became more familiar with the training materials, training has
been delivered by in-house trainers.
x Training for operational staff – all observers have benefited from a two-part training
package. The first three-day session was on team building, followed by a two-day course
on being an observer.
x Time on observations – up to 1 ½ hours is allowed for observations, which take place
once each shift at each of the 11 Chep UK locations.
4.6.3

Discussion of benefits

Types of business benefits
The initiative has helped with the following:
x Reduced number of working days lost through injury
x Productivity – production and productivity rates have increased year on year. While this
hasn’t primarily been due to behavioural safety, the Health and Safety Manager believes
that the fact that staff are available to work rather than being off with an injury will have
made some contribution.
x Public image – Chep UK personnel, including the observers, have made presentations at a
number of prestigious behavioural safety conferences and have been able to help some of
their clients with their own work on behavioural safety.
x Staff development – many of the observers have made significant developments in terms
of communication skills, IT skills & self-esteem/confidence levels. This has lead some of
them to be successful in applying for posts on promotion.
Health and safety benefits
Implementing a behavioural safety programme has contributed to:
x A significant reduction in accidents
x An increased awareness of the influence of behaviour on individual’s safety
x Improved ownership of health and safety issues, particularly in finding solutions, resting
with shop floor staff.
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4.6.4

Illustrative material

“It has delivered a genuine step change in the shop floor attitude and the safety culture”.
Vince McGurk, Director – Operations & Quality, UK and Ireland
“The hidden benefits from our behavioural safety initiative have been in the personal
development of our shop floor staff”.
David Fanning, Health & Safety Manager, UK and Ireland
Chep UK also kindly provided their logo and photographic materials to illustrate the case study.
4.6.5

Data

Costs
The initial team building training was provided to 11 teams @ £1500 / course = £16,500. The
time of the 180 staff that have received this training is 3 days @ £10/hour = £40,500, giving a
total for team building training of £57,000.
Eleven courses of observation training were carried out at a cost of £1000/day for the
consultant. The course lasted two days, so cost £22,000. Staff time to attend was 180 people
for 2 days @ £10/hour = £27,000, giving a total of £49,000.
Supporting the start of the initiative at Manchester, a consultant was on-site full time for 5
weeks at a cost of £300/day, costing £7,500.
So, the total cost in training and time of the initiative start up was £113,500. Spread over the six
year course of the initiative, this is approximately £19,000 per year.
There is one observation per shift per site. With 3 shifts per day, multiplied by 5 days a week,
with each observation being between 1 and 1 ½ hours in time, in the region of 20 hours per
week (or half a person equivalent) is spent on observations. This occurs at the 11 UK sites. If
an employee costs £10/hour, this equates to approximately £114,000.
The national health and safety manager’s assistant has taken over most of the management of
the initiative at a UK level. This costs a further £8-10,000 per year.
An aggregate of the estimated annual costs is therefore around £145,000.
Business benefits
In 1999 Chep UK lost 550 8 hour working days through workplace injuries. At a cost of £240 /
day (direct & indirect costs) this amounted to £132,000. By 2003 the cost of days lost had
dropped to around £72,000.
With the year-on-year drop in the cost of work days lost through accidents, plus the associated
savings in civil claims, fewer business interruptions, non-Riddor accidents averted etc, savings
are estimated to be around £285,000 per year.
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Chep UK recognise that many of the benefits that have flowed from introducing behavioural
safety into the organisation are unmeasurable. For example, the fact that many of the observers
now have greater self-esteem and feel able to tackle work-related challenges in ways that
previously wouldn’t have been open to them.
Health and safety performance data
In 1995/6 Chep UK’s lost time incident rate was around 44 per 1,000,000 hours worked. By
2003 it had fallen to 11.8 per 1,000,000 hours worked.
Chep UK’s RIDDOR accidents have fallen from 45 in 1999 to 27 in 2003.
4.6.6

Counterfactual

The behavioural safety initiative hasn’t been the only aspect of health and safety that has
improved over the last six years. Chep UK has also introduced improved safe systems of work,
manual handling training and has introduced training assessors. However, the present health
and safety manager believes that behavioural safety has made a significant contribution to the
improvements seen in accident performance.
4.6.7

Further information

To obtain more information about this initiative, please contact:
David Fanning David.Fanning@chep.com

47

4.7
4.7.1

Edmund Nuttall – Fast Track to Success “Qualifying The Workforce”
Summary

Edmund Nuttall are civil engineering contractors within the construction industry. They had a
turnover of more than £425 million in 2002, with a staff of approximately 2,500. They are
certified ISO 9000, ISO 14001 as well as Investors in People. The main type of activities
undertaken by the company are civil engineering including roads and structures, land
regeneration, maritime and coastal, tunnelling, water and railways. There are offices situated
throughout England and Scotland.
In 1997, Nuttall launched, in partnership with the Construction Industry Training Board (CITB),
“Qualifying the Workforce” – a drive to improve worker and subcontractor competence. The
partnership was awarded 3 European Social Fund (ESF) grants.
4.7.2

Background to the Initiative

What prompted the initiative?
The construction industry in recent times has been facing major skills and training challenges.
Its poor image contributes to difficulties in attracting, and more importantly, retaining a
qualified workforce11. Safety has suffered with increasing numbers of workers injured as a
result of a higher than acceptable accident rate. Nuttall (along with the rest of the industry) was
facing pressures in relation to:
x Issues of safety standards
x Growth in the market
x Skills shortage
x Increasing labour turnover
x Quality and productivity.
Therefore, in 1997 Nuttall embarked on a significant and ongoing initiative to ensure that its
workforce were qualified and certified according to the Construction Skills Certificate Scheme
(CSCS). This was undertaken in partnership with the Construction Industry Training Board
(CITB), and has been awarded 3 substantial bids for ESF funding.
Directors & workers involvement
According to the Human Resources Director, G D Medcroft, “Major projects such as ‘Fast
Track to Success’ have confirmed Nuttall as being one of the leaders of the industry, in terms of
upskilling both the workforce and the supply chain. The advances in terms of health and safety,
the working environment, lifelong learning and equal opportunities will yield substantial
benefits long after the project has finished.”
Though Nuttall does recognise three Trade Unions - the T&GWU, GMB and UCATT - they
have not been involved in this initiative.

11

It is also anticipated that the industry must recruit and train approximately 370 000 people by the end of
2006.
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4.7.3

Overview of the initiative

What was it?
The programme has involved three stages:
x Qualifying the workforce – focusing on the Construction Skills Certification Scheme
(CSCS). All workers having a personalised Individual Training Plan which outlines
where they are and their aims for the future. This is designed as a means to retain
workers, develop their skills and influence supply chain performance. Every worker has
to pass a comprehensive construction health and safety test to gain a CSCS card. Health
and safety have been identified as a number one priority on-site, and this is therefore the
first criteria against which employees and contractors are assessed. One of the main aims
has been to certificate 90% of the organisation’s hourly/weekly paid workforce and to
encourage sub-contractors to do the same.
x Qualifying managers and supervisors as NVQ assessors. One of the goals of the
programme has been to make NVQ training more accessible to workers who may not get
the same opportunities from the companies they work for or have the funds to invest in
their own training. The “Fast track to success” project provides on-site assessment and
training (OSAT) to ensure that the workforce gains recognised qualifications.
x Qualifying the London workforce – covering a range of skills development including
health and safety training, English second language training, numeracy and literacy
training.
Scale and duration
This initiative has been running since 1997. This has extended to include:
x 2,500 weekly and monthly paid staff
x 1,000/1,500 sub-contractor workers.
Main types of costs
One of the main costs associated with the programme has included training courses, materials
and facilitators, as well as the time spent to attend. Additional, financial assistance has been
offered to sub-contractors to encourage them to participate in training courses. To support this
programme, Nuttall has also successful in being awarded three ESF grants since 1998. This has
totalled more than £2 million.
4.7.4

Discussion of benefits

Types of business benefits
Nuttall has shown the business benefits from this programme, directly or indirectly
(incidentally), as follows:
x Staff turnover reduced from 62% in 1999 to 33% by 2002
x Improved risk control in supply chain through partnerships with sub-contractors and
SMEs
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x Improved competitiveness of proposals
x Improved staff morale.
Health and safety benefits
The main benefits to be accrued, directly or indirectly (incidentally), include the following:
x Significant reduction in the accident rate
x Reduction in lost time and time spent in accident investigation
x An increase in recognised safety awareness and training qualifications.
4.7.5

Illustrative quotes

“The company is a leading force in UK civil engineering and enjoys a reputation for delivering
high profile schemes. These training initiatives will continue to provide Nuttall with a
competitive advantage, and most importantly, an unrivalled service for the benefit of our
clients”.
Graham D. Medcroft, Director Human Resources
“Training and certification develops our workers and their sense of achievement, and gives the
business a safer, more committed and skilled workforce adding real value to our services.”
Kevin Bennett, Training Manager
Edmund Nuttall Ltd. also kindly provided its logo and photographic materials to illustrate the
case study.
4.7.6

Data

Costs and business benefits
Having spent close to £2 million since 1997, improvements in staff turnover through reduced
recruitment, training and other associated costs to the organisation has amounted to a saving of
approximately £500,000 per annum.
This figure has been calculated in relation to figures provided below:
x Qualifying the Workforce (Nuttall budget in 1998 - Total = £1,011,683)
x Training courses and materials = £349,730
x Trainees’ wages = £435,128
x Trainers = £184,153
x Project management = £42,672
x Financial assistance provided for sub-contractors included:
x CSCS = £100 [total 1059]
x NVQ 2 or 3 = £400 [total 654]
x Assessor = £600 [total 90]
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x Total of 1,800 people were trained
x ESF Projects (1998-2000)
x 1st construction trades = £1,011,683 [see qualifying the workforce above]
x 2nd managers & supervisors = £780,000 [from this 5 full-time and 112 part-assessors have
been trained which has led to 4767 NVQ units being achieved and 762 full NVQs being
awarded.]
x 3rd ESF Project Fast Track to Success
x 14 sub-contractors are signed up
x 4 full time assessor/verifiers
x 252 people have started the training:
 150 sub contractors
 102 employees
x 14 language training.

Health and safety performance data
The accident rate has dropped by 60% in the last 7 years. In real terms this amounts to a
reduction from an accident rate of 1.8 per employee in 1996 to 0.7 in 2003. In relation to these,
such an improvement in the AFR would amount to an approximate reduction of 1,600 incidents
per annum. The spin-off benefits directly associated with a reduced accident incident implies
financial savings that can be calculated in relation to lost time and time spent in accident
investigation by management and others.
The other substantial winner is terms of this programme are the number of National Vocational
Qualifications (NVQ) units and full qualifications to be awarded. To date the following have
been awarded:
x 762 full NVQs
x 4767 NVQ units.
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4.8

GlaxoSmithKline (GSK) – Partners in EHS

4.8.1

Summary

Over the last 10 years, management and employees at the GlaxoSmithKline (GSK)
manufacturing site at Dartford have together developed health and safety programme “Partners
in EHS” bridging two manufacturing operations on the same site. This has proved key in
maintaining commitment and morale during closure of one of these operations and has been
instrumental in the other’s quest to become world class.
4.8.2

Background to the initiative

What prompted the initiative?
The driver for this programme has changed since it was started in 1993. Initially the Partnership
programme was driven by senior managers wishing to raise the profile of health and safety
across the site, and has been well supported and resourced. The programme was given a further
boost when the site became subject to additional requirements under the new COMAH12
Regulations, ensuring that safety and accident prevention remained a key focus.
The programme has also changed its name during this period. The Partnership Programme was
begun within Wellcome as “Partners in Safety”, which two years later evolved into the
“Partners in Health and Safety”. Within GlaxoWellcome, this project became the “Partners in
SHE” that subsequently developed in “Partners in EHS” in GSK.
The Dartford site comprises of three business areas:




Primary manufacturing: the manufacture of pharmaceutically active bulk chemicals
and intermediates
Secondary manufacturing: the manufacture of bulk and packaged formulated
medicines
R&D: laboratories and pilot plant.

The programme has aimed to cover the entire site, and there have been improvements in all
these areas. However, the case study focuses on the primary manufacturing unit where the most
dramatic improvements have been recorded.
It is also important to highlight that over the last ten years, the Dartford site has been
undergoing closure. From a staff of more than 3,000 in these three business areas, this has now
been reduced to a staff of less than 1,00013.
Directors & workers involvement
Input for the safety event initially came from a joint management-employee Safety Committee.
However, with time the programme set up a Working Party that involved the environment,
health and safety (EHS) and occupational health management, managers and employee
representatives (both trade unions and non-unionised staff safety representatives).

12

UK Control of Major Accident Hazards
The R&D business area has moved off-site and the Secondary manufacturing unit has been effectively
closed down.

13
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As a joint initiative, “Partners in EHS” strives to bring about improvements through
transparency and shared responsibility. It is an all-encompassing, people-centred programme
which aims to deliver improvements both in GSK and beyond, for example, in areas such as
quality of life and stress management.
Importantly at Dartford, the EHS responsibilities are shared across the entire site and have never
been restricted to the business areas, unlike most other aspects of operations. In this way, this
programme as a cross-cutting initiative has had a positive influence on the organisation’s culture
in that it has created an arena in which all internal stakeholders can be involved. The approach
used also provided the template for getting messages across to staff effectively. It has also been
of significant value to the organisation and staff in terms of motivation and commitment,
particularly relevant at a time of change (site closure), as management have maintained and
even increased their interest in the quality of life of their staff.
This Partnership has been a means of ensuring the full involvement of staff in safety, health and
environmental improvement through the sharing and debating of issues openly amongst key
stakeholders to the process, namely:
x Employee representatives (including Trade Union representatives from the T&GWU and
Amicus)
x Managers
x Health, Safety and Environmental Professionals
x Employees.
During the past 10 years, there have been 8 events undertaken, of which 5 have involved those
stakeholders listed above in the preparation and arrangement. Many of these events have led to
a roll-out to more than 80% of staff across the site.
4.8.3

Overview of the initiative

What was it?
Over the last decade, the Partnership has undertaken to promote health and safety within the
site. This has been carried in a number of ways, under a variety of names. In principle, the
message has remained constant.
Year

1993
1995

1996

1998

Programme
Name

Description of Activities

Partners in An event designed to be run annually to shape the organisation’s
Safety
approach to safety issues on site.
Partners in A day of syndicate exercises covering a number of issues, including
Health & Quality and Health & Safety, Risk Assessment, visiting workers –
Safety
who is responsible?, health promotion, production versus health &
safety – is there a conflict?, musculoskeletal problems, Total Loss
Control, and COSHH – a paper exercise.
Partners in The objective was to improve performance by focussing on accident
SHE
investigation and prevention. The day included a guest speaker,
syndicate exercises and the launch of a new incident and near miss
reporting scheme called Hazard Observation and Prevention Scheme
(or HOPS for short).
Partners in Notable that from this year onwards all events were organised by
SHE
working parties involving key stakeholders. The day aimed to
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prepare a blueprint for improvements in SHE through “shared
commitments”, to generate renewed enthusiasm for SHE and to be
memorable. Participants were shown a video on an industrial
accident at Coca Cola (UK) in which an operator lost sight in both
eyes (Ken Woodward), who was then introduced and spoke to the
participants about his experience.
There were a number of outputs from this event:
x Pocket reminder known as the Green Card
x “Ken’s Story” was run another 26 times in 3 months, to which
1202 Primary manufacturing unit staff attended (they also
completed the HSE Climate Tool Questionnaire)

2000

x Posters were prepared and used across site to remind staff of
the key messages.
Partners in Focus of this event was to define a campaign to reach a target of 80%
SHE
of staff to promote a novel approach to slips, trips and falls LTA,
involving:
x Building a Road to Safety (Infoscapes)
x Safety Teams and Risk Assessments
x Personal safety experience presentation given by a senior
manager

2001

x Presentation on developing an effective relationship from a TU
Safety Representative.
The behavioural learning tool, including a quantitative risk
assessment, was then rolled out to 82% of staff in Primary
manufacturing unit.
Partners in Focus was on mental resilience, recognising pressures on the staff at
EHS
site as a result of the announcement of the Product Supply
(Secondary manufacturing unit) closure which would ultimately lead
to a downsizing of 1500 jobs.
x Delegates asked to watch a video and share experiences around
the issue of stress

2002

x Training of a group of employee representatives, managers and
staff facilitators.
Partners in The Working Party identified 6 key issues - 2 each for environment,
EHS
health and safety to drive a step improvement during 2003. The
outcome of the event became the site’s EHS Programme for 2003.

Scale and duration
This initiative has been running at Dartford for the last 10 years. In eight of the last ten years,
whole-day events have been held involving all management-employee representatives and
health & safety professionals engaged in the Partnership.
The Partnership works to:
x Identify priority issues
x Structure the annual health and safety business plan
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x Review ongoing progress at Dartford.
The key principles guiding the Working Party is that:
x “No quick fixes” can be assumed
x Convergence with other business objectives are sought
x Aim to involve at least 80% of staff in campaigns.
Main types of costs
The main costs associated with the Partnership Programme are linked to campaigns rolled out
across the site, which include:
x “Ken’s Story”: Workshops for staff with an operator who lost his sight in previous
employment
x Infoscapes14: Infoscapes: A behavioural learning tool used to promote a novel approach to
slips, trips and falls
x “Who moved my cheese?”: Focusing on mental resilience in recognition of pressures on
staff with the announcement of significant job reductions.
x Employee costs – commitment of staff (in some but not all initiatives) extending from 3
hours to 1 day.
4.8.4

Discussion of benefits

Types of business benefits
The benefits, both direct and indirect, that have been attributed to this programme over the last 5
years include:
 Customer service is understood and upheld as a central tenet in site operations, which
is apparent in their vision to be the best manufacturing site within GSK. EHS is seen
as being a fundamental component and a site issue affecting not only operations but
also culture.
 The establishment of a positive health & safety culture (as measured by the HSE
Climate Tool with improvements demonstrated against all 10 factors, with step
changes in 6).
 Staff morale and good industrial relations have been maintained even in difficult
circumstances of site closure which has been measured by the fact that the site has
surpassed the 4 million hours without accident – the first site in GSK to achieve this.
 There is a good public image of the company in the local community with staff
considered ambassadors of GSK.
 There is also a good image of the site within the GSK group, and Dartford have
piloted initiatives that have subsequently been rolled out across the entire
organisation.
 There has been a turn-around in the claims culture leading to a reduction in employer
liability claims from 48 in 2000 to 14 in 2003.
 In 2002 Dartford Primary achieved the highest score to date using the new GSK EHS
Audit Rating Scheme.

14

A French company designed and facilitated this programme.
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Health and safety benefits
This initiative benefited, directly or indirectly (incidentally) the following:
 First GSK site with joint accreditation under ISO 14001 and OHSAS 18001
 Better stress management
 Lost Time Accident rate per 100,000 hours worked reduced from 1.43 to zero within
primary manufacturing between 1993 and 2002.
 Primary manufacturing (1993-2002) zero Lost Time Injuries (LTI) and Illnesses (I) in
2002
 First GSK site to achieve 4 million hours worked without any Lost Time Injury or
Incident
4.8.5

Illustrative material

Quotes
“A few years ago it was said that on this site health and safety was a line management
responsibility. Now it is recognised as everyone’s.”
Andy McGill, Trade Union Safety Representative, Dartford Site.
“Our experience over the past 6 years has been proof of the adage that there is no better measure
of how well a manufacturing business is being managed than its health and safety performance.”
Geoff Ogden, Site EHS and Loss Prevention Director, GSK Dartford
GSK Dartford and GSK Corporate Communications have kindly provided photographs and
approved use of the GSK “Partners in EHS” and corporate logos.
4.8.6

Data

Costs and business benefits
The Partnership Programme has cost approximately £260,000 over the last decade. This has
been calculated based on the figures provided by GSK Dartford regarding the Working Party
event held prior to the roll out of the three campaigns (Ken’s Story, Infoscapes and “Who
moved my cheese?”) across the site. In total, the expense of preparing the materials for each
event and the subsequent costs incurred rolling-out the topic to staff. These figures also took
into account staff costs accrued as they were released to attend. In total these three campaigns
have cost approximately £139,000.
The Working Parties have consisted of representatives of the Partnership, and the cost of
members’ time to meet has amounted to approximately £1,280 per event. In the last 10 years
there have been eight meetings. The additional costs of holding each event are along the lines of
£13,750.
A reduction in the number of accidents and liability claims during the period 2000 – 2003 alone
has produced net savings of approximately £100,000 per annum. Benefits have also accrued
from a strong commitment to productivity maintained during a period of increased stress with a
reduction of jobs by 1500 over the period 1999 – 2003.
Health and safety performance data
The HSE Climate Tool has been one of the means by which to track how the safety culture has
developed over the last four years. The response rate has always been high (in the region of
80%) and has shown marked step changes in 6 of the 10 questions posed within the
questionnaire.
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It is also the belief that the “Partners in EHS” programme has helped the site to progress to
become one of the first GSK sites to be awarded joint accreditation under ISO 14001 and
OHSAS 18001 – received in October 2003.
Importantly, the health and safety of employees has not been considered only in the context of
the working environment, in particular as a number of employees were reduced as the site was
downsized. During such a period of change, issues around stress management and quality of life
have been addressed upfront by site management and through the Working Party, such that
employee commitment and identity to the site have been maintained to the end. This has
ensured that a host of targets have been met, from achieving a reduction in lost time accident
rate to improvements in the quality of product and customer services.
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4.9
4.9.1

Huntsman Petrochemicals – BSAFE Behavioural Safety Programme
Background to the initiative

What prompted the initiative?
Despite having 9 years without experiencing a RIDDOR accident/incident, Huntsman
Petrochemicals was a responsible employer concerned that some of its ‘near misses’ could have
led to significant injury.
The Operations Manager, Hugh Bence, also connected the behaviours associated with safety
issues with the behaviours of operating a high hazard chemical plant. He anticipated that
improved safety behaviours might lead to better adherence to operating and maintenance
procedures, and therefore to improved reliability and a reduction in the probability of a major
incident.
(The Olefins Plant is a top tier COMAH plant and the insured risk for total loss is around £1bn.
The plant revenue is around £0.5bn p.a. so small changes in performance and probability of
risks are significant in this industry).
Directors & workers involvement
At the time of starting down this route the plant was part of a large ICI operation on Teesside.
The senior EHS manager at site level was proactively putting behavioural safety on the agenda
and supportive of the BSAFE process as a business manufacturing technique.
Key union / safety representatives (including reps from Amicus and T&GWU), although
initially sceptical of some approaches to behavioural safety, became very supportive of the
BSAFE process. They recruited the initial observers and the coordinator of the BSAFE process.
It was then largely the BSAFE coordinator - one of the plant technicians – who, working with a
BSAFE consultant, planned and implemented the initial phase of BSAFE and continues to run it
by himself today for the Olefins plant.
4.9.2

Overview of the initiative

What was it?
The initiative was the implementation of BSAFE – a proprietary behavioural-based safety
system at the Olefins chemical manufacturing site. Observers go out into the workplace to
monitor behavioural safety and to give advice on improvements. Regular feedback on
performance is provided to staff, measured against targets set by the BSAFE work group. All
staff are empowered to identify and implement improvements where unsafe conditions or
behaviours are observed.
Scale and duration
BSAFE has been applied at Olefins since 1997. From the initial implementation in Olefins 6,
the initiative was spread to the remaining areas of the manufacturing area. There are now 2 full
time technicians working as BSAFE coordinators and two part-time. A team of trained
observers forms the BSAFE workgroup to set targets etc. The operations manager is the senior
management champion.
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The BSAFE process covers the 300 Huntsman employees within the Olefins manufacturing
area, from the manufacturing manager to all the day and shift technicians. This covers a
population that includes shift operating technicians, day maintenance technicians, their first
line-managers as well as all clerical and management personnel in the organisation. It also
covers regular term contractors, typically numbering around 200, from site management to
technician level.
Main types of costs
The costs of setting up BSAFE at Olefins included:
x Consultancy costs to engage the Olefins shift team of 120 and train the BSAFE
coordinator. The following year further consultancy costs were incurred when BSAFE
was rolled out to the storage and distribution shift team of 66 staff. No further
consultancy charges were incurred developing the system for the day maintenance, office
staff or contractors
x A one off charge software to run the process, together with an annual maintenance
contract fee
x The largest ongoing costs are the salaries of the BSAFE co-ordinators
x The co-ordinators also had a budget to spend on relevant improvements – typically for
access to valves and equipment.
Types of business benefits
Huntsman Petrochemicals has benefited from:
x Very significant reductions in operating costs. Following several thermal burn injuries
from steam / steam tracing and high temperature boiler feed water leaks, Huntsman
Petrochemicals introduced checklists for observations of unsafe conditions which
included defective lagging, missing blanks and steam leaks. This engaged the whole work
team in reporting and in many cases rectifying the problems themselves. Significant
savings in steam losses were made.
x Increased productivity - the technicians employed are all multi-skilled. Because the plant
is a large continuous process, the shift operating teams in particular had a measure of
spare time. Huntsman progressively used this time for various maintenance tasks;
BSAFE has been a good vehicle to identify unsafe conditions on the plant that can be
fixed by their own shift resources. Such items include replacing defective lighting,
repairing steam tracing, replacing missing blanks and plugs, securing loose cabling,
tidying up as well as getting the operating team to carry out audits of the plant conditions.
x Reduced time spent on dealing with problems - BSAFE reduced the time that the
management team spent on dealing with problems as it empowered the shop floor teams
to resolve a lot of issues themselves.
x A reduction in insurance premiums.
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x BSAFE is a tool of continuous improvement in the areas that were targeted. In the past,
the plant had numerous steam leaks, and management-driven attempts to improve this
situation were short term and unsustainable. BSAFE made sustainable improvements.
x The Climate Change Levy Agreement (CCLA). The plant is subject to climate change
levy for which it had a CCLA to mitigate the majority of this levy. The CCLA required
active management of energy, including demonstrating this at a housekeeping level which
includes the likes of steam leaks. BSAFE did this for Huntsman without further work.
Health and safety benefits
Implementing BSAFE has contributed to:
x A reduction in accidents
x Achievement of performance better than targets set by Chemical Industries Association
for ‘over 3 day’ injury rates
x An increased awareness of the influence of behaviour on individuals’ safety
x BSAFE has engaged a significant proportion of the shop floor in managing their own
safety. Previously the expectation was for this to be done entirely by the management
and there were extended debates about spending money on specific individual problems.
With the shop floor taking on this role focussed through the BSAFE coordinator, it has
removed the extended debates.
x The BSAFE coordinator now is working truly as a safety representative without the added
responsibility of being a union representative. Historically the union representative role
always took precedence and there was little energy proactively put into safety issues.
4.9.3

Illustrative material

"The introduction of BSAFE has brought about a fundamental shift in attitude towards Safety,
Health & Environment. It has for the first time allowed every individual in the business to
personally take responsibility for their own safety and for the safety of others".
Paul Booth, European Vice President of Manufacturing & Technology.
“This is a significant operation with total fixed cost budget in excess of £40m and spending
0.04% on improvements that directly impact the workforce is not excessive in my view. It
gives the work groups the opportunity to put items that they deem important onto the agenda
and track improvements.”
Hugh Bence, Operations Manager
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“As I carry out everyday tasks, I am constantly (probably subconsciously) reminding myself of
things I must and must not do! I find myself noticing things (AND DOING SOMETHING
ABOUT IT !!) that I may have ignored before. The B-Safe programme is designed to change
people’s behaviour….well I have experienced that, and feel that my behaviour has been
changed, obviously for the better.”
Steve Gell, Operating Technician, Olefines 6
Huntsman Petrochemicals also kindly provided its logo and photographic materials to illustrate
the case study.
4.9.4

Data

Costs
The initial consultancy costs to engage the Olefins shift team of 120 and train the BSAFE
coordinator were £38,000. The following year the equivalent costs for the storage and
distribution shift team of 66 were £25,000, giving a total of £63,000 training costs.
No further consultancy charges were incurred developing the system for the day maintenance,
office staff or contractors.
The time spent on BSAFE by observers costs around £44,000 per year (4,000 observations @
30mins each on average @£20/hour, plus the cost of time spent on training averaged over the
six years of BSAFE). However, since a significant part of observation time is noting down
unsafe conditions which would have to have been noted at some time, a lot of this cost would
have been accrued anyway.
There was a one-off IT cost of £8,500 to run BSAFE software, with a £2,000 annual
maintenance fee.
The salary costs for the BSAFE co-ordinators were around £80,000 (including NI, pension etc).
However, not all of this cost is overhead as they carry out tasks that otherwise would be carried
into Huntsman’s maintenance organisation and were not replaced within the shift teams in any
case.
The coordinators had an annual budget of £100,000 to spend on relevant improvements –
typically for access to valves and equipment. However the co-ordinators have not succeeded in
spending all of this, and the money would probably have been spent anyway, but only after
being agreed by a more circuitous management route.
This gives an average, annual running cost of BSAFE of around £238,000 (without making a
deduction for the fact that the coordinators’ salaries & budget would have been spent anyway).
This figure is a combination of the annual costs, plus a proportion of the one-off costs at the
start of the project.
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Business benefits
While it was hard to be precise in the saving on utility losses, the Operations Manager estimates
these to be at circa £250,000 p.a. which he describes as a ‘conservative guesstimate’. The plant
uses around 500 metric tonnes per hour of high pressure steam and used to have many minor
steam leaks over its 30 acre site, with many steam traps that were passing steam. BSAFE
brought this under control, dramatically reducing the incidence of such leaks. The £250,000
represents around 5 metric tonnes per hour of low pressure steam loss eliminated.
The Olefins plant was the biggest single insurance liability that Huntsman had worldwide and
so in 2003 their insurers carried out detailed audits of the plant. They were suitably impressed
with the positive response to safety in general and the use of BSAFE. The company believed
that part of the consequent 32% reduction in insurance premiums could be attributed to the
application of BSAFE.
The combination of the annual utility savings, plus the £multi-thousand savings in insurance
premiums more than cover the annual costs of running BSAFE.
4.9.3

Health and safety performance data

Huntsman’s OSHA (the USA health and safety enforcement body) recordable injury rate has
fallen from around 3 per 200,000 hours worked in Jan 1997 (when BSAFE was introduced) to
around 0.25 in 2002/3.
The last OSHA recordable injury to Huntsman’s own staff was in February 2002. The site
hasn’t had a RIDDOR reportable injury for over 9 years.
4.9.4

Counterfactual

Huntsman Petrochemicals is constantly looking for ways to improve EHS management, and has
implemented other initiatives since 1997. The company acknowledges that it’s impossible to
directly assign cause and effect; however BSAFE is the single largest change in their health and
safety management in this period and has given the management and workgroup a common
alignment.
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4.10 Ibstock Brick Ltd – A New Approach to Manual Handling
4.10.1 Background to the initiative
What prompted the initiative?
Brick making at the West Hoathly site involved the rapid, repetitive handling of bricks. Ray
Austin, the site manager, recognised that while the organisation spent a considerable amount of
time and money maintaining its plant & equipment, there was less input into maintaining staff.
Manual handling was known to be the most significant cause of workplace injuries.
The manager also recognised a different approach to workplace injuries from younger, newer
members of staff. They were not willing to ‘soldier on’ if injured or suffering musculo-skeletal
pain at work. Accordingly, more employees were reporting absent from work.
Against a background of increasing HSE pressure on the industry to manage manual handling,
he learnt of another company having successful results from using an osteopath.
4.10.2 Directors & workers involvement
The project developed from the site manager looking at what physiotherapy and osteopathic
services were available locally and whether these services could be applied to manual handling
injuries.
Although he didn’t look at it in detail at the outset, the Production Director has been supportive
of the initiative. More detailed scrutiny & support came from the Group Health & Safety
Manager who monitors projects, offers advice and shares best practice.
There are no trade union representatives at Ibstock Brick. The production crews were not
involved in planning and implementation of this initiative, though at each stage feedback was
requested to enable it be improved. There was a little scepticism at first. However, as time has
progressed, a number of production crews themselves found solutions to problems that had
plagued them for years and it has became regarded as a benefit.
4.10.3 Overview of the initiative
What was it?
Use of an external osteopath to provide:
x pre-employment medicals – potential staff are evaluated for existing conditions so that
new starters aren’t given tasks that may aggravate injuries;
x training – the ‘traditional’ style manual handling training was not suitable for work at
Ibstock Brick which involves repetitive and rapid manual handling. The osteopath
provided training to all staff on how the body works, how to move bricks more safely and
how to recognise what physical symptoms might indicate. She also explained
straightforward treatments (e.g. when to use an ice pack, when to use a hot compress) and
exercises that could help prevent injury;
x training to first aiders to give on-site treatment and advice;
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x early treatment on manual handling injuries – for all manual handling injuries (whether
sustained at work or at home) a consultation with the osteopath was provided within 48
hours.
More suitable equipment was also designed to reduce the hazards and risks from the manual
handling of bricks. The designing, trialling, building and commissioning of the new equipment
was anticipated to take 2-3 years, and so the initiative with the osteopath was considered to be a
way of reducing injuries in the meantime.
4.10.4 Scale and duration
The initiative covered the whole factory (48 employees), although the main focus was on the
factory staff (43 employees). The initiative began in 2002 and is on-going.
4.10.5 Main types of costs
Ibstock Brick’s initiative involved the following costs:
x Engaging the external osteopath for training and osteopathic services
x New equipment on the production line
x Time for the production staff to receive their training
4.10.6 Discussion of benefits
Types of business benefits
Business benefits include:
x Better productivity. Before the initiative it used to be a problem reaching production
targets as crews were often short-handed. With fewer staff off work, and for shorter
periods, production targets are now being met & the weekly production target is reached
more easily with the full team. If the crew is short due to absence or consists of more
than one trainee the individual effort required to achieve the target becomes more onerous
and the spiral starts. A stable experienced crew with a trained spare back-up seems to
cope well.
x The osteopath check-up for potential recruits reduced the number of people who were
recruited and then left promptly
x The initiative has been generally well received by the workforce (an employee opinion
survey measured this) and has contributed to an improved workplace atmosphere
x Staff retention – the workforce is now more stable
x HSE have expressed favourable views of the work
x Winning an award for ‘best occupational health initiative’ for a business of their size.
This was awarded in a joint competition by the British Ceramic Confederation, HSE,
GMB, TUC, CATU and the T&GWU.
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4.10.7 Health and safety benefits
Health and safety benefits include:
x A reduction in lost time accidents
x Of these, the number of manual handling injuries has dropped.
x The total number of accident days lost annually has dropped
4.10.8 Illustrative material
“We’ve fewer short-handed teams which has helped to reduce stress, we’re achieving higher
productivity and can spend more time on further improvements”.
Ray Austin, site manager, West Hoathly
“If the crew is short due to absence…..the individual effort required to achieve the production
target becomes more onerous and a downward spiral starts.”
Ray Austin, site manager, West Hoathly
Ibstock Brick also kindly provided their logo and photographic materials to illustrate the case
study.
4.10.9 Data
Costs
The cost of the external osteopath was £5,000 in year one, and £3,500 in year 2. The drop in
costs is due to the large amount of training that was delivered to staff in the first year.
£270,000 has been spent on equipment designed to reduce manual handling hazards. This is not
replacing worn-out equipment, but fresh expenditure. The sole aim of installing the new
equipment is to reduce manual handling by staff. The working life of the equipment is
expected to be at least 15 years.
The financial cost of the training is included in the cost of the osteopath. The time cost for the
training is approximately 4 hours per member of staff (approx 26 working days).
Business benefits
Since the initiative Ibstock Brick has more than halved the number of days lost each year due to
injury, enabling it to more regularly reach its target production levels. This also means that the
company achieves its target costs per 1000 bricks. Prior to the effects of their manual handling
initiative, the company was losing around 1.5% brick production capacity. This effectively
increased annual costs by more than £20,000.
The new equipment was installed in the autumn of 2003, so at the time of writing it wasn’t
possible to determine how it had assisted the company. However, the objective of installing it
was to reduce manual handling by staff and Ibstock Brick is confident that this will happen.
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Also, as the company has progressed with the commissioning, there is now the possibility that
when two crew members reach retirement they won’t need replacing. (NB Ibstock Brick did not
set out to reduce staff levels via this project. This would be an incidental outcome).
The £20,000 savings in production costs, plus the reduction in accidents (with associated
reduction in investigation time, potential civil claims etc) and fewer costs associated with
recruitment have enabled Ibstock Brick to anticipate that the initiative will pay for itself over the
lifetime of the new equipment.
Health and safety performance data
There has been a reduction in lost time accidents from 14 in the year preceding the initiative to 5
in 2002.
Of these, the number of manual handling injuries has dropped from 10 to 3.
The injury severity rate has dropped from 30 days lost per 100,000 staff hours to 23 days lost
(across the entire workforce).
The total number of accident days lost annually has dropped from about 60 to about 24.
4.10.10

Counterfactual

In contrast to the labour market several years ago, there are now younger, fitter people applying
for jobs at Ibstock. Therefore the company is less likely to have to recruit from a pool of people
who may already have musculo-skeletal disorders.
West Hoathly is the first factory within Ibstock Brick to run such an initiative. The site
manager doesn’t believe that there’s any other reason for such a significant improvement in
accident levels.
4.10.11

Further information

To obtain more information about this initiative, please contact:
Ray Austin, factory manager r.austin@ibstock.co.uk
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4.11 Inland Revenue & PCS – OurTime Pilot Project
4.11.1 Summary
This pilot project, run in three Inland Revenue offices in the Brighton Area, builds on the
government objective to be more responsive to the needs of the customer. This pilot has
revitalised the relationship between the Revenue and its staff union, and provided customers
with more flexible services.
4.11.2 Background to the initiative
What prompted the initiative?
This pilot project was set up to promote a process through which Inland Revenue staff options
could be maximised whilst ensuring customer needs are satisfied. This is built on and takes
forward research already carried out in the Inland Revenue department and gives an opportunity
to explore a distinctive and, to a large extent, innovatory approach matching staff and business
needs.
This initiative was originally proposed by the PCS and follows on from a pilot project which the
TUC and the Employers’ Organisation for Local Government ran with Bristol City Council15.
The Inland Revenue needed to extend its opening hours to the public to provide a more
accessible service as part of the Government’s strategy for public services16. The Revenue also
wanted staff to have a good balance between work and personal life. The answer was ‘OurTime’
- a partnership between the Revenue and the PCS which provides staff with options about their
working hours and allows Revenue offices to open outside 9-5 and at weekends.
Directors & workers involvement
The Government put across its desire for public services to respond quickly to the needs and
wishes of its users and produce innovative solutions, and this demanded a rethink of the use of
time. In this way, the work life balance was seen as a key priority, along with a need to change
the image of the public services. With support provided by the DTI and the Cabinet Office, the
Inland Revenue was seen as a vehicle to lead by example.
Additionally, there was a desire from the Inland Revenue to find a means by which to explore a
partnership approach with the PCS17 which would demand both parties to work together from
the start, using open discussions to enable decisions to be reached jointly. The “OurTime” pilot
project was the initiative identified by which this partnership approach could be put into
practice and tested.
The project team involved in managing this initiative involved the Regional Area management
and union representatives, the TUC sponsored Project Manager, two people from the Head
Office of Inland Revenue, as well as a supporting consultant.

15

16

This project meant that libraries were open on Sundays as a result of staff support.
Both the DfEE, which has a broad political remit on work-life balance and the Cabinet

Office, which is committed to extending better working balance to staff whilst extending service
delivery to customers are keen for the project to succeed. Both departments hope that the Inland
Revenue pilot might serve as a model not only for the Revenue but as a template for other
Government departments and more widely in the public and private sector.
17

Approximately 90% of Inland Revenue staff are affiliated to a union.

67

4.11.3 Overview of the initiative
What was it?
The aims of the initiative included:
x To review current working time arrangements and ensure that these are working
effectively. Look at where these can be developed to give a greater choice of working
hours and working patterns, maximising work-life balance over the duration of an
individual’s working life;
x Identify and where appropriate meet customer need to extend accessibility to improve the
quality of support and services provided by the organisation;
x Develop partnership working and identify how this can practically be applied to a
changing environment;
x Raise staff morale and make the Inland Revenue an ‘employer of first choice’ in
Brighton/Sussex;
x Support and encourage managers to develop and promote a new approach to the most
effective way of handling change;
x Make effective use of IT resources from a cost effective and individual perspective;
x Look at opportunities to up-skill staff and deliver life long learning through the
workplace;
x Develop a process model for wider application in respect of partnership working.
Scale and duration
The Sussex Area was considered because the restructuring brought about by the new Area
Management had upset existing channels of communication. There was also a high degree of
scepticism from the site union members.
The initiative discussions took place in the autumn of 2001 and became an organic process.
The Brighton Enquiry Centre (IREC) extended working hours on a Thursday evening until 8 pm
and opened on Saturday mornings from 9.30 am to 1.30 pm over an eight month period
(December 2001 – July 2002). 10 Volunteers were involved in the pilot in which they were able
to choose the days they worked.
The main steps in the process included:
x Setting up Project Team
x Hiring a consultant
x Conducting a staff survey
x Setting up Brighton and Worthing extended hours
x RIAT review questionnaire
x Establishment of learning centres and free “Learn Direct” courses
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Main types of costs
Stakeholders contributed expertise and/or experience. Therefore one of the first aims was to
identify any other potential stakeholders in the Revenue and determine whether these would
wish to be involved as stakeholders and how the project might be of interest to them.
x The PCS proposed to contribute financially from a Union budget of £20,000 during 2001
and £10,000 during 2002 as well as providing free access to “Learn Direct” and PCS on
line services;
x The TUC learning centre at Lewes College provided support for Revenue learning
representatives;
x The project sponsors reviewed the project plans to agree and determine priorities and in
the course of doing so determined whether additional funding is necessary or can be
found;
x The development of 3 types of training packages;
x The marketing of the extended customer services (local marketing relatively low-key)
x Promotion of the project to others within the public and private sectors with own image
(project booklet and CD pack).
4.11.4 Discussion of benefits
Types of business benefits
The business benefits, both direct and indirect, that have been acknowledged in relation to this
pilot project include:
x Customers benefit from longer opening hours, with increased coverage at peak times
x The 3-office pilot has provided a process model for the rest of Inland Revenue and other
organisations
x Increased trust between the Revenue, the Trade Union and its workforce
x Better use of IT systems and accommodation, leading to lower unit costs
x Wider pool for recruitment by becoming a more flexible employer
x Ensured that Inland Revenue is recognised as an employer of first choice.
Health and safety benefits
Some of the potential benefits, both direct and indirect, could include:
x Reduced absence through improved work-life balance and stress management
x Improved staff morale and management.
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4.11.5 Illustrative quotes
“A decent quality of working life, where people have some choice and autonomy over their
working hours, is an essential prerequisite for any effective, modern organisation.”
Jo Morris, Project Director
“I haven’t got any childcare problems this summer, and I won’t have to pay a
child-minder.”
Employee of Inland Revenue Corporate Services who collected flexi-credits by working
Saturday mornings
The PCS and Inland Revenue kindly gave approval to use their logo and photographic materials
to illustrate the case study.
4.11.6 Data
Costs and business benefits
OurTime was a partnership between the Revenue and the PCS. PCS representatives were part of
the project team and were key players in communicating the benefits of the scheme to their
colleagues. Jointly with the TUC, the PCS also provided the services of the Project Director. To
date, the Revenue has primarily invested £60,000 covering salary, travel and subsistence costs
of the Project Director.
Though this was a pilot study within a few offices, an indication of the potential business
benefits that could occur can be identified in the increase in the service offered by the Brighton
office. These were quantified as follows:
x A steady increase of customer use of service during the pilot with both evenings proving
popular
x An additional 543 customers were assisted during the extended opening hours during the
8 month period
x The highest number of callers was recorded on the Thursday evening a week before the
deadline for the Self-Assessment Income Tax returns (75 in total)
x The highest caller rate was recorded on a Saturday (19 callers)
x The project also worked with a local Business Support Team to provide morning
seminars for the self-employed – 5 seminars were held to which 48 people attended –
better than when arranged for a normal week day event.
The overarching business case is to meet customer needs and improve the quality of support and
services the Revenue provides. This pilot project has shown its potential for wider application
within the Department. The following table provides a list of some other benefits associated,
including aspects of health and safety:
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To help staff juggle their
commitments better

x Better able to cope with
pressure of work

x Possible reduction in
absences

x More opportunities for
learning or other
activities

x Improved morale

x Improved morale
To recognise diversity

To extend or
customer access

improve

x Better cover at peak
times, i.e. staffing
profile matches
customer demand

x Accommodation of
differing needs

x Wider pool for
recruitment

x Acknowledgement that
‘one size’ does not ‘fit
all’

x Better reflection of
customer base

x Opportunities to offer
better services

x Choice of customer
access

x Opportunities for
varied work

x Targeted customer
segments

x Staff with broader
experience

x Better informed
customers leads to less
re-work
x Smoothing of business
peaks
To become an employer of
first choice

x Be part of a recognised
‘good’ organisation

x Recruitment of quality
staff
x Retention of staff
x Reduction in
recruitment and
training costs due to
less wastage
x Improve profile in
community

To make better use of IT or
accommodation

x Office open when staff
available

x Better for money with
existing services
x Lower unit costs.
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In order to achieve overall business improvement there is a strong business need to:
x Identify business need with authority
x Maximise the Department’s use of IT through extended hours
x Establish ways of implementing flexible working with staff consent, including identifying
mismatch between staffs’ actual and preferred working hours and patterns.
Health and safety data
The staff benefits have rejuvenated expectations around working patterns within the
organisation acknowledging that “one size doesn’t fit all”. The Revenue hasn’t been able to
quantify these intangible benefits.
4.11.7 Counterfactual
This was a pilot study undertaken in three small offices in the Brighton region and involving a
limited number of personnel. However, there were implications of doing nothing which
included:
x Missing the opportunity to experiment with ways to deliver an improved service
x Inability to recruit appropriate calibre staff
x Missing the opportunity to experiment with ways to maximise IT resources
x Failure to develop new skills in staff
x No model for future reference
x Loss of opportunity to demonstrate the forward looking approach of the Department
x Lost opportunity for Revenue to develop ‘cutting edge’ government department initiative.
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4.12 MFI: Getting To Grips With Manual Handling
4.12.1 Background to the initiative
What prompted the initiative?
Since the creation of their new Home Delivery Centre (HDC) distribution network, MFI’s
safety department recognised that they needed to look for new ways to reduce the number of
accidents in warehouses, and reduce the subsequent work hours lost.
Manual handling was selected as one area to tackle as these accidents caused the greatest
number of lost working hours. In 2001 Leeds HDC had the highest number of manual handling
injuries and so was selected to trial the initiative.
Directors & workers involvement
A selection of directors & senior managers received a presentation setting out the scale of the
manual handling injury problem for MFI HDCs, and considered some of the solutions. The
Directors gave their full support to trialling the training at Leeds HDC.
Employees were directly consulted at all stages of the initiative. Employees were significant
players in the initiative as some took on the role of ‘champions’.
4.12.2 Overview of the initiative
What was it?
The Leeds HDC worked with a consultancy, Pristine Condition to:
x Provide written safe systems of work for manual handling tasks
x Manual handling theory training
x Practical training - adopting the correct principles and how these can be varied to suit
each working environment
x ‘Coalface’ tuition - time spent in the workplace with employees applying the correct
principles
x Champion training - to assist with the manual lifting and handling procedures in the
workplace. It allows key members of staff to monitor the training and liaise with Pristine
Condition should any issues arise.
Scale and duration
The training was provided to approximately 75 warehouse staff at Leeds HDC in July 2002. Six
staff were trained to act as ‘champions’.
In view of the success of the Leeds trial, MFI are currently rolling out the initiative to all its
warehouses.
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Main types of costs
The main cost areas for MFI have been:
x External consultants – to provide the manual handling training, train champions and
develop safe systems of work with MFI.
x Training for operational staff – the training course for staff was 1 day, and 2 days for the
champions.
4.12.3 Discussion of benefits
Types of business benefits
A significant reduction in numbers of working hours lost due to manual handling injuries. This
means that more staff are at work at any one time with benefits:
x A reduction in the time that managers spend investigating manual handling accidents and
supporting staff through absences as the number of incidents has fallen so much
x A significant drop in employers’ liability claims as there are fewer accidents resulting in
injury
Health and safety benefits
x Much lower absence due to manual handling injuries, and
x A significant reduction in manual handling accidents
x Increased staff awareness of the causes of manual handling injuries
4.12.4 Illustrative material
“The manual handling project was a great success in reducing the number of accidents, while
increasing staff awareness. It clearly shows what can be achieved when staff and management
work together to solve problems”. Ian Askwith, Leeds HDC warehouse manager
“We're so happy with the outcomes from the Leeds trial that we are currently rolling out the
initiative to all our warehouses. The training has revolutionised our approach to manual
handling”. Tim Proctor, Director of Group Safety, Health & Environment
MFI also kindly provided their logo and photographic materials to illustrate the case study.
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4.12.5 Data
Costs
The cost of the using the consultancy, Pristine Condition, was £5,000. This included the cost of
training 75 staff on manual handling techniques and training 6 champions. It also included the
development of written safe systems of work.
The training for the 75 staff was 1 day long, giving a total of 75 working days. With a staff cost
of £30/hour (direct and indirect costs), this represents £225 per staff day, and £16,875 in total.
The 6 champions had a 2 day training course, representing £2,700 in staff time. This gave a
total cost of training of £24,575.
Business benefits
In the first year since the training, the number of working hours lost annually due to manual
handling injuries has fallen from 521 to 0. With staff time costing £30/hour (direct and indirect
costs), this represents a saving of over £15,500 in the first year.
Even without factoring in the savings in manager’s time spent investigating accidents, managing
absence etc, and potential civil claims averted, the initiative will pay for itself within 2 years of
the training.
Health and safety benefits
The number of manual handling accidents has dropped from 6 in the year before training, to
zero in the year after training.
Counterfactual
Leeds HDC was the only warehouse where this training was carried out in July 2001. The
manual handling accident and injury levels at other HDC centres did not fall.
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4.13 Port of London Authority – Managing Absence and Ill Health
4.13.1 Background to the initiative
What prompted the initiative?
The Head of Personnel & Development, Glenn Witham, joined the Port of London Authority
(the PLA) with a background in industrial relations and personnel. He analysed how many staff
were absent due to illness and felt it was a considerable drain on the organisation.
With a view to helping the PLA provide the best service it could for its clients, and to support
staff during absences, the PLA decided that a more effective sickness absence management
system should be introduced.
Directors & workers involvement
The Head of Personnel & Development is a member of the Executive Committee (the PLA’s
equivalent to a Board of Directors). He identified to the Committee the effects that sickness
absence levels had on the PLA’s operations. This resulted in the Committee’s full support for
the initiative.
All managers and employees have received training and briefings in the new systems and
procedures. Representatives from T&GWU, National Union of Maritime, Air and Sea
Transport (NUMAST), Unison and the London Pilots Committee were kept informed of the
initiative.
4.13.2 Overview of the initiative
What was it?
The introduction of an effective sickness absence management programme including:
x Prompt visits to the PLA’s occupational health doctor for any absence that is potentially
long-term
x Managers are more involved in their employees absences and are being held more
accountable for that management
x Use of the occupational health doctor’s advice to provide opportunities for safe, earlier
return to work where staff aren’t able to carry out their normal duties
x Return to work interviews
x Training for managers and staff in the procedures and support available
Scale and duration
The initiative began in January 2000 and is on-going. All members of staff (currently 365) are
included.
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Main types of costs
The initiative incurred costs in the provision of Occupational health services. There was already
a service supplied to the PLA, but costs rose due to increased use.
The PLA did not believe there was a cost in terms of management time, though there was a
change in activities. It is felt that line managers, in following the procedures in the absence
management policy, are focusing on the causes of absence and assisting staff return to work,
rather than coping with the effects of absence in the workplace. (Approximately 10% of the time
of five members of staff in the Personnel & Development department is spent on absence
management.)
No consultants were used to develop the new absence management policy as the Head of
Personnel & Development had the expertise and experience to devise it. Neither were there any
IT costs as the existing Rebus software was simply put to best use.
4.13.3 Discussion of benefits
Types of business benefits
Business benefits include:
x A greater than 70% reduction in staff absence rates
x Within overall staff absence, long-term absences have dropped drastically
x Line managers provided with timely data on absence levels which assists in their
management duties
Health and safety benefits
Health and safety benefits included:
x Fewer staff days absent due to illness
x Fewer staff suffering from long-term absences
4.13.4 Illustrative material
“The overall benefit in managing absence has resulted in a much more focused approach to
absence monitoring and ill health issues in the organisation.”
Glenn Witham, Head of Personnel Development
“All staff are aware that absence is effectively managed. This has had a positive effect on
morale to those staff who have to cover during periods of sickness absence”.
Glenn Witham, Head of Personnel Development
The PLA also kindly provided their logo and photographic materials to illustrate the case study.
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4.13.5 Data
Costs
The cost of the expanded use of the PLA’s occupational health service costs an estimated
£16,000/year.
As managers are carrying out their management function more effectively, no extra
management time is incurred.
Business benefits
An overall absence rate of 11%-12% in 1999 (when the PLA had 400 staff) has dropped to 3%3.4% now (with 365 staff). So, at any one time absence is down from about 44 staff to about 12
staff. This 70% reduction in staff absence levels is equivalent to around 30 staff at work.
Of the number of staff absent, long-term absences have dropped from about 15-16 to 2-3 at any
one time.
The exact financial savings from the reduced absence levels haven’t been calculated due to the
wide salary span within the PLA. However, the equivalent of around 30 staff at work instead of
being absent through illness greatly outweighs the additional cost of the occupational health
service.
Health and safety benefits
A drop in absence levels from around 11%-12% to around 3%-3.4%.
Long-term absences have dropped from about 15-16 to 2-3 members of staff at any one time.
4.13.6 Counterfactual
The Head of Personnel & Development didn’t believe that any other factors within the PLA
have changed, and so attributed the reduction in staff absence to the initiative.
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4.14 Rolls-Royce Plc – Improving Absence Management
4.14.1 Background to the initiative
What prompted the initiative?
Dr Lawson is Rolls-Royce plc’s Chief Medical Officer. In 1999 he asked all business units to
report on the levels of staff sickness absence they experienced. Across all business units this
varied from 3% to 9%. The company calculated that if it could reduce absence levels by 10% it
would save considerable resources. Consequently a new sickness absence management strategy
was put in place.
Directors & workers involvement
The Human Resources Director and the health, safety & environment committee (at main board
director level) gave their full support and authority to the CMO to plan and implement the new
policies.
Representatives from a number of different trades unions were consulted over the proposed
procedures at the planning stage. All staff were trained on the new policies & procedures.
4.14.2 Overview of the initiative
What was it?
An effective sickness absence management programme including:
x Implementation of a company-wide absence management policy. This explained the
responsibilities of line managers, human resources support and occupational health
advisors and set out the ways in which differing lengths of absence should be managed.
x The introduction of an IT programme that monitored employee absence records, the
reasons for the absence and calculated the costs of absence. The cost of absence was
calculated by multiplying the number of days an employee was away from work by
his/her salary for that time. This direct cost was supplemented by an indirect costing of
four times the direct cost, in order to cover the cost of loss of production etc. By using
the IT package managers have up-to-date information on their employees’ absence from
work, the progress they’re making back to work, and the cost of their absence to their
business unit.
x Early intervention of rehabilitation. Anyone who is absent for 4+ weeks is provided with
an action plan, set up by their line manager and occupational health support. This
includes access to, for example, internally provided physiotherapy services. The
rehabilitation is available for both work and non-work related absences.
Scale and duration
It began in 2000 and is on-going. All members of staff in Rolls-Royce’s industrial and
aerospace business units (around 22,000 employees) are included.
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Main types of costs
The costs incurred by the initiative included:
x Development of the IT package
x Training for managers and staff
x Staff time for drafting and agreeing the policy
Occupational health services were already being provided and are now utilised earlier in the
period of absence than before. Consequently, there hasn’t been an increase in the cost of
providing occupational health support.
4.14.3 Discussion of benefits
Types of business benefits
Business benefits include:
x A significant reduction in staff absence, and therefore an increase in the amount of staff
time dedicated to Rolls-Royce’s business activities
x A fall in the average number of days lost per employee
x Improved employee perception of management. Employees felt that their managers were
positively interested in their prompt & effective return to work. As the company offered
free physiotherapy or free access to externally provided services, it helped improve
employee morale.
x As employees returned to work more promptly, less management time was spent on each
absence.
Health and safety benefits
Health and safety benefits included:
x Fewer staff days absence due to illness
x The ability to analyse the causes of staff absence much more accurately than previously.
For example, Rolls-Royce have been able to record a drop in the proportion of staff
absence due to stress from 20% to 16% of all staff absence.
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4.14.4 Illustrative material
“Companies should adopt absence management policies. They are a positive contribution to
help people return to work as soon as is reasonable and they help to significantly reduce costs
incurred by avoidable absence.”
John Rivers, Director – Human Resources
“The application of this initiative has had a positive effect on both the businesses and
individuals by enhancing mutual respect and reducing absence.”
Dr Ian Lawson, Chief Medical Officer
Rolls-Royce plc also kindly provided their logo and photographic materials to illustrate the case
study.
4.14.5 Data
Costs
Approximately one staff month was spent on drafting and agreeing the policy, estimated by
Rolls-Royce to have cost around £7,800.
Approximately 2,000 managers and HR staff had approximately 2 hours training each on the
new policy, equating to approximately 530 working days or two staff years, estimated by the
organisation to have cost around £200,000 in time.
The development of the IT package was part of a much larger IT investment. It wasn’t possible
to ascribe the specific cost that the initiative incurred.
The occupational health services were already being provided, but simply later in an employee’s
absence, so no further cost was involved. The same was true of line manager’s time.
Business benefits
Since the initiative began, there has been a reduction in staff absence from an average of 2.9%
to 2.4%. At the start of the initiative around 191,000 days were being lost through ill health
absence. The reduction in absence achieved by the new procedures is around 28,500 work days.
Taking into account the direct and indirect costs of staff absence, this equates to a saving of
around £11 million over the initiative. Although staff numbers have since fallen, the same
proportion of savings are being made through the sustained reduction in absence.
The average number of days lost per employee has fallen to 4.2 (CBI give the national average
as 6.8 in 2002).
As employees are returning to work more promptly, less management time is spent on each
absence. Rolls-Royce hasn’t been able to quantify this.
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Health and safety benefits
The significant benefit has been a reduction in staff absence from an average of 2.9% to 2.4%.
During the initiative, the reduction in absence has been around 28,500 work days.
The organisation has the ability to analyse the causes of staff absence much more accurately
than previously. For example, Rolls-Royce has been able to record a drop in the proportion of
staff absence due to stress from 20% to 16% of all staff absence.
4.14.6 Counterfactual
Dr Lawson doesn’t attribute the reduction in staff absence to factors other than the initiative.
Although the organisation has reduced its staff levels since the initiative began, Dr Lawson
doesn’t believe that the reduction in staff absence is due to employee fears of redundancy
because of positive feedback he has received from staff and managers about the initiative.
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4.15 Royal Mail Group Plc Vehicle Services – A Great Place To Work
4.15.1 Background to the initiative
What prompted the initiative?
Part of the Post Office Corporation (now Royal Mail Group plc), Royal Mail Vehicle Services
was formed as a separate business unit in April 1997. Its vehicle repair/maintenance network
consists of over 200 motor vehicle repair workshops. Since 1997, Royal Mail Vehicle Services
has acquired other parts of the Royal Mail’s transport responsibilities, and is now one of the
UK’s largest fleet management businesses with a fleet of over 30,000 trucks and vans.
At the formation of Royal Mail Vehicle Services, the primary task was to develop effective
safety management processes & procedures.
Directors & workers involvement
All members of the Vehicle Services Board were enthusiastic that the initiative would protect
employee’s health and safety, as well as reduce the losses to Vehicle Services that resulted from
unacceptable levels of workplace accidents. The Board saw the health and safety management
system as an efficient and cost effective way to do this.
Melvyn Hodgetts, health and safety manager for Royal Mail Vehicle Services instigated the
system with support from the Communication Workers Union.
4.15.2 Overview of the initiative
What was it?
The creation of a health and safety management system, incorporating policy, planning,
arrangements, procedures, reviews etc, following the guidance set out in HSE’s ‘Successful
health and safety management’ (HSG65).
The annual review of the health and safety plan takes place in parallel with the review of Royal
Mail Vehicle Services’ business plan. The plan includes safety goals, key performance
indicators, targets and Royal Mail Vehicle Services’ strategy on how it will achieve them. The
plan now provides an essential link between Vehicle Services’ safety and business aims.
An annual audit of all sites by the Royal Mail Vehicle Services quality auditors includes use of
‘Chase’ (Complete Health and Safety Evaluation) audit system. The audits have highlighted
areas where improvements are needed, and year-on-year provided a source of data for
benchmarking purposes.
Area safety advisors have been given a proactive, ‘case management’ role in the workplace.
For example, following an accident the advisor will conduct the accident investigation,
complete a risk assessment if one is needed, identify other remedial actions, and follow them all
through. It is a formal and recorded process which culminates in a written safety action plan,
owned by local management. Most accidents which have gone on to result in personal injury
claims have been subject to case management. This ensures that good quality of accident
investigation and that all the relevant paperwork has been completed.
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The health and safety manager became the instructing client for all civil claims arising from
accidents at work (rather than the accident management unit which had tended to paper chase
for solicitors). There’s no longer a culture of ‘giving in’ if the claim is less than a pre
determined level (not included here for confidentiality reasons). The health and safety manager
can give a more informed opinion & insight into the circumstances of the accident by being able
to refer to risk assessments, safe systems of work, safety instructions and training records.
Scale and duration
This work began in 1997 and is on-going. Due to business reorganisation Royal Mail Vehicle
Services is being taken into a new, larger Logistics business unit. The Royal Mail Vehicle
Services health and safety systems will be rolled out into Logistics.
Royal Mail Vehicle Services employed around 1,500 staff.
Main types of costs
The main areas of cost have included:
x Management time devoted to establishing the systems
x New computer software
x New administration procedures
4.15.3 Discussion of benefits
Types of business benefits
Business benefits have included:
x A reduction in the costs of staff being absent from work due to ill health or injury
x Increasing numbers and adequacy of risk assessments, accident investigation, staff
training and record keeping has enabled Royal Mail Vehicle Services to have better
defences to personal injury claims. This has resulted in a steep reduction in successful
civil claims
x Employee opinion of managers’ views of health and safety has improved
x Being award winners at RoSPA for the last 4 years, contributing to Royal Mail’s
campaign to provide a ‘Great Place to Work’
x A tried and tested health and safety management model that will be rolled out into Royal
Mail’s Logistics division
There hasn’t been any effect on Employer’s Liability Compulsory Insurance premiums as Royal
Mail Group self-insures.
Health and safety benefits
Health and safety benefits have included:
x A reduction in lost time accidents and injuries
x An improved health and safety culture where H&S is incorporated into the business
management process
x Greater ownership of health and safety by the local safety advisors and business managers
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x More effective accident investigation, monitoring of safety improvements as a result of
investigations, and better records
x Better audit data enabling benchmarking and continuous improvements
4.15.4 Illustrative material
Quotes
“Employee safety is paramount: improved safety is key to increased effectiveness and cost
control.”
Melvyn Hodgetts, Vehicle Services Health & Safety Manager
“Vehicle Services can be proud of its improvement in health & safety performance; a 40%
reduction in RIDDOR accidents over 5 years should not be underestimated.”
Melvyn Hodgetts, Vehicle Services Health & Safety Manager
Rolls-Royce plc also kindly provided their logo and photographic materials to illustrate the case
study.
4.15.5 Data
Costs
The one-off time cost of developing the management systems were 80% of the health and safety
manager’s time for the first 6 months, and 50% of his time for the next 6 months. At £90,000
year (direct & indirect costs) for the health and safety manager this equates to around £59,000
which, averaged over the 6 years since the systems were introduced gives an annual cost of
around £10,000.
Two safety advisors implement the system. This gives an annual cost of around £150,000
(direct and indirect costs).
Business benefits
Days lost per 1000 staff have dropped from 1191 in 1996/7 to 713 in 2001/2 (a drop of 478 days
or 40%). The reduction in days lost over five years represents savings of around £700,000
based on daily cost of £350 (direct and indirect costs), or around £116,000 / year.
From approximately 25-30 civil claims a year in 1997, in 2002/3 there were only 17 new cases.
Of these, seven were successfully repudiated, three were settled under £3K (with fixed costs),
one case was lost at trial, one was won and three were time barred.
Royal Mail Vehicle Services have provided data about their costs for civil proceedings etc,
before and post- introduction of the management systems. They have, however, asked for them
not to be made public.
Savings from legal fees (both in-house and external) have been around £100k annually from
2001/2 to 2003/4. Royal Mail Vehicle Services costs are recovered when the division
successfully defends a case.
The average compensation settlement, over the whole of the Royal Mail group has been
provided, but isn’t specified here for confidentiality reasons. Using this figure, Royal Mail
Vehicle Services has saved over £86k in compensation in 2001/2.
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Vehicle Services have provided information on the cost in terms of admin time of processing
and managing each civil claim, but they are specified here for confidentiality reason. Given the
reduction in numbers of civil claims per year, this equates to £71,000 in admin time saved per
year.
The annual savings from fewer days lost, less compensation, reduced civil legal costs and
reduced admin time on civil case come to around £370,000 per year.
Employee opinion has improved. In the staff opinion survey, 98% believe that their managers
care about health and safety.
Health and safety performance data
Vehicle Service’s RIDDOR incidence rate has fallen from 34 per 1000 staff in 19967/ to 20 per
1000 staff in 2002/3 (a drop of 41%).
The ‘all accident’ incident rate per 1000 employees has fallen from 197 in 1996/7 to 129 in
2002/3 (a drop of 34%).
Days lost per 1000 staff have dropped from 1191 in 1996/7 to 713 in 2001/2 (a drop of 40%).
4.15.6 Counterfactual
The Health and Safety Manager did not believe that there were any other factors that would
have accounted for the improvements in health and safety management.
4.15.7 Further information
To obtain more information about this initiative, please contact the following persons:
Melvyn Hodgetts, health and safety manager melvyn.hodgetts@royalmail.com
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4.16 Severn Trent Water – A New Approach To Manual Handling
4.16.1 Background to the initiative
What prompted the initiative?
Historically, manual handling injuries accounted for half of the RIDDOR reportable injuries
within Severn Trent Water’s Networks function.
When the compensation costs of these accidents were calculated, it was found that the cost of 48
insurance claims in the last 3 years was approximately £500,000 (including reserves).
A ‘traditional’ approach to manual handling proved to be ineffective. A significant reason for
this was that Severn Trent Water’s activities take place over a vast geographical area and in
many cases the organisation had very little control over the working environment e.g. woods,
gardens etc.
Particularly problematic manual handling issues for the employees include the lifting of man
hole covers, lifting equipment in and out of vehicles, digging and lifting in and out of trenches,
and lifting pipe work and hoses.
In launching the initiative, Severn Trent Water was looking to reduce lost time injuries and a
number of associated costs. These included sick pay; civil compensation, re-deployment,
redistribution and reallocation of work i.e. extra wages, overtime working and temporary
labour; production delays and investigation time.
4.16.2 Directors & workers involvement
The Managing Director issues health and safety improvement targets each year as the
organisation firmly believes that health and safety must be driven from the top. As manual
handling injuries are one of the ‘top 3’ causes of injuries in Severn Trent Water, the MD has
been very supportive of this initiative.
Employees, including safety representatives from Unison, are represented on the focus group
that has driven the initiative. The employees in the field who have been affected by the changes
in the initiative have been asked to provide feedback on the changed techniques etc. This is
voluntary and not a great deal has been received yet.
4.16.3 Overview of the initiative
What was it?
A seven step approach was developed:
x Effective assessment of manual handling activities, seeking to design out the manual
handling or to modify it to reduce the impact on the individual
x Training of staff by specialists in body mechanics, based on the five tasks that were found
to cause most concern
x Introduction of a monitoring/coaching/data gathering system. Supervisors were trained
on this, and given additional skills training on how to give feedback to individuals on
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manual handling techniques, how to identify problem situations and how to effectively
problem solve
x Fast track referral system introduced so that any employee who called in with back or
shoulder pain was immediately referred for medical assessment and, where necessary,
appropriate physiotherapy
x Return to work plans were developed for individuals returning to work after time off with
a manual handling injury
x Medical assessment prior to staff starting jobs which require a significant amount of
manual handling and at regular intervals afterwards. The assessments are to identify
whether jobs need to be adjusted if employees have medical conditions affecting their
ability to do manual handling tasks.
x Dealing with design issues. Two MSc ergonomists from Loughborough University were
engaged to look at the design of two main tasks – manhole cover design & lifting
equipment, and valve operation & lifting equipment.
4.16.4 Scale and duration
500 employees are included within the initiative. They are members of the Networks Team,
who install and maintain the pipe work network.
The initiative began in 2002 and is on-going.
4.16.5 Main types of costs
‘A new approach to manual handling’ included elements of the following costs:
x External consultants – two organisations used to provide occupational physiotherapy and
ergonomic support
x Capital investment– money has been spent on additional specialist equipment, not simply
replacing old or worn-out equipment
x Management time – spent planning and developing the initiative
x Training for operational staff – provided by body mechanics specialists
x Training for managers – in the new procedures
x Increased time in communication activities – during project set-up there was a bi-monthly
staff meeting
x New administration procedures - return to work interviews by managers for absent staff
are felt not to impose an additional cost as they’re part of a manager’s day-to-day
responsibilities
x Supervisors’ time - supervisors are required to carry out two ‘observations’ of their
colleagues per month. These are built into their normal duties on site, and haven’t been
felt to impose an additional cost
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4.16.6 Discussion of benefits
Types of business benefits
The initiative has generated the following business benefits for Severn Trent Water:
x The overall aim of the project was to minimise lost time, thereby improving use of
resources. There has been a substantial reduction in manual handling injuries and the
amount of time that personnel have off work as a result of these injuries has also reduced.
x A significant reduction in future liabilities from the civil claims that often follow manual
handling injuries
x Manual handling injuries are the biggest source of compensation claims against Severn
Trent Water. The initiative will be included in the package of information that is
presented to their insurers when ELCI renewal occurs.
x The company was short-listed in the ‘Personnel Today’ awards for solutions to health
problems

Health and safety benefits
The initiative has benefited Severn Trent Water by:
x Reducing absences due to injuries
x Reducing the overall total of accidents and the proportion of manual handling accidents
within the total number
x Reducing the number of ‘false’ injury reports, helped by the return to work interviews
and prompt medical assessment
4.16.7

Illustrative material

“It is one of our core beliefs that we should take care of our staff. We have tried a new
approach to managing manual handling and back pain in one part of our operation. I am pleased
to say that it has been a great success, giving us fewer accidents. Now we have proved the
effectiveness of the approach we will be introducing it into other areas of the business.”
Paul Stephenson, Director of HR Services
“Training employees in manual handling skills, using specialists in body-mechanics in a 'hands
on' situation, was a bold approach. The results have been very good news for Severn Trent
Water by reducing costs and making work pain-free for employees”.
John Smith, Unison health and safety representative
Severn Trent Water also kindly provided their logo and photographic materials to illustrate the
case study.
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4.16.8 Data
Business Costs
In year 1 (2002), £33k was spent on training, ergonomic support and occupational
physiotherapy. The training and ergonomic support were one-off costs.
Approximately £20k was spent on specialist equipment to assist with manual handling tasks.
Most of this is additional equipment, not replacing old or worn-out equipment.
For years 2-5 the cost of occupational physiotherapy support is expected to drop to about £2k
per year.
The time spent working on manual handling assessments was similar to the amount of time that
was spent on assessment beforehand. The difference was that, after the training, it was much
more effective.
Supervisors are required to carry out two observations per month. These are built into their
normal duties on site, and haven’t been felt to impose an additional cost.
Return to work interviews by managers for absent staff are also felt not to impose an additional
cost as they’re part of a manager’s day-to-day responsibilities.
Business benefits
Severn Trent Water has calculated that the initiative will save them around £19k per year in
terms of number of days lost due to manual handling injuries which have been halved by the
initiative.
The company also anticipates significantly reducing its civil liabilities (currently estimated to be
in the order of £166k per year).
The anticipated savings more than outweigh the costs of the initiative, which is expected to have
paid for itself within the first two years.
Health and safety performance data
Staff received their improved training in September 2002. Assessment activity began several
months earlier. From that time, the annual rolling total for all accidents has dropped by almost
50% from about 79 to just over 40.
Before the initiative began, manual handling injuries accounted for between two thirds and three
quarters of all accidents. Since the initiative, this has dropped to around a quarter.
4.16.9 Counterfactual
The initiative was launched organisation-wide. The company’s health and safety manager is not
aware of other issues that may account for the improvement in the number of manual handling
injuries.
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4.17 St. Regis Paper Company – Improving Health and Safety Performance
4.17.1 Summary
St Regis produces over a million tonnes of paper a year, and employs 1800 staff. By carrying
out a full review of their health and safety management systems, seeking maximum employee
involvement and making substantial investments in guarding, the company has reduced accident
and injury rates.
4.17.2 Background to the initiative
What prompted the initiative?
The HSE’s view of the paper industry in 1994/5 was:
x Worsening accident rate
x A need to improve significantly
x “Unprofessional” approach to health & safety
x Management style was “macho”
x A fragmented approach.
Within St. Regis between 1994 and 1997 the overall accident rate per 100 000 hours increased.
In 1995/6 period alone:
x There were the first two fatalities recorded
x This initiated a more accurate record of accidents to be kept
x This led to an increase in RIDDOR’s (118) and rate (2.37)
x GPMU – put pressure on the industry to improve performance
x Commitment from the top to change
x A partnership approach taken by the GPMU and HSE.
With these 2 fatalities and, in common with the industry, facing the issue of an increasing
accident and injury rate, St. Regis recognised that a step change in their health & safety
performance was needed.
Directors & workers involvement
The Chief Executive Officer (CEO) and Senior Management Team’s drive and support has
helped to make the initiative a success. However, the approach and support from across the
organisation are also considered key to the success because:
x The CEO is responsible for health and safety at board level
x There was employee involvement at all levels
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x There was a partnership approach that meant that the HSE and the Trade Union were
actively engaged
x There was a determination to improve shared by all.
The GPMU18 and other trade unions worked in partnership with St Regis to develop the action
plans, drive actions at site level and monitor progress. The involvement of the trade union in
this way has helped to spread ownership of health and safety amongst all employees.
4.17.3 Overview of the initiative
What was it?
A series of initiatives in health and safety were instigated to ensure a step change in the overall
health and safety performance of the organisation. This was brought about by the first fatalities
in 1996 and the more accurate reporting of accidents that saw an increase in incidents. The
trade union put pressure on the industry as a whole to address the occupational health and safety
agenda, and with commitment from the top, a partnership approach involving the HSE and the
GPMU was set up to develop health and safety action plans.
St. Regis in this way instigated a series of health and safety action plans to:
x Improve machinery guarding on paper mills and associated equipment
x Initiate monthly meetings between site managers, safety advisors and safety
representatives
x Improve management systems and procedures
x Provide managers with health and safety knowledge and skills
x Show HSE that its commitment to health and safety was matched by actions.
The initiative has been undertaken in a series of stages, which are outlined below:
1997-1998
Procedural
A ‘health check was carried out on the following:
Step Change 1 Focus
 documentation and procedures
 Management style and ‘blame culture’
 Competency levels
An HSE audit was carried out in 1999 which recommended that
the company should proactively monitor its performance,
review its performance regularly and implement audit systems.
2000 – 2001
Technical
Full implementation of the HSE ‘making paper safely
Step Change 2 Focus
campaign’.
St Regis continues to work closely with the HSE and
employees.
A divisional safety plan is developed
2001 – 2003
Behavioural The major work for the ‘Making Paper Safely’ campaign is
Step Change 3 Focus
completed.
HSE safety climate survey tool is put into use.
The company starts a behavioural culture change process.
A management development programme is started – though this
is not just for health and safety issues.
18

The Graphic, Media and Paper Union
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Scale and duration
This initiative was started in 1997, and has been rolled out across the entire organisation.
Main types of costs
Some of the main costs made against the initiative include the following, though it is important
to note that in the early days the costs of the programme were not tracked:
x Training of managers
x There has been the appointment of a Divisional Health and Safety Manager and support
from a consultant/advisor
x Specific guarding of machinery = £3-£5 million (PABIAC industry wide initiative
through engineering solutions)
x Retraining of managers in relation to health and safety issues.
4.17.4 Discussion of benefits
Types of business benefits
Need to confirm these benefits and any other possible benefits that might be attributed to this
programme, especially in the last 5 years:
x Reduced costs associated with downtime in production (lost time)
x Reduced time spent on dealing with problems (investigations and manager time)
x Reduced insurance claims (reduced from 18-20 per annum to 3-4)
x Ensuring productivity remains a common business objective
x Improved health and safety culture also impacted positively on overall staff morale and
industrial relations
x Improved organisational commitment and communication has led to new administrative
procedures that enables monthly figures given in quarterly reports with key
responsibilities designated
x Rapid alert system ensures greater management of risks
x Competence of workers
x Improved working relationship with the regulator and across the industry.
Health and safety benefits
This initiative benefited, directly or indirectly (incidentally) the following:
x Improved and standardised reporting of accidents (both recordable and reportable)
x Action Plans are “live” documents that successfully involve employees and are
continuously updated
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x Sharing of knowledge and experience through regular meetings of the “Father of the
Chapel”19 (FOC), Senior Site Health and Safety and the Site Supervisor
x St. Regis has previously won their industry safety award, and the various units are often
quoted in terms of their improved performance in terms of health and safety.
4.17.5 Illustrative material
“By improving our health and safety management, we’re protecting the health and safety of our
employees, visitors to our sites and also our shareholders’ investments.”
Don Coates, Chief Executive
“By involving all employees and the Trade Unions, everyone has got behind the approach. It’s
been a real team effort and is showing results.”
Gary Seagar, Father of the Chapel GPMU – Kemsley
St. Regis has also kindly provided its logo and photographic materials to illustrate the case
study.
4.17.6 Data
Costs
There have been a number of significant costs associated with this initiative to improve health
and safety performance. This included:
x The use of a consultant to help improve management systems was around £100,000.
x Training for managers cost around £75,000 (250 managers x £100 per event x 3 events).
x The investment, in total several million pounds, in improving machinery guarding. This
was in response to PABIAC and HSE’s determination to improve guarding in all mills.
All companies in the paper-making industry needed to make these improvements.
x Appointment of a Divisional Health & Safety Manager at a cost of £60-£70,000 per
annum.
x Establishment of regular meeting of the “Father of the Chapel”, senior health and safety
and senior safety representatives and site supervisors every 6 months (instigated in the
last two years) to share knowledge and experience.
Business benefits
The reduction in days lost through accidents has saved St Regis around £100,000 per year since
1997, as the approximate value of a lost day costs £125-£130. This on-going saving, plus the
large drop in civil claims, makes for substantial savings for the organisation into the future. To
date, the organisation has saved more than £500,000 alone on lost days since 1997. This has
been calculated on the number of days lost at the beginning of the initiative being around 1,800
per annum (2400 employees), which has dropped to 1,100 (1,800 employees).
St Regis’ had no alternative other than to invest in machinery guarding to prevent a probable
production stoppage imposed by the HSE. Avoiding such an event at the ten St Regis mills
more than covers the cost of this guarding.

19

This is the senior union representative at the unit who is also an employee.
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Health and safety performance data
All accidents and incidents are on a trend downwards. This has been achieved against a
backdrop of staff cut-backs (25% reduction). However, though there is an obvious link in the
number of reportable accidents, the size of the reduction is far greater than the reduction in
staffing levels.
The RIDDOR injury figures dropped from 4.9 to 1.9 per 100 employees which amounted to a
61% reduction. In addition, the overall accident rate also dropped from 2.37 to 0.85 per 100,000
hours worked, also constituting a 64% reduction recorded over the period 1994 - 2003. This
offers significant savings in lost time both in terms of production as well as time spent on
investigations. The reduction in accidents and downtime incidents (lost time) also speak of an
increase worker competence, which undoubtedly had positive ramifications for the productivity
of the various mills (though this is a difficult figure to quantify).
The high level commitment to the initiative has brought a number of benefits for health and
safety in that:
x There is increased communication and transparency on health and safety issues internal to
the organisation, e.g. established procedures and reporting as monthly figures and
quarterly reports to the Board, health and safety action plans are accessible to all
employees,
x Designated responsibility for health and safety passes from the CEO to the Unit
Managers.
x There has become an established working relationship both with the Trade Unions and
the Regulator enabling the sharing of information and learning.
x The establishment of the Safety Committee over the last three years has been meeting
every 6 month period. The organisation is now in the process of introducing an annual
conference for unit Managing Directors and Safety Officers as an arena in which to
review current issues and develop a forward action plan for health and safety.
Since 1996, St Regis has been differentiating between accidents resulting from transport
activities from those of the mills. St Regis acknowledges that transport remains an issue, as it
does for many other organisations in a number of sectors.
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4.18 Transco – Working Together for Safety
4.18.1 Background to the initiative
What prompted the initiative?
In 1998 there were 543 lost time injuries (LTIs) to Transco’s 15,300 employees. The company
considered that this level of pain and suffering to its workforce was unacceptable, and believed
that they needed to bring the number of LTIs down. This was motivated by wanting to reduce
personal injury and distress, and reduce business interruptions.
Directors & workers involvement
The Directors have supported the initiative all the way through. This has included regular
communications with staff and managers, time at management meetings and getting out to meet
employees.
Working closely with employees has been fundamental to the initiative’s success. GMB and
Unison health and safety representatives have been involved throughout. This has included
joint meetings, communications, training, investigations and inspections.
4.18.2 Overview of the initiative
What was it?
The thrust of the initiative was to overcome a culture where very few people felt themselves to
have any personal accountability for health and safety.
The company identified that although managers ‘owned’ the safety statistics it was the
workforce that were having the accidents. Consequently, Transco worked closely with the
trades unions to enable employees to take more ownership of health and safety.
Health and safety was placed on the agenda of all management meetings. There are also
regular, health and safety-specific meetings between managers, safety representatives and safety
advisors.
A manager and a safety representative now investigate LTIs on the day they occur. The
manager involved is subsequently interviewed by a senior manager in order to share any lessons
learned. All involved in accident investigations were provided with effective training.
Following accident investigations, safety reps are involved in making videos which share any
lessons learnt from investigations. These were designed to show an on-going commitment to
health and safety.
An accident reporting hotline has been set up. This is one telephone number that all staff can
use to bring LTIs/ near misses/hazards spotted to managers’ attention very quickly. All calls are
logged and have to be closed out by some sort of action. This has lead to a much more urgent
and robust approach to dealing with health and safety problems.
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Each depot has a safety performance board so that staff can monitor the improvements that are
being made. Other methods of effective communication include monthly briefings to staff on
health and safety issues.
As the majority of the workforce is peripatetic and works without direct management
supervision, the key change has been enabling staff to take personal responsibility for issues
they spot/experience in the workplace.
This approach has been extended into the Safety Charity Challenge. The scheme challenges
staff to spot potential safety hazards in the workplace and take the necessary action to put them
right before accidents occur. For each hazard spotted and removed, Transco donates money to
Mencap and a local charity. Since its launch, the Challenge has raised almost £2.5 million for
Mencap's nationwide network of community support teams.
Scale and duration
The initiative began in Transco’s north local distribution zone in 1999 and involved all 600 staff
there. Since then, the initiative has been rolled out across Great Britain and now covers 11,500
employees.
All trades and professions are included, although the majority of staff are peripatetic and are
involved in maintained supply systems.
Main types of costs
The main areas of cost have been:
x Accident investigation training
x Safety video production
x Setting up the accident hotline and associated administrative procedure
x Provision of accident boards at Operational Units
x Increased time spent on communication activities
x Donations to charity via the Safety Charity Challenge
4.18.3 Discussion of benefits
Types of business benefits
Business benefits include:
x Greater health and safety leadership skills which are transferable into other areas of
business performance
x A significant reduction in lost time injuries and numbers of days lost, consequently, more
staff are out delivering services more of the time.
x Significant financial savings through improved injury rates
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x An improved reputation with key stakeholders
x An acknowledgement of improved health and safety performance, which has enhanced
staff morale and pride
Health and safety benefits
Health and safety benefits include:
x A reduction in the number of accidents and injuries
x An increase in the reporting of defects, problems, near-misses etc
x Much improved safety culture – there is ownership at all levels within the organisation
with the commitment and competence to improve
x Improved incident investigations, with prompt sharing of lessons learnt to prevent
recurrence
4.18.4 Illustrative material
“We believe all workplace injuries, illnesses and unsafe behaviours are preventable.”
Bill Russell, Director of Safety
“The Partnership approach between Transco and its employees demonstrates commitment and
involvement, which helps to sustain focus and improvements in health and safety.”
Ellis Brodrick, GMB Chairperson, Transco Joint Industrial Council
Transco also kindly provided its logo and photographic materials to illustrate the case study.
4.18.5 Data
Costs
Health and safety has been integrated into normal business processes. Consequently explicit
costs are hard to calculate. However major costs have included:
x £2.5 million for the Charity Safety Challenge
x £600,000 direct costs of safety management and behaviour training
Business benefits
In 1999 Transco calculated that the cost of each LTI was around £6,000. This includes costs for
non-availability of employees, including lost production, investigation costs and civil claims.
The reduction in LTIs has saved Transco around £4.5 million over 4 years.
There are also unquantified savings from reductions in non-lost time injuries and incidents.
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Health and safety performance data
Over 80% reduction in lost-time injuries – down from 35.5 per 1000 staff in 1998 to 6.6 in 2003
(543 LTIs experienced by 15,300 staff in 1998 down to 76 LTIs experienced by 11,500 staff in
2003).
4.18.6 Counterfactual
There has been significant organisational change since the initiative began. For example, in
2002 Transco amalgamated with National Grid. The improvements have carried on despite all
the changes.
The organisation doesn’t consider that there were any other activities within Transco that may
have explained the improvements in LTIs and health & safety culture.
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4.19 Uniq plc - Executive Strategy for Performance Improvement
4.19.1 Background to the initiative
What prompted the initiative?
Uniq plc was formed in May 2000 from some of the companies of the former Unigate group,
including St Ivel, Morton and Unigate.
Accident & consequent claims levels were unacceptably high to the Board. More effective
management training and management systems were identified as mechanisms for reducing
accidents and claims.
Directors & workers involvement
The Group Chief Executive Officer chairs the executive health and safety committee. He and
the executive committee fully support the work of the Group Health and Safety Manager, and
was particularly keen that managers received effective training in health and safety issues.
There wasn’t direct involvement from staff representatives in developing the initiative. Elected
health and safety representatives have been enthusiastic in their support for the initiative once it
was rolled out.
4.19.2 Overview of the initiative
What was it?
The Uniq’s Board recognised that both the Group’s corporate performance and its value to
stakeholders were affected by its occupational health and safety management performance. It
therefore requires its managers and all employees to take a proactive approach to health and
safety issues.
Uniq has a three year health and safety vision to eliminate all workplace accidents and ill health.
All managers are set annual key performance indicators as well as monthly targets. Each
manager must report back against the monthly targets. The Uniq Board receives a quarterly
update on the progress made.
More than 280 managers and supervisors have completed the IOSH ‘Managing Safely’ training
course. The 4-day course is for those required to manage safely and effectively in compliance
with both their organisation's policy and best practice in health and safety. The training course
has been delivered internally by Uniq trainers as Uniq is passionate about its businesses and
believes that internal delivery is the most effective technique.
Uniq has also introduced a health and safety management system, U-Chase, based on HSE’s
HSG65 ‘Successful health and safety management’. Each department is now subject to an
annual health and safety management audit.
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Scale and duration
The initiative began at Uniq plc’s inception in May 2000, and is on-going.
All UK staff (approximately 4700) is involved in the initiative. The business streams that form
part of Uniq in the UK include dairy production, fish processing, meat production, sandwiches
and salads.
Main types of costs
Costs have included:
x Managers’ time spent on the IOSH training course
x The cost of the Managing Safely training course
x Development of U-Chase and Uniq’s health and safety management systems
x Licence fee for U-Chase
x 1-2 hours of manager’s time per month review safety performance
4.19.3 Discussion of benefits
Types of business benefits
Business benefits include:
x A reduction in the costs of staff being absent from work due to ill health or injury.
x Reduced operating costs as fewer staff are absent.
x A reduction in the number and size of the civil claims Uniq faces.
x A reduction in Uniq’s Employers’ Liability Compulsory Insurance premiums
Health and safety benefits
Health and safety benefits include:
x A reduction in lost time accidents and injuries
x More informed and involved line managers, ensuring that health and safety issues are
managed in the same way as other line/production management matters
x Good buy-in from staff health and safety representatives, helping to spread & improve the
health & safety culture
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4.19.4 Illustrative material
“The Uniq Board recognise that both the Group’s corporate performance and its value to
stakeholders are affected by its occupational health and safety performance. It therefore
requires the Managing Directors and all employees to demonstrate a positive approach to Health
and Safety issues.”
Bill Ronald, Chief Executive
”Uniq has raised the awareness of health and safety by training its workforce and through
communicating with representatives from shop floor to board level.”
Dawn Spencer, Works Council Representative
Uniq also kindly provided its logo and photographic materials to illustrate the case study.
4.19.5 Data
Costs
The cost of the IOSH Managing Safely training course has been approximately £14,000 (280
staff @ £50/person).
The cost of manager’s time to attend the course was £138,000 (280 staff x 4 days x £123/day).
Consultant’s fees were £10,000 (training was conducted by Uniq’s own trainers for most of the
time as Uniq believes the training was best provided by its own trainers).
Day delegate costs were £16,000.
So, the total cost of the training course delivery was £178,000.
Accommodation costs for managers attending the course were circa £24,000. Adding this to the
training costs gives a total cost of £208,000 over the 3 years since the initiative began.
The revised policies & procedures cost £6,500 in time to develop.
The licence fee for U-Chase is £100 per year (the development costs were covered by the
Unigate group prior to Uniq’s formation).
Business benefits
Uniq has benefited from a 36% drop in the number of staff days lost from accidents– from 2835
in 1999/2000 to 1807 in 2002/3. Uniq calculates that this represents a saving of around
£100,000 per year based on the direct and indirect costs of sickness absence and replacement
labour.
There has been a reduction in the cost of claims per person of around 45% over the last 3 years.
The reduction in Uniq’s Employers’ Liability Compulsory Insurance premiums from 2002/3 to
2003/4 has saved the organisation £80,000.
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The total savings of at least £380,000 since 2000 from reducing staff absence and injury,
reduced insurance premiums and civil liabilities more than cover the cost of developing and
introducing the new systems and of training managers.
Health and safety performance data
The RIDDOR reportable accident rate has fallen around 50% from 34.2 in 1999/2000 to
16.1 in 2003/2004.
The number of staff days lost each year due to accidents has fallen from 2835 in 1999/2000 to
1807 in 2002/3.
4.19.6 Counterfactual
One of Uniq’s sites has not benefited from the new approaches taken elsewhere. The site’s
accident rate has remained static.
4.19.7 Further information
To obtain more information about this initiative, please contact the following persons:
Chris King, health and safety manager chris.king@uniq.com
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