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EXECUTIVE SUMMARY
Background
HSE has identified a need to produce case studies which business leaders can identify with and
which persuade them of the benefits that effective leadership of occupational health and safety
can bring in terms of health and safety and overall business performance. This research has
produced thirty-four (34) case studies that highlight boards of directors who provide leadership
and direction in occupational health and safety, showing what they do and what the benefits are
to their organisations. This series of case studies will add to the growing suite of initiatives and
tools from the HSC/E aiming to promote greater corporate responsibility and accountability for
health and safety. The case studies were launched in three phases – February, May and July
2005.
Scope
The structure and content of the case studies were designed so as to:
•

Identify the organisations by name;

•

Describe the board level arrangements for occupational health and safety and the nature of
direction and leadership on occupational health and safety the board provides and the
reasons these arrangements have been put in place;

•

Identify the benefits the board level arrangements have brought to the management of
occupational health and safety in that organisation, including any board-led initiates, e.g.
workforce involvement in the management of occupational health and safety; and,

•

Have been developed and tested for persuasiveness and robustness through consultations
with a representative sample of board level members.

Understanding how to “reach” the target audience
A key difference in this study, as compared to the business benefit case study research1, is the
considerably greater effort made to explore the target audience needs and using that audience to
review draft versions of the case studies. A dozen exploratory interviews were conducted with a
range of stakeholders interested in leadership on health and safety. They included:
•

Senior executives who are showing leadership - exploring with them what convinced them
to do it, and their opinion of what would convince others not yet convinced;

•

Senior executives who are yet to be convinced; and,

•

Other stakeholders who have experience of motivating senior executives for one reason or
another e.g. the HSC, the TUC, CBI, Socially Responsible Investment (SRI) community
and RoSPA, to get their view of what actually convinces senior executives to change their
behaviour.

1

Marsden, S. et al. 2004, The development of case studies that demonstrate the business benefit of
effective management of occupational health and safety, prepared by Greenstreet Berman Ltd, HSE
Contract Research Report 249
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These discussions served:
•

To obtain some insight and understanding of what factors would provide a persuasive
argument and how could this be presented in the form of a case study; and,

•

To inform the selection criteria against which the possible candidate case study
organisations could be selected from those showing interest to participate.

A significant finding from these interviews was that the target audience of the case studies
should be widened from considering only those that have “yet to be convinced” to include those
senior executives and directors within organisations who have been given responsibility for
health and safety but have yet to understand how to fulfil this role. Additionally, in all of the
case studies, it was suggested that there needed to be a “real life” element that can reach out to
readers.
From the exploratory discussions, some of the more convincing ways to demonstrate the value
of health and safety against which the selection of case studies are made were identified as those
stories capturing and conveying such elements as:
•

A strong story of personal experience, e.g. witnessed a fatality on site, responsible for
informing a wife/mother of a death, etc.;

•

A message that for the issue to be dealt with seriously it required the involvement of the
Board, e.g. this could have been made by any stakeholder such as the HSE, investors,
employee representatives, etc.;

•

There was an impact on the working practices that had implications for the organisation in
relation to time and money;

•

That this impact on working practices had a possible impact on the whole sector;

•

There was a perceived risk to reputation; and,

•

There was seen to be strategic value with improved internal control and co-ordination of
risks, e.g. merging of health and safety responsibilities with that of environment / quality.

In presenting the case studies, the following criteria were identified as important elements to
convey:
•

The drivers / motivating factors for a Director responsible for health and safety;

•

The practicalities for the Director, e.g. training requirements, time commitments, etc.;

•

The prior health and safety knowledge / experience of a Director;

•

The way in which health and safety is captured within the business framework and how it
came about, e.g. culture incorporating health and safety within the Board, within the
organisation, etc.;

•

The business benefits, in addition to the health and safety benefits, for the organisation; and,

•

The way in which health and safety is kept “alive” within the organisation.
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Review by senior executives
September 2004 review
Draft versions of the initial set of 15 case studies were presented to senior executives and health
and safety practitioners in a focus group held at the Edinburgh Business School at Heriot Watt
in early September 2004. A number of those unable to attend but willing to participate in the
process gave comments by telephone or face-to-face meeting. This review process with the
target audience aimed to ensure that the initial research to identify the formula for the case
studies was effective in conveying the desirable messages. Participants were asked to comment
on:
•

How convincing they found the individual case studies;

•

What were strong points in the case studies;

•

What aspects could be improved; and,

•

What channels could be used to disseminate them?

All the case studies reviewed were found interesting and insightful, but varied in how they
“touched” individuals depending on the own personal experiences and priorities. A few were
felt to stand out in that they stated clear business or personal reasons for the individual’s
motives for acting to which all could relate. This reinforces the findings of the exploratory
interviews.
April 2005 review
Ten of the subsequent set of draft case studies were sent for review to senior executives,
academics and health and safety practitioners in April 2005. Six participants reviewed three
case studies each. In telephone interviews they were asked to once again comment on:
•

How convincing they found the individual case studies;

•

What were strong points in the case studies; and,

•

What aspects could be improved?

All the case studies reviewed were found interesting and insightful, though certain factors were
identified as a means to improve the quality of the case studies. Once again, the key points
were:
Including quantified data, graphs or statistics showing business and health and safety
improvements;
Showing the personal commitment of the director and their day-to-day involvement in
health and safety; and,
Including comments from other stakeholders such as employees, union representatives, etc.
The reviewers felt that the inclusion of smaller companies and details of strategic
implementation of health and safety were particularly useful.
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The case study organisations
The thirty-four organisations, as identified in the table below, are from a range of sectors and
industries, varying also in size (20 with more than 1,000 employees, 6 large employers and 8
SMEs) and geographic spread. They provide examples of public (13), charity (1) and private
(20) sector organisations and include such sectors not “traditionally” associated with health and
safety, e.g. tourism, education and leisure. They are listed alphabetically in groups according to
launch dates.
List of case study organisations grouped according to period launched
Company

Sector

Activities

No. employees

Location

Launched in February 2005
Anchor Homes

Housing care &
support (charity)

Elderly residential
care

+5,000

105 sites in England

BBC

Media (public
sector)

Radio & television

29,000 & 15,000
freelancers

UK & Worldwide

Boulting Group

Engineering
construction

Design & installation
services

570

Warrington

Buckinghamshire
County Council

Public sector
(local authority)

Provision of public
services

13,000

Buckinghamshire

Central High Rise

Construction

Steeplejacks, fitting
fall arrest systems

28

Nottinghamshire

Debenhams

Private

Retail

20,000

UK & Worldwide

Environment
Agency

Public sector
(regulator)

Enforcement & flood
management

11,700

England & Wales

Esso Petroleum
Company Ltd.

Petrochemicals

Oil refining

750 employees &
approx. 450
contractors

Fawley, Southampton

Grampian Country
Food Group

Manufacturing

Agriculture,
processing &
transport

25,000

UK & Worldwide

Hilton UK &
Ireland

Leisure

Hotels

+12,000

UK & Ireland

LEGOLAND
Windsor

Leisure

Children’s theme park

130 – 1,100

Windsor

Norfolk &
Norwich
University
Hospital

Public healthcare
(NHS Trust)

Patient care

+5,000

Norwich

Stoke on Trent
College

Education (public
sector)

Vocational training &
academic courses

1,500

Stoke on Trent

VisitBritain

Public sector

Tourism & promotion

250 UK-based

UK

Zurich

Financial services

Insurance, investment
& pensions

11,000 UK &
62,000 Worldwide

Worldwide

x

Company

Sector

Activities

No. employees

Location

Launched in May 2005
BP

Energy

Energy

103,000+

Worldwide

Cambridgeshire &
Peterborough
Mental Health
Partnership NHS
Trust

Public - NHS

Provision of mental
health and support
living services

2,600

Cambridgeshire

De La Rue plc

Support services

Manufacture of paper
based security products
and cash handling
systems

6,000

Worldwide

Glasgow City
Council

Public – local
authority

Local government
services

37,669

Glasgow

HM Prison
Service

Public service

Prisoner management

48,000

England & Wales

Mace Ltd

Construction

Project & construction
management

1,200

UK & overseas

North
Staffordshire
Combined
Healthcare NHS
Trust

Public - NHS

Provision of mental
health and support
living services

3,000

Stoke-on-Trent

Pendle Borough
Council

Public – local
authority

Local government
services

650

Nelson, Lancashire

Renfrewshire
Council

Public – local
authority

Local government
services

9,500

Renfrewshire,
Scotland

Rhodia UK Ltd

Chemical

Chemical
manufacturing

500 at Oldbury

Oldbury, West
Midlands

Launched in July 2005
Brymor
Contractors

Construction

New build and
refurbishment

135

Portsmouth

DCS Europe

Storage &
distribution

Distribution of toiletry
products

107

Stratford upon Avon

Greencore Group

Manufacturing

Manufacture of
ingredients and
convenience foods

9,000

Europe

Joy Mining

Manufacturing

Manufacture of
underground mining
equipment

700

UK

London
Ambulance
Service

Public - NHS

Ambulance services

4,050

London

xi

Company

Sector

Activities

No. employees

Location

MTM Products

Manufacturing

Manufacture of
labels, nameplates &
vinyl graphics

39

Chesterfield

RW Green

Agriculture/forestry

Specialist tree work
& landscaping

27

Lewes, south east
& London

Sapporo
Teppanyaki

Leisure

Restaurant

50

Liverpool

TTE Training

Training & education

Training

163

Ellesmere Port

The case study for each organisation has been worked up into two formats, namely:
•

As a “glossy” double-sided A4 full colour primarily aimed to be disseminated by internet2;
and,

•

As a fuller interview-based case study (as captured in Appendix 5 of this report).

These
case
studies
can
be
accessed
from
(http://www.hse.gov.uk/corporateresponsibility/casestudies/).

the

HSE

website

Conclusions
In relation to this research undertaken in developing the series of 34 case studies, it is concluded
that:
•

The case study organisations report a wide range of drivers for board level direction of
H&S, mostly business reasons along with the risk of infringing existing H&S law – the
prospect of new H&S laws is an important factor but is not reported to be the main driver
for H&S leadership;

•

The case study organisations are not dissuaded from having a named director responsible
for H&S by the prospect of being sued or prosecuted, due to the improved standard of H&S
management that H&S leadership achieves and the over-riding need to reduce the risk to the
organisation from poor H&S performance;

•

The way in which H&S leadership is implemented varies between organisations but has
commonly been achieved without needing high levels of health and safety training or
experience for directors;

•

Further promotion of health and safety leadership needs to “advise” the “mostly convinced”
of good practice whilst persuading the unconvinced of the business case for health and
safety leadership;

•

The case studies developed in this project have been designed in accordance with the
expressed needs and perceptions of directors, and have been reported by stakeholders to be
effective examples;

•

As many directors are not health and safety specialists, the case studies need to be promoted
through “management” channels rather than solely via health and safety media;

2

The case studies can be accessed via the HSE website www.hse.gov.uk
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•

The only significant difference between the initial 15 and the subsequently launched set of
19 case studies is that the latter series of case study organisations said they had not
improved arrangements as a result of initial problems, whereas a large majority of those in
the initial 15 launched said that this had been the case.
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1 INTRODUCTION
1.1

Background

The aim of this study is to produce case studies that identify and exemplify boards of directors
who provide leadership and direction on occupational health and safety. This will add to the
growing suite of initiatives from the HSC/E aiming to promote greater corporate responsibility
and accountability for health and safety. At this stage, 34 of 36 case studies have been produced
and launched. There are two additional case studies that continue to be developed and are
intended to be launched at an event in 2006. These will be reported on in a separate report.
HSE has identified a need to produce case studies to which business leaders can identify and
which persuade them of benefits that effective leadership can bring to occupational health and
safety and the business. Thus, the aim of this research is to contribute to fulfilling this need.
This research highlights exemplar leaders showing what they do and what the benefits are.
There are a number of important issues that have a bearing on this study:
•

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;

•

The necessity to provide information which the target audience can identify themselves with
in particular in terms of sector and size but also widely applicable “stories” and topics in
order to successfully “sell” health and safety leadership;

•

The potential of appropriate and well written case studies to tell a good news story and
initiate new ideas for improvements, and;

•

The opportunity to use such case studies to help raise the profile of health and safety as an
issue for a socially responsible organisation.

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.
These case studies will add to HSC’s suite of measures that is developing in response to this.
The set of case studies covering a range of types of health and safety issues and a range of
sector settings will provide materials for HSC/E to use in developing their links with business
and the public sector, in particular, at senior levels. They can be a powerful and positive vehicle
for communicating messages since they show what can be done, generate ideas and are unlikely
to be viewed as unwanted prescription from the enforcing authority.
The previous case studies “The Business of Health and Safety” produced evidence on what
organisations consider to be the business benefits of good health and safety. It did not explore in
detail the role of health and safety leadership in bringing about benefits to health and safety and
the business. This is the gap to be filled by this research.
1.2

Scope of work

The structure and content of the case studies were designed so as to:
•

Identify the organisations by name;

•

Describe the board level arrangement on occupational health and safety they have put in
place, including any board initiated measures to properly involve the workforce in the
management of occupational health and safety;

1

•

Describe the nature of direction and leadership on occupational health and safety the board
provides and the reasons these arrangements have been put in place;

•

Identify the benefits the board level arrangements have brought to the management of
occupational health and safety in that organisation; and which,

•

Have been developed and tested for persuasiveness and robustness through consultations
such as a focus group comprising a representative sample of board level members.

A key difference therefore in this work, as compared to the business benefit case study research,
is the considerably greater effort made to explore the target audience needs and using that
audience to review draft versions of the case studies.
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2 EXPLORATORY INTERVIEWS
2.1

Introduction

A series of exploratory interviews were held in order to obtain some insight and understanding
of what factors would provide a persuasive argument and how could this be presented in the
form of a case study. These discussions also informed the selection criteria against which the
possible candidate case study organisations could be selected from those showing interest to
participate.
2.2

Approach

During the first couple of weeks of the programme, a dozen interviews were conducted with a
range of stakeholders interested in leadership on health and safety that included:
•

Senior executives who are showing leadership - exploring with them what convinced them
to do it, and their opinion of what would convince others not yet convinced;

•

Senior executives who are yet to be convinced; and,

•

Other stakeholders who have experience of motivating senior executives for one reason or
another e.g. the HSC, the TUC, CBI, SRI community and RoSPA, to get their view of what
actually convinces senior executives to change their behaviour.

The interviews were conducted mostly by telephone with some face-to-face and were up to 45
minutes in length. The interviews were semi-structured as this allowed for questions to be
responded to, however, this format also allowed for the researchers to probe more deeply to
clarify the responses given.
A significant finding in these interviews was that the target audience of the case studies was
widened from considering only those that have “yet to be convinced”, as it was noted by some
interviewees that there are a number of senior executives and directors within organisations who
have been given responsibility for health and safety but have yet to understand how to fulfil this
role.
2.3
2.3.1

Interview findings
Overview

The reporting of findings from the twelve interviews has followed the format set from the
interview proforma (see Appendix 1). As such, each heading below is based upon the original
question put to the interviewees.
2.3.2

The perceived level of need for the case studies.

There was a range of responses to this question. The majority of the stakeholders perceived
there was a high level of need for the case studies; however it was suggested that the usefulness
of them is dependent upon the amount of publicity that they would attract. Suggestions were
put forward that they needed to be published within journals / newspapers that Board members
would be likely to read, or promoted in a forum which would attract such people, e.g. through
the Institute of Directors (IoD).
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Two stakeholders perceived that there was very little need for them, and stated that Directors
would not be convinced by a case study because of the limited amount of information that could
be presented in this format.

Box 1: What is the need for case studies on leadership?
“The case studies will reinforce the need for healthy and safety to be taken seriously and
finance made available for it”- Convinced
“I am unsure that case studies will achieve anything, it is unlikely that Directors will seek out
the case studies, hence the case studies must be promoted strongly so as they become a talking
point.” - Convinced but sceptical
“The case studies should prove to be particularly useful for SMEs to gain understanding of the
relevance of good health and safety leadership in context with the successful running of a
business. Many SMEs still think of health and safety as being a ‘separate department’ and not
an integral part of the business.”- Convinced
“The case studies have the potential to be extremely useful as long as they demonstrate that
Directors ‘walk the talk’.”- Convinced
“There is a need for them, if someone is held up as a good example this will create a level of
competition, which can only lead to improvements. The effectiveness of them depends upon how
they are used. The HSC/E need to think about what forums these case studies should be put
through. They need to be hooked on to ‘respected’ avenues. The question needs to be asked –
where do Directors go for information?” - Convinced
“If they can show the business drivers that led to Board level appointment, and the business
benefits, they may be of some use. However they would have to be based on sectors that face
the same sort of financial constraints as us.” – Unconvinced.

2.3.3

What convinced your organisation that Board level direction of health and safety
is necessary?

There were a variety of responses to this question which identified some key business drivers.
Notably, these included:
•

The changes made in Board arrangements following a conviction / prosecution;

•

The need for organisations to show strong leadership of health and safety / as an integral
part of business in order to be seen as industry leaders;

•

A recognition that health and safety performance needed to improve, hence needed a
‘leader’ to champion this throughout the organisation;

•

To realign and bring together corporate health and safety after takeovers, mergers, etc.;

4

•

To protect the organisation from the potential for corporate manslaughter charges3; and,

•

The awareness and responsibility that poorly managed health and safety can impact upon
the working practices of both the organisation and the industry in which they operate.

All ‘convinced’ respondents stated that they had a moral duty to protect employees and
members of the public.
In contrast, the ‘unconvinced’ stated that they did not have board level arrangements for health
and safety because of the following reasons:
•

A lack of knowledge regarding health and safety – the perception being that they would be
vulnerable should an individual board member have to take on this responsibility;

•

Other business demands dominated their time (especially within organisations that have
experienced difficult market conditions, hence have had to downsize accordingly); and,

•

There is a health and safety manager who is responsible to ensure that they are compliant,
and the acknowledgement that individual employees took their own health and safety
seriously.

Box 2: What convinced your Board about the value of health & safety
leadership?
“Following on from a fatality of a young girl within one of our stores, we realised that health
and safety needed to be managed from the top……… the impact of the fatality was borne not
only by us, but by the industry as a whole. The Directors were highly involved in the
investigation of the fatality and this had a huge impact upon them personally…….. As a result, a
Board member was appointed to take responsibility for health and safety. I am not sure that this
would have happened had the fatality not occurred.” – Convinced
“We needed to improve our health and safety management in order to become part of a larger
group who identified themselves as a ‘world class company’. Had we not been prepared to
show this commitment, we would not have been an attractive option for takeover. The top and
bottom line is we needed to show this commitment to remain viable.” – Convinced
“Unless you have leadership from the top, and people are told that they will be assessed on
health and safety performance, it is unlikely to be given priority because of other business
demands made upon people. As a public service organisation under immense scrutiny, we try to
be the best at what we do. We need to have this level of leadership to protect our reputation.”Convinced
“We would be fools not to have visible leadership of health and safety – at the end of the day it
saves us money and protects our workforce. Our employees are the number one priority –
without them we have no business.” - Convinced

3

Several respondents stated that by having strong leadership in health and safety they believed it would
lessen the risk of prosecution should an incident occur.

5

“Health and safety is an inherent part of the culture within the organisation. Without a
‘champion’ at senior level, I doubt that this would be the case. Our Board arrangements make
us feel more secure that we are managing risk.” – Convinced
“Although we do have a named Board Director responsible, I believe that this is only to ‘be
seen to be doing the right thing’. The Director spends very little time on health and safety, and I
am not sure that the organisation benefits from current arrangements.” – Convinced but
sceptical
“I can now sleep well at night with the knowledge that we are managing health and safety as
effectively as we manage every other aspect of our business.” - Convinced
“We are unconvinced that Board level direction is needed. No-one who sits on the Board has
any experience or specific knowledge of health and safety. We do however train employees in
basic health and safety applicable to their jobs. We would feel vulnerable to individual Board
members being named and shamed because of their accountability within a field that they are
not experienced within.” - Unconvinced

The key business drivers that have led to the appointment of a Board member being named as
responsible for health and safety are depicted in Figure 1. The key barriers that inhibit
organisations from having Board level responsibility are shown in Figure 2.

6
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2.3.4

What do you think needs to be included in order to ‘sell’ the message to those
that remain unconvinced?

There was a certain level of disparity amongst the responses given to this question. On the one
hand, some respondents indicated that to sell the message the case studies would need to
illustrate how changes have occurred as a response to enforcement action. On the other hand,
others felt that this would not present a convincing argument as the majority of organisations do
not believe that they are at risk of having ‘widely publicised’ enforcement action being taken
against them.
There was one message that was consistently articulated by all respondents which was that it is
necessary to show how the management of health and safety is incorporated into the
management of the whole business. In simpler terms it needs to reflect a management /
organisational philosophy that values health and safety as an inherent aspect of a successful
business.
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Box 3: How would you sell the case for health & safety to other directors?
“The case studies should show the benefits of having strong leadership (by that I mean the
Director ‘walks the talk’ rather than just paying lip service to it) in terms of the benefits it
brings to the organisation. This could include attracting and retaining the best people, public
perceptions, etc.”
“You need to demystify what health and safety is about by moving the focus away from
compliance and towards cultural change. If possible, it would be useful to show quantifiable
benefits.”
“…illustrate where enforcement has led to changes. Show the responsibility of Directors, in
terms of accountability; Make the story ‘real’ to people by showing how inadequate health and
safety leadership has affected individual’s, and finally, illustrate the risk of prosecution if health
and safety is not led or practiced by Senior Executives.”
“I would say that two main messages need to be conveyed. Firstly; that any health and safety
programmes will only be successful if it is highly visible. Secondly; that health and safety is part
of a general management philosophy – the business must want to have good health and safety
performance.”
“…it would be useful to have a comment from the CEO explaining how health and safety fits in
with good management. It would also be appropriate to include practicalities and the level of
commitment (in terms of time and training) that is needed to champion health and safety.”
“I would like to see more emphasis on health and less on safety.”
“For the case studies to present a convincing argument they need to focus on why board level
direction is needed; what financial commitments are required and how much knowledge is
required on health and safety from the named Director.”

2.3.5

What role do you think the case studies should fulfil?

The majority of respondents stated that the case studies would help to show people what
benefits there are for having strong leadership from the top. They also need to target three
different groups:
•

The first are those that have a named Director, but are still unconvinced of the benefits that
this can bring so that, in simpler terms, they show them how to ‘walk the talk’ rather than
‘talk the talk’.

•

The second are those that are willing to be converted, so the case studies need to show them
how to operationalise leadership, critically by illustrating the level of commitment needed.
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•

The third are those that are unconvinced, such that this group needs to be sent a strong
message illustrating that they are at risk of enforcement action being taken against them or a
major incident occurring such as a fatality, because they are not managing health and safety
as vigilantly as they could. In simpler terms, the message to be conveyed can be ‘…this has
happened to a similar organisation – it could happen to you too!’

2.3.6

How would your organisation benefit from having case studies on Director’s
leadership in health and safety management?

Once again the responses to this question varied. In general, the ‘convinced’ organisations did
not envisage that they would directly benefit from the case studies. The only benefits they
declared related to their use as a training tool and also to examine how other organisations
championed health and safety.
External stakeholders such as trade associations, IoD, and trade unions declared that they would
find the case studies particularly useful because they could be used as a platform for discussion
and a potential training / awareness raising tool.
Of particular interest was a comment made by an ‘unconvinced Board Director’, who stated
that, “If we sold a convincing argument, it would be something we could not choose to ignore”.
2.3.7

What other stakeholders might be interested to use these case studies and
how?

The stakeholders named as possibly being interested in the case studies and what opportunities
they may present, are as follows:
•

Employee representatives: to establish / benchmark the level of commitment within their
organisation compared to those highlighted;

•

Trade Associations: to use as a training aid;

•

Clients: to assess the level of responsibility at Board level;

•

Board Directors from associated organisations: to compare their activities against similar
organisations;

•

Trade Unions: to help safety representatives put pressure on the Board to take leadership
seriously;

•

External investors: as another tool for assessing organisations; and,

•

Insurance companies: to use as a lever to convince organisations of the need for strong
leadership from the top.

10

2.3.8

What would you like the case studies to be illustrating?

The general consensus amongst all the respondents, including those who are ‘unconvinced’, was
that the case studies should broadly illustrate:
•

The level of involvement is required from the named Director(s), in terms of knowledge and
time;

•

The drivers within the organisation that prompted them to decide that they should have a
named Director;

•

The benefits of having this strategic leadership for the organisation; and,

•

How effective leadership is ‘put into practice’.

Box 4: What would you like to see the case studies showing?
“They need to illustrate the benefits this arrangement can bring to organisations, however the
benefits can only be truly reaped if a genuine interest and high visibility is demonstrated by the
Director.”
“…it doesn’t really matter how organisations get there (in terms of drivers) as long as it
happens. This could be illustrated by a variety of ways, for example; as a result of being
‘forced’ down this route, or by experiencing an incident….”
“Readers will always look for business gains – but good luck to you in trying to substantiate
these.”
“Ideally they would send a strong message if they illustrated how ‘something’ happened that
led to the changes, and how in the long term this has saved the organisation money.”
“It depends upon the size and the sector as to what should be illustrated. SME’s in lower
hazard environments need to be told what to do, how to do it, and how this will help them have
a more successful business in the longer term. Higher risk sectors need to be shown that ‘this
could happen to them, and there for the grace of God, it hasn’t yet’. In simple terms show the
carrot and stick approach and how this has led to changes.”
“They need to illustrate that effective health and safety leadership is part of the day job, and is
an integral part of good effective management.”
“They do not have to concentrate on quantifiable benefits as it is doubtful that these would be
believed or accounted for by individual actions or initiatives.”
“Don’t overplay the evidence … concentrate on the business drivers that have led to current
arrangements. These might include minimising the potential risk of prosecution.”
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It is reasonable to say that respondents to these interviews see health and safety leadership as
part of risk management, averting probability of business disruption, rather than as a way of
improving productivity, although this view was not shared by the subsequent case studies.
2.3.9

What aspects about health and safety leadership should be captured in the
case studies?

There were two distinct views on this question in terms of focusing on the actual named Board
Director.
•

Six respondents stated that the case studies should not focus on an individual ‘champion’, as
this is not a strong indication that the philosophy of the individual is shared by the Board in
general. It was suggested that to focus on the individual may be indicative of weaknesses
within the Board. The significant reasoning behind this was the concern that membership of
Boards and the roles / responsibilities within can be transient in nature. This then raises the
question that if the Director ‘championing’ health and safety moves on, does this mean that
the level of leadership would go with him? They propose therefore that the case studies
should focus on the Board in general and illustrate the “institutionalisation” of health and
safety roles.

•

The remaining six respondents stated that they would like to see a ‘face to the name’. They
also stated that it would be particularly useful to provide a mini CV of the Board Director’s
career, focusing on any personal experiences that they can draw upon that have ‘converted’
them to believe in the value of strong health and safety leadership.

There was a general level of agreement amongst respondents that the case studies should aim to
address the practical issues of having Board leadership. The practicalities that they would like to
see included were:
•

Time apportioned to health and safety;

•

The amount of training required (if any);

•

Methods used to illustrate how strong leadership can permeate through the organisations;
and,

•

The ‘formal’ responsibilities that come hand in hand with the role.

It was also reported that a strong message could be sent out to sceptical Directors if there was
some focus on the business drivers that led other organisations to formalise responsibilities.
2.4

Key criteria emerging for case studies

From the exploratory discussions outlined above, the following criteria for selecting a good and
convincing case study organisation and their story needs to articulate:
•

The drivers / motivating factors for a Director responsible for health and safety;

•

The practicalities for the Director, e.g. training requirements, time commitments, etc.;

•

The prior health and safety knowledge / experience of a Director;

•

The way in which health and safety is captured within the business framework and how it
came about, e.g. culture incorporating health and safety within the Board, within the
organisation, etc.;
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•

The business benefits, in addition to the health and safety benefits, for the organisation; and,

•

The way in which health and safety is kept “alive” within the organisation.

Some of the more convincing ways to demonstrate the value of health and safety against which
the selection of case studies are made, are those stories capturing and conveying such elements
as:
•

A strong story of personal experience, e.g. witnessed a fatality on site, responsible for
informing a wife/mother of a death, etc.;

•

A message that for the issue to be dealt with seriously it required the involvement of the
Board, e.g. this could have been made by any stakeholder such as the HSE, investors,
employee representatives, etc.;

•

There was an impact on the working practices that had implications for the organisation in
relation to time and money;

•

That this impact on working practices had a possible impact on the whole sector;

•

There was a perceived risk to reputation; and,

•

There was seen to be strategic value with improved internal control and co-ordination of
risks, e.g. merging of health and safety responsibilities with that of environment / quality.

Importantly, in all of the case studies, it was suggested that there needs to be a “real life”
element that can reach out to readers.
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3 CASE STUDY REVIEWS
3.1

Introduction

To ensure that the initial research to identify the formula for the case studies was effective in
conveying the desirable messages, a review of the draft case studies was undertaken to test the
“glossy” case studies with their target audience.
The first review was conducted using a focus group made up of senior executives. The event
was held in September 2004 after the in-depth interviews with the first set of 15 case study
organisations had been conducted and the first drafts of the “glossy” versions had been
produced. The second review involved carrying out a series of telephone interviews with senior
executives. These interviews were held in April 2005 after the in-depth interviews with the
follow on set of 10 case study companies had been conducted and similarly, the first drafts of
the “glossy” versions had been produced.
The outcomes from both review processes are reported in more detail below. In both instances,
the same set of questions were put to the reviewers.
3.2

September 2004 review by senior executives

Draft versions of the first set of 15 case studies were presented to senior executives and health
and safety practitioners in a focus group held at the Edinburgh Business School at Heriot Watt
in early September 2004. Fourteen participants took part in the event and several others unable
to attend but willing to comment, shared their impressions on the “glossy” versions of the case
studies by telephone. There was much value in canvassing comment from this target audience,
who were asked to comment on:
•

How convincing they found the individual case studies;

•

What were strong points in the case studies; and,

•

What aspects could be improved?

3.2.1

How convincing were the case studies?

It was interesting to note that all the case studies had an appeal to the audience. Some case
studies were found to be more illuminating than others, if there were comparisons drawn across
all the case studies. This was because these few case studies showed a “road to Damascus”
experience that was personal for the director concerned. However, it is important to stress that
all the case studies reviewed were found interesting and insightful.
3.2.2

Notable good points about the case studies

There were a number of aspects that participants liked about the case studies in general, which
included:
•

Photographs and personal descriptions of the directors;

•

Graphs and statistics offering tangible improvements to the business as a result of director
leadership;

•

Identifying what approach the director has in terms of being involved and aware of the dayto-day management of health and safety;
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•

Comments from other stakeholders, e.g. union and employee representatives, customers,
etc.;

•

The director’s message to other directors; and,

•

The level of reporting within the organisation.

In relation to some of the case studies, the following elements were found convincing:
•

The stories were felt to be “concrete” as the reader was provided with a chain of evidence;

•

There was personal commitment conveyed by the director, which involved visible
leadership;

•

There was inclusion of management appraisal which was considered a key feature of
leadership;

•

The directors had taken a view on the risk of health and safety and had implemented a plan
(steps articulated in the case) to address it strategically;

•

The director’s message to other directors could be raised to a more visible part of the page
layout; and,

•

The turn around in performance was beneficial in terms of health and safety as well as
financially for the organisation.

3.2.3

Aspects that could be improved in telling the stories

The aspects of the case studies that participants thought could be improved included in relation
to presentation and layout issues, with some feedback on the content and way in which the
stories are conveyed.
Some of the presentational / layout elements raised included:
•

The first page was considered “snappy and clear” but the back page when turned over was a
“text shock”;

•

If graphs could not be provided as evidence, some other evidence needed to be conveyed in
the space and not simply left blank, e.g. quote from a supplier, etc.;

•

Some case studies were written in management speak, and it was suggested that it might be
better to make them all plain English;

•

The photographs of the directors need to be made less like passport images;

•

The other images need to convey what it is that the business does, which was not always
clear from the images in some instances; and,

•

Headings need to be more striking and meaningful – some were unsure if they could relate
to “value of leadership” and “benefits of leadership”.

The other elements raised that could lead to improvements in the structure of the cases
suggested by participants included:
•

Where possible, placing evidence that was not about reducing accidents, but perhaps
evidence that was about ill health and other upstream measures such as training, number of
risk assessments completed, reduced absenteeism, attitude surveys, etc.;
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•

Make the director’s line reporting “to whom” more clear, as it was implicit in most case
studies that reporting was being made to the Board;

•

Some indirect benefits valuable to an organisation / society were not always captured;

•

Greater clarity on how leadership is embedded within an organisation, and that it is not
dependent on the individual concerned; and,

•

Determining how the leadership saw the strengths and weaknesses and capture them within
the organisation through the structures and processes, i.e. clarifying the intervention by
leadership in terms of how they brought about changes and what the results were
afterwards.

3.2.4

Ideas for the dissemination of the case studies

Overall, the case studies were seen as a valuable tool in a suite of options that would allow the
HSC/E to engage on health and safety. More importantly, some perceived them as being the
springboard to raising the debate about the value of health and safety within business.
There were a number of ways in which the case studies could be used included:
•

Engaging with other bodies, e.g. IoD, RoSPA, IOSH, etc. in facilitating dissemination to a
target audience;

•

Trade press and professional bodies;

•

Master classes for senior management;

•

Internal use within HSE, e.g. inspectors using them to create dialogue opportunities with
companies; and,

•

Websites which act as one-stop-shop portals for information to business.

Additional points that were felt would facilitate the dissemination of the case studies to a wider
target audience included:
•

Drawing out generic issues from the case studies to understand the drivers and learning
points (see next section);

•

Identifying the right sign posts, e.g. linking websites, particularly to professional bodies and
trade press;

•

Actively engaging with business educattTors, e.g. MBA classes, etc.;

•

Developing partnerships with the financial community, including the insurance industry as
bodies understood to have influence on the business processes;

•

Classifying the class studies relative to size, sectors and themes was seen to help sell them;
and,

•

Promote the “best of the best” from the set of case studies.

There were also some comments on the layout of the case studies aimed to improve the
presentation of the message, including:
•

To give the Director’s message as much prominence as possible and therefore put to the top
of the page;
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•

The development of the Director is seen to be very important and therefore gives an
understanding of the motivations and therefore demands that they are always personal.

3.3

April 2005 review by senior executives

Draft versions of ten of the case studies due for launch later in 2005 were sent to senior
executives, academics and health and safety practitioners in April 2005. Six participants took
part in the interviews and reviewed three case studies each. They were asked to comment on:
•

How convincing they found the individual case studies;

•

What were strong points in the case studies; and,

•

What aspects could be improved?

3.3.1

How convincing were the case studies?

Each of the interviewees was generally positive about the case studies they reviewed.
Some case studies were considered more convincing that others. This was because some case
studies included compelling quantified data, particularly around health and safety performance
and business success. However, it is important to stress that all the case studies reviewed were
found interesting and insightful.
3.3.2

Notable good points about the case studies

There were a number of aspects that participants liked about these case studies, which were
consistent with the views of the September focus group. These aspects in general included:
•

Photographs and personal descriptions of the directors;

•

Graphs and statistics offering tangible improvements to the business as a result of director
leadership;

•

Identifying what approach the director has in terms of being involved and aware of the dayto-day management of health and safety; and,

•

Comments from other stakeholders, e.g. union and employee representatives, customers,
etc.

In relation to some of the case studies, the following elements were found convincing:
•

There was personal commitment conveyed by the director, which involved visible
leadership;

•

There was inclusion of management appraisal which was considered a key feature of
leadership;

•

The inclusion of smaller companies (fewer than 50 employees) who were tackling health
and safety issues (such as work – life balance) not tackled by many larger organisations;
and,

•

The directors had taken a view on the risk of health and safety and had implemented a plan
(steps articulated in the case) to address it strategically.
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3.3.3

Aspects that could be improved in telling the stories

The aspects of the case studies that participants thought could be improved covered the content
and way in which the stories are conveyed:
•

Wherever possible, provide quantified data on health and safety performance (both in graph
form and text);

•

Make clear links between health and safety improvements and business benefits where it is
possible to do so, and provide quantified data;

•

Greater clarity on how leadership is embedded within an organisation, and that it is not
dependent on the individual concerned;

•

Ensuring that employee representatives’ opinions were included in every case study; and,

•

Being clear about how health and safety leadership & initiatives, as oppose to other business
improvements, have boosted company business performance and / or employee morale.
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4 DISCUSSION OF CASE STUDIES
4.1

Overview of case study organisations

The following thirty-four organisations were selected for the series of case studies. They are
from a range of sectors and industries, and vary also in size and geographic spread as the table
below indicates. They provide examples for public and private sector organisations and include
such sectors not usually associated with health and safety, e.g. tourism, education and leisure.
Table 1: List of case study organisations launched in 2005
Company

Sector

Activities

No. employees

Location

Launched in February 2005
Anchor Homes

Housing care &
support (charity)

Elderly residential
care

+5,000

105 sites in England

BBC

Media (public
sector)

Radio & television

29,000 & 15,000
freelancers

UK & Worldwide

Boulting Group

Engineering
construction

Design & installation
services

570

Warrington

Buckinghamshire
County Council

Public sector
(local authority)

Provision of public
services

13,000

Buckinghamshire

Central High Rise

Construction

Steeplejacks, fitting
fall arrest systems

28

Nottinghamshire

Debenhams

Private

Retail

20,000

UK & Worldwide

Environment
Agency

Public sector
(regulator)

Enforcement & flood
management

11,700

England & Wales

Esso Petroleum
Company Ltd.

Petrochemicals

Oil refining

750 employees &
approx. 450
contractors

Fawley, Southampton

Grampian Country
Food Group

Manufacturing

Agriculture,
processing &
transport

25,000

UK & Worldwide

Hilton UK &
Ireland

Leisure

Hotels

+12,000

UK & Ireland

LEGOLAND
Windsor

Leisure

Children’s theme park

130 – 1,100

Windsor

Norfolk &
Norwich
University
Hospital

Public healthcare
(NHS Trust)

Patient care

+5,000

Norwich

Stoke on Trent
College

Education (public
sector)

Vocational training &
academic courses

1,500

Stoke on Trent

VisitBritain

Public sector

Tourism & promotion

250 UK-based

UK

Zurich

Financial services

Insurance, investment
& pensions

11,000 UK &
62,000 Worldwide

Worldwide
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Company

Sector

Activities

No. employees

Location

Launched in May 2005
BP

Energy

Energy

103,000+

Worldwide

Cambridgeshire &
Peterborough
Mental Health
Partnership NHS
Trust

Public sector (NHS
Trust)

Provision of mental
health and support
living services

2,600

Cambridgeshire

De La Rue plc

Support services

Manufacture of paper
based security
products and cash
handling systems

6,000

Worldwide

Glasgow City
Council

Public sector (local
authority)

Local government
services

37,669

Glasgow

HM Prison
Service

Public service

Prisoner management

48,000

England & Wales

Mace Ltd

Construction

Project &
construction
management

1,200

UK & overseas

North
Staffordshire
Combined
Healthcare NHS
Trust

Public sector (NHS
Trust)

Provision of mental
health and support
living services

3,000

Stoke-on-Trent

Pendle Borough
Council

Public sector (local
authority)

Local government
services

650

Nelson, Lancashire

Renfrewshire
Council

Public – local
authority

Local government
services

9,500

Renfrewshire,
Scotland

Rhodia UK Ltd

Chemical

Chemical
manufacturing

500 at Oldbury

Oldbury, West
Midlands

Launched in July 2005
Brymor
Contractors

Construction

New build and
refurbishment

135

Portsmouth

DCS Europe

Storage &
distribution

Distribution of
toiletry products

107

Stratford upon Avon

Greencore Group

Manufacturing

Manufacture of
ingredients and
convenience foods

9,000

Europe

Joy Mining

Manufacturing

Manufacture of
underground mining
equipment

700

UK

London
Ambulance
Service

Public sector (NHS
Trust)

Ambulance services

4,050

London
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Company

Sector

MTM Products

Manufacturing

RW Green

Activities

No. employees

Location

Manufacture of
labels, nameplates &
vinyl graphics

39

Chesterfield

Agriculture/forestry

Specialist tree work
& landscaping

27

Lewes, south east &
London

Sapporo
Teppanyaki

Leisure

Restaurant

50

Liverpool

TTE Training

Training &
education

Training

163

Ellesmere Port

A brief overview of each case study organisation and their Director, or equivalent, responsible
for health and safety is provided below in this section of the report in alphabetical order. For
more insight into the organisation and the process of change instigated by the Director(s) and
the resulting benefits, please see Appendix 5 where the case study organisations are again listed
in alphabetical order.
4.1.1

Series of launch events for the case studies

The “glossy” versions of these case studies, as indicated in the table above, were launched by
the HSE at various events throughout 2005 as part of an ongoing initiative by HSC/E to
promote health and safety as part of overall risk management in organisations. The individual
launch events are highlighted below.
February 2005 at Insight Investment
In early February 2005 the first set of 15 case studies were launched at a lunchtime event hosted
by Insight Investment in London. Speakers at the event included:
•

Bill Callaghan, Chair, Health and Safety Commission (HSC);

•

Steve Waygood, Director Responsible Investment, Insight Investment HBOS plc;

•

Douglas Cameron, Safety & Security Director, Hilton UK & Ireland;

•

Bill Page, Senior Health and Safety Director, Grampian Country Food Group.

April 2005 at IoD Annual Conference
The second event organised to profile the first set of 15 leadership case studies took place
during a lunchtime session at the Annual Conference of the Institute of Directors, held at the
Royal Albert Hall in London. Speakers at this event included:
•

Bill Callaghan, Chair, Health and Safety Commission;

•

Judith Hackitt, Chief Executive Chemical Industries Association (CIA);

•

Graham Prior, Underwriting Director, Zurich Commercial.
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May 2005 at the Edinburgh Business School at Heriot Watt
The HSE held a one-day conference in mid-May 2005 on the role of directors in health and
safety at the Edinburgh Business School at Heriot Watt at which a further 10 leadership case
studies were launched. Speakers at this event included:
•

George Kirk, Group Health & Safety Director, Scottish Power plc;

•

Rob Oliver, Head of Risk Management, Grampian Country Food Group;

•

Ian Lavery, Head of Health & Safety, and Councillor George Ryan, Chair of Health &
Safety Committee, Glasgow City Council;

•

Caroline Cooke, Director Corporate Responsibility Index, Business in the Community;

•

Nigel Bryson, Director, Bryson Consulting;

•

Jonathan Rees, Deputy Director General, Health and Safety Executive.

July 2005 at the London Chamber of Commerce
In mid-July 2005 at a breakfast meeting of the London Chamber of Commerce, a further set of 9
case studies were launched. Speakers at this event included:
•

Lord Hunt of Kings Heath, Parliamentary Under Secretary of State, Department for Work
and Pensions;

•

Helen Sisson, Group Technical Director, Greencore Group;

•

Steve Waygood, Director Investor Responsibility Team, Insight Investment HBOS plc;

•

Jonathan Russell, Head of the Business Involvement Programme, Health and Safety
Executive.

All 34 glossy case studies can be accessed via the HSE website
(http://www.hse.gov.uk/corporateresponsibility/casestudies/). Some analysis of the findings
from these case study organisations is also presented later in this section.
4.1.2

Anchor Homes

Barbara Laing, Director of Anchor Homes, has a background in social work. After undergoing
training in health and safety management, she took direct responsibility for safety in the
business and led an internal review of health and safety management within the organisation. A
key motivation for focusing on health and safety was to ensure that the business was getting
value for money from it’s higher than average health and safety investment at a time when the
business was making a loss. The process was supported by a review group that involved a range
of managers engaged in the business activities and not only health and safety managers.
Additional input was sought from the workforce as well from a trustee with experience of being
a Director responsible for health and safety.
As part of her ongoing role, she ensures that she communicates clearly with her Home
Managers and their role in managing health and safety directly and cost-effectively. The Head
of Operations now has formal responsibility for directing health and safety in the business,
while Barbara directs the overall strategy. She also strives to be seen by all employees to be
actively involved in health and safety matters, by involving herself in improving her knowledge
and understanding of issues and applying this learning to the business.
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Some of the ways Barbara gets involved with health and safety within the organisation includes:
•

Agreeing health and safety strategies, processes and standards with the Board and the
Health & Safety Team;

•

Personally following up both good and poor health and safety residences ratings;

•

Ensuring that appropriate monitoring is in place;

•

Signing “safe home” awards and sending personal notes to Managers who achieve high
standards; and,

•

Raising health and safety issues during her regular visits to homes.

4.1.3

British Broadcasting Corporation

Stephen Dando joined the BBC in 2002 as Director of Human Resources and Internal
Communications. He brought expertise in human resources and change management and
experience of this from a number of other large organisations. On the Executive Board, he
initially shared formal leadership in health and safety with the Finance Director, though he has
now assumed this role in total and now is known by the title of Director BBC People.
Over the last three years, following widespread organisational reviews, there have been changes
made in the organisational risk management. Owing to various issues, including amongst other
things issues of inconsistency and the need to make safety an integral part of the day-to-day
processes of the workforce as opposed to being carried out by “experts”, Stephen centralised the
health and safety expertise within the organisation.
Some of the ways Stephen gets involved with health and safety within the organisation includes:
•

Formally meeting with trade unions (BECTU, AMICUS, NUJ, Equity and the Musicians
Union) in the National Joint Consultation Committee, which is not specific to health and
safety but can include it;

•

Chairing an Executive sub-committee specifically for people risk issues, which is attended
by two other Executive Directors and four Divisional Directors;

•

Working with the Occupational Risk Management Director developing and implementing
policy, combining a strategic approach with practical implementation;

•

Reporting to the Board on people-related risk issues;

•

Chairing the quarterly Executive Committee on Occupational Risk Compliance;

•

Actively engaging other Board members and senior managers on issues of health and safety;
and,

•

Engaging Executive members on people-related risks in both formal and informal forums.

4.1.4

Boulting Group plc

Terry Marston, having worked in the construction industry for over 40 years, has worked his
way up the organisational ladder from Apprentice to Operations Director. He believes that the
management of health and safety is a critical component to setting Boulting above its
competitors. As Operations Director, he has the greatest visibility as well as authority and
commitment to drive health and safety at both the Board and operational levels.
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More visible and proactive management of health and safety were seen as a factor to ensure
continued growth of the business, as well as a means of protecting reputation. Though Terry is
the Director responsible for health and safety, all line managers as well as the CEO have
documented responsibilities as well.
Some of the ways Terry gets involved with health and safety within the organisation includes:
•

Consulting with external consultants, the HSE, employee and Amicus representatives and
Board members;

•

Ensuring all Board members have received training on Directors’ duties and responsibilities
for health and safety;

•

Setting annual health and safety targets and ensuring that resources are available to achieve
targets;

•

Chairing the bi-annual Safety Committee and monthly Safety Advisors meetings; and,

•

Engaging the workforce formally on health and safety issues via individual site visits and
audits.

4.1.5

BP

Greg Coleman, a geological engineer, has worked in the oil industry for nearly 30 years in a
range of engineering and financial roles. He is currently BP’s Group Vice President for Health,
Safety, Security and Environment (HSSE) and is responsible for setting the strategic framework
for HSSE for the company worldwide. Having seen how poorly some companies treat their
staff while working in a developing country, Greg is passionate about improving health and
safety within BP, and making it exemplary worldwide. Following a series of mergers and
acquisitions, the need to set a culture with common values and behaviours across BP has
resulted in the development of stated values and expected behaviours and processes across all
company activities. These have a strong focus on “causing no harm”.
BP’s management team, which includes heads of BP’s businesses, agree strategic HSSE policies
and have responsibility and targets for HSSE in their operations. These targets are defined in
their individual performance contracts. Development of current arrangements was driven by
regulatory changes requiring written management governance and a rapid increase in employee
numbers and locations following the mergers and acquisitions. The aim was to ensure that BP
is consistent in how it manages its HSSE risks worldwide, but adapts what it does to meet the
demands of specific activities and regional requirements.
Some of the ways Greg gets involved with health and safety within the organisation includes:
•

Ensuring that he, or a member of his team, attends and actively supports the quarterly UK
Safety Representative Forum (T&G);

•

Travelling extensively to discuss HSSE framework implementation with business managers
worldwide;

•

Carrying out informal site audits on visits;

•

Being visible to the organisation in his engagement in HSSE issues e.g. safety videos,
‘townhalls’, company magazine, newsletters, etc.; and,

•

Involvement in external industry safety and stakeholder bodies to improve safety across
industry as a whole.
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4.1.6

Brymor Contractors

Victor Collins, Director of Safety with Brymor Contractors Ltd, has been in the construction
industry for 40 years. Victor initially joined Brymor as a construction manager with safety
responsibiltitie; he was appointed Director of Safety in 1999. Brymor has benefited from rapid
growth over the last fifteen years (increasing turnover from £2m to £30m per year). This
includes working for high profile clients who expect high standards of health and safety as an
integral part of their project. The company believes that it must manage health and safety as an
integral part of its business risk, and Victor believes that it’s his duty to protect the business,
employees, contractors and customers from potential health and safety failures.
Brymor’s MD recognised that as the company grew the role of health and safety advisor should
be elevated to that of Health and Safety Director, and so created a new seat on the Board. As
Director, Victor takes full control of all matters relating to health and safety. He reports to the
Operations Director.
In his role, Victor designed and implemented a comprehensive health and safety policy. He has
also instituted systems to monitor accident reporting, investigations and safety audits. To
ensure that health and safety remain high profile, Victor distributes safety bulletins near misses
or incidents to all employees to ensure that the full learning opportunity is taken. Victor also
oversees the health and safety input into the tendering process, ensuring that suitable provision
is made for safe systems of work and suitable welfare facilities in potential projects.
Some of the ways Victor gets involved with health and safety within the organisation include:
•

Raising the profile of health and safety to other Board members, ensuring it’s considered in
all Board decisions;

•

Offering advice to senior and line managers to ensure they meet their health and safety
responsibilities;

•

Conducting in-house training, including health and safety inductions for new workers;

•

Personally carrying out site audits; and,

•

Introducing health and safety performance as part of staff appraisals (it’s the first item).

4.1.7

Buckinghamshire County Council

Chris Williams, who started his career as a town planner, was appointed CEO of the County
Council in 2000. His remit was to bring about a significant organisational and cultural change
programme in terms of fulfilling the government’s “modernising agenda” requirements. Chris
wanted to show staff and service users the value he placed on them by providing a pleasant, safe
working environment. In this way, he expected this to improve morale, staff performance and
reduce the high costs of absenteeism, which in 2002 amounted to £3.5 million.
The changes to the organisation included extensive workforce consultation. The Management
Team has each member responsible for a specific service activity. Each member then chairs a
Health and Safety Committee within each service activity. Chris, responsible for health and
safety across the organisation, chairs the Corporate Health and Safety Committee, dealing with
council-wide strategic issues.
Some of the ways Chris gets involved with health and safety within the organisation includes:
•

Improving worker relations through formal inclusion of union (ATL, NUT, UNISON, and
NASUWT) and employee representatives in issue-specific Health and Safety Committee.

•

Working with the Health and Safety Team to develop and implement policy;

•

Chairing the Council’s quarterly Health and Safety Committee; and,

25

•

Visibly participating in health and safety activities and maximising the publicity from that
participation, e.g. photos in the local press, staff newsletters, etc.

4.1.8

Cambridgeshire & Peterborough NHS

Tim Bryson was appointed Director of Nursing and Corporate Development when the Trust was
formed in 2002. His remit was to build a common vision and safety culture throughout the
organisation. He previously worked as a psychiatric nurse and Trade Union representative, and
then as Assistant Director for mental health at Cambridge Health Authority.
The Trust was formed in 2002 by the merging of seven NHS organisations. Prior to this there
had been two incidents resulting in HSE Improvement Notices. To minimise reputational and
financial risks the new Trust needed to prioritise the creation and management of a safe
environment for service users and staff. Government guidance on clinical governance also
required improved management of clinical risk. Visible director leadership was needed to
achieve this across their diverse sites.
The CEO has ultimate responsibility for health and safety in the Trust but Tim, as Director of
Nursing and Corporate Development, is the Board member responsible for clinical risk
management, HR and occupational health and safety. The Director of Finance is responsible for
the health, safety and security of facilities.
Some of the ways Tim gets involved with health and safety within the organisation includes:
•

Working in partnership with staff organisations (UNISON and RCN) and consulting with
staff and service users;

•

Chairing the Health and Safety Committee and sitting on the Risk Management Committee;

•

Presenting a quarterly risk management report to the Board and making recommendations
for health and safety;

•

Creating a six monthly flyer for staff that summarises new practice ideas collated from the
‘Learning the Lessons’ initiative; and,

•

Leading one-day themed seminars, open to staff and service users, on specific health and
safety issues.

4.1.9

Central High Rise Ltd

Keith Turney is the Technical and Safety Director of Central High Rise, a small company
founded 20 years ago in Nottingham. The company specialises in construction and other tasks
requiring working at heights. Having experienced the death of his business partner and another
Nottingham steeplejack 18 years ago, Keith has a deep desire to improve safety for his
employees and his industry sector. He ensures that all employees are very clear on expected
work practices and actively supports the improvement of safety. He sees this also as a way of
protecting the business and himself from any legal action.
As standards continue to evolve, Keith spends time on health and safety to ensure that they keep
up with legislative demands. This is also as a result of the way in which the business is
marketed. He takes a “hands on” approach working directly with his employees to both develop
and maintain a culture where working safely to a high standard is the norm as well as getting
workers to recognise that safety is as much their individual responsibility as that of the
company. By spending time with his employees, he actively identifies problem areas and gets
feedback on new equipment that they test.
Some of the ways Keith gets involved with health and safety within the organisation includes:
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•

Appointment of employee representation – producing even better employee “buy-in” to
working safely;

•

Reviewing site visit reports which rates work quality and safety aspects of work;

•

Develops new equip;

•

Carries out equipment trials with employees to identify equipment and methods to improve
the safety of workers;

•

Active in the sector safety and training group;

•

Actively encourages clients and employees to discuss safety concerns with him;

•

Personally inspects employees personal safety equipment twice a year; and,

•

Involved in designing and presenting training in company procedures and safety.

4.1.10 DCS Europe plc
Nigel Shortt has been Managing Director of DCS Europe since its inception in 1994. He has
‘hands on’ experience in all areas of the business including warehousing and transportation as it
has grown from 10 to 107 employees. As such, he has first-hand knowledge of the potential
risks that employees may be exposed to. Nigel is personally driven to champion health and
safety after a colleague received a serious injury in a work related accident. He vowed that he
would do everything within his control to ensure the safety of employees. He has operational
experience of the hazards that employees face and is aware of the ‘shortcuts’ they may be
tempted to take. He feels a moral duty to look after his employees and is convinced of the need
for health and safety to be integrated across all business functions.
All members of the DCS Europe Board have responsibility for Health and Safety; however the
Managing Director is specifically named as being accountable. The Operations manager and
HR manager have responsibilities for health and safety and report directly to the Managing
Director.
Some of the ways Nigel gets involved with health and safety within the organisation include:
•

Recruiting a HR Manager to assist the Managing Director in implementing health and safety
improvements;

•

Introducing health and safety software (Enable Safety Exchange) which monitors and
allows DCS Europe to benchmark themselves in the market place;

•

Introducing and carrying out workforce consultation; and,

•

Introducing ‘in-house’ health and safety training to ensure good practice awareness amongst
all staff.

4.1.11 Debenhams
Nigel Palmer has worked in retail for approximately 20 years, beginning his career in a junior
management position. He has progressed through the organisation to his current position of
Retail Operations Director, and sits on Debenhams’ Executive Board. Having worked his way
up from management trainee, his personal experience of the industry has driven him to promote
health and safety throughout the organisation, as he believes that poor health and safety
management impacts on profitability.
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Following a series of organisational changes, Nigel, as Director, was made responsible for
health and safety on the Executive Board and manages it at a strategic level in the company.
This responsibility was taken over from the Company Secretary as it was recognised that his
background in retail and his operational responsibilities made it a better fit. He has made all
Store Managers responsible for health and safety and incorporated this into their performance
review.
Some of the ways Nigel gets involved with health and safety within the organisation includes:
•

Engaging with other Board members keeping them informed of health and safety initiatives
and improvements;

•

Reviewing individual stores’ health and safety performance, and where there is any concern
taking a personal interest in establishing the cause;

•

Actively promoting health and safety initiatives within the organisation;

•

Engaging with the sales force as he “walks the stores”; and,

•

Embracing new technology, he introduced home working to reduce excessive travel by his
support teams.

4.1.12 De La Rue plc
Leo Quinn is CEO of De La Rue plc and has responsibility for health and safety. He joined the
company a year ago and has built on the firm health and safety foundations established by the
previous management team. Leo believes that health and safety is critical for a productive
company and allows it to work smarter and deliver more for less. His personal moral driver is
his belief that employees should not be injured at work.
The previous management team put health and safety at the top of the agenda around five years
ago when it was felt the Environment, Health and Safety (EHS) Committees had ‘run out of
steam’ and the company was not performing as well as it should on health and safety. The
company needed to protect its high profile brand and reputation and minimise costs, such as
insurance, through good corporate governance, including health and safety.
Leo is nominated health and safety director of De La Rue plc but the steering of health and
safety issues is delegated to the Company Secretary/General Counsel. Each of the three
Divisional Managing Directors has line responsibility for health and safety performance in their
divisions. UK health and safety standards are applied worldwide.
Some of the ways Leo gets involved with health and safety within the organisation include:
•

Producing a bi-monthly report for employees and health and safety issues are included in
this when appropriate;

•

Leading by example;

•

Carrying out site visits (20 sites in 2004). He equips himself with appropriate health and
safety equipment and will challenge any health and safety failures he sees;

•

Championing the ‘My Contribution’ process empowering all staff to be involved in driving
best practice and continuous improvement;

•

Supporting the De La Rue International Health and Safety Conference, called Interlock, and
giving the opening address in 2004; and,

•

Improving relations with trade unions and joint working on safety issues, e.g. with Leo
supporting the De La Rule International Health and Safety Conference, called Interlock, at
which he gave the opening address in 2004, and to which Amicus (GPM and AEEU)
representatives attend.
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4.1.13 Environment Agency
Giles Duncan has been the Human Resources Director since the formation of the Agency,
having previously worked in the NHS in both Personnel and Service Planning. His experience
also includes spells as a trade union official and local councillor. Driven by the need to ensure
continued credibility and business efficiency in the Agency, a renewed focus was placed on
health and safety. To deliver this he believes requires vision, focus and resources that can only
be provided by Directors.
Formal responsibility for health and safety remains with all the Directors, whilst Giles as HR
Director, takes responsibility for health and safety strategy and standards. They are supported
by a strong professional Occupational Health and Safety Team, headed up by a Senior Health
and Safety Manager, Tony Harmsworth.
Some of the ways Giles gets involved with health and safety within the organisation includes:
•

Ensuring frequent communication between Operational Management, Health and Safety
Teams, employee and UNISON representatives and Board members;

•

Ensuring that health and safety is considered in all strategic decision-making;

•

The introduction of a consultation process on the intranet asking employees their opinion on
health and safety issues;

•

Implementation of a 3-year health and safety strategy plan against which performance can
be measured; and,

•

Supporting the use of the HSE Climate Tool, in part to raise employees’ awareness of health
and safety.

4.1.14 Esso Petroleum Company Ltd
Tom Katinas, a Refinery Manager with extensive experience around the world at various
Exxonmobil sites, was brought in to turn around Fawley Refinery in March 2003, as the site
was not meeting targets and was underperforming compared to other Exxonmobil sites. Tom’s
considers health and safety performance as the best gauge of workforce involvement in a
business, and therefore focusing attention on working safely as means making people think
about doing their job well – leading to better business performance.
Tom has acted as a catalyst to the Management Team on site. The structure of the group was
revised to include the SHE Manager and an additional post of Organisational Effectiveness
Manager was created. All members of the Management Team are responsible for health and
safety on site and report back at team meetings. The SHE Manager is specifically responsible
for devising, implementing and monitoring the health and safety strategy across the
organisation. All line managers and supervisors report on safety, which feeds into a balanced
scorecard for the site. The Management Team reviews this regularly.
Some of the ways Tom gets involved with health and safety within the organisation includes:
•

Engaging with the Staff Council, which included safety representatives and managers;

•

Communicating his aims, beliefs and expectations by letter, presentations and informal
visits to all levels in the organisation;

•

Ensuring consistent and meaningful messages are visibly reinforced by his actions and those
of managers enabling employees to engage and work towards shared goals;

•

Supporting the Management Team in adapting to and enacting the organisational and
cultural changes he is demanding; and,
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•

Regular presentation and discussions with staff as to current progress, concerns and
restating of expectations.

4.1.15 Glasgow City Council
George Ryan has been an elected member of Glasgow City Council (CC) since 1995 and is a
T&G representative with another Council. He has involved himself in the Council’s
management of health and safety as Convenor of the Personnel and Administration Services
Committee and the Health & Safety Sub-Committee. George believes that safety is a
benchmark indicator of management quality in any organisation and he wants the Council to be
an exemplar to all in its people management activities. He is also aware that he would face
media attention if there were safety problems.
The Chief Executive and his Service Directors have responsibility for safety management in the
Council. The Council committees, made up of elected members and Union representatives,
approve Council policies, allocation of resources and hold Services and their Directors to
account for their performance in health and safety management. The Council’s committee
structures were set when all Scottish Councils were made unitary authorities in 1995.
Some of the ways George gets involved with health and safety within the organisation include:
•

Chairing the quarterly meetings of the Health and Safety Sub-Committee;

•

Actively engaging with employees, Union representatives (T&G) and Council managers to
identify and resolve safety issues;

•

Attaining university post graduate qualification in health and safety;

•

Undertaking site visits with safety representatives and managers, both as committee
member and individual;

•

Calling Services to account at committees when identified safety issues are not addressed;
and,

•

Working with Corporate Health and Safety Group to influence development of policies and
plans.

4.1.16 Grampian Country Food Group
Bill Page recently joined the organisation as the Group Health and Safety Executive. With a
background in health and safety strategy and management, his remit is to drive forward
continual improvement and to realign health and safety across the entire organisation. Rapid
growth over the last 20 years has seen the organisation increase from 50 to 25,000 employees.
The need for direction in health and safety across the business was identified with concern
expressed over accident rates, escalating costs and customers enquiring about the organisation’s
health and safety performance. The CEO, David Salkeld, with experience of establishing best
practice in health and safety delivering constant OHSE improvement was keen to include it as a
component in the five-year business plan. He recognised the benefits of having Board level
leadership and appointed Bill to develop and strengthen this function.
Some of the ways Bill gets involved with health and safety within the organisation includes:
•

Organising road shows rolled out across the group to present the health and safety “way
forward”;

•

Taking an active role in the Corporate Risk Committee;

•

Working with the HR Director to deliver the company OHSE improvement strategy and
define the health and safety responsibilities for all colleagues;

30

•

Providing clear, measurable targets to assess and monitor performance; and,

•

Creating an OHSE audit/index which will allow each site to be scored and enable
benchmarking.

4.1.17 Greencore Group
Helen Sisson is a food safety specialist with experience in food manufacturing operations. She
was promoted to Group Technical Director of the Greencore Group in 2003 and given
responsibility for Health, Safety and Environment across the business. Her role was to put
structures in place to create consistent health and safety management across Greencore’s 35
sites. Major growth through acquisition required company restructuring and the development of
a health and safety management system to ensure consistent standards across the group.
Helen’s remit was to coordinate health and safety management and bring consistency through
sharing best practice and establishing a common set of systems and values. Good corporate
governance, social responsibility and minimising board liability were critical but the key driver
was bottom line financial performance through operational effectiveness and efficiency.
The Chief Operating Officer (COO) is legally responsible for health and safety across the whole
of the Greencore Group. Helen Sisson is part of the Group Processes Division and reports to the
COO. Helen meets with the SHE Managers of each of Greencore’s 16 category businesses and
four joint ventures/associate businesses every three months to champion health and safety and
influence decision making. Each business’ Board is responsible for health and safety on their
own sites and must sign annual compliance certificates.
Some of the ways Helen gets involved with health and safety within the organisation include:
•

Establishing Factory Safety Committees and Occupational Health Working Group with
T&G representatives;

•

Advising on health and safety aspects of new sites to design-out hazards;

•

Chairing the Risk Managers Forum meeting held every 3 months;

•

Currently introducing OHSAS18001 across the business;

•

Developing health and safety strategy and setting KPI targets for all category businesses;

•

Reporting monthly to the board on HSE issues across the business; and,

•

Meeting bi-monthly with MD’s and process leaders of category businesses to provide
performance feedback and identify issues.

4.1.18 Hilton UK & Ireland
Wolfgang M. Neumann took up the post of Area President for Hilton UK & Ireland in January
2003, at which point he assumed overall responsibility for health and safety of the company’s
76 hotels in the region. As a 19-year Hilton veteran, having worked in many different regions
for the company, he put health and safety high on the agenda from the very start. He chose to
be actively involved in health and safety arrangements to ensure that he is meeting his legal
responsibilities and that his Management Team is able to focus on balanced scorecard drivers
for the company.
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The health and safety function is represented on the Executive Board by both Wolfgang as well
as the Vice-President Management Services. The health and safety function was merged with
other operational support functions, i.e. technical services, purchasing and IT, three years ago to
form the Management Services function. All operational members of the Executive have direct
responsibility for health and safety, either as a management function or as set performance
targets which are related to their individual bonus targets on health and safety.
Some of the ways Wolfgang gets involved with health and safety within the organisation
includes:
•

Working with the Executive and the Health and Safety Team to identify and implement
lessons learnt from incidents;

•

Attending safety risk department meetings;

•

Personally sending emails to employees to disseminate health and safety lessons and
praising initiatives;

•

Proactively supporting the Safety Risk Director in incidents and major spend issues; and,

•

Reviewing of health and safety documents to ensure they do not conflict with the business
and are implemented.

4.1.19 HM Prison Service
Gareth Hadley has been Director of Personnel for six years and is responsible for health and
safety policy in HM Prison Service. Michael Spurr has been Operations Director for two years.
He has responsibility for policy implementation and health and safety management in 120 non
high-security prisons in England and Wales.
Gareth has prior experience in the rail industry where safety was the key business risk. He
ensures the Board understand the potential organisational risks of poor procedural compliance in
prisons, and that they have robust health and safety policies and management systems to
monitor and manage the risk. Michael has a background in prison management and is
committed to health and safety as an integral part of managing staff and as “the right thing to
do”. He makes that clear to his operational staff and aims to increase their understanding and
focus on health and safety.
Some of the ways Gareth and Michael get involved with health and safety within the
organisation includes:
•

Discussing health and safety and other personnel issues with staff and managers during
prison visits;

•

Gareth chairs the quarterly Corporate Health and Safety Committee and has on-going
dialogue with unions (IAACUS, POA, PCS, PSJIC and PGA);

•

Michael reviews health and safety performance and how the policy framework is being
implemented locally in monthly meetings with line managers;

•

Michael provides “seed funding” from his operating budget for initiatives addressing key
risk areas e.g. immunisation for front-line staff to address absenteeism; and,

•

Gareth carries out regular site visits and deals with various external bodies relating to health
and safety.
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4.1.20 Joy Mining Machinery Ltd
Kevin Spencer worked as an engineering manager in the UK coal industry before joining Joy
Mining Machinery Ltd 15 years ago. He was promoted to UK Operations Director in 1997 and
now also has responsibility for operations in China, India, Poland and Russia. He always
looked after health and safety but was nominated Director responsible for health and safety in
2002 in direct response to HSC guidance on good practice. Part of his remuneration is related to
the achievement of health and safety improvement targets.
Kevin believes that poor health and safety performance could constitute a significant business
risk, and he must protect the business from this. Internationally, the company values its people
and takes its moral responsibilities for health and safety very seriously. Kevin has responsibility
for health and safety on the Board of Joy Mining Machinery Ltd which has been part of Joy
Global Inc since 1996. Two Health and Safety Managers cover the three UK sites and report to
Kevin. They also report to the Global Health and Safety Director.
Some of the ways Kevin gets involved with health and safety within the organisation include:
•

Contributing to formal and informal consultation with employees and union safety
representatives (GMB, Amicus and MSF), including quarterly site health and safety
meetings and Executive Council meetings;

•

Having a health and safety performance improvement target of 20% per year. This cascades
down to managers and is linked to remuneration packages;

•

Chairing quarterly Executive Safety Council for senior managers;

•

Walking the shop floor on a daily basis and highlighting any health and safety issues;

•

Providing advice to customers on improving their own health and safety standards; and,

•

Driving continuous improvement in health and safety.

4.1.21 Legoland Windsor
Mads Ryder has worked for the LEGO Company since 1990 after studying Business and Law.
In 2001 he was appointed Senior Vice President of all LEGOLAND Parks worldwide, and
alongside this he became the Managing Director of LEGOLAND Windsor in 2003. In this
latter responsibility he oversees the day-to-day management of the park. He is acutely aware of
the need to protect the company’s health and safety reputation. The Board had limited technical
health and safety expertise to cope with increased legislation and there was a realisation that
they needed equip themselves with the necessary tools. This has resulted in a huge culture
change programme being rolled out that has been led from the top.
The Operations Director, Martin Kring, has formal accountability for health and safety as he is
responsible for the day-to-day operations of the park. However, all Board members have
responsibility and support an open door policy where health and safety is concerned. Though
the structure of the Board has not changed, there has been the appointment of a Health and
Safety Team who reports directly to the Operations Director and the Board. Furthermore, all
Board members rotate the duty of Park Director, with the responsibility of running the park for a
full day. This allows them to understand the health and safety risks as well as allowing
employees to engage with the Directors.
Some of the ways Mads get involved with health and safety within the organisation includes:
•

Consulting with employees and GMB representatives on developing Board arrangements;

•

Funding and commitment to create a cohesive health and safety strategy and culture across
the parks;
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•

Ensuring high visibility of all Board members who share an active interest in health and
safety throughout the parks;

•

Creating a “no blame” culture where any employee can knock at any of their doors; and,

•

Director-led communication meetings, held twice a month which are open to all employees
in the park.

4.1.22 London Ambulance Service
Peter Bradley, CBE, was appointed Chief Executive of the London Ambulance Service in 2000
and has overall responsibility for risk management in the Trust. Peter began his career as a
paramedic, and having worked on the front line, Peter is particularly aware of the health and
safety difficulties faced by operational staff. In previous jobs he saw the effects of poor health
and safety management on staff and has personally experienced violence at work. Peter
believes that all staff must feel safe, and stay healthy, while working in order to provide a high
quality service to patients and hospitals.
The Trust Board takes ultimate responsibility for the management of risk in the organisation.
The named director for health and safety is Wendy Foers, Director of HR and Organisation
Development. The Trust believes Wendy ensures an independent, objective view on operational
safety matters and practice. As CEO, Peter chairs the ‘Risk Management Group’. This Group is
responsible for the assessment and implementation of all risk management within the Trust,
including health and safety.
Some of the ways Peter gets involved with health and safety within the organisation includes:
•

Presenting the ‘vision & values’ section on all staff induction courses;

•

Spending at least one day a month working with ambulance crews;

•

Being open and available to employees and UNISON representatives raising health and
safety concerns;

•

Demonstrating his commitment to high standards of health and safety through his personal
behaviour;

•

Taking his annual ‘road show’ to station complexes to meet staff and consult with them;
and,

•

Promoting good health and safety performance as part of the work of all Trust staff.

4.1.23 Mace Ltd
Richard Thorpe, a Director of Mace Ltd, is a second generation construction worker who
originally trained as a joiner. He is currently Project Director for the Royal Bank of Scotland
headquarters build in Edinburgh, a flagship project for the company. Richard is exceptionally
aware of workforce issues and is determined to “make a difference” by improving welfare
standards within the industry and innovating construction practices to reduce risks and costs.
He aims, through his actions, to set an example to others on how to achieve this, believing
happy, respected workers will work effectively.
As Site Director, Richard has operational responsibility for the site, which includes its safety
performance. He works with the Mace Group Safety, Health and Environment (SHE) Director
to ensure the site follows Mace Group best practice. Richard proactively set out to provide a
site with an unusually high level of facilities for workers; seeing it as a way of getting the best
from them and enabling him to deliver the project safely, in budget and on time. He won client
funding for a full-time, on-site UCATT Convenor to support the management team.
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Some of the ways Richard gets involved with health and safety within the organisation includes:
•

Ensuring close working relationship between managers, client , contractors and Union
representatives (UCATT);

•

Meeting twice a month with contractor Directors to discuss how their workers are
performing, and how they can improve their own standards of safety and quality;

•

Treating everyone on the site with respect, and communicating his expectation that all his
managers do the same;

•

Considering and acting on social inclusion issues – he has provided literacy, IT and
numeracy training, medical screening, and work experience opportunities;

•

Holding regular ‘street meetings’ talking to all workers on the site; and,

•

Paying close personal attention to the safety performance of the site, and acting to motivate
workers to constantly improve their safety standards.

4.1.24 MTM Products Ltd
Ian Greenaway is the Managing Director of MTM Products Ltd. He has been in manufacturing
for 35 years and joined MTM in 1996 when the company was struggling. He was challenged
with the responsibility to turn the business from a break-even position to financial profit. He
recognised the need to improve staff morale and so personally took the lead in health and safety.
Ian is motivated by the belief that employees are the Company’s greatest business asset. He has
developed a high level of mutual respect where everyone understands the business needs, and
work together as a team to ensure these are met. Employees have flexibility concerning their
work-life balance that has led to increased productivity and reduced absence rates.
As Managing Director, Ian has formal responsibility for health and safety. He has a Health and
Safety Officer reporting directly to him, alongside members of the accident prevention
committee. All employees are also aware of the level of responsibility they have regarding
themselves, colleagues and visitors.
Some of the ways Ian gets involved with health and safety within the organisation include:
•

Introducing a mental health policy that clearly states MTM’s aims and procedures to assist
employees;

•

Introducing flexible working arrangements thus enhancing employees work life balance and
reducing stress;

•

Actively taking part in all safety initiatives, including chairing the accident prevention
committee meetings;

•

Actively demonstrating his commitment to health and safety by regularly discussing issues
with employees; and,

•

Holding regular briefing sessions with all employees.
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4.1.25 Norfolk and Norwich University Hospital
Margaret Coomber began her career as a nurse in the NHS. Her role as the Executive Director
of Nursing and Education includes formal responsibility for health and safety in the NNUH.
The CEO also has formal responsibilities for health and safety. Five years ago, the Trust found
itself without adequate health and safety advice and support. The CEO, wishing to put health
and safety firmly on the Board’s agenda, gave formal responsibility to Margaret as it was felt to
fit well with her role as Lead Nurse. It therefore committed the Executive to managing health
and safety, enabling the Trust to achieve compliance with regulatory bodies, whilst providing
financial benefits.
A Trust Risk Manager was appointed by the CEO, whilst a supporting team of health and safety
advisors were appointed by Margaret. They have direct reporting lines to Margaret, the CEO
and the Trust’s Board.
Some of the ways Margaret gets involved with health and safety within the organisation
includes:
•

Improving Union and employee relations by ensuring risk assessments, action plans and
purchasing decisions are done jointly;

•

Making health and safety visible to employee and executives through management and
Union representative (including UNISON, RCN and RCM);

•

Chairing the Trust Health and Safety Committee giving her direct involvement with staff;

•

Including health and safety in the business decision process, e.g. integral in procurement
decisions;

•

Ensures good communication between the Executive and employees;

•

Actively works with the Health and Safety Team and regulatory bodies;

•

“Walks the floor” regularly to discuss concerns directly with staff; and,

•

Attending health and safety open days, procurement assessments, site inspections and
accident investigations.

4.1.26 North Staffordshire Combined Healthcare NHS Trust
David Pearson was appointed Director of Clinical Governance and Nursing in 2002 when the
Trust was reorganised to create an integrated risk management team, and to provide a clear
message of the Board’s commitment to health and safety. The CEO has ultimate legal
responsibility for health and safety for the Trust. David takes day-to-day responsibility for
health and safety and clinical risk management on behalf of the CEO and the Board.
Service improvement targets and guidance on corporate and clinical governance were the main
drivers for reorganising the Trust. In a bid to streamline the management of all corporate risks,
health and safety was integrated with clinical risk in a new Directorate and, for the first time,
this brought health and safety under the direction of David, an Executive Trust Board Director.
The Trust’s stated purpose is to improve the health and welfare of the local community.
Some of the ways David gets involved with health and safety within the organisation include:
•

Improving relations with Trade Unions (UNISON and RCN), including two representatives
sitting on the Trust Board;

•

Chairing the monthly management meeting for Clinical Governance and Nursing
Directorate;

•

Personally reviewing all reported drug errors;
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•

Championing health and safety at board level;

•

‘Walking the patch’ doing weekly unannounced clinical visits to meet staff and check health
and safety performance at sites; and,

•

Chairing the Project Group Meetings on health and safety and the Infection Control
Committee.

4.1.27 Pendle Borough Council
The Board of Pendle Borough Council (BC) consists of CEO Stephen Barnes, Personnel
Manager Steve Traynor and seven other executives. Stephen Barnes was an accountant before
becoming Director of Finance at Pendle BC; he was appointed CEO in 1993. As CEO, he is
legally responsible for health and safety and is keen to meet these responsibilities and
effectively manage risks to the organisation. Steve Traynor has been Personnel Manager at
Pendle BC for 15 years and is the nominated Health and Safety Director. He takes a technical
role in the implementation of the health and safety strategy.
The main drivers for leadership in health and safety at Pendle BC were the HSC guidance
published in 2001 and growing requirements for improved corporate governance within local
authorities. The Directors wanted to respond to new regulations and manage increasing
corporate risks and costs. They also wanted to produce sustainable and continual improvement
whilst integrating health and safety into the ethos of the organisation. A comprehensive health
and safety audit and consultation with the workforce and Unions (Unison & GMB) contributed
to the development of a new strategy.
Pendle BC has just developed a public/private partnership arrangement with Liberata who will
now provide a number of the Council’s services. However, health and safety will continue to be
managed at Board level, within the Council.
Some of the ways the Directors get involved with health and safety within the organisation
include:
•

Steve Traynor chairs the quarterly Union Health and Safety Representatives Working Group
(UNISON and GMB);

•

Presenting new health and safety initiatives for approval to Scrutiny Committees and
monthly Executive meetings;

•

Promoting and leading health and safety initiatives, training and workshops;

•

Stephen Barnes chairs the monthly Service Managers meeting, where health and safety is
regularly on the agenda; and,

•

Meeting all new staff as part of their health and safety induction process.

4.1.28 Renfrewshire Council
The CEO, Tom Scholes, and the Director of Corporate Services, Margaret Quinn, have
responsibility for health and safety at Renfrewshire Council, the ninth largest council in
Scotland. Neither of them have a background in health and safety, Tom being an accountant
and Margaret a solicitor by training.
Tom, as CEO, has overall responsibility for health and safety. Margaret is responsible for the
development, monitoring and implementation of health and safety policies in the Council. She
also has responsibility for the Council’s Personnel, Administrative and Legal functions. Tom
developed the governance and management arrangements for the Council when it was created in
1996 following Local Government reorganisation in Scotland.

37

Together, Tom and Margaret ensure that they meet the needs of the Council’s employees and
residents as well as their legal obligations for managing health and safety. Within health and
safety they emphasise health improvements, as Renfrewshire is an area with higher levels of illhealth compared to other parts of the UK. They aim to improve well-being and to reduce health
costs to the Council and health providers.
Some of the ways the Directors get involved with health and safety within the organisation
include:
•

Unions formally involved in health and safety when Council arrangements set up, and
collaborative relationship continued (Unions represented are UNISON, GMB, Renfrewshire
Manual and Crafts, EPIU, GWU, UCATT, EIS, AMICUS, SSTA and NASUWT);

•

Assisting in the development and review of policy and plans prior to presentation to the
Board and elected members;

•

Setting and enforcing personal action plans on health and safety;

•

Regularly monitoring and discussing the Council’s health and safety performance;

•

Providing clear direction to the organisation on health and safety requirements and aims

•

Tom accepts safety awards for the Council – a statement of his involvement and interest in
safety;

•

Providing an example to others, through their behaviours and decisions as Directors; and,

•

Ensuring full stakeholder engagement in PPP school building contracts in area.

4.1.29 Rhodia UK Ltd
John Scott, Industrial Director for Rhodia’s Phosphorus and Performance Derivatives (PPD)
global business unit and a member of Rhodia’s UK Council, is a chemical engineer who has
worked in the industry for nearly 20 years. He is directly responsible for the safe working of the
Rhodia PPD manufacturing site in the UK at Oldbury, as well as several other sites around the
world. John focuses strongly on safety to ensure that the sites he manages maintain their
‘licence to operate’ from the perspective of regulatory bodies and from the employees and
residents that work and live there.
John is a member of the UK Council that oversees all Rhodia’s operations in the UK and acts to
improve safety across all of Rhodia’s UK sites. He works with the Health, Safety and
Environment (HSE) Director who is responsible for advising all UK sites on health, safety and
environment issues and other Council members from the different Rhodia businesses in the UK.
Some of the ways John gets involved with health and safety within the organisation include:
•

Participating in regular meetings with site managers and Union representatives from GMB
and AMICUS to ensure he is made aware of safety issues;

•

Setting targets and expectations to guide safety activities on his sites through regular site
manager meetings;

•

Taking direct responsibility and control for safety incidents that could have a critical impact
on the business or operations;

•

Coaching site managers to be constantly aware of the intrinsic hazards and potential risks of
products and processes; and,

•

Ensuring that health and safety issues are raised and acted upon by UK Council members.
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4.1.30 RW Green Limited
Richard Green is Managing Director of RW Green Ltd, a small company he founded 23 years
ago. The company carries out forestry, arboriculture and landscape work for a wide range of
clients. Richard recognises that the industry in which he operates is high risk, but he is driven
by a passionate belief that health and safety is a fundamental right of all employees. He
therefore feels a moral and social responsibility for the safety of his staff, clients and the
environment. He was also inspired by the high standards he encountered whilst he was working
in Germany. Richard believes that good health and safety performance is good for his business,
helping to win higher value contracts
Richard and his wife Alison are joint Directors of the company with Richard taking overall
responsibility for health and safety. As the company has grown in size, a more formal
management system has been put in place, with health and safety responsibility allocated.
Some of the ways Richard gets involved with health and safety within the organisation include:
•

Reviewing new industry and HSE guidance and updating staff via meetings or information
sheets;

•

Identifying and funding suitable health and safety training for staff;

•

Holding a daily morning meeting with foremen and senior staff that includes a review of
health and safety requirements for each job;

•

Updating risk assessment and method statement forms every 3 months to incorporate new
advances;

•

Identifying and introducing new equipment that minimises risks to staff; and,

•

Appointing experienced managers to support the commitment to health and safety.

4.1.31 Sapporro Teppanyaki
Vince Margiotta spent 20 years in sales and marketing in the food industry before starting
Sapporro Teppanyaki 14 months ago, along with three other partners. He is Operations
Director, responsible for all aspects of the day-to-day running of the business including health
and safety. Having always worked in the catering and food industry, Vince has experience of
companies where employees are seen to be “disposable”. He has a personal commitment to
creating an environment where employees feel part of the business. and believes that happier
staff means happier customers and therefore better business.
Vince is the Operations Director and has formal responsibility for health and safety. The three
other Board members are not involved in the day-today running of the business. The
Reservations Manager is part of the Management Team and was given the role of Health and
Safety Officer in January 2005. Staff can raise health and safety issues with any member of the
Management Team. Vince is in the process of forming a Health and Safety Committee.
Some of the ways Vince gets involved with health and safety within the organisation include:
•

Giving personal feedback to staff on a daily basis, praising good practice and addressing
non-compliance;

•

Attending weekly managers meetings to highlight health and safety as a priority issue;

•

Attending staff meetings to support managers in reinforcing the importance of new health
and safety practices; and,

•

Keeping up to date with new health and safety guidance and feeding this back to managers
and staff.
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4.1.32 Stoke on Trent College
Andy Robinson is Human Resources Director at the College. In 1997 he was given
responsibility for health and safety, even though he had very little experience of it. His
background in HR equipped him for the challenges he faced in driving through a programme of
organisational change which was as a result of severe financial difficulties. The college relies
on external funding, one aspect of which measures health and safety performance. The college
is also reliant on recruiting from the local community. Thus in all instances, reputation is
paramount. The HR Director was therefore given strategic responsibility for health and safety
to focus on leading the changes in culture as necessary in order to ensure viability and enhanced
reputation.
All Board members have responsibilities for health and safety which are part of their job
descriptions. The health and safety policy was rewritten to state individual responsibilities.
Andy champions health and safety at Board level, where it is now a regular item on the agenda.
Some of the ways Andy gets involved with health and safety within the organisation includes:
•

Consulting with employee and UNISON health and safety representatives;

•

Chairing the Health and Safety Committee meetings held eight times a year and reporting
back to the Board;

•

Introducing health and safety management training for all Board members; and,

•

Introducing an ongoing stress management programme for employees.

4.1.33 TTE Training
Neil Davies ran his own manufacturing company for 15 years before joining TTE as CEO in
2000 with a brief to raise the profile of health and safety and improve overall commercial
performance. TTE was founded in 1990 and provides training for the manufacturing and
processing industries. Changes in the board in 1999 and the retirement of the previous CEO
brought fresh views on the priority of health and safety. This was combined with the relocation
of the business and provided an opportunity for culture change. Neil was appointed in 2000 and
managing business risks through health and safety was one of his main objectives. Following
an independent audit, his challenge was to change the existing culture of acceptance of minor
injuries and fulfil what he believes is his personal duty of care for young trainees who will be
exposed to high risk situations in their workplaces.
TTE was founded in 1990 as a joint venture with ICI, Ineos Chlor, Shell and Associated Octel
and these companies are represented on the Board. Neil is CEO and has formal responsibility
for health and safety; he is the sole Executive Director. The non-executive Board Members all
have direct day-to-day involvement in health and safety issues within their industry. Day-to-day
health and safety is the responsibility of the three Departmental Managers who report to the
CEO via the Health and Safety Manager.
Some of the ways Neil gets involved with health and safety within the organisation include:
•

Chairing monthly Health and Safety Committee meetings;

•

Chairing monthly staff communication meetings which provide a two-way forum for health
and safety and other issues;

•

Putting Health and safety as an agenda item at all weekly Management Committee
meetings;
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•

Leading internal SUSA (safe/unsafe acts) audits by taking groups of trainees to inspect
safety aspects of a workshop environment where another group of trainees is working;

•

Reviewing health and safety performance every month; and,

•

Carrying out unannounced visits once a month to different areas of the TTE premises to
check safety.

4.1.34 VisitBritain
Ros Carey has been with VisitBritain since 1985, starting her career as the Legal Manager. In
1999, she took strategic responsibility for health and safety. Subsequently in 2002, becoming
the Secretary to the Board, she took on responsibility for health and safety. Seven years ago, the
office environment was poor and non-compliant with fire regulations. At the same time there
was low staff morale, difficulties were being experienced in recruiting and there was an increase
in health and safety legislation. This focused the Facilities Manager and his Director on
improving health and safety. A “hands on” approach was used, involving employees in the
process, to achieve a compliant and attractive working environment in the organisation.
To improve efficiency and effectiveness in monitoring health and safety, new reporting were put
in place. The CEO has responsibility for health and safety, whilst Ros, as the Secretary to the
Board reporting directly to the CEO, has formal responsibility for directing health and safety.
The Health and Safety Committee was revamped and given a higher profile within the
organisation to lead on health and safety and ensure it is engrained in the culture of the
organisation.
Some of the ways Ros gets involved with health and safety within the organisation includes:
•

Working in collaboration with union representatives (PCS) and the workforce is represented
by the Health and Safety Committee;

•

Chairing the Health and Safety Committee which meets regularly;

•

Champions health and safety at Board level ensuring resources are made available;

•

Having a high level of visibility and accessibility to employees within the office; and,

•

Publicly congratulating employees on health and safety contributions.

4.1.35 Zurich
Vyv Attwood is the Capability and Communications Director who sits on the Board of Zurich in
the UK. Vyv has held responsibility at Board level for health and safety issues in the UK since
1998. Following a merger in 1998, a need to drive health and safety forward was identified
which would apply an integrated approach across all business units. To do this, Board level
commitment was needed with a strong leader who was highly visible and willing to challenge
current processes. This ensured that the Managing Directors of individual business units would
take responsibility for health and safety.
The Chief Executive of the European Business Division is ultimately accountable for health and
safety management in the UK. Vyv, who sits on the main Board, is responsible for policy
making on health and safety issues in the UK, whilst each individual business unit’s CEO and
MD are legally accountable within their business area.
Some of the ways Vyv gets involved with health and safety within the organisation includes:
•

Maintaining good relations with the trade unions (UFS and Life and Region Employee
Forum);
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•

Introducing a risk profiling exercise ensuring that health and safety policy is aligned with
Board priorities;

•

Identifying top health and safety risks and introducing measures and initiatives to control
these;

•

Opening up communication channels to notify the main Board of any health and safety
issues; and,

•

Introducing formal quarterly reporting from each location to their strategic business units.

4.2

The motivation of the case study organisations

As shown in Table 2 and Table 3 below, the respondents to the case studies are motivated to
provide health and safety leadership due to:
•

A perception that the risk to the organisation posed by “getting” health and safety
wrong is great enough for it to require director /board level direction;

•

The latter risk is due to a combination of factors including the reputational damage that
could occur if a serious health and safety incident happened, possibility of loss of trade
and the high number of health and safety regulations (which makes infringement more
possible);

•

In some cases, it is recognised that the importance of health and safety for staff morale,
reducing absence, productivity and customer demands (e.g. families attending Legoland
or business customers for construction), create a business case for health and safety
leadership;

•

In some cases it is recognised that the cost of health and safety is significant and hence
it is appropriate that a director and/or the board takes a personal interest to ensure that
they are getting value for money.

In some cases the organisation had experienced one (or more) serious incident(s), which had
made them recognise the risk posed to the organisation of poor health and safety.
The recognition that health and safety is a “corporate level” issue combines with a perception
that it is a sufficiently “complex” issue to lead the case study organisations to conclude that it
requires director/board level attention. In addition, once health and safety is recognised as a
corporate level issue, this combines with the recognition that the directors of an organisation set
the direction and culture of the organisation. Hence, if the organisation wants and needs to
manage health and safety effectively, directors must provide appropriate leadership.
It is equally important to note that few of the case studies report being prompted to provide
health and safety leadership due to the prospect of new laws on matters such as corporate
manslaughter. This is because they perceive there are already enough business reasons for
providing health and safety leadership that the prospect of a new law has not greatly affected
their thinking.
In addition, respondents:
•

Do not feel that their board level arrangements have increased the possibility of
individual directors being sued or prosecuted for a health and safety problem;

•

Do believe that their board level direction of health and safety has reduced the risk
posed to their organisation by health and safety failures, and;

•

Board level direction of health and safety does not stop the health and safety director or
the board from properly managing other important aspects of the business.
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It is reported that the risk of being sued is reduced due to the improved standard of health and
safety management and better staff relations. Similarly, better direction of health and safety
reduces the level of demand placed on the board by health and safety due to the reduction in
health and safety “problems” and more efficient and effective management of health and safety.
Table 2: Reasons for providing health and safety direction
To what extent did you increase health
and safety direction because of the
following reasons?

Strongly
agree

Agree

Unsure

Disagree

The perception that health and safety is a significant
corporate risk, e.g. risk posed by a major incident,
prosecution, etc.
A perception that productivity could be improved by better
health and safety, e.g. reduction in absence and better staff
morale

17

14

0

1

1

13

16

2

2

0

8

19

0

4

2

10

14

0

4

3

15

15

3

0

0

The need to respond to one or more specific health and
safety regulations / the growing body of health and safety
regulation
The need to respond to growing demands for corporate
governance, e.g. Turnbull
A wish to be socially responsible
No specific reason

Strongly
disagree

6

4

0

7

8

Demands from a new owner / change in management / new
CEO or MD

5

4

3

13

3

The possibility of a new law on directors health and safety
responsibilities

2

13

2

11

5

5

12

3

8

3

11

11

2

2

0

You would not have developed your arrangements without
the prospect of legal mandation of directors health and
safety responsibilities

0

2

0

16

14

You would not have developed your arrangements without
the increased risk of directors being prosecuted for
manslaughter / negligence etc.
You developed your board arrangements despite advice
from solicitors/consultants/advisors that this may increase
the risk of individual directors being held liable for health
and safety failures

0

2

0

18

12

1

3

5

11

8

The possibility of corporate manslaughter prosecutions
Response to requirements of investors, business clients or
insurers

To what extent do you agree that…?
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Table 3: Benefits of health and safety direction
Strongly
agree

In what way do you believe your
board level health and safety
direction and leadership has…

13

Agree

Unsure

Disagree

Strongly
disagree

18

0

1

0

(b) Reduced the disruption to your 7
organisation created by health and safety
problems

23

1

2

0

(c) Helped
to
improve
business 6
performance, e.g. less absence, more
sales

24

3

0

0

social 11

17

2

1

0

(e) Helped
to
improve
corporate 10
communications and public relations

15

6

1

0

(f) Improved relations with the HSE and 13
other external regulators

12

1

5

0

(g) Improved relations with investors, 7
insurers and other external financial
stakeholders

14

7

2

0

17

1

0

0

(i) Helped in the response to HSE 4
improvement / prohibition notices and/or
prosecutions

8

10

3

2

(j) Led to health and safety improvements, 13
e.g. fewer injuries

14

5

0

0

(a) Helped to reduce your corporate risk

(d) Helped to fulfil corporate
responsibility aspirations

14

(h) Improved relations with the workforce

4.3

Action taken in developing health and safety arrangements

It is pertinent to note that:
•

Many of the directors responsible for health and safety were not health and safety
experts;

•

Many of the directors responsible for health and safety were also responsible for other
aspects of management and were not exclusively responsible for health and safety;

•

The role of health and safety direction is placed with a wide range of directors,
depending on the precise health and safety issues to be managed and the composition of
the board.
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The latter point does indicate that organisations have implemented health and safety leadership
in a wide variety of ways, according to the precise needs of their organisation, suggesting that
any one formulation for the implementation of directors’ responsibilities may not be universally
applicable or effective. It is also apparent that the range of directors’ health and safety
responsibilities varies according to factors such as:
•

The level of health and safety support – where (typically) a more strategic role is
adopted where a higher level of health and safety support is available;

•

The size of the organisation - where (typically) a more strategic role is adopted for
larger and more diverse organisations.

Table 4: Number of case studies which created a new seat on the board for
health and safety
Yes

No

Did you create a new seat on the board to fulfil the role of Health and Safety 3
Director?

29

Did you merge the responsibility with another directorial role, e.g. HR, Risk, 24
Operations?

8

As shown in Table 5, whilst they do commonly benchmark themselves with other organisations,
consult with employee or safety representatives and read HSC/E guidance, they did not all
consult solicitors or use consultants.

Table 5: Number of organisations reporting various actions when making health
and safety arrangements
When making the arrangements for health & safety, did you…

Yes

No

Unsure

…seek consultancy advice?

10

21

0

…benchmark yourself against other organisations?

22

8

1

…read HSC/E guidance?

31

1

0

…go through a process of “iteration” in the development of your 25
arrangements?

5

2

…consult with safety representatives / the workforce?

26

6

0

…consult a solicitor?

9

22

0

…read guidance on corporate governance?

24

6

1

…take guidance from previous experience of CEO / MD and / or other 22
board members?

7

0

As Table 6 shows, there was more agreement that developing the current set of board level
arrangements came about as a result of some initial problems and that it was fairly clear-cut how
the arrangements were to be changed. There was some indication however, that a proportion of
the participating organisations had found deciding how best to provide board level health and
safety direction had been challenging.
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Table 6: Ease of developing arrangements
Strongly
agree

Agree

Unsure

Disagree

It was straightforward to decide how to 12
develop an effective set of board
arrangements

16

3

1

0

It was relatively undemanding in deciding 9
how best to provide board level health and
safety direction

14

3

1

1

We have had to improve our board level 4
arrangements due to initial problems with our
arrangements

5

1

15

3

To what extent do you agree that…?

4.4

Strongly
disagree

Previous experience of health and safety management

Overall, reviewing the background of the directors profiled in the case studies as to the extent to
which they have some experience in the discipline, of the 34 case studies:
•

•

26 directors did have some previous health and safety experience of which;
o

10 had managed health and safety as part of other roles;

o

10 had carried out health and safety duties within previous roles; and,

o

6 had some form of experience of health and safety from technical and
management perspectives.

8 directors did not have any previous health and safety experience.

In order to increase their understanding of health and safety, various approaches have been
taken by the directors to gain the necessary knowledge, including:
•

The majority attending training on health and safety management (in-house and/or
externally), which typically where between 1 and a few days, and in some instances also
involved board members, senior and/or middle managers;

•

Using health and safety software packages;

•

Seeking advice from HSC/E, and/or external consultants;

•

Consulting workers and managers;

•

Through involvement in other business initiatives, e.g. ‘Investors In People’ where
health and safety is included; and,

•

Board members receiving specific training on Director’s Health and Safety Duties and
Responsibilities.
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5 CONCLUSIONS
This research has produced a series of case studies which business leaders can identify with and
which persuade them of benefits that effective leadership in occupational health and safety can
bring to health and safety and business performance. They highlight thirty-four boards of
directors from organisations that range in size, sector and scope. This series of case studies will
add to the growing suite of initiatives from the HSC/E aiming to promote greater corporate
responsibility and accountability for health and safety.
5.1

Promoting health and safety leadership

It is important to note that companies can be split into:
1. Convinced and able to provide leadership;
2. Partly convinced but seeking guidance on how best to provide practical leadership;
3. Not convinced.
Accordingly, it could be argued that promotional initiatives need to be designed to meet the
different needs of the latter two groups.
The second group of organisations are mostly convinced, and have some form of directors’
responsibility for health and safety, but have perhaps yet to see the benefit of such direction and
have yet to understand the form that such direction should take. These organisations are
characterised as “ready and willing” and hence open to further persuasion (and education). In
the case of the “partly convinced but seeking guidance”, respondents have suggested that
examples of good practice are provided that show the practical aspects how directors can
develop the capability to provide leadership. This requires particular issues, e.g. do you need to
be a health and safety expert, to be addressed.
The latter group of unconvinced need to be persuaded of the need for health and safety
leadership, including:
•

Evidence that health and safety leadership benefits the organisation, and;

•

Evidence that health and safety is a serious enough and important enough (relative to
other demands on the board) issue to require directors/ board attention.

The case studies have been developed with these needs in mind, along with many other
expressed requirements, such as personalisation of case studies (e.g. naming of the directors).
5.2

Key findings

In relation to this research undertaken in developing the series of 15 case studies, it is concluded
that:
•

The case study organisations report a wide range of drivers for board level direction of
health and safety, mostly business reasons along with the risk of infringing existing health
and safety law – the prospect of new health and safety laws is not reported by directors as
the main driver for health and safety leadership although it is important;
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•

They are not dissuaded from having a named director responsible for health and safety by
the prospect of being sued or prosecuted, due to the improved standard of health and safety
management that health and safety leadership achieves and the over-riding need to reduce
the risk to the organisation from poor health and safety performance;

•

The way in which health and safety leadership is implemented varies between organisations
but has commonly been achieved without needing high levels of health and safety training
for directors;

•

Further promotion of health and safety leadership needs to “advise” the “mostly convinced”
of good practice whilst persuading the unconvinced of the business case for health and
safety leadership;

•

The case studies developed in this project have been designed in accordance with the
expressed needs and perceptions of directors, and have been reported by stakeholders to be
effective examples;

•

As many directors are not health and safety specialists, the case studies need to be promoted
through “management” channels rather than solely via health and safety media.

5.3

Potential aspects for further research

Furthermore, additional points were raised in relation to the development of the case studies that
include:
•

Consideration of the value of identifying further pertinent case study organisations from
other sectors that have not been captured in the current series, e.g. further public sector
organisations, service-based sectors, etc. that are not typically associated with occupational
health and safety;

•

Consideration of the potential value of developing a further series of case studies profiling
leadership and the business benefits in occupational health;

•

Case studies on individual’s at different levels within organisations acting as health and
safety champions.
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APPENDIX 1: EXPLORATORY INTERVIEW PROFORMA
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Suggested issues for discussion
Date

Time

Name
Position
Organisation
Telephone
Email
Please explain briefly what your role is in it.

These case studies are to focus on the leadership value that directors can bring to the health and
safety performance of an organisation – what do you perceive to be the level of a need for them?

(IF APPROPRIATE) What convinced your organisation that board level that direction of
health and safety direction is necessary?
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What do you think needs to be included in order to “sell” the message to those that remain
unconvinced?

Do you know any Director who is unconvinced / convinced that we should consider speaking
to?

What role do you think the case studies should fulfil?

How would your organisation benefit from having case studies on directors’ leadership in health
and safety management?
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What other stakeholders might be interested to use these case studies, and how?

What would you like the case studies to be illustrating / telling you (e.g. what brought about the
changes, evidence of changes, etc.)?

What aspects about the leadership of health and safety within the organisation should be
captured in the case studies (e.g. background of director, involvement of workforce / other
stakeholders, etc.)?

Would you like your contributions to be acknowledged in our final report?
YES

NO

Any further comments?
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APPENDIX 2: HSE APPROACH LETTER
22 June 2004
Dear Sir/Madam
Search for HSC/E case studies to identify and exemplify directors who provide leadership
and direction on occupational health and safety
The Government and Health and Safety Commission’s strategy Revitalising Health and Safety
(RHS) includes the commitment to identify new ways of encouraging directors and senior
managers to incorporate health and safety into their mainstream business decision-making.
As an action from this strategy the Health and Safety Commission published Directors’
responsibilities for health and safety (INDG343) in July 2001, which promotes health and
safety as a key boardroom issue and calls for the appointment of a board member with the role
as the health and safety ‘champion’ for the company.
The HSC intends to update and enhance this publication by including case study materials
which business leaders can identify themselves with and which persuades them of the benefits
that effective leadership can bring to occupational health and safety as well as to the business as
a whole. The HSE has commissioned Greenstreet Berman to do this work – to identify, research
and develop a series of case study materials. The case studies generated from this work will
highlight exemplar leaders showing what they do and what the benefits are to their organisations
and will be used by HSC/E in guidance and publicity.
We would be very pleased if you would help with this research by offering Greenstreet Berman
a candidate director of occupational health and safety who you think may be useful in
persuading others of the business benefits. Benefits could be a range of things and might
include, for instance, strong leadership, commitment and management of occupational health
and safety, improved relations with stakeholders / shareholders or the better control of risks.
We would conduct a telephone interview with the candidate, which will last approximately 2
hours. An outline of the interview format is enclosed to give them an idea of the scope of the
questions.
Please find enclosed a letter from Greenstreet Berman with a short form to return to them if you
think you can help with this work.
If you have any queries or comments about the project, please contact Joscelyne Shaw (Tel
0118-938-7712) who is managing Greenstreet Berman’s input. If you would like to discuss
directly with the Health and Safety Executive do please contact me.
Yours faithfully

STEVE VINTON
Innovative Engagement Unit
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APPENDIX 3: RECRUITMENT FEEDBACK FORM
FEEDBACK FORM
We have arrangements for occupational health and safety at board level and think that we have
information which could be used to demonstrate the benefits of such leadership. We are happy
for Greenstreet Berman to contact the person below for further details and for this arrangement
to be published by HSE as a case study to persuade others of the benefits of occupational health
and safety leadership and direction championed by a board director.
Attention: Joscelyne Shaw, Greenstreet Berman
Postal Address:

Fax:

Greenstreet Berman

OR

0118-938-7729

Fulcrum House, 5 Southern Court
South Street
Reading RG1 4QS

CONTACT NAME
POSITION
ORGANISATION
NO.
EMPLOYEES

SECTOR
Name:
Who
should
we
Tel:
(Greenstreet Berman)
contact for further Email:
information on your
Address:
proposed initiative?
City:

Postal Code:

Please tick the appropriate boxes below:
We have a Board Director responsible for occupational health and safety
We can demonstrate the benefits of this arrangement
We’d be happy to be a published / named case study for the HSE
Please provide a brief outline of the Director and his/her activities in the organisation.

THANK YOU
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APPENDIX 4: CASE STUDY INTERVIEW PROFORMA

Contact details
Date of Interview

Time

Follow up
Organisation Details
Company name
Business Sector
Business Activities
Stakeholders
Location

No. employees

Director Details
Director responsible
for health and safety
Address
director

point

for

Telephone
Email
H&S Manager Details
H&S Manager

Telephone (direct)
Email
Address
H&S
(Other)

point for
Manager
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4.2

History of the development of board arrangements

(a) Can you please summarise the sequence of events and decisions over the past few years that
led you to create your current board level arrangements for H&S?

When making the arrangements for health & safety, did you…
…seek consultancy advice?
…benchmark yourself against other organisations?
…read HSC/E guidance?
…go through a process of “iteration” in the development of your
arrangements?
…consult with safety representatives / the workforce?
…consult a solicitor?
…read guidance on corporate governance?
…take guidance from previous experience of CEO / MD and / or other
board members?
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Yes

No

Unsure

Did you create a new seat on the board to fulfil the role of H&S Director?

Yes

No

Did you merge the responsibility with another directorial role, e.g. HR, Risk, Yes
Operations?

No

(b) Please describe in your own words, how you decided what your board H&S arrangements
should be:

To what extent do you agree that?

Strongly
agree

Agree Unsure Disagree Strongly
disagree

It was straightforward to decide how to
develop an effective set of board
arrangements
It was relatively undemanding in
deciding how best to provide board
level H&S direction
We have had to improve our board level
arrangements due to initial problems
with our arrangements

(c) Can you please describe lessons learnt from during the development or operation of your
board level H&S arrangements?
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4.3

Reasons for developing or having board level direction

To what extent did you increase H&S Strongly Agree Unsure Disagree Strongly
direction because of the following reasons?
agree
disagree
The perception that H&S is a significant
corporate risk, e.g. risk posed by a major
incident, prosecution, etc.
A perception that productivity could be
improved by better, e.g. reduction in
absence and better staff morale
The need to respond to one or more specific
H&S regulations / the growing body of
H&S regulation
The need to respond to growing demands
for corporate governance, e.g. Turnbull
A wish to be socially responsible
No specific reason
Demands from a new owner / change in
management / new CEO or MD
The possibility of a new law on directors
H&S responsibilities
The possibility of corporate manslaughter
prosecutions
Response to requirements of investors,
business clients or insurers
To what extent do you agree that?
You would not have developed your
arrangements without the prospect of legal
mandation of directors H&S responsibilities
You would not have developed your
arrangements without the increased risk of
directors being prosecuted for manslaughter
/ negligence etc.
You developed your board arrangements
despite
advice
from
solicitors/consultants/advisors that this may
increase the risk of individual directors
being held liable for H&S failures
Can you please elaborate on your answers above
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(a) Can you please say in your own words why was H&S considered important enough to
deserve and require board level direction?

(b) Can you please say in your own words why it is important that boards manage H&S rather
than delegating it to (say) H&S managers?
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4.4

Description of current arrangements

4.4.1 Directorial arrangements
Do you have a named director responsible for health and safety?

Yes

No

(a) What is the job title of the director responsible for H&S?

(b) Why did the H&S leadership role go to this post rather than (say) the Operations Director or
Finance Director?

(c) Can you please summarise or provide a copy of their H&S responsibilities or the
organisation’s safety manual that describes their role, or any other appropriate document?

Approximately what proportion of the named director’s time is devoted to H&S?

%

Approximately what proportion of the board’s time is devoted to H&S?

%
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4.4.2

Summary of board level leadership and direction

(a) Can you please describe the way in which the board and the director for H&S provide
leadership and direction on H&S?

(b) If you have a named director responsible for H&S, can you please say in your own words
what the advantages and benefits are of having a named director rather than having H&S as a
shared responsibility of the board as a whole?
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4.4.3 Specific arrangements regarding HSC action points
Can you please summarise your board level arrangements for each of the following specific
points:
(a) Publicising the board’s role in H&S

(b) Each member of the board recognising their personal responsibilities for H&S

(c) Ensuring board decisions on procurement and contracting reinforce H&S intentions

(d) Board engaging with the workforce on H&S

(e) Board level arrangements for reviewing H&S performance, keeping H&S policy aligned
with board priorities, being informed of H&S failures, ensuring H&S management systems are
in place and remain effective and are monitored / review
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4.5

Impact of board level direction

4.5.1 Perceived Benefits
In what way do you believe your
board level H&S direction and
leadership has:

Strongly Agree
agree

Helped to reduce your corporate risk
Comments:

Reduced the disruption to your organisation
created by H&S problems
Comments:

Helped to improve business performance,
e.g. less absence, more sales
Comments:

Helped
to
fulfil
corporate
responsibility aspirations

social

Comments:

Helped
to
improve
corporate
communications and public relations
Comments:
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Unsure Disagree Strongly
disagree

In what way do you believe your board
level H&S direction and leadership has:
Improved relations with the HSE and other
external regulators
Comments:

Improved relations with investors, insurers and
other external financial stakeholders
Comments:

Improved relations with trade unions and the
workforce
Comments:

Helped in the response to HSE improvement /
prohibition notices and/or prosecutions
Comments:

Led to H&S improvements, e.g. fewer injuries
Comments:
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Strongly
agree

Agree

Unsure Disagre
e

Strongly
disagree

4.5.2 Specific example(s) of benefits and data to demonstrate
(a) Can you please describe specific example(s) of how your board level H&S direction has
benefited H&S?

(b) Can you please provide data, such as injury rates, that demonstrates the H&S benefits of
board level direction?
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4.5.3 Risks posed by board arrangements

(a) To what extent do you believe that your board level arrangements have effected the
possibility of individual directors being sued or prosecuted for a health and safety problem?
Please explain your answer.

(b) To what extent do you believe that your board level direction of H&S has effected the risk
posed to your organisation by health and safety failures? Please explain your answer.

(c) Has the board’s and/or your involvement in H&S stopped you or the board from properly
managing other important aspects of the business, if so what and how?

To what extent do you agree that?

Strongly Agree Unsure Disagree
agree

The time and effort required of the board to
direct H&S is justified by the business
benefits
The time and effort required of the board to
direct H&S is reasonable
There is a wish to reduce the amount of time
devoted by the board to H&S
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Strongly
disagree

4.6.1 Your message to other directors
What would you say to directors and boards that do not provide leadership and direction on
occupational health and safety?
My message to directors and boards that do not direct H&S is.......

4.6.2 Three most important things
Of all the things that your board has done to direct H&S, please cite the 3 most important:
1)
2)
3)
4.6.3 Recommendations to other organisations
Would you recommend your board level H&S arrangements to other organisations?

4.6.3 Further improvements and future plans
(a) If you could improve further your board level arrangements, what would you change and
why?

(b) What are your plans for the future development of your board level direction of H&S?

Other notes
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APPENDIX 5: CASE STUDIES
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5.1

Anchor Trust

Anchor Trust operates in the business sector of housing care and support, from 105 sites across
the UK. The company employs 5000+ staff in care homes, and 8-9,000 staff in Anchor Trust
itself.
5.1.1

History of the development of board arrangements

(a) Can you please summarise the sequence of events and decisions over the past few years that
led you to create your current board level arrangements for health and safety?
Barbara was appointed Director of Anchor Homes three years ago, having been Assistant
Director for the previous two. This effectively made her MD of the residential care business
that Anchor Trust operates. Three years ago Anchor Homes were making a £1/2 M loss/year on
a turnover of about £30M. She was tasked to return the business to profitable operations by the
Trustees of Anchor Trust.
Director level responsibility for health and safety was then formally managed by the Director
responsible for managing all the core support services for the various Anchor Trust Directorates.
These services were charged to the various businesses. Barbara found that the business had
high health and safety costs, but no better health and safety performance than other care
businesses i.e. the existing system was not providing value for money.
To start addressing this issue, she set up a review group consisting of a variety of managers
from the business, which she initially chaired to investigate what were the health and safety
needs of the business, and what would be the most cost effective way of supplying the necessary
support and expertise to the business to meet them. The internal health and safety team’s senior
advisor was included in this review team, but was not allowed to lead it. This group consulted
widely with employees.
Following a prosecution about 5 years ago, when she was Assistant Director, Barbara was also
aware that there was a lack of understanding of what was required of managers by their various
regulators in terms of health and safety requirements and their personal responsibilities, and a
resulting lack of confidence in dealing directly with health and safety issues, by both her and
lower layers of management. She felt that this was, in part, to do with health and safety being
seen as “separate” from operational management as it was looked after by a separate part of the
organisation, thereby enabling managers, including herself in her previous role, to “abdicate”
responsibility for it. She decided that a key step would be to make health and safety
responsibility an integral part of managing the business at all levels, from her position in the
organisation downwards. She has now formally made herself responsible for the management
of health and safety within the business, taking the post from the Director of support functions.
This involved developing a new organisational perspective to health and safety: firstly, by
moving the responsibility for health and safety management from the support directorate to
business managers; secondly by moving from a perspective of achieving zero risk, which had
been taken by the health and safety team in defining health and safety requirements, to one
where the business identified and understood what was regarded as acceptable risk by
employees and residents for different activities. This was felt to be particularly important in
enabling the business to provide a non-institutional environment for residents, ensuring that they
could continue having a degree of choice and control in what they did and how they chose to do
it.
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As an initial step to improve the understanding of what was required of business managers and
what health and safety compliance meant in practical terms to the operation of the care facilities,
she and all her senior and middle managers attended two day training courses. The courses
covered: individual legal responsibilities; the concept of acceptable risk; what should be
reported. Barbara attended the course both to improve her understanding of her responsibilities
and to visibly send the clear message to her mangers that she was taking health and safety
seriously and as part of her job, and that she also expected her managers to do the same. She
saw this as key in setting the cultural change in motion, in order to motivate managers to start
taking active, personal responsibility for health and safety, rather than leaving it to the health
and safety team. This change process was started over two years ago.

When making the arrangements for health & safety, did you…

Yes

No

Unsure

…seek consultancy advice?
…benchmark yourself against other organisations?
Discussed with other care homes how they managed their health and safety
…read HSC/E guidance?
And that of other care home regulators e.g. Commission for Health Care
Inspection, as main enforcer for residential care. Also have food standards
and local authority inspections
…go through a process of “iteration” in the development of your
arrangements?
…consult with safety representatives / the workforce?
Consulted with home managers via the review group. These managers
consulted their staff at decision points in the process, to ensure that their
views were understood and included in decisions. Unions (e.g. GMB)
formally recognised in a few homes where Local Authority contracts are in
place. Employees are entitled to join trade unions, but do not tend to.
…consult a solicitor?
…read guidance on corporate governance?
…take guidance from previous experience of CEO / MD and / or other
board members?
Used Trustees from the Anchor Board, in particular a non-exec with health
and safety experience, who was actively involved in the review process,
and reviewed work done.

Did you create a new seat on the board to fulfil the role of health and safety Yes
Director?

No

Did you merge the responsibility with another directorial role, e.g. HR, Risk, Yes
Operations?

No

Director Anchor Homes – is effectively MD of the operational part of Anchor
Trust.
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(b) Please describe in your own words, how you decided what your board health and safety
arrangements should be:
They identified that health and safety could be more cost effectively managed and improved on,
if responsibility was moved from a support function into the business. This was done about two
years ago.
This was done to reduce health and safety costs, which were not providing value for money and
to increase managers’ confidence and knowledge in the operational side for Anchor Trust in
dealing with their health and safety responsibilities. As Director, Barbara wanted to have direct
control over health and safety management, as she saw it as a key part of her operational role.
Strongly
agree

To what extent do you agree that?

Agree

Unsure

Disagree

Strongly
disagree

It was straightforward to decide how to develop
an effective set of board arrangements
It was relatively undemanding in deciding how
best to provide board level health and safety
direction
It was very hard to identify the strategy (done
in review group.). But once the strategy was
identified, implementing it, including the
change to Board responsibilities was relatively
straightforward
We have had to improve our board level
arrangements due to initial problems with our
arrangements

(c) Can you please describe lessons learnt from during the development or operation of your
board level health and safety arrangements?
•

The clear need for operational managers and directors to take full responsibility for health
and safety as part of their roles was identified.

•

The need to develop expertise and knowledge of health and safety issues within the
management team to enable them to manage health and safety effectively was identified.
(Barbara organised 2 day training courses to provide this.)

•

A need was identified to improve summation and reporting of health and safety statistics
and trends. Currently, held at home level, and difficult to monitor overall picture.

•

Barbara now has an active interest in health and safety, and follows up on issues that might
relate to her operations.
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5.1.2

Reasons for developing or having board level direction

To what extent did you increase health
and safety direction because of the
following reasons?
The perception that health and safety is a significant
corporate risk, e.g. risk posed by a major incident,
prosecution, etc.
A perception that productivity could be improved by better
health and safety, e.g. reduction in absence and better staff
morale
While feel that will also improve productivity, this was not
a specific driver for this work.
The need to respond to one or more specific health and
safety regulations / the growing body of health and safety
regulation
The need to respond to growing demands for corporate
governance, e.g. Turnbull
A wish to be socially responsible
Not a major driver at the time, but is part of it.
No specific reason
Driven to reduce costs and meet own legal responsibilities
on assuming role.
Demands from a new owner / change in management / new
CEO or MD
As part of meeting CEO’s requirements for cost reduction
and improving business performance lead to focusing on
health and safety
The possibility of a new law on directors health and safety
responsibilities
The possibility of corporate manslaughter prosecutions
Response to requirements of investors, business clients or
insurers
Developed risk map for insurers to ensure that business
got insurance cover – and stay in business

To what extent do you agree that?
You would not have developed your arrangements without
the prospect of legal mandation of directors health and
safety responsibilities
You would not have developed your arrangements without
the increased risk of directors being prosecuted for
manslaughter / negligence etc.
Basically driven to make cost savings, and health and
safety was an area that was not providing return on the
investment made in it by the business, hence tackled as a
key issue.
You developed your board arrangements despite advice
from solicitors/consultants/advisors that this may increase
the risk of individual directors being held liable for health
and safety failures
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Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

Can you please elaborate on your answers above?
(a) Can you please say in your own words why was health and safety considered important
enough to deserve and require board level direction?
•

In order to meet regulations relating to the organisation and for Barbara as Director

•

Anchor Homes is a “people business” which needs to keep staff trained and informed on
health and safety issues in order for them to perform their jobs well

•

To ensure cost of health and safety is managed and is appropriate for the business benefits it
is bringing. They were prompted to act personally as the previous arrangements were not
giving the business value for money.

(b) Can you please say in your own words why it is important that boards manage health and
safety rather than delegating it to (say) health and safety managers?
•

It is an integral part of a Director’s responsibility

•

“It is a significant business cost, and therefore is a financial management task in its own
right. How can a manager cost the value for money if not involved/has no knowledge of the
area? So a board should know enough to challenge health and safety demands. I also had
to learn about the area as a director to be able to take control over it.”

•

Enables you to make sure that health and safety support the business and work within the
risks that are judged acceptable. But requires business to have clear understanding of what
risks are acceptable and what are not/are critical to business. Therefore
staff/managers/residents have to be involved in agreeing and understanding acceptable risks,
under guidance from Board member to set framework for discussions (as was done via the
safety review group).

5.1.3

Description of current arrangements

Directorial arrangements
Do you have a named director responsible for health and safety?

Yes

No

(a) What is the job title of the director responsible for health and safety?
Director Anchor Homes
(b) Why did the health and safety leadership role go to this post rather than (say) the Operations
Director or Finance Director?
The post was set up when Barbara came into the job, as she wanted to have direct control in her
role as “MD” of the business, rather than it being placed in a central support function out of her
control.
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Approximately what proportion of the named director’s time is devoted to health
and safety?

5%

This includes formal/designated time; reading, preparing Board report, working
on initiatives and informal/reacting to issues as they arise
Approximately what proportion of the board’s time is devoted to health and safety?

10%

This is the proportion of time spent by the Trustee Board and the Management
Board in their formal meetings

Summary of board level leadership and direction
(a) Can you please describe the way in which the board and the director for health and safety
provide leadership and direction on health and safety?
Barbara:
•

Agrees health and safety strategies, processes and standards

•

Ensures that appropriate health and safety monitoring is in place

•

Takes a personal interest in what is happening
o

Signs “safe home” certificates (awarded to mangers that run homes that meet
standards in audits) and sends personal notes to home managers congratulating
them. Award are linked to the manager, as leader of health and safety in home, so
lapse when manager changes – makes explicit the managers responsibility for
setting health and safety standards.

o

Monitors scores from home health and safety audits as “hard” measure of homes’
performance. E-mails home managers following good inspections, sends flowers if
get an excellent score, and will phone manager personally if they get a poor score.

o

Does home visits, which will include asking staff about specific aspects of health
and safety and following them up with the home manager.

o

Chaired initial meetings of review group, to ensure that she could set the direction
of the group and make her expectations clear.

(b) If you have a named director responsible for health and safety, can you please say in your
own words what the advantages and benefits are of having a named director rather than having
health and safety as a shared responsibility of the board as a whole?
Formal responsibility for health and safety in the business is given to the Head of Operations on
the Management Team. Her role is to direct health and safety in the business and advise
Barbara on health and safety performance, key trends and issues etc. She is the key expert in the
Management Team on health and safety and now directs the strategy and resources. While the
Head of Operations only has operational responsibility for homes in the north of England,
Barbara has business/England-wide responsibility for health and safety. This is mirrored for
other members of the Management Team, with each having a business wide responsibility in
addition to their regional operating responsibilities.
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Specific arrangements regarding HSC action points
Can you please summarise your board level arrangements for each of the following specific
points:
(a) Publicising the board’s role in health and safety
•

Not done externally.

•

Information is passed to home managers by electronic newsletter. Home managers will
brief staff when required.

•

Staff notice boards also used to communicate on health and safety issues and
responsibilities.

(b) Each member of the board recognising their personal responsibilities for health and safety
The Board of Trustees now has an induction programme which includes their health and safety
responsibilities, and how health and safety is managed in each part of the organisation.
Head of Operations has explicit responsibility for health and safety. For the rest of the
Management Team it is implicit; integrated in to their business activities and seen as set by the
culture of the organisation. This is stated in the “Rights and responsibilities” charter that are for
staff and for residents, stating that they, as well as management, have responsibility for their
health and safety.
There are performance bonuses for some home managers on achieving safe home awards (those
that do not already have one), and for middle management on their homes achieving better
health and safety standards. Management Team members’ targets are mainly financial and relate
to the business plan.
(c) Ensuring board decisions on procurement and contracting reinforce health and safety
intentions
Health and safety and other regulatory requirements are considered in decisions taken, e.g.
Trustees review maintenance contractors with respect to health and safety standards, cleaning
materials are reviewed with respect to COSHH food suppliers are checked for compliance with
food standards.
(d) Board engaging with the workforce on health and safety
This is the area that Barbara is currently seeking to address as it has been identified as a possible
area of weakness.
Previously there was an Anchor Trust staff association, but it was ineffective and was stopped.
Now each business does its own staff consultation.
Staff in Anchor Homes do not appear to want employee representation at a business level.
Employees tend to see the home they work in as “the business” with the manager as the boss,
rather than being part of a larger organisation. At the moment managers feedback staff issues
via their managers to the Management Team on an ad hoc basis.
Anchor Homes currently provides “Careline” in all homes, which is a confidential reporting
system for both staff and residents. This is not well used. This could mean that either staff are
generally content and do not have any issues to raise, or that they do not feel comfortable raising
them by either of the two available mechanisms. Unions are not formally recognised, except in
two homes where it is part of the contractual arrangement with the councils who fund some
residents. Here staff are represented by the GMB union. However, even here, Union
representatives tend to only raise pay related issues on an annual basis.
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To try and ensure that it is an absence of issues rather than employees and residents feeling
unable to raise health and safety issues with management, Barbara is setting up a staff council.
This will meet twice a year with the Head of Operations, and once a year with Barbara.
However it is proving difficult to find employees who wish to be members of the council.
This is seen as the start of a process to improve engagement with stakeholders, and to build a
relationship with them.
(e) Board level arrangements for reviewing health and safety performance, keeping health and
safety policy aligned with board priorities, being informed of health and safety failures,
ensuring health and safety management systems are in place and remain effective and are
monitored / reviewed.
The Director of Operations reviews internal and external health and safety information analyses
and identifies trends, which are reported to Barbara.
These are done via monitoring of home managers’ self-assessment manuals. These are fully
completed once a year, and a section is updated monthly, covering a specific area. Issues
identified from these manuals are addressed by sending out guidance to all home managers.
The Director of Operations and Barbara then develop action plans to respond to changes in
regulations, with advice from health and safety team.
Spot audits are carried out on specific issues.
5.1.4

Impact of board level direction

Perceived Benefits
In what way do you believe your board
level health and safety direction and
leadership has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

(a) Helped to reduce your corporate risk
Comments:

Increasing ownership and understanding of health and safety in the business.

(b) Reduced the disruption to your organisation
created by health and safety problems
Comments:

Are now clearer about what has to be done and why. Therefore, there is less uncertainty
and people are more confident that they know what they do and don’t have to do. This has
reduced nugatory work.

(c) Helped to improve business performance,
e.g. less absence, more sales
Comments:

Saved money by reducing costs of health and safety.
reputation with clients, ensuring the supply of residents for homes.
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We have maintained our

In what way do you believe your board
level health and safety direction and
leadership has:
(d) Helped
to
fulfil
corporate
responsibility aspirations

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

social

It has enabled the business to supply, as far as possible, a better quality of life for
residents, by giving them a greater degree of control over their activities and environment within
the homes.

Comments:

They have also improved the protection of employees by providing them with safe working
environments – health and safety spend is non-negotiable if it is needed. Managers, and Barbara,
are now in position to identify what is really needed due to their increased knowledge and
involvement.
(e) Helped
to
improve
corporate
communications and public relations
Improved communications to managers about health and safety requirements, and got
action from them by making them responsible for health and safety, rather than being the
responsibility of a separate department.

Comments:

(f) Improved relations with the HSE and
other external regulators
Management team now more confident about what they are doing and why, and there is
now better communications as a result.

Comments:

(g) Improved relations with investors,
insurers and other external financial
stakeholders
Comments:

Get insurance, unlike some competitors.

(h) Improved relations with the workforce
Comments:

No change with trade unions. Workforce is feeling listened to: Anchor Homes changed
its approach to training as part of the review process, following employee feedback.

(i) Helped in the response to HSE
improvement / prohibition notices and/or
prosecutions
Comments:

Now have a system to advise managers quickly.

(j) Led to health and safety improvements,
e.g. fewer injuries
Comments:

Unsure as figures currently held at home level.

Training initially led to an increase in reported incidents, as people learnt what they had to report.
Currently working on introducing an electronic accident reporting system for home managers which
will enable the production of summary accident information.
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Specific example(s) of benefits and data to demonstrate
(a) Can you please describe specific example(s) of how your board level health and safety
direction has benefited health and safety?
It has enabled ownership of health and safety responsibility to be moved from a support
function into the business.
(b) Can you please provide data, such as injury rates, that demonstrates the health and safety
benefits of board level direction?
Unsure as figures currently held at home level
Risks posed by board arrangements
(a) To what extent do you believe that your board level arrangements have effected the
possibility of individual directors being sued or prosecuted for a health and safety problem?
Please explain your answer.
It is believed that this possibility has been reduced, as business now has appropriate processes in
place for training, review and monitoring health and safety. Further improvements are being
sought by getting better employee participation and with improved data collection and
summation.
Overall, health and safety is seen as a strategic priority and is focussed on.
Increasing the levels of knowledge and understanding of health and safety responsibilities and
requirements has enabled people, and the organisation, manage health and safety better.
(b) To what extent do you believe that your board level direction of health and safety has
effected the risk posed to your organisation by health and safety failures? Please explain your
answer.
It is believed to have reduced it, by putting systems and documentation in place to show that
appropriate actions had been taken to manage risks, so our position is defendable.
(c) Has the board’s and/or your involvement in health and safety stopped you or the board from
properly managing other important aspects of the business, if so what and how?
No, the opposite. It has helped in managing costs and meeting performance standards.
The approach of moving responsibility from a support function into the main business
management is being explored by Anchor Homes for other functions, and other parts of Anchor
Trust are looking to copy how they use the health and safety team.
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Strongly
agree

To what extent do you agree that?

Agree

Unsure

Disagree

Strongly
disagree

The time and effort required of the board to
direct health and safety is justified by the
business benefits
The time and effort required of the board to
direct health and safety is reasonable
There is a wish to reduce the amount of time
devoted by the board to health and safety
Will want to increase the time spent when there is
good quality data to be looked at to investigate
and consider trends etc.

Your message to other directors
What would you say to directors and boards that do not provide leadership and direction on
occupational health and safety?
My message to directors and boards that do not direct health and safety is…“think seriously
about not only the governance issues, but also the business benefits in taking direct control and
interest in health and safety.”
Three most important things
Of all the things that your board has done to direct health and safety, please cite the 3 most
important:
1) Change of responsibility - from support function into business
2) Direct leadership – change fronted by Barbara visibly
3) Barbara seen to have made time for, therefore seen to be being taken seriously – clear
message to her managers.
Recommendations to other organisations
Would you recommend your board level health and safety arrangements to other organisations?
Yes, by putting health and safety as part of managers operational responsibilities rather than as a
support function, but need to ensure that managers have access to health and safety expertise to
support them, either from internal or external source.
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Further improvements and future plans
(a) If you could improve further your board level arrangements, what would you change and
why?
•

Improve the information flow to the Management Team, which is being tackled by
implementing data capture system which will allow health and safety statistics to be
summated for reporting purposes.

•

Develop an effective, formal, employee consultation process to ensure that are aware of
their perspective and values in order to get the best from them and reduce the risk of them
suing the company.

(b) What are your plans for the future development of your board level direction of health and
safety?
Barbara and the Board intend to continue working to improve and see how it works over a
longer time period, particularly as some changes are relatively new to the organisation in terms
of the culture. The organisation will continue to adapt if required, to changing external or
internal requirements, e.g. increasing organisational maturity with respect to health and safety,
changes in health and safety requirements.
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5.2

BBC

The BBC operates in the media business sector and has employees based in various locations
around the World. Its headquarters are in London. The BBC employs a total of 44,000 staff, of
which 15,000 are freelancers.
5.2.1

History of the development of board arrangements

(a) Can you please summarise the sequence of events and decisions over the past few years that
led you to create your current board level arrangements for health and safety?
There is an Executive Board which has managerial responsibility for the BBC, and a Board of
Governors which oversees their activities, but does not have managerial responsibilities.
The BBC has a long history of having a member of the Executive Board responsible for health
and safety as part of its commitment to providing a safe workplace for its staff; also as part of an
organisational aim to be the leader in its sector for good practice, as a public service. When
Stephen Dando joined, the responsibility was split between HR and Finance. Following a
review and major organisational change under the then new Director General, Greg Dyke,
Stephen as HR Director became solely responsible for occupational risk management within the
BBC. This included health and safety. The BBC was restructured along functional lines, from 6
directorates to 17 divisions. Health and safety support was provided by teams placed in each
directorate with a small corporate health and safety team.
Stephen initiated a review into how health and safety support should be provided to meet the
needs of this new structure. This resulted in the re-shaping of the support teams into a largely
centralised single team giving support throughout the organisation.
Over time it was found that greater integration was needed in management of risks affecting
BBC personnel, particularly as the working environment for many in the BBC was becoming
more risky due to changes in worldwide security; also that health and safety audit should be
more independent to meet industry best practice.
Therefore in 2002 Stephen got Executive agreement to appoint a Director of Occupational
Health, Safety and Security (OHSS) to lead an integrated risk management department and to
move health and safety audit to the corporate governance function. Funding was also agreed for
this expanded department.
Following HSE intervention in 2003, Stephen instigated another review of risk management
arrangements to ensure that the BBC was fully compliant. This review included consideration of
the role of the Executive and their required involvement in people–related risk management, as
Stephen was concerned that these issues were not receiving the necessary level of Board time
and audits had shown that the BBC could not demonstrate having a robust integrated risk
management system in place.
Following this review, presented to the Board by Stephen in autumn 2003, the Occupational
Health, Safety and Security department was re-designated the Occupational Risk Management
department, and its role was expanded to include fire and environment. An Executive sub-group
was created, the Executive Committee on Occupational Risk Compliance (ECORC), which
meets quarterly and includes two members of the Executive Board and four Directors of
Divisions (the secondary board level).
This committee and the Executive Board have now agreed to introduce a corporate occupational
risk management system, based on OHSAS 18001, to improve the consistency of risk
management within the BBC.
At the beginning of 2004 Stephen chose to change his title to Director BBC People to
emphasise his focus on providing an organisational environment and culture which ensure that
people are attracted to working for the BBC and feel proud of being part of the organisation.
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The BBC is now looking to move the safety culture on by getting it into the day to day business
practice by individuals rather than the “civil service” culture, where it was done by someone for
them. A key message being given is “if you create the risk you are responsible for managing
the risk”. The Occupational Risk Department is aiming to redefine their relationship with
managers so that they become “not conscience but coach”, i.e. there to support and advise but
not to tell them what to do – “about policy not policing”. The Occupational Risk Department
aims to operate “invisibly” in the organisation, integrating safety into the business processes to
proactively ensure safe, pleasant working environments, rather than having stand-alone health
and safety initiatives to respond to problems; e.g. meeting employee requests for flexible
working conditions rather than providing reactive occupational stress management.

When making the arrangements for health & safety, did you…
…seek consultancy advice?
An internal baseline review was carried out by consultants about 2 years
ago
…benchmark yourself against other organisations?
The BBC aims to lead the media sector in how it treats its staff. While
formal benchmarking is not carried out, accident rates are compared to
HSE statistics for the industry as a measure of differentiation.
…read HSC/E guidance?
…go through a process of “iteration” in the development of your
arrangements?
Is being constantly reviewed
…consult with safety representatives / the workforce?
There are safety representatives throughout the organisation who are in
daily consultation with the local management. There is a national joint
council for health and safety which meets the Unions formally (BECTU,
AMICUS, NUJ, Equity, Musicians Union). This meeting is chaired by the
Director for Occupational Risk Management. There are also corporate
health and safety meetings with management representatives. Stephen
Dando formally meets with the unions in the National Joint Consultation
committee, which is not specific to health and safety but can include it.
…consult a solicitor?
Took in-house advice
…read guidance on corporate governance?
…take guidance from previous experience of CEO/MD and/or other board
members?
Talk to those that are non-execs on other companies about their experience
and suggestions.
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Yes

No

Unsure

Did you create a new seat on the board to fulfil the role of health and safety Yes
Director?

No

Did you merge the responsibility with another directorial role, e.g. HR, Risk, Yes
Operations?

No

Responsibility has always been at Board level, but previously was dispersed
between different roles.

(b) Please describe in your own words, how you decided what your board health and safety
arrangements should be:
Baseline review and HSE reports demonstrated that the BBC did not respond coherently at the
corporate level on safety issues. Therefore changes were made to ensure consistency of advice
and action across the organisation.
Also motivated by a corporate aim to provide leadership across the sector, setting the standards
for how to treat employees and manage their safety. Also to ensure that staff were working as
safely as possible.
Strongly
agree

To what extent do you agree that?

Agree

Unsure

Disagree

Strongly
disagree

It was straightforward to decide how to
develop an effective set of board arrangements
It was relatively undemanding in deciding how
best to provide board level health and safety
direction.
It was easy to identify the need to have one
person leading on the Executive, but difficult
to identify who was the best person/role for the
responsibility.
We have had to improve our board level
arrangements due to initial problems with our
arrangements

(c) Can you please describe lessons learnt from during the development or operation of your
board level health and safety arrangements?
It is a process of ongoing iteration, partly to improve arrangements and partly to meet wider
organisational changes that have taken place.
Having identified that the executive was not spending sufficient time on people-related risk
issues, setting up the separate ECORC has ensured that executive attention is given to the
issues. The committee consists of 2 members of the Executive Board, 4 Directors of Divisions
who effectively are secondary board members, the Director of Occupational Risk Management
and the lead health and safety auditor, who also reports to the BBC Board of Governors. They
meet quarterly, a week before the Executive Board. Outcomes from the meeting are reported to
the Executive by Stephen.
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This committee has been very effective at raising the profile of safety issues throughout the
organisation as senior managers are seen to be involved. Communications publicising the
committee decisions will be sent down the organisation if felt to be appropriate on specific
issues, e.g. implementation of children’s protection law.
5.2.2

Reasons for developing or having board level direction

To what extent did you increase health
and safety direction because of the
following reasons?
The perception that health and safety is a significant
corporate risk, e.g. risk posed by a major incident,
prosecution, etc.
Reputation risk very important to BBC. Seek to actively
manage reputation risk as BBC is “easy target”. Also
financial risk of disruption to work/filming due to health
and safety issues
A perception that productivity could be improved by better
health and safety, e.g. reduction in absence and better staff
morale
The need to respond to one or more specific health and
safety regulations / the growing body of health and safety
regulation
The need to respond to growing demands for corporate
governance, e.g. Turnbull
Were already compliant with Turnbull
A wish to be socially responsible
Duty to wide range of stakeholders: employees, public and
industry as a whole. Are publishing first CSR report this
year.
No specific reason
Demands from a new owner / change in management / new
CEO or MD
The possibility of a new law on directors health and safety
responsibilities
The possibility of corporate manslaughter prosecutions
Response to requirements of investors, business clients or
insurers

To what extent do you agree that?
You would not have developed your arrangements without
the prospect of legal mandation of directors health and
safety responsibilities
You would not have developed your arrangements without
the increased risk of directors being prosecuted for
manslaughter / negligence etc.
You developed your board arrangements despite advice
from solicitors/consultants/advisors that this may increase
the risk of individual directors being held liable for health
and safety failures
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Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

Can you please elaborate on your answers above?
Managers are told about their personal liability as part of training in health and safety to raise
their awareness, but training focuses on the benefits of health and safety rather than the threat of
not doing it well.
It is felt that telling them gives the final “push” to ensuring they do act, and get the details right,
but is not their main motivator for acting.
(a) Can you please say in your own words why was health and safety considered important
enough to deserve and require board level direction?
This is part of BBC long term policy: focusing on employee health and wellbeing is a priority.
Business success depends on peoples’ performance, attracting talented creative people. The
BBC strives to provide an environment which attracts them and enables them to perform well.
(b) Can you please say in your own words why it is important that boards manage health and
safety rather than delegating it to (say) health and safety managers?
The BBC is very hierarchical as a formal organisation. Also, there are clear “pecking orders”
informally. It is very important for leaders in both the formal and informal hierarchies to be seen
to be involved and committed to the issues, as it sends a strong message as to what is expected
of others below them.
5.2.3

Description of current arrangements

Directorial arrangements
Do you have a named director responsible for health and safety?

Yes

No

(a) What is the job title of the director responsible for health and safety?
Director BBC People
(b) Why did the health and safety leadership role go to this post rather than (say) the Operations
Director or Finance Director?
Because the BBC is highly dependent on people’s performance for success, so people
management is a key business driver.
(c) Can you please summarise or provide a copy of their health and safety responsibilities or the
organisation’s safety manual that describes their role, or any other appropriate document?
BBC Occupational Risk Management Structure
Presentation slide below shows where responsibilities for occupation risk lie within the
organisation.
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Professional Support

Internal
Audit

Governors
Executive Board

EBORC

ORM
Support

Responsibilities

Management Line

Agree the BBC’s strategy and
monitor its performance

Set direction, review performance,
demonstrate commitment.

Approve strategy for compliance with
Occupational Risk legislation. Approve
Policy and standards. Set objectives
and monitor performance.

Corporate Heath, Safety
and Security Committee

Recommend Corporate policy, strategy,
objectives and action plan. Monitor, review
and report on performance. Co-ordinate
health & safety initiatives across the BBC.

Divisional Management

Implementation of corporate policy and
arrangements. Divisional strategy, objectives
and performance measurement.

The Business/Productions

Day to day management of risks in
accordance with BBC Policy and
arrangements.

Approximately what proportion of the named director’s time is devoted to health
and safety?

10%

Approximately what proportion of the board’s time is devoted to health and safety?

1%

Board meets twice a month. health and safety on the agenda monthly.
Executive members of ECORC

~2%

Summary of board level leadership and direction
(a) Can you please describe the way in which the board and the director for health and safety
provide leadership and direction on health and safety?
•

The Director General endorses statement of health and safety (See Appendix A of this case
study)

•

All health and safety policies are signed off by the Executive Board

•

Individuals on Executive Board are “champions” for specific people-risk issues and act as
the “face” for the issues to the organisation. This is done to increase the profile of the issues
in the organisation. (See Appendix B of this case study for topics and individual
responsibilities.)

(b) If you have a named director responsible for health and safety, can you please say in your
own words what the advantages and benefits are of having a named director rather than having
health and safety as a shared responsibility of the board as a whole?
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The named director becomes the focus for driving change at the Board, rather than having
diffuse responsibility. In Stephen’s case, he has kept people-risks firmly on the Board’s agenda
and in their minds. He actively pushes them to act.
He has also led on identifying a strategy for managing people-related risks, and ensured that it is
agreed by the Executive and implemented.
Specific arrangements regarding HSC action points
Can you please summarise your board level arrangements for each of the following specific
points:
(a) Publicising the board’s role in health and safety
•

Visible “champions” at Board level for specific people risk issues

•

Health and safety statement by the Director General

•

Board responsibilities and those of others in the organisation, shown in Occupational Risk
Department Briefings to managers through the BBC. (See Appendix C of this case study for
details.)

(b) Each member of the board recognising their personal responsibilities for health and safety
•

Currently, formal statements of individual board members’ responsibilities are captured
within the corporate and divisional policy and arrangements. There is further clarification
within the Committee and Board terms of reference

•

Stephen Dando is very active in “pushing” board members to act to manage risk issues.

(c) Ensuring board decisions on procurement and contracting reinforce health and safety
intentions
•

Policy and guidance for procurement and health and safety in contracts

•

Occupational Risk team involved in major business actions

•

Is written in as conditions for terms of trade for small procurements

•

Approved/pre-vetted contractors for safety-critical activities.

(d) Board engaging with the workforce on health and safety
•

There are formal meetings with Unions – one specific for health and safety – National Joint
Council for Health and Safety - chaired by Director Occupational Risk Management.
Another – the National Joint Council - chaired by Stephen for general issues

•

Publicity for people – risk issues via board champions, usually through written, video, and
public statements, e.g. Director of News’ catchphrase - “no story is worth a life”

•

Messages given by Directors on “away days” to their teams.

87

(e) Board level arrangements for reviewing health and safety performance, keeping health and
safety policy aligned with board priorities, being informed of health and safety failures,
ensuring health and safety management systems are in place and remain effective and are
monitored/reviewed
•

Stephen reviews and discusses quarterly health and safety statistics. These are discussed at
ECORC, and members request actions to be taken. Actions and requirements are reported
to the Executive by Stephen.

•

Agreement to move to corporate management system modelled on OHSAS 18001 to further
strengthen corporate management of health and safety.

5.2.4

Impact of board level direction

Perceived Benefits
In what way do you believe your board
level health and safety direction and
leadership has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

(a) Helped to reduce your corporate risk
Comments:

Managers in the BBC now focused on safety as they see that the Board is engaged.

Also part of the initial result of shifting the culture to make individuals responsible for health and safety
rather than a particular department.
(b) Reduced the disruption to your organisation
created by health and safety problems
Comments:

No change noticed to date.

(c) Helped to improve business performance,
e.g. less absence, more sales
Comments:

No identified impact to date, but BBC does not hold/analyse appropriate data to prove it either

way.
(d) Helped to fulfil corporate social
responsibility aspirations
Comments:

First CSR report being produced this year.

BBC provides input to the HSE4 with regard to regulation for risk for the media industry.
(e) Helped to improve corporate
communications and public relations
Comments:

Improved it to individual members of the public with concerns, but not for the organisation as a

whole.
Commitment to supporting industry groups – e.g. JIGS, and hosting industry safety conference

4

HSE – Broadcasting Joint Advisory Council or Broadcasting Industry Safety Group
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In what way do you believe your board
level health and safety direction and
leadership has:

Strongly
agree

Agree

Unsure

Disagree

Stron
gly
disagr
ee

(f) Improved relations with the HSE and other
external regulators
Comments:

Following an HSE report identifying areas that needed attention, inspectors spoke
directly with Stephen and the COO concerning actions that had to be taken. The response to the
HSE was then handled personally by Stephen. This appeared to give confidence to the HSE that
the BBC was taking its concerns seriously.

(g) Improved relations with external financial
stakeholders
Comments:

Audience is “key customer” for the organisation. Believe that relations/ reputation
would be damaged if public felt that programmes being made which put staff and members of the
public at risk.
The BBC aims to respond to all government targets to ensure it keeps the charter (funding
arrangements). Direct Board involvement in health and safety means it can respond quickly and
effectively to health and safety and other risk issues raised.

(h) Improved relations with trade unions and
the workforce
Comments:

Consultation arrangements designed to demonstrate how seriously the organisation and
Board take safety. There was a deliberate decision to not have Stephen chair the health and safety
National Joint Council, covering detailed health and safety issues, to ensure that if there was
something the Unions were not happy about, they would be able to progress it independently with
Stephen Dando.

i) Helped in the response to HSE
improvement / prohibition notices and/or
prosecutions
Comments:

Appeared to be seen positively by HSE that they dealt with Board members directly in
resolving a non-compliance issue.

(j) Led to health and safety improvements, e.g.
fewer injuries
Comments:

The BBC has few RIDDORs, so difficult to compare statistics over time. Also working
practices can change significantly from year to year (e.g. from studio to on-location filming),
making comparisons less meaningful.
There does appear to have been an improvement in the safety culture of the organisation, with
people paying more attention to risk management.

Specific example(s) of benefits and data to demonstrate
(a) Can you please describe specific example(s) of how your board level health and safety
direction has benefited health and safety?
•

Active reviewing of how best to manage people-related risks by Stephen led to the creation
of the Occupational Risk Department
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•

The creation of ECORC executive sub committee, dedicated to risk management, has
ensured that there is sufficient executive focus on the issues

•

There is now increased access by health and safety professionals to Board members and
senior managers as they know that it is an issue that is taken seriously by the Board.

(b) Can you please provide data, such as injury rates, that demonstrates the health and safety
benefits of board level direction?
The BBC does not currently hold or analyse the type of data that could demonstrate this. This is
something the organisation wants to move towards.
Risks posed by board arrangements
(a) To what extent do you believe that your board level arrangements have affected the
possibility of individual directors being sued or prosecuted for a health and safety problem?
Please explain your answer.
The probability has not changed. However, Board members' awareness of it has, particularly
following recent debate of the issue at ECORC meeting. Now they know that they are
potentially vulnerable.
(b) To what extent do you believe that your board level direction of health and safety has
affected the risk posed to your organisation by health and safety failures? Please explain your
answer.
The probability of a major failure has reduced, due to the approach of proactive management of
risks and events.
(c) Has the board’s and/or your involvement in health and safety stopped you or the board from
properly managing other important aspects of the business. If so what and how?
No, but health and safety decisions taken in the context of other issues that need addressing tend
to be judged on perceived costs of not taking actions, rather than cost–benefit analysis. The
Board will act when required.
Strongly
agree

To what extent do you agree that?
The time and effort required of the board to direct the
risk culture is justified by the business benefits (better
running of the organisation)
(for the BBC, ensuring the audience reach and share
compared to other broadcasters is maintained at or
above government target levels is their key “business”
performance indicator)
The time and effort required of the board to direct
health and safety is reasonable
Particularly following introduction of sub-committee
There is a wish to reduce the amount of time devoted
by the board to health and safety
May vary for individual board members depending on
their responsibilities and other time commitments
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Agree

Unsure

Disagree

Strongly
disagree

Your message to other directors
What would you say to directors and boards that do not provide leadership and direction on
occupational health and safety?
My message to directors and boards that do not direct health and safety is.......
“Society is now less accepting of involuntary risk, so to meet all our stakeholders’ expectations
and gain their trust, the BBC has to be seen to take health and safety seriously.”
Three most important things
Of all the things that your board has done to direct health and safety, please cite the 3 most
important:
1) Creation of board level champions
2) Establishing ECORC
3) Increased consistency in approach by fully integrating safety management into management
activities – now seen by employees and managers as a serious/long term BBC priority.
Recommendations to other organisations
Would you recommend your board level health and safety arrangements to other organisations?
Yes, in terms of having responsibility at board level, but who holds responsibility would depend
on the requirements of different organisations.
Further improvements and future plans
(a) If you could improve further your board level arrangements, what would you change and
why?
•

Get health and safety sufficiently back onto the Executive agenda so that it was not
necessary to have the ECORC.

•

Spread the “championing” among more members of the executive. At the moment, the
majority of issues are covered by two board members.

(b) What are your plans for the future development of your board level direction of health and
safety?
A new Director General has been appointed in the last 3 months. He has no immediate plans to
change the current arrangements, but the arrangements will change if there are significant wider
organisational changes following reviews that are currently taking place.
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5.2.5

Appendix A – Director General endorsed safety policy

Following the appointment of Mark Thompson as the new DG, the General Statement below is
currently being reviewed.

Health and Safety Policy
Message from Greg Dyke

I want the BBC to be a place where people aspire to work, and to be recognised as
an employer that cares for its people, provides a healthy environment and strives to create and
maintain good health and safety practice.
We have set out, and will follow, key principles which are designed to help achieve our aims and in recognition of best practice I personally will ensure that:
•

BBC Executive Committee (ExCo) recognises its collective role in providing health and
safety leadership throughout the organisation

•

Each Divisional Director/ Chief Executive understands and accepts their individual role
in providing health and safety leadership within their Division

•

ExCo decisions reflect the requirements of the attached Policy

•

ExCo is kept informed of, and alert to, health and safety risk management issues and
the overall performance of the BBC in this respect

•

We seek co-operation with our business partners, associates and contractors in
achieving our standards and expectations in health and safety.

I am committed to these principles and, with the support of the Executive Committee, look to all
Managers, including Producers, to create and sustain a climate where health and safety is given
equal billing alongside other demands editorial, creative or financial. Their efforts are essential
to developing a positive safety culture.
Health and safety is a matter for everyone and I expect each person to contribute to helping
achieve the aims and intent of this Policy. If you consider the health and safety of yourself or the
people with whom you are working to be in jeopardy, whether another member of the crew or
staff, an artist, a contractor, a member of the public, make sure that you take the action needed
to control the risk.
I seek the active participation of all staff - and their representatives - in continuing the drive for
improvement in our management of safety and health.
Greg Dyke
Director General
18th October 2001
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5.2.6

Appendix B – Executive “champions” for specific people related risk issues

Topic

EXBO Champion

Disability
Discrimination

Carolyn Fairbairn

Environment
Working Time
Child Protection

Jenny Abramsky
Stephen Dando
Stephen Dando

Division/
Functional Lead
British Broadcasting
Corporation (BBC)
People: Stephen
Dando
FPBA : John Smith
John Smith
Stephen Dando
Stephen Dando

Health and Safety
Fire Precautions
Food Safety Act
Road Traffic
including Driving
Asbestos

Stephen Dando
John Smith
John Smith
Stephen Dando

Stephen Dando
John Smith
John Smith
John Smith

John Smith

John Smith

Water
Electricity

John Smith
John Smith

John Smith
John Smith

Lifts
Noise pollution
Building discharges

John Smith
John Smith
John Smith

John Smith
John Smith
John Smith
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Divisions
affected
All

All
All
All – in particular
DEC
All
All
FPBA, N&R
All
All - in particular
FPBA, N&R
FPBA, N&R
All - in particular
FPBA, N&R
FPBA, N&R
FPBA, N&R, R&M
FPBA, N&R

5.3

Boulting Group Plc

Boulting Group plc is a company based in Warrington and employs 570 people in the
engineering construction sector. Its business activities are centred in the Multi-Discipline
Design and Installations Services.
5.3.1

History of the development of board arrangements

(a)
Can you please summarise the sequence of events and decisions over the past few years
that led you to create your current board level arrangements for health and safety?
The current Health and Safety Board arrangements have been in place for some 10 years – as it
was recognised at that time that a more visible and active approach to Health and Safety related
matters would have a positive impact upon the business.

When making the arrangements for health & safety, did
you…

Yes No Unsure

…seek consultancy advice?
…benchmark yourself against other organisations?
…read HSC/E guidance?
…go through a process of “iteration” in the development of your
arrangements?
…consult with safety representatives / the workforce?
…consult a solicitor?
…read guidance on corporate governance?
…take guidance from previous experience of CEO / MD and / or other
board members?

Did you create a new seat on the board to fulfil the role of health and safety Yes
Director?

No

Did you merge the responsibility with another directorial role, e.g. HR, Risk, Yes
Operations?

No

(b) Please describe in your own words, how you decided what your board health and safety
arrangements should be:
It was felt strongly that health and safety should fall under the remit of Operations. However, it
was also decided that health and safety is EVERYONE’S responsibility, as stipulated in the
health and safety policy.
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Strongly
agree

To what extent do you agree that?

Agree

Unsure

Disagree

Strongly
disagree

It was straightforward to decide how to
develop an effective set of board
arrangements
It was relatively undemanding in deciding
how best to provide board level health and
safety direction
We have had to improve our board level
arrangements due to initial problems with our
arrangements
(c)
Can you please describe lessons learnt from during the development or operation of
your board level health and safety arrangements?
It is felt that you have to be fully committed to health and safety at Board level; otherwise there
is no point in putting in place any arrangements. At Boulting they have this level of
commitment, hence they cannot say that they have learnt any lessons from the process. They
knew what they wanted to achieve and they set about putting systems in place to address this.
5.3.2

Reasons for developing or having board level direction

To what extent did you increase health
and safety direction because of the
following reasons?
The perception that health and safety is a significant
corporate risk, e.g. risk posed by a major incident,
prosecution, etc.
A perception that productivity could be improved by
better health and safety, e.g. reduction in absence and
better staff morale
The need to respond to one or more specific health
and safety regulations / the growing body of health
and safety regulation
The need to respond to growing demands for
corporate governance, e.g. Turnbull
A wish to be socially responsible
No specific reason
Demands from a new owner / change in management
/ new CEO or MD
The possibility of a new law on directors health and
safety responsibilities
The possibility
prosecutions

of

corporate

manslaughter

Response to requirements of investors, business
clients or insurers
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Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

Strongly
agree

To what extent do you agree that?

Agree

Unsure

Disagree

Strongly
disagree

You would not have developed your arrangements
without the prospect of legal mandation of directors
health and safety responsibilities
You would not have developed your arrangements
without the increased risk of directors being
prosecuted for manslaughter / negligence etc.
You developed your board arrangements despite
advice from solicitors/consultants/ advisors that this
may increase the risk of individual directors being
held liable for health and safety failures

Elaborating on the answers given above:
(a)
Can you please say in your own words why was health and safety considered important
enough to deserve and require board level direction?
In this organisation the Directors lead from the front and actively “direct” the business. It is
believed that by providing board level focus upon this critical operational activity – then they
are cascading a powerful message to all their employees – that the proactive management of our
Health and Safety is one of the primary critical success factors of our business
(b)
Can you please say in your own words why it is important that boards manage health
and safety rather than delegating it to (say) health and safety managers?
Board Level Directors are ultimately responsible for the Health, Safety and Welfare of all
Employees. This being the case – then it is believed that Board Level line management of this
system, in conjunction with a detailed involvement in both the strategic and day to day
management of Health and Safety, are a natural extension of the Operations Director’s duties.
It is also felt that their employees are more responsive to Health and Safety related matters –
armed with the knowledge that the Group annual safety targets, and ongoing safety
performance, etc., are discussed in detail – as the first Agenda item at the monthly Board
Meeting.
5.3.3

Description of current arrangements

Directorial arrangements
Do you have a named director responsible for health and safety?
(a)

Yes

No

What is the job title of the director responsible for health and safety?

Operations Director
(b)
Why did the health and safety leadership role go to this post rather than (say) the
Operations Director or Finance Director?
For this type of organisation it was assessed that the highest levels of risk associated with
Health and Safety activities lay within their site operations. As the Operations Director is
responsible for all site operations and activities, by placing the responsibility for leadership in
Health and Safety with him was considered to provide the Group with the best opportunity of
securing a seamless Health and Safety management and communication vehicle.
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(c)
Can you please summarise or provide a copy of their health and safety responsibilities
or the organisation’s safety manual that describes their role, or any other appropriate document?
As per Boulting’s “Line Managers Safety Duties and Responsibilities” Booklet.

Approximately what proportion of the named director’s time is devoted to health 15%
and safety?
Approximately what proportion of the board’s time is devoted to health and safety?

5%

Summary of board level leadership and direction
(a)
Can you please describe the way in which the board and the director for health and
safety provide leadership and direction on health and safety?
As part of the annual budget review the Board not only set commercial targets – they also set
the annual Health and Safety targets for the forthcoming year. As ongoing Health and Safety
performance is one of the primary internal key performance indicators, the Board take an active
role in the ongoing monitoring of safety performance. Health and Safety training monies are
also provided by the Board and these funds are directed towards those areas of training – which
best meet with the requirements of the ongoing business strategy and any changes to
statutory/technical legislation, etc.
(b)
If you have a named director responsible for health and safety, can you please say in
your own words what the advantages and benefits are of having a named director rather than
having health and safety as a shared responsibility of the board as a whole?
Health and Safety must have one ultimate line management focal point. The benefits we have
gained include the following:
•

Having a named Director responsible for Health and Safety has provided an opportunity of
“team building”. The Safety Department act and think as a team and there is a high level of
“sharing of learning experiences” – which might not otherwise be maximised as part of a
wider shared responsibility.

•

Intimate knowledge of the Safety Advisors – gained through day to day contact and
management – means that there is an increased awareness of their individual strengths and
weaknesses. The establishment of this close working relationship and a management style
has provided added opportunities of best matching the competencies of the individual
Health and Safety Advisor with the most suitable operational sites.

•

The exercises of target setting, safety monitoring/auditing, problem solving, etc., can be
more easily managed and communicated by a single focal point – rather than “by
committee” which shared responsibilities can often bring about.

Specific arrangements regarding HSC action points
(a)

Publicising the board’s role in health and safety

There are a number of ways in which the Board’s role in Health and Safety is publicised:
•

The Board Meeting cascade sheet, which is produced and communicated to all employees
after every Board Meeting, contains as the first topic “Health and Safety matters”

•

The Board and Directors roles within the Health and Safety Management System are
defined within the Line Managers Duties and Responsibilities Booklet
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•

Members of the Board – both Executive and Non-Executive – undertake their own
unannounced Directors/Managers Site Safety Audits which also underpins a commitment to
Health and Safety.

(b)
Each member of the board recognising their personal responsibilities for health and
safety
To reaffirm all members of the Boards understanding of their personal responsibilities and
obligations in relation to Health and Safety the company’s external Safety Consultancy
advisors, SRM Limited, provide a one-day formal internal course on “Directors Duties and
Responsibilities”.
This seminar was provided 3 years ago with the intention to provide a “refresher” course at the
back end of 2004. This will not only reaffirm duties and responsibilities but will also provide
an update on all statutory/legislative changes (which affect Directors) since the last course was
conducted.
All Board Members sign acceptance of and adherence to the Boulting Group Annual Health and
Safety Plan – Division by Division.
(c)
Ensuring board decisions on procurement and contracting reinforce health and safety
intentions
All suppliers and subcontractors are vetted through a supplier pre-qualification system, which is
considered to be fairly stringent. One of the primary sections of this internal pre-qualification
system is related to Health and Safety – and only the Safety Advisors or the Line Director
responsible for Health and Safety are empowered to sign off the Health and Safety section of the
pre-qualification document.
Suppliers and subcontractors cannot be utilised until ALL sections of the pre-qualification
document have been approved by the relevant department head.
(d)

Board engaging with the workforce on health and safety

A Company Safety Committee was established and nominees from all Divisions within the
company are invited.
This Committee convenes on a six-monthly basis and
comments/actions/learning points are requested from all operating divisions. The committee
members or “Safety Champions” have been widely publicised as the focal point for any/all
Health, Safety and Welfare related matters whom any employee can approach.
The Safety Committee Meeting is chaired by the Operations Director, who acts as the catalyst
for Health, Safety and Welfare Communications between the workforce (via representatives)
and the Board.
The “Investors in People” one-to-one performance reviews are also used as a means of enabling
two-way Health and Safety communications.
Finally, Board Directors also engage with the workforce formally on Health and Safety issues
via their individual site audits and informally via Engineering/Progress visits, etc.
(e)
Board level arrangements for reviewing health and safety performance, keeping health
and safety policy aligned with board priorities, being informed of health and safety failures,
ensuring health and safety management systems are in place and remain effective and are
monitored / review
At each monthly Board Meeting the Safety Advisors provide a “Safety Advisors Overview”
which contains the accident statistics to date versus the annual safety targets, accident trends,
sites audited, audit results, etc.
All Health and Safety major failures, such as Lost Time Accidents, are discussed at the Board
Meeting and the measures put in place to prevent a re-occurrence are requested to be explained.
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Any of the site audits highlight a low-scoring performance the Chairman will request to see a
copy of the audit to assess the reasons behind the poor performance and the measures put in
place to effect an improvement.
All site audits undertaken by fellow Directors, Senior Managers and Safety Advisors are
monitored in detail on a regular basis by the Operations Director for content and trend analysis.
5.3.4

Impact of board level direction

Perceived Benefits
In what way do you believe your board
level health and safety direction and
leadership has:
(a) Helped to reduce your corporate risk
(b) Reduced the disruption to your
organisation created by health and safety
problems
(c) Helped to improve business performance,
e.g. less absence, more sales
(d) Helped to fulfil
responsibility aspirations

corporate

social

(e)
Helped
to
improve
corporate
communications and public relations
(f) Improved relations with the HSE and other
external regulators
(g) Improved relations with investors, insurers
and other external financial stakeholders
(h) Improved relations with trade unions and
the workforce
(i) Helped in the response to HSE
improvement / prohibition notices and/or
prosecutions
(j) Led to health and safety improvements, e.g.
fewer injuries
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Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

Specific example(s) of benefits and data to demonstrate
(a)
Can you please describe specific example(s) of how your board level health and safety
direction has benefited health and safety?
Ensuring, within the confines of the Board Room, that colleagues are proactive in discharging
their own areas of responsibility within the Health and Safety management system. Terry has
attempted to establish a “Disciple Culture” whereby safety themes and communications are
effectively communicated throughout the internal staff population by colleagues in the Board
Room.
(b)
Can you please provide data, such as injury rates, that demonstrates the health and
safety benefits of board level direction?

Table 7: RIDDOR Frequency Rate for the Previous Six Years
Rate
No
of No
of
per
No
of
Year
Man
RIDDOR
100,000
Employees
Hours
Injuries
Hours

Rate per Rate per Rate per
1,000,000 100
1000
Hours
Employees Employees

1998

337

747342

0

0

0

0

0

1999

395

934410

4

0.43

4.28

1.01

10.12

2000

451

1023848

0

0

0

0

0

2001

548

1193197

9

0.75

7.54

1.64

16.42

2002

467

976583

6

0.61

6.14

1.28

12.84

2003

541

1159731

4

0.34

3.4

0.73

7.39

Table 8: All Injury Frequency Rate for the Previous Six Years
Rate
No
of
No
of
No
of per
Year
Man
Employees
Accidents 100,000
Hours
Hours

Rate per Rate per Rate per
1,000,000 100
1000
Hours
Employees Employees

1998

337

747342

18

2.4

24.08

5.34

53.41

1999

395

935410

21

2.24

22.47

5.31

53.16

2000

451

1023848

23

2.25

22.46

5.09

50.99

2001

548

1193197

16

1.34

13.4

1.64

16.4

2002

467

976583

16

1.64

16.7

3.4

34.2

2003

541

1159731

12

1.03

10.3

2.21

22.18
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Health and Safety Awards won by Boulting
•

RoSPA President’s Award for Occupational Safety:
2004

•

RoSPA Construction Industry Sector Commendation:
2003

•

RoSPA Gold Medal Winners:
1999 - 2000 - 2001 – 2002

•

RoSPA Gold Award Winners:
1993 - 1995 - 1996 - 1997 – 1998

•

British Safety Council Safety Awards:
1996 - 1997 - 1998 - 1999 - 2000 – 2001

•

ECIA Safe Working Awards:
1996 - 1997 - 1998 - 1999 - 2000 - 2001 - 2002 – 2003

Boulting have also received many client accolades in response to the proactive and diligent
manner in which our people discharge their Health and Safety duties and responsibilities.
Risks posed by board arrangements
(a)
To what extent do you believe that your board level arrangements have effected the
possibility of individual directors being sued or prosecuted for a health and safety problem?
Please explain your answer.
The arrangements that have put in place have not been established to protect the Board – they
have been put in place to protect those working in the organisation!
The system is considered to be robust and demonstrates a top/bottom – bottom/top approach to
Health and Safety. It can be demonstrated that money, training, time and resource have been set
aside to actively manage and monitor the Health, Safety and Welfare of all Boulting Employees
– including the duty of care to others who may be affected by the operations. In this regard the
system affords a high level of safeguarding from the possibility of individual Directors being
sued or prosecuted in connection with a serious breach of Health and Safety Regulations –
provided that they have individually fully complied with the requirements of the Health and
Safety Management System.
(b)
To what extent do you believe that your board level direction of health and safety has
effected the risk posed to your organisation by health and safety failures? Please explain your
answer.
Terry’s profile within the management of Boulting’s Health and Safety system is high. To
indicate that he does not take on his duties and responsibilities lightly, he does it by undertaking
a “name” fulfilling role.
He also displays a high level of knowledge and involvement both within Boulting and
externally within the Client Base.
He has aimed to provide Senior Managers, Engineers and Supervisors with a Health and Safety
Management System which is clear, concise and above all else – relative to the industry and the
hazards to which they are exposed on a continuing basis.
“It’s easy to become complacent and Health and Safety isn’t regarded as the most absorbing
topic available. People in the construction industry generally operate upon a “Seen it all before”
basis – until something hard (extremely hard in some cases) occurs which reawakens their
senses.”
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At Boulting they like to think they know their risks well (as many have worked their way up
through the tools) and therefore take the appropriate steps commensurate with the risk – most of
it is common sense. Their view is that provided you have assessed the risk – then you need to
communicate, communicate, communicate, and it’s basically down to a plan, do, review
process.
(c)
Has the board’s and/or your involvement in health and safety stopped you or the board
from properly managing other important aspects of the business, if so what and how?
Absolutely not! The establishment and continual nurturing of an innovative and proactive
safety culture within the business has actually won Boulting business ahead of the competition.
The visible promotion and championing of Health and Safety is understood to be a powerful
attraction to potential Clients.
The Line Management of Health and Safety dovetails perfectly into Terry’s primary duties and
responsibilities of ensuring that all operations undertaken within the Boulting Group are carried
out to time, within budget, providing a quality product, SAFELY.
Strongly
agree

To what extent do you agree that?

Agree

Unsure

Disagree

Strongly
disagree

The time and effort required of the board to direct
health and safety is justified by the business
benefits
The time and effort required of the board to direct
health and safety is reasonable
There is a wish to reduce the amount of time
devoted by the board to health and safety

Your message to other directors
What would you say to directors and boards that do not provide leadership and direction on
occupational health and safety?
My message to directors and boards that do not direct health and safety is...
“the devil’s in the detail!”
Three most important things
Of all the things that your board has done to direct health and safety, please cite the 3 most
important:
1)
To provide a safe working environment for all of our employees and provide them with
the knowledge to be able to make informed decisions.
2)

To listen to the people most at risk and took cognisance of their recommendations.

3)

To provide the time, money, effort and expertise.
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Recommendations to other organisations
Would you recommend your board level health and safety arrangements to other organisations?
Yes, it would be recommended. It’s all well and good until there’s a problem and would you
really want to cut corners! It’s a hard slog, but the result at the end of each safe working day is
worth it!
Further improvements and future plans
(a) If you could improve further your board level arrangements, what would you change and
why?
We don’t believe that we can improve upon our current arrangements.
(b) What are your plans for the future development of your board level direction of health and
safety?
To ensure continued improvements.
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5.4
5.4.1

BP
History of the development of board arrangements

(a) Please describe the organisational context of this case study: who is being considered “the
Director”, and “the Board”, and how they fit in the overall organisational structure
Greg Colman and his relationship to the Board
Greg Colman, the Group Vice President (GVP) Health, Safety, Security and Environment
(HSSE), is responsible for setting policies and plans for HSSE. He has a team of 70 working
centrally acting as a resource across BP’s businesses or “segments”, and about 2,000 HSSE
specialists that work “embedded” within the business segments across the world. The embedded
HSSE staff report to the business line management.
Greg reports to Iain Conn who is a member of the Group Chief Executive Meeting (GCEM) –
effectively the management team for BP. The GCEM report to the Board via the Chief
Executive, Lord Browne.
The Board has two sub-committees, which act to assure the Board that BP is operating as
reported to the Board by the GCEM. The audit committee addresses financial issues. The other,
the Ethics and Environmental Assurance Committee (EEAC), covers non-financial issues and
includes monitoring of HSSE activities. Formally its role is to “monitor the observance of the
executive limitations relating to non-financial risks to the group” Greg reports annually to this
committee and his report is then “double checked” via committee members seeking information
from other sources within the organisation, such as audit reports and site visits.
(b) How have the current arrangements developed over time, in particular the last few years?
Over the last seven years BP has greatly changed, in terms of the number and geographic
location of its employees as the company has merged or taken over several others. Now, while
its senior managers and Board are largely British, only about 10% of employees are. This,
combined with the impact of changes in legislation in the USA and UK (Sarbanes Oxley,
Turnbull) on corporate governance has led to an increased focus on making responsibilities and
expectations explicit and visible at all levels of the organisation.
The role of the Board and its relationship to senior managers has been made more explicit.
Senior management roles and responsibilities have also been explicitly defined and stated as
part of a management framework document. The BP “culture” has also been made explicit, to
try and develop a common understanding throughout the organisation of the values, and
resulting behaviours, that are expected of all employees. This is to address the differences in
cultures of organisations that have been subsumed into BP over time.
“Centralised direction and decentralised implementation”
BP operates by setting explicit strategic frameworks from the organisation’s centre – its
objectives, values and acceptable business behaviours – to ensure a common understanding of
the “culture” throughout the organisation worldwide. Greg operates in this area and works to
develop and implement a longer term - five year - HSSE management system framework which
is to be used throughout the various businesses and countries that BP works in. This framework
is then adapted for use “locally” - to meet specific business segment and regional needs.
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Control is exercised through the group frameworks – setting the expectations – and with annual
performance contracts which are placed on managers at different levels in the organisation.
These are used to drive improvements in performance in specified areas. Because business
segments operate across the world, there is also a regional system of management oversight.
Regional managers act to ensure that businesses operating in their area meet both BP framework
requirements and regional requirements that may operate. In this way best practice across
regions can be developed and implemented, and standardised in an area where appropriate. It
also provides another “control” and method of checking that BP’s expected behaviours and
practices are being used in all areas.
Greg and his central team work with the business segments and regions to understand their risks
and issues, and to ensure they are included in policy development. They also act to assist short
term (1-2 years) operational HSSE plans to be implemented appropriately within the businesses.
Annual and long-term H&S plans and frameworks are agreed by the GCEM before being
implemented within the organisation. The heads of the business “segments” sit on the GCEM
and implementation of HSSE framework and plans form part of their performance contracts. So
getting GCEM agreement also ensures the top management of the business segments are
personally aware of the requirements and committed to their implementation.
(c) Why has responsibility for H&S been given to this post rather than, say, the Operations
Director or Finance Director?
Greg is responsible for ensuring that HSSE standards are developed, and improve H&S
performance in BP over time. Operational responsibility for H&S is held within the line
management chain. The heads of the business segments are members of the GCEM and are
held accountable for their on-going implementation and management of H&S systems and
practices in their areas of responsibility.
Management of H&S is done at this senior level as “excellent” H&S is a priority for BP and
therefore it is managed directly by the top managers in the company.
(d) What is the organisational structure for the implementation and monitoring of H&S?
Greg is responsible for producing the strategic management system framework for HSSE for
businesses to use in developing their systems for managing and monitoring HSSE risks.
Businesses are made responsible, via performance contracts, for implementing appropriate plans
and actions for managing and monitoring their HSSE risks, which are compliant with the HSSE
management system framework. Managers report HSSE implementation and performance
through their business management chain to the GCEM. This reported performance is also
monitored in various ways by Greg and his team, the regional managers, and the EEAC.
(e) Which of your employees would know who has the ultimate responsibility for H&S? How
would they know this?
Within the BP framework of mandated behaviours, individuals are held responsible for
managing their health and safety.
(f) Who would employees consider to be responsible for implementing H&S in the
organisation?
The company states, in its polices and procedures, that it expects individuals to be responsible
for managing their own health and safety issues. So, first as individuals, then their local
management chain (site managers and safety specialists) with its site and business segment
guidance, then to the central guidance issued by the Greg’s HSSE team.
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(g) Any other comments on how you decided the correct board arrangements for H&S:
A key driver was the increasing requirement, worldwide, for explicit statements of H&S
policies and management processes. So the group framework is being developed to address this
need.
(h) Can you please describe lessons learnt from during the development or operation of your
board level H&S arrangements?
Lessons learnt include:
•

The need for clear, consistent communications throughout the business segments,
supported by messages from the centre.

•

Communications need to be continuous, over time – don’t “drop topics”.

•

Need to take the best practices from across the developing company (i.e. from
organisations that were subsumed into BP over time), not to assume that existing way is
the best – organisational learning and benefits from mergers.

5.4.2

Reasons for developing or having board level direction

To what extent did you increase H&S
direction because of the following
reasons?
The perception that H&S is a significant corporate risk,
e.g. risk posed by a major incident, prosecution, etc.
A perception that productivity could be improved by
better, e.g. reduction in absence and better staff morale
The need to respond to one or more specific H&S
regulations / the growing body of H&S regulation
The need to respond to growing demands for corporate
governance, e.g. Turnbull
A wish to be socially responsible
Demands from a new owner / change in management / new
CEO or MD
BP merging and taking over other companies
The possibility of a new law on directors H&S
responsibilities
The possibility of corporate manslaughter prosecutions
Response to requirements of investors, business clients or
insurers
Any other reasons:
Is a corporate value for BP
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Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

To what extent do you agree that?
You would not have developed your arrangements without the prospect
of legal mandation of directors H&S responsibilities
You would not have developed your arrangements without the
increased risk of directors being prosecuted for manslaughter /
negligence etc.
You developed your board arrangements despite advice from
solicitors/consultants/advisors that this may increase the risk of
individual directors being held liable for H&S failures

Can you please elaborate on your answers above?
(a) Can you please say in your own words why was H&S considered important enough to
deserve and require board level direction?
Protecting employees is a key BP value.
(b) Can you please say in your own words why it is important that boards manage H&S rather
than delegating it to (say) H&S managers?
“BP recognises that effective HSSE compliance processes are a fundamental requirement of
doing business and that being in compliance with HSSE legal requirements safeguards BP, its
employees, customers, neighbours and stakeholders.”
In addition to the key business drivers – improved performance, reduced disruption/losses, risk
to reputation - BP mandates safety leadership behaviours, and therefore expects its senior
managers to be seen to take safety seriously, thereby setting examples through their behaviour.
BP has found a link between an employee feeling empowered and being safe. This has also been
found by Exxon. Therefore it is important to make people feel they can act to ensure they are
safe, and management example showing the importance they attach to improving safety is seen
as part of this.
5.4.3

Description of current arrangements

Directorial arrangements
Approximately what proportion of the named director’s time is devoted to H&S?

20 %

Approximately what proportion of the GCEM’s time is devoted to H&S?

15 %

Summary of board level leadership and direction
(a) Can you please describe the way in which the board and the director for H&S provide
leadership and direction on H&S?
The Board set the overall goals for BP to achieve, and delegate responsibility for the day-to-day
management required to achieve them to the Group Chief Executive. He in turn delegates
authority for certain activities to individuals who are held accountable for business delivery
through their performance contracts.
Greg has the responsibility of creating the strategic HSSE framework for BP, which has to fulfil
BP’s stated cultural values and aims.
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(b) If you have a named director responsible for H&S, can you please say in your own words
what the advantages and benefits are of having a named director rather than having H&S as a
shared responsibility of the board as a whole?
Greg has named responsibility for the development and maintenance of strategic framework for
HSSE, and monitoring how it is used in the businesses, but management responsibility for
HSSE management within the organisation is held by businesses’ line managers from the
GCEM down.
This ensures that the businesses have direct accountability for operational implementation of
HSSE policy.
Specific arrangements regarding HSC action points
Can you please summarise your board level arrangements for each of the following specific
points:
(a) Publicising the board’s role in H&S
Greg publicises his role by:
•

Appearing in HSSE videos

•

Being involved in external safety bodies for the industry

•

Carrying out site visits

•

Speaking at “townhalls” to staff – either in person or via video links

The Group Chief Executive and heads of Business segments “front” BP HSSE policy
documents.
(b) Each member of the board recognising their personal responsibilities for H&S
Members of the GCEG and other senior managers are held to account for HSSE via:
•

their personal performance contracts

•

BP’s statement of code of conduct and group values

•

Management framework, stating senior managers’ responsibilities

(c) Ensuring board decisions on procurement and contracting reinforce H&S intentions
•

HSSE considerations are mandatory for any new or changed process/equipment in the
company

•

The HSSE management system framework provides processes and best practice
guidance for doing HSSE assessments

(d) Board engaging with the workforce on H&S
•

Greg carries out site visits, holds “townhalls”, does informal safety checks, deals with emails and calls from employees on safety issues if they contact him directly

(e) Board level arrangements for reviewing H&S performance, keeping H&S policy aligned
with board priorities, being informed of H&S failures, ensuring H&S management systems are
in place and remain effective and are monitored / review

108

The EEAC validate Greg’s annual report to them and assure the Board that BP’s HSSE’s
performance is as reported.
The GCEM receive reports from each of the business segment’s chief executives as to the HSSE
performance and compliance in their business.
Greg and his team work with the businesses to ensure that they are following the HSSE
management system framework and its associated control processes and best practice guidance.
The regional managers also check on HSSE performance as part of their role, to provide another
source of assurance to the organisation that there is full compliance with HSSE requirements.
5.4.4

Impact of board level direction

Perceived Benefits
In what way do you believe Greg
Colman’s H&S direction and leadership
has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

(a) Helped to reduce your corporate risk
Comments:

It has increased consistency and reduced risk

(b) Reduced
the
disruption
to
your
organisation created by H&S problems
Comments:

Group standards and code of conduct have increased clarity. The importance of safety
within BP has been increased as expected behaviours related to safety are explicitly stated in the
code of conduct.

(c) Helped to improve business performance,
e.g. less absence, more sales
Comments:

This is linked to improved site morale

(d) Helped to fulfil corporate
responsibility aspirations

social

(e) Helped
to
improve
corporate
communications and public relations
(f) Improved relations with the HSE and other
external regulators
Comments:

As BP seen to be serious about safety

(g) Improved relations with investors, insurers
and other external financial stakeholders
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In what way do you believe Greg
Colman’s H&S direction and leadership
has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

(h) Improved relations with trade unions and
the workforce
Comments:

BP, represented by Greg and his team, attend the UK safety representative forum – to
present BP’s approach to safety. The forum consists of Union and employee representatives.
Consultation arrangements vary by country and site.

(i) Helped in the response to HSE
improvement / prohibition notices and/or
prosecutions
(j) Led to H&S improvements, e.g. fewer
injuries

Specific example(s) of benefits and data to demonstrate
(a) Can you please describe specific example(s) of how your board level H&S direction has
benefited H&S?
•

Introduction of a driving standard to reduce fatalities for BP staff and contractors

•

“Golden rules” of safety – an ongoing communications campaign to raise safety
awareness generally

•

Improved health reporting – now splitting illness from injuries in statistics to improve
understanding of issues

•

Moving mandated organisational performance targets to more detailed/frequent injuries
– from fatalities to reportable injuries

•

Introduction of a 5 year HSSE plan

•

Development and introduction of a formal compliance programme, and competency and
training frameworks

(b) Can you please provide data that demonstrates the H&S benefits of board level direction?
The “BP total workforce” figures used in these graphs cover employees and contractors.
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Safety performance is generally improving consistently over time. More detailed reports of this
data (e.g. breakdown between contractors and employees, different business segments) are
available on the BP website. (http://production.investis.com/bp2/ia/safety03/)
In a 2004 “People Assurance Survey” 88% of employees responded “favourable” to the
question “ How would you rate BP’s concern for the health and safety if employees”. (10%
were neutral and 3 % were unfavourable.)
Risks posed by board arrangements
(a) To what extent do you believe that your board level arrangements have affected the
possibility of individual directors being sued or prosecuted for a health and safety problem?
Please explain your answer.
Risk has been reduced due to the clarity of approaches that are now being taken – showing clear
intent and direct action to get HSSE right.
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(b) To what extent do you believe that your board level direction of H&S has affected the risk
posed to your organisation by health and safety failures? Please explain your answer.
As above.
(c) Has the board’s and/or your involvement in H&S stopped you or the board from properly
managing other important aspects of the business, if so what and how?
No – it helps to enhance it as it acts as a communications platform that can also be used to put
across other ideas.
Strongly
agree

To what extent do you agree that?

Agree

Unsure

Disagree

Strongly
disagree

The time and effort required of the board to
direct H&S is justified by the business benefits
The time and effort required of the board to
direct H&S is reasonable
There is a wish to reduce the amount of time
devoted by the board to H&S

Your message to other directors
What would you say to directors and boards that do not provide leadership and direction on
occupational health and safety?
My message to directors and boards that do not direct H&S is.......
“Leading by example is the most critical thing you can do – what you are seen to do with you
time, your body language. If you don’t talk about health and safety, they won’t.”
Three most important things
Of all the things that your board has done to direct H&S, please cite the 3 most important:
1) Put in place structures to manage and generate HSSE improvements: 5 year plan, formal
compliance programme, competency and training frameworks…
2) Development of “golden rules” for safety – setting common standards and consistent
communication over time of expectations
3) Improving reporting – moving targets from fatalities to reportable injuries, splitting illness
and injuries, raising reporting levels through increased awareness.
Ensures easier
auditing/monitoring to better understand organisational performance.
Recommendations to other organisations
Would you recommend your board level H&S arrangements to other organisations?
No, it suits BP as a multi-national and as having an “entrepreneurial” culture. Need to win
“hearts and minds” in BP to ensure get HSSE practices and behaviours embedded in the
organisation, can’t just impose through regulation.
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Further improvements and future plans
(a) If you could improve further your board level arrangements, what would you change and
why?
No change at board level. Key improvement driver now would be to increase the commitment
and leadership abilities of HSSE specialists in the businesses, to further increase safety’s profile
in the company.
(b) What are your plans for the future development of your board level direction of H&S?
Continue with process of rolling out and assisting in the implementation of new standards, aim
to “coach” the organisation to improve.
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5.5

Brymor Contractors Ltd

Brymor Contractors Ltd carries out new build and refurbishment construction work in the UK.
The company is based in Portsmouth, Hampshire and employs 135 staff.
5.5.1

History of the development of board arrangements

(a) Please describe the organisational context of this case study: who is being considered “the
Director”, and “the Board, and how they fit in the overall organisational structure.
Brymor is owned by Steven Morton. He has grown the company significantly since 1991
(turnover in 1991 approached £2 million; this has grown to over £30 million in 2005). As a
result of the growth and expansion to the business from painting contracts to include
construction, Steven recognised the need to have someone take charge of health and safety.
Brymor’s clients include Legoland and other key organisations where health and safety is
paramount to their reputation. At this time, there was no-one within Brymor who had the
required knowledge to lead this. As a result, Steven appointed Victor Collins in 1993 as a
response to this need.
Victor joined Brymor in 1993 as Contracts Manager with safety responsibility. At the time of
joining, the only safety procedure / document was the health and safety policy. Prior to this, noone in the company had direct responsibility for health and safety. Victor had previously chaired
H+S committees in a government department, hence had some formal knowledge of health and
safety issues alongside strong operational experience. The combination of the two allows for
Victor to take a pragmatic approach to health and safety within Brymor.
As a result, Victor developed policies and procedures as the company grew, including rewriting
the health and safety policy. He enrolled on a NEBOSH course, and a method statements / risk
assessment course. He was appointed to Director of Safety in 1999 because of the
acknowledgement that health and safety needed to be led from the top (a board level position).
Vic works closely with the Operations Director, but has frequent conversations regarding health
and safety with Steven Morton (MD). He is empowered to implement healthy and safety
procedures without budget constraints.
(b) How have the current arrangements developed over time, in particular the last few years
As the company grew and its operating expanded it was recognised by the MD that the role of
the health and safety advisor should elevate to health & safety Director. This in part was to
manage the risk posed by not attending to health & safety in a pro-active manner. A new health
& safety advisor was appointed 2 years ago. The health & safety director assumes full control
of all matters relating to health & safety within Brymor.
(c) Why has responsibility for H&S been given to this post rather than, say, the Operations
Director or Finance Director?
Victor has had extensive hands on experience in the construction industry alongside and an
active interest in health & safety, as such he is best placed to fulfil this role. All the Directors
work closely with each other.
(d) What is the organisational structure for the implementation and monitoring of H&S?
In the health & safety policy, all roles and responsibilities are detailed. This is given to all
employees. It is also displayed on notice boards across all sites.
(e) Which of your employees would know who has the ultimate responsibility for H&S? How
would they know this?
Responsibility for health & safety is extended from MD level to foreman level. Some site
operatives might know, however they are more likely to associate health & safety with the site
foreman/ site manager as these people have daily contact with site operatives.
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Employees would know this because Victor is involved in staff health and safety inductions for
all employees, hence they meet him within the first two days of joining Brymor.
(f) Who would employees consider to be responsible for implementing H&S in the organisation.
Site managers would be the first point of reference because of the daily contact they have across
multiple sites. However, all employees are aware that Victor takes strategic responsibility for
health and safety

When making the arrangements for health & safety, did you…

Yes

No

Unsure

…seek consultancy advice?
…benchmark yourself against other organisations? We compared ourselves
against other organisations within the construction sector.
…read HSC/E guidance?
…go through a process of “iteration” in the development of your
arrangements?
…consult with safety representatives / the workforce?
…consult a solicitor?
…read guidance on corporate governance?
…take guidance from previous experience of CEO / MD and / or other
board members?

Yes

No

Did you merge the responsibility with another directorial role, e.g. HR, Risk, Yes
Operations?

No

Did you create a new seat on the board to fulfil the role of H&S Director?

(g) Any other comments on how you decided the correct board arrangements for H&S:
No
Strongly
agree

To what extent do you agree that?
It was straightforward to decide how to
develop an effective set of board
arrangements
It was relatively undemanding in deciding
how best to provide board level H&S
direction
We have had to improve our board level
arrangements due to initial problems with our
arrangements
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Agree

Unsure

Disagree

Strongly
disagree

(h) Can you please describe lessons learnt from during the development or operation of your
board level H&S arrangements?
More members of the board are now interested in health & safety and what we are trying to
achieve. All have attended seminars (in-house) on corporate manslaughter. This has raised
awareness with Board members whom might not have had this interest.
5.5.2

Reasons for developing or having board level direction

To what extent did you increase H&S
direction because of the following
reasons?

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

The perception that H&S is a significant corporate risk,
e.g. risk posed by a major incident, prosecution, etc.
A perception that productivity could be improved by
better, e.g. reduction in absence and better staff morale
The need to respond to one or more specific H&S
regulations / the growing body of H&S regulation
The need to respond to growing demands for corporate
governance, e.g. Turnbull
A wish to be socially responsible
Demands from a new owner / change in management / new
CEO or MD
The possibility of a new law on directors H&S
responsibilities
The possibility of corporate manslaughter prosecutions
Response to requirements of investors, business clients or
insurers
Any other reasons:

To what extent do you agree that?
You would not have developed your arrangements without
the prospect of legal mandation of directors H&S
responsibilities
You would not have developed your arrangements without
the increased risk of directors being prosecuted for
manslaughter / negligence etc.
You developed your board arrangements despite advice
from solicitors/consultants/advisors that this may increase
the risk of individual directors being held liable for H&S
failures

The appointment was made before the potential for prosecution of individual Directors.
(a) Can you please say in your own words why was H&S considered important enough to
deserve and require board level direction?
“If we want a full commitment at site level, we can only achieve that if we show a full
commitment at board level. health & safety should be considered as an integral aspect of
running a successful company, not a separate department”. Victor Collins

116

(b) Can you please say in your own words why it is important that boards manage H&S rather
than delegating it to (say) H&S managers?
“The buck stops with the Director. They are in a position to make decisions.”
5.5.3

Description of current arrangements

Directorial arrangements
Approximately what proportion of the named director’s time is devoted to H&S?

95%

Approximately what proportion of the board’s time is devoted to H&S?

10%

Summary of board level leadership and direction
(a) Can you please describe the way in which the board and the director for H&S provide
leadership and direction on H&S?
The Director personally conducts the inductions (alongside the health & safety manager) for all
new employees. They also conduct site audits and contract pre-starts. They also have an input in
tenders. They conduct in-house training on, for example, individuals’ responsibilities for health
& safety, manual handling, corporate killing. Alongside this, the following actions have been
implemented:
•

Giving talks to schoolchildren to educate them on the dangers of construction sites.

•

Running poster competitions

•

Introduced a confidential whistle blowing policy. Victor introduced this in part to
protect his own employees when working alongside contractors. Brymor have stopped
working with contractors who put themselves or others at risk as a result of this policy.
Employees are given the option to remain anonymous if so required. They contact
Victor directly either by e-mail, letter or phone. The success of this initiative is because
of the prompt action that is taken by Victor.

•

Walking the sites and talking to employees.

•

Taking prompt action when needed. Victor believes this to be key to the success and
‘buy in’ from employees.

(b) If you have a named director responsible for H&S, can you please say in your own words
what the advantages and benefits are of having a named director rather than having H&S as a
shared responsibility of the board as a whole?
“The Director can specialise on health and safety issues. It also allows decisions to be made at a
faster rate, because issues don’t need to be presented to all board members”.
Specific arrangements regarding HSC action points
Can you please summarise your board level arrangements for each of the following specific
points:
(a) Publicising the board’s role in health & safety
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The board’s role is in all staff handbooks, it is disclosed in all tenders, in operative manuals.
(b) Each member of the board recognising their personal responsibilities for health & safety
It is written in the health & safety policy.
(c) Ensuring board decisions on procurement and contracting reinforce H&S intentions
The procurement manager holds regular discussions with the H&S Director and manager. All
tenders are checked by the health & safety Director, to check that issues have been addressed.
(d) Board engaging with the workforce on H&S
The named Director is the main point of contact, however the Board members go out on site and
are prepared to discuss health & safety issues with employees.
A safety bulletin is published after each incident to raise awareness and educate. Further to this
health and safety features in the quarterly newsletter.
(e) Board level arrangements for reviewing H&S performance, keeping H&S policy aligned
with board priorities, being informed of H&S failures, ensuring H&S management systems are
in place and remain effective and are monitored / review
All sites are audited approximately every six weeks. All incidents are reported to the health &
safety Director irrespective of the severity on the day that they occur. An accident report is
completed, then investigated.
The health & safety Director reports monthly to the rest of the Board, alongside an end of year
report.
5.5.4

Impact of board level direction

Perceived Benefits
In what way do you believe your board
level H&S direction and leadership has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

a) Helped to reduce your corporate risk
Comments:

Everybody is aware of their corporate risks now because of training.

b) Reduced the disruption to your organisation
created by H&S problems
Comments:

Brymor’s customers’ safety officers will stop a job if they think people are acting
unsafely. The company has never had a job stopped. As such it has gained a good reputation
amongst its customers and works in partnership with them to ensure the safety of their employees,
alongside Brymor’s.

c) Helped to improve business performance,
e.g. less absence, more sales
Comments:

Brymor has never lost a tender because of its health and safety performance.

d) Helped
to
fulfil
corporate
responsibility aspirations

social

Comments:

It is vital that the company aims to protect both members of the public and its
employees. Brymor organises seminars to educate people in this.
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In what way do you believe your board
level H&S direction and leadership has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

e) Helped
to
improve
corporate
communications and public relations
Comments:

The health & safety Director has been asked to talk at Portsmouth University on health

& safety.
f) Improved relations with the HSE and
other external regulators
Comments:

The company has a very good relationship with the HSE. It uses the helpline and
advisory service frequently. Brymor has never had any improvement notices or enforcement
actions taken against it.

g) Improved relations with investors,
insurers and other external financial
stakeholders
Comments:

The company has a good relationship with its insurer. The company is managing to keep
the costs of insurance down as a result of its health and safety performance.

h) Improved relations with trade unions and
the workforce
Comments:

New employees appreciate the level of support there is regarding health & safety. They
are inducted by the Director, therefore can put a name to a face.

i)

Helped in the response to HSE
improvement / prohibition notices and/or
prosecutions

N/A

Comments:

Possibly helped the company not to receive any, because the HSE acknowledge that
Brymor are trying to do everything to keep people safe.

j)

Led to H&S improvements, e.g. fewer
injuries

Comments:

The company has below average incident rates for the sector as published by HSE

statistics

Specific example(s) of benefits and data to demonstrate
a) Can you please describe specific example(s) of how your board level H&S direction has
benefited H&S?
The following are examples of initiatives that have brought about benefits to health and safety
within Brymor:
•

Introduced health and safety as the first part of staff appraisal, in which they can get
salary increases.

•

Increased training has empowered employees to be pro-active.

•

Formalised health and safety systems thus raising the profile to all employees.

•

Site managers are now becoming more involved in issues relating to health and safety.
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On even the smallest sites, there is a site supervisor who has undergone health and safety
training CSCS (Constructions Skills Certification Scheme)
Brymor has reached the gold standard from CITB (Construction Industry Training Board)
achieved when 75% of managers have the CSCS.
(b) Can you please provide data, that demonstrates the H&S benefits of board level direction?
Brymor have experienced over 50% fewer incident rates compared to the average construction
rates, as reported by the British Safety Council
RIDDOR incident rates in 2004 (as reported by the British Safety Council):
British Safety Council – National average 2571 per 100,000 staff
Brymor – 1231 per 100,000 staff
Risks posed by board arrangements
(a) To what extent do you believe that your board level arrangements have affected the
possibility of individual directors being sued or prosecuted for a health and safety problem?
Please explain your answer.
Overall, it has decreased the risk to the individual because it has raised the awareness of other
Board members of the consequences of not managing and directing health and safety. As such,
the individual director has the support of his fellow Directors.
(b) To what extent do you believe that your board level direction of H&S has affected the risk
posed to your organisation by health and safety failures? Please explain your answer.
The risk has decreased because board members cascade information to employees. They have
raised awareness of the impact of poor health and safety upon the business. As previously
stated, Brymor has never lost out on a tender bid because of health and safety performance.
(c) Has the board’s and/or your involvement in H&S stopped you or the board from properly
managing other important aspects of the business, if so what and how?
Far from it. It has helped all aspects of the business e.g. tendering, winning business etc. It is
doubtful that Brymor would have enjoyed the growth from £2 million income in 1991 to £30
million in 2005.
Strongly
agree

To what extent do you agree that?

Agree

Unsure

Disagree

Strongly
disagree

The time and effort required of the board to
direct H&S is justified by the business benefits
The time and effort required of the board to
direct H&S is reasonable
There is a wish to reduce the amount of time
devoted by the board to H&S

Your message to other directors
What would you say to directors and boards that do not provide leadership and direction on
occupational health and safety?
My message to directors and boards that do not direct H&S is.......
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“If you don’t provide direction on health and safety, then it will take its own direction which
may lead you down a path that you don’t want to go down. However, if you take the lead,
employees will follow suit and a positive safety culture will develop that benefits all.”
The most important things
Of all the things that your board has done to direct H&S, please cite the most important:
1) Introducing a strong training culture
2) Providing the support to site managers to enable them to become empowered and take
responsibility
3) Keeping employees safe from accidents, protected the reputation of the company and
ensuring no enforcement action from HSE
4) Put in place policies and procedures.
5) The health & safety Director is responsible for the spend on health & safety, there is no
budget restraint put on him. It is discretionary. With the authority and position comes the
responsibility of spending it wisely.
Recommendations to other organisations
Would you recommend your board level H&S arrangements to other organisations?
Most definitely. We are fairly unusual in having a Director of Health and Safety. The MD is an
astute business man alongside a caring employer. If this did not make business sense, then it
wouldn’t happen.
Further improvements and future plans
(a) If you could improve further your board level arrangements, what would you change and
why?
The board level arrangements work extremely well, thus no changes are envisaged.
(b) What are your plans for the future development of your board level direction of H&S?
None
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5.6

Buckingham County Council

Buckingham County Council operates in the public services sector, employing 13,000 people in
the provision of council services in Buckinghamshire.
5.6.1

History of the development of board arrangements

(a) Can you please summarise the sequence of events and decisions over the past few years that
led you to create your current board level arrangements for health and safety?
Chris Williams was appointed Chief Executive of Buckinghamshire Country Council three and
a half years ago. He was given the remit to introduce the “modernised agenda” which is being
driven by central government. This is to change the management arrangements of the elected
Council members from being committee based - and Council employees reporting to the various
committees - to an arrangement where the members are organised like the government cabinet,
with a leader and deputy leader, and six “cabinet members” who lead on specific service areas.
Their role is to set the strategic direction for the Council. Chris’ role is to advise members on
policy matters and to implement their policy and strategy decisions.
Buckinghamshire County Council is the largest employer in Buckinghamshire with a turnover
of about £500M a year and with over 700 “products”. Following the change in the elected
members’ administrative arrangements, Chris rearranged the Council’s Management Team and
departments to match the member’s administrative structure. Departments were grouped into six
service teams, each led by a member of the Management Team. The officers in the Management
Team report to Chris as CEO and to the elected member that leads on their service area.
Each service team has a health and safety committee, which is chaired by the member of the
Executive Team that leads that service team. This committee deals with the health and safely
issues that are specific to that service teams’ activities. There is also a council-wide health and
safety committee, chaired by Chris as CEO, which deals with corporate and council-wide health
and safety issues. All these committees include both Union and employee representatives, to
ensure that the workforce is involved and consulted on health and safety issues.
Part of Chris’ remit on starting as CEO was to improve service quality provided by the Council,
speed up decisions, make them more transparent to the public, and create synergy across the
Council’s activities. To move towards this Chris introduced a programme of cultural change
seeking to move the organisation from being a conservative, risk-averse, “blame” culture, to
being proactive and “can-do”.
He personally believes that providing a good environment for staff, particularly in relation to
general terms and conditions of service, demonstrates that they are being considered and valued
by management, which in turn leads to better performance, commitment and motivation. He
sees his active involvement in ensuring that employees are provided with a safe environment in
which to work as part and parcel of being a “good manager”.
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When making the arrangements for health & safety, did you…

Yes

No

Unsure

…seek consultancy advice?
…benchmark yourself against other organisations?
…read HSC/E guidance?
…go through a process of “iteration” in the development of your
arrangements?
…consult with safety representatives / the workforce?
There was a general employee consultation exercise as well as consultation
with specific representatives: UNISON, ATL, NUT, NASUWT, and non-union
Management Representatives.

…consult a solicitor?
…read guidance on corporate governance?
…take guidance from previous experience of CEO / MD and / or other
board members?
When Chris took up the job, health and safety responsibility was “buried”
in the organisation, and had no profile. He chose to raise the profile by
being visible in personally being involved in it.

Did you create a new seat on the board to fulfil the role of health and safety Yes
Director?

No

Did you merge the responsibility with another directorial role, e.g. HR, Risk, Yes
Operations?

No

Took operational responsibility for health and safety to CEO. Placed line
responsibility for all health and safety staff in one place and under the Central
Services Director, but they are distributed throughout the service teams to
provide support and input to decision making.
(b) Please describe in your own words, how you decided what your board health and safety
arrangements should be:
Chris wanted to be seen, as the CEO, to be leading on health and safety to ensure that it was
seen as important across the organisation. This was a part of the cultural change he wanted to
produce, but without taking on line-management responsibility for the function.
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Strongly
agree

To what extent do you agree that?

Agree

Unsure

Disagree

Strongly
disagree

It was straightforward to decide how to develop
an effective set of board arrangements
There have been later changes to health and
safety line management arrangement, but due
to other organisational changes rather than
problems.
It was relatively undemanding in deciding how
best to provide board level health and safety
direction.
There was a major consultation exercise to
ensure that both Unions and employees were
happy with the new approach.
We have had to improve our board level
arrangements due to initial problems with our
arrangements – as health and safety was not
previously represented at Management Team
level

(c) Can you please describe lessons learnt from during the development or operation of your
board level health and safety arrangements?
•

The importance of two way communications between management and staff in deciding
arrangements

•

Process needs to be driven proactively by a leader(s) rather than reactively

•

Need to monitor both upward feedback from the organisation and statistics and trends to
ensure that focusing efforts on issues that matter most to the organisation. For example,
trend analysis identified that violence at work was a significant issue, which now is being
targeted in an initiative led by CEO.
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5.6.2

Reasons for developing or having board level direction

To what extent did you increase health
and safety direction because of the
following reasons?

Strongly
agree

Agree

Unsure

members
requireme
nts

insurers –
have
to
demonstrate
“reasonable
care”

Disagree

The perception that health and safety is a significant
corporate risk, e.g. risk posed by a major incident,
prosecution, etc.
A perception that productivity could be improved by
better health and safety, e.g. reduction in absence and
better staff morale
Absence was costing over £3.5M 2 years ago – significant
cost for business
The need to respond to one or more specific health and
safety regulations / the growing body of health and safety
regulation
The need to respond to growing demands for corporate
governance, e.g. Turnbull
A wish to be socially responsible
No specific reason
Demands from a new owner / change in management /
new CEO or MD –
Chris as CEO wanted it to be different
The possibility of a new law on directors health and safety
responsibilities
The possibility of corporate manslaughter prosecutions
Response to requirements of investors, business clients or
insurers

To what extent do you agree that?
You would not have developed your arrangements
without the prospect of legal mandation of directors
health and safety responsibilities
You would not have developed your arrangements
without the increased risk of directors being prosecuted
for manslaughter / negligence etc.
You developed your board arrangements despite advice
from solicitors/consultants/advisors that this may increase
the risk of individual directors being held liable for health
and safety failures
(not happy with question wording so did not respond)

Can you please elaborate on your answers above?
Changes were part of the overall culture change process that was being carried out. Health and
safety related to one of the eight “key values” relating to how the organisation and staff valued
employees, and country residents – their “customers”.
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Strongly
disagree

(a) Can you please say in your own words why was health and safety considered important
enough to deserve and require board level direction?
“It is good business sense, ensuring staff are happy and motivated and therefore performing
well.” – e.g. reducing absence costs, ensuring employees not leaving due to hygiene factors.
(b) Can you please say in your own words why it is important that boards manage health and
safety rather than delegating it to (say) health and safety managers?
“To give health and safety a profile. It is an important signal to employees that health and safety
is taken seriously, that they are valued and that management have their best interests at heart.”
5.6.3

Description of current arrangements

Directorial arrangements
Do you have a named director responsible for health and safety?

Yes

No

(a) What is the job title of the director responsible for health and safety?
CEO
(b) Why did the health and safety leadership role go to this post rather than (say) the Operations
Director or Finance Director?
Clear visibility of leadership, statement to organisation.

Approximately what proportion of the named director’s time is devoted to health
and safety?

1%

4 meetings per year chairing health and safety committee, attending initiatives,
safety presentations etc.
Approximately what proportion of the management team’s time is devoted to
health and safety?

<1%

Annual health and safety report, and issues discussed as and when required.
Otherwise health and safety management and review delegated further down the
organisation or out of the management team meeting

Summary of board level leadership and direction
(a) Can you please describe the way in which the board and the director for health and safety
provide leadership and direction on health and safety?
Visible participation in initiatives – e.g. photos of participation being published in safety
bulletin or staff newsletter.
The Board works with Health and Safety Team developing and agreeing policy, which is signed
off by CEO.
Generating and implementing ideas for health and safety initiatives (e.g. for offices in centre of
town now have defibrillators and trained staff, to reduce the risk of death from heart attack for
both staff and people in the town centre).
(b) If you have a named director responsible for health and safety, can you please say in your
own words what the advantages and benefits are of having a named director rather than having
health and safety as a shared responsibility of the board as a whole?
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“It raises the profile of the issue and sends clear messages to employees.” (See previous quotes)
Specific arrangements regarding HSC action points
Can you please summarise your board level arrangements for each of the following specific
points:
(a) Publicising the board’s role in health and safety
•

Management Team members chair their Health and Safety meetings. Union and Employee
representatives know, and bring issues to meetings to get management attention

•

Being seen to be involved in health and safety activities and initiatives.

(b) Each member of the board recognising their personal responsibilities for health and safety
No
(c) Ensuring board decisions on procurement and contracting reinforce health and safety
intentions
Support is provided within the business by health and safety team members who are
“embedded” across departments/activities. They provide advice and review business decisions
from a health and safety perspective.
Health and safety training is provided for some contractors to ensure that standards are met.
(d) Board engaging with the workforce on health and safety
Yes, as each Health and Safety Committee is chaired by a Management Team member.
(e) Board level arrangements for reviewing health and safety performance, keeping health and
safety policy aligned with board priorities, being informed of health and safety failures,
ensuring health and safety management systems are in place and remain effective and are
monitored / review:
•

Annual health and safety report

•

Reporting as required on specific issues to the Management Team members

•

Mostly done via corporate health and safety committee, chaired by CEO.
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5.6.4

Impact of board level direction

Perceived Benefits
In what way do you believe your board
level health and safety direction and
leadership has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

(a) Helped to reduce your corporate risk
(b) Reduced the disruption to your organisation
created by health and safety problems
(c) Helped to improve business performance,
e.g. less absence, more sales
(d) Helped to fulfil
responsibility aspirations
Comments:

corporate

social

Demonstrates value that management and CEO attach to staff

(e)
Helped
to
improve
corporate
communications and public relations
Comments: Safe working environment gives message to both staff and public that the council has
their interests at heart.

(f) Improved relations with the HSE and other
external regulators
Comments:

CEO now sought out by HSE to go on national task force. Is seen as an exemplar leader
in health and safety.

(g) Improved relations with investors, insurers
and other external financial stakeholders
(h) Improved relations with trade unions and
the workforce
Comments:

Via consultation via committee arrangement

(i) Helped in the response to HSE improvement
/ prohibition notices and/or prosecutions
(j) Led to health and safety improvements, e.g.
fewer injuries

Specific example(s) of benefits and data to demonstrate
(a) Can you please describe specific example(s) of how your board level health and safety
direction has benefited health and safety?
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•

Improved relations with HSE, Unions and Employee representatives, and employees due to
Management Team and CEO chairing Council Health and Safety Committees

•

Profile given to health and safety in the organisation

•

Provided both visible and financial support for health and safety initiatives run in the
Council, some of which were generated by CEO. Initiatives have produced changes in
health and safety statistics. Initiatives include:
o

Reducing violence experienced by employees

o

General raising of awareness of health and safety via publicity, council documents

o

IOSH training for relevant staff.

(b) Can you please provide data, such as injury rates, that demonstrates the health and safety
benefits of board level direction?
All information/data was provided by the Council. The Council later corrected their figures in
2005 on discovery that there had been a “database input error”5 on their part, such that over the
3 year period there was a:
•

10% reduction in the total number of accidents reported

•

15% reduction in reportable accidents

•

24% reduction in the total number of days lost due to accidents.

Risks posed by board arrangements
(a) To what extent do you believe that your board level arrangements have effected the
possibility of individual directors being sued or prosecuted for a health and safety problem?
Please explain your answer.
Are acting to reduce the risk, i.e. manage it.
(b) To what extent do you believe that your board level direction of health and safety has
effected the risk posed to your organisation by health and safety failures? Please explain your
answer.
Improved accountability and communications has reduced the risk
(c) Has the board’s and/or your involvement in health and safety stopped you or the board from
properly managing other important aspects of the business, if so what and how?
No, because welfare of staff is a key part of my job.

Strongly
agree

To what extent do you agree that?

Agree

Unsure

Disagree

Strongly
disagree

The time and effort required of the board to
direct health and safety is justified by the
business benefits
The time and effort required of the board to
5

The reason for the discrepancy was "a database input error". (Some accident reports were miscoded
during input which meant that when we searched the database they did not show up.)
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direct health and safety is reasonable
There is a wish to reduce the amount of time
devoted by me to health and safety
Not an issue for Management Team, but is for
CEO. Looking to reduce time requirements by
handing some aspects to Corporate Director.

Your message to other directors
What would you say to directors and boards that do not provide leadership and direction on
occupational health and safety?
My message to directors and boards that do not direct health and safety is...
“[Health and safety] is a “must” if you really do value your staff and customers.”
Three most important things
Of all the things that your board has done to direct health and safety, please cite the 3 most
important:
1) Chairing the health and safety committees
2) Putting all health and safety advisors under a single line manager
3) CEO and team being visibly involved in health and safety initiatives
Recommendations to other organisations
Would you recommend your board level health and safety arrangements to other organisations?
Yes – to other councils. Don’t know about other types of organisations.
Further improvements and future plans
(a) If you could improve further your board level arrangements, what would you change and
why?
Looking to reduce the personal amount of time that CEO has to spend on health and safety, as
there are other issues that need attention, whilst still ensuring that we are aware and involved in
what going on.
Want to improve level of health and safety reporting to Management Team to ensure that they
get more frequent reporting to monitor trends, etc.
(b) What are your plans for the future development of your board level direction of health and
safety?
Looking at new actions that can be taken to deal with occupational stress.
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5.7

Cambridgeshire and Peterborough Mental Health Partnership NHS Trust

Cambridgeshire and Peterborough Mental Health Partnership NHS Trust (C&PMHT) employs
some 2,600 in the provision of mental health and supported living services.
5.7.1

History of the development of board arrangements

(a) Please describe the organisational context of this case study: who is being considered “the
Director”, and “the Board, and how they fit in the overall organisational structure (and
Director’s background and personal motivation)
Tim Bryson is Director of Nursing and Corporate Development. He is an Executive Director on
the Trust Board. He is responsible for risk management (clinical risk) and staff welfare.
Tim was originally a psychiatric nurse and has been a trade union representative, a manager and
a trainer during his career in the NHS. Prior to his current post he worked for Cambridgeshire
Health Authority as Assistant Director leading on mental health. He was involved in
implementing the National Service Framework for mental health in Cambridgeshire. Tim has
also reviewed other trusts as an auditor for the Health Care Commission.
Key details of the Board:
•

The Trust’s Board consists of 5 Non-Executive and 4 Executive Officers;

•

The Trust’s CEO is Richard Taylor who is legally responsible for H&S at the Trust;

•

The Director of Finance, Brian Lanhan, is responsible for H&S and security of
facilities;

•

There is also a Non-Executive Board member with special interest in risk management;

•

Support services of the Trust (e.g. IT, HR, Risk Services, Facilities, Finance, Payroll
etc.) are contracted out to an organisation called ASP. ASP are a virtual organisation
which serves (i.e. provides services to) 7 Primary Care Trusts (PCTs) plus the
C&PMHT. The Head of Risk Support, Keith Reynolds, is part ASP but reports to Tim
in the Trust (all ASP staff are employed by the NHS and funded by the PCTs and
C&PMHT).

(b) How have the current arrangements developed over time, in particular the last few years?
•

The decision to merge parts of 7 different NHS organisations (5 NHS & 2 local
authorities) in Cambridgeshire was made in April 2001. There was 1 year of
development and integration and the Trust was formed in April 2002. There was a need
to build a common culture safety and vision across the organisations.

•

The trust has 10 founding principles which includes one on ‘creating a safe working
environment’

•

Tim was appointed Director of Nursing and Corporate Development in 2002 with
Director responsibility for health and safety. A common incident reporting system
(Datex) was developed which created a good foundation for further health and safety
improvements.

•

In the autumn of 2002, consultants were used to review risk management arrangements
& developed recommendations for improvements. The board also wanted to work in
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partnership with staff and staff organisations from the start and H&S was a key part of
that.
•

Tim appointed a Risk Manager (Keith Reynolds) in January 2003 to assist in
implementing the consultants’ recommendations.

Drivers:
•

The main drivers were the forming of the Trust and Government guidance on clinical
governance (i.e. First Class Service document from the Department of Health in the late
1990s);

•

There was a commitment to learning from when things go wrong and moving away
from the old NHS ‘blame culture’. The drive was to improve the system rather than
blaming and make sure service users & staff were safe;

•

Two incidents related to violence and aggression were investigated by the HSE, prior to
the new Trust’s formation, and both resulted in Improvement Notices. The new Trust
also wanted to minimise financial risk and be a safe trust to minimise insurance
premiums.

(c) Why has responsibility for H&S been given to this post rather than, say, the Operations
Director or Finance Director? Why given to this director?
Tim has a clinical background and his remit covered HR & Clinical Risk. H&S is about staff
and patient safety rather than about finance.
(d) What is the organisational structure for the implementation and monitoring of H&S?
•

H&S reporting is a line management function. Line Managers report to their employees
(and vice-versa) from the Risk Management Committee, the Health and Safety
Committee and the 4 Area Risk Management Committees. Communication may be via
team meetings or notice boards. H&S is reported (up) and information passed down via
the line management. The Head of Risk Support (Keith Reynolds) acts as H&S advisor,
mainly to managers & directors.

•

The Risk Management Committee is a sub-group of the board and meets quarterly to
discuss strategic health and safety issues and analyse overall performance.

•

The Health and Safety Committee is chaired by Tim and includes health and safety
representatives, service managers, union representatives and the chairs of the 4 Area
Risk Management Committees. It meets every 2 months and deals with higher level
health and safety issues.

•

The 4 Area Risk Management Committees meet monthly and include local managers
and health and safety representatives to deal with local health and safety issues

•

There are two key documents for health and safety: 1. the Risk Management Strategy
which is a board document covering general risk and 2. the H&S Policy. Both contain
details of roles and responsibilities of directors.
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(e) Which of your employees would know who has the ultimate responsibility for H&S? How
would they know this?
All would see the CEO, Richard Taylor as ultimately responsible for H&S. The induction
process includes one day of risk management training and informs them of the organisation and
responsibilities for managing risk. All staff are given a summary document of the risk
management strategy. Information on the structure is also on the internet.
(f) Who would employees consider to be responsible for implementing H&S in the
organisation?
Line management are responsible for implementing health and safety on a day to day basis. But
the training encourages personal responsibility and all staff know they have a personal duty to
follow H&S guidance.

When making the arrangements for health & safety, did you…

Yes

No

Unsure

…seek consultancy advice?
…benchmark yourself against other organisations?
…read HSC/E guidance?
…go through a process of “iteration” in the development of your
arrangements?
…consult with safety representatives / the workforce?
…consult a solicitor?
…read guidance on corporate governance?
…take guidance from previous experience of CEO / MD and / or other
board members?

Did you create a new seat on the board to fulfil the role of H&S Director?

Yes

No

Did you merge the responsibility with another directorial role, e.g. HR, Risk, Yes
Operations?

No

(g) Any other comments on how you decided the correct board arrangements for H&S:
•

A new Trust was formed, providing a fresh start;

•

Consultants were used to review risk management arrangements but this was after the
board was set up.
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Strongly
agree

To what extent do you agree that?

Agree

Unsure

Disagree

Strongly
disagree

It was straightforward to decide how to
develop an effective set of board
arrangements
It was relatively undemanding in deciding
how best to provide board level H&S
direction
We have had to improve our board level
arrangements due to initial problems with our
arrangements

(h) Can you please describe lessons learnt from during the development or operation of your
board level H&S arrangements?
•

It was very important to have board level of leadership of H&S and to involve directors
who know about the business (and about what staff do actually) in developing H&S
arrangements. The experience in the group must be used.

•

The Trust had to be prepared to move away from previous arrangements and start afresh

•

It was very important to involve staff in developing arrangements

5.7.2

Reasons for developing or having board level direction

To what extent did you increase H&S
direction because of the following
reasons?
The perception that H&S is a significant corporate risk,
e.g. risk posed by a major incident, prosecution, etc.
A perception that productivity could be improved by
better, e.g. reduction in absence and better staff morale
The need to respond to one or more specific H&S
regulations / the growing body of H&S regulation
The need to respond to growing demands for corporate
governance, e.g. Turnbull
A wish to be socially responsible
Demands from a new owner / change in management / new
CEO or MD
new trust formed
The possibility of a new law on directors H&S
responsibilities
The possibility of corporate manslaughter prosecutions
Response to requirements of investors, business clients or
insurers
Any other reasons:
Response to stakeholder consultation (patients) and
concerns of staff
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Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

To what extent do you agree that?
You would not have developed your arrangements without
the prospect of legal mandation of directors H&S
responsibilities
You would not have developed your arrangements without
the increased risk of directors being prosecuted for
manslaughter / negligence etc.
You developed your board arrangements despite advice
from solicitors/consultants/advisors that this may increase
the risk of individual directors being held liable for H&S
failures

N/A

Can you please elaborate on your answers above?
Key drivers were:
•

Formation of a new Trust;

•

Minimising corporate risk (i.e. there was scope for improvement in the reputation of the
trust and the regulation of mental health services);

•

Response to consultation with patients and staff. Consultation revealed that aspirations
were for continual improvements in the quality of service.

(a) Can you please say in your own words why was H&S considered important enough to
deserve and require board level direction? Why did you need a director?
H&S needs visible, high level leadership, it can’t be an afterthought.
(b) Can you please say in your own words why it is important that boards manage H&S rather
than delegating it to (say) H&S managers?
H&S needs visible, high level leadership, it can’t be an afterthought.
5.7.3

Description of current arrangements

Directorial arrangements
Approximately what proportion of the named director’s time is devoted to H&S?
Approximately what proportion of the board’s time is devoted to H&S?

33%
overall
25%

Summary of board level leadership and direction
(a) Can you please describe the way in which the board and the director for H&S provide
leadership and direction on H&S?
•

Tim chairs the Trust H&S Committee;

•

Tim signs off quarterly Risk Management Report (written by Keith) and presents it to
the board;

•

Tim & Brian Lanhan (Director of Finance) present the annual H&S report to the board
and make recommendations to the board for future work that needs to be done;
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•

Tim developed the ‘Learning the Lessons’ initiative. He collects information on serious
untoward incidents and summarises new practice ideas in an A4 flyer which is e-mailed
to all staff & posted on notice boards. This is produced in an eye catching and easy to
read format every 6 months;

•

Tim leads ‘Learning the Lessons’ seminars. These are themed 1 day seminars on
specific health and safety issues (2 have been run so far). They are open to anyone who
wants to attend, everyone is invited, including patients and other service users;

•

Tim initiated and is working to develop a computer based root cause analysis and
reporting tool for managers to focus on systems and develop a fair blame culture;

•

Tim personally meets with staff involved in care which has become the subject of a
claim;

•

Brian Lanhan (Director of Finance) is responsible for the Assurance Framework and
identifying and managing risks to achieving the strategic objectives. He has linked the
trusts strategic objectives to its risk register via a networked database which also assists
in developing the Assurance Framework;

•

Brian Lanhan (Director of Finance) has developed an approach to settle indefensible
claims against the trust as early as possible to minimise cost and stress to staff and
patients involved;

•

The CEO (Richard Taylor) sits in on all risk management committees.

(b) What the advantages and benefits are of having a named director rather than having H&S as
a shared responsibility of the board as a whole?
H&S has focus and there is accountability.
Specific arrangements regarding HSC action points
Can you please summarise your board level arrangements for each of the following specific
points:
(a) Publicising the board’s role in H&S e.g. job description of the director, on website etc
In addition to the ‘Learning the Lessons’ initiative, this role is publicised by publication of
Board papers, and publication of our stakeholder magazine “En route” and our annual report.
(b) Each member of the board recognising their personal responsibilities for H&S
As previously indicated, the Board is fully committed through its vision and principles
document, and through its Trust strategy to deliver safe and effective services. Health and
Safety responsibilities are also part of the individual Board members role description.
(c) Ensuring board decisions on procurement and contracting reinforce H&S intentions
This is ensured by the Board, Audit Committee and the Assurance Committee.
(d) Board engaging with the workforce on H&S – how do they do this?
This is demonstrated by the ‘Learning the Lessons’ initiative.
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(e) Board level arrangements for reviewing H&S performance, keeping H&S policy aligned
with board priorities, being informed of H&S failures, ensuring H&S management systems are
in place and remain effective and are monitored / review
•

Tim regularly reviews the structure and procedures in the light of new guidelines;

•

Quarterly and annual risk management reports go to the board;

•

Audits by external bodies (i.e. Healthcare Commission, HSE, Commission for Social
Care Improvement, etc.).
These audit reports go to the board and
auditors/reviewers/inspectors may meet with the board;

•

Staff survey done in 2004 (includes H&S questions). This will be done every 2 years.

5.7.4

Impact of board level direction

Perceived Benefits
In what way do you believe your board
level H&S direction and leadership has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

(a) Helped to reduce your corporate risk
Comments:

It ensures that the trust is putting high level of importance on improving the safety of services.
The Trust has:
- achieved a reduction in incidents of violence & aggression (from an incidence rate of 30 per
1,000 full time equivalent staff in the first quarter of 2003/4 down to a rate of 170 per 1,000 WTE
staff in Q4 2004/5). This has been achieved by providing staff with training in how to prevent and
manage incidents, improving risk assessments and making changes to Trust buildings.
As a consequence of the reduced number of incidents, the Trust estimates that it’s saved around
£30K in the first year. The Trust calculated this by estimating the direct costs of staff being off
sick through acts of violence and aggression (using the estimated figures provided by HSE in The
costs of accidents at work HSG96). The calculation showed that the Trust was losing on average
£39 per incident in lost time, replacement staff costs and litigation following violent incidents (the
estimate doesn’t include indirect costs). The reduction in numbers of incidents in the first year,
multiplied by £39/incident provides the estimate of around £30,000 savings (the cost of the
trainers was already covered by the fact that they were already providing training in Cardio
Pulmonary Resuscitation).
- improved staff awareness of the need for risk assessment & risk management
- The Trust’s scored (iii) for ‘Risk Management’ during its 2004 Clinical Governance Review by
the Commission for Health Improvement. The Trust is at level 1 for the NHS Risk Pooling
Scheme for Trusts (2003).
(b) Reduced the disruption to your organisation
created by H&S problems
Comments:

Sickness and absence levels have come down. Fewer incidents have also meant better

morale.
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In what way do you believe your board
level H&S direction and leadership
has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

(c) Helped to improve business performance,
e.g. less absence, more sales
Comments:

We have reduced absence. Healthcare Commission review gave the Trust a good rating
for risk management and the overall score put the Trust in the top 6 out of 55 mental health trusts
nationally.

(d) Helped to fulfil corporate
responsibility aspirations

social

(e) Helped
to
improve
corporate
communications and public relations
Comments: Sharing lessons with staff and stakeholders has helped internal communication. The Trust
is creating a culture of openness when things go wrong. There are also improved relations with
stakeholders, PCTs, patients and other service users.

(f) Improved relations with the HSE and
other external regulators
Comments:

Health Care Commission review was good and put the Trust in the top 6 out of 55 trusts.
They are seen by the HSE to be proactive in tackling issues they have identified.

(g) Improved relations with investors,
insurers and other external financial
stakeholders
Comments:

Insurance went from Level 0 to Level 1 (Clinical Negligence Scheme for Trusts, CNST)
which resulted in a 10% reduction in the CNST premium to the Trust in 2003. This was a saving
of £16,000 per annum.

(h) Improved relations with trade unions and
the workforce
Comments:

The Trust involved them in initial development of arrangements and responded to their
concerns. They are actively working with unions.

(i) Helped in the response to HSE
improvement / prohibition notices and/or
prosecutions
Comments:

The Trust had some improvement notices at an early stage and was able to readily
address these.

(j) Led to H&S improvements, e.g. fewer
injuries
Comments:

Incidents of violence and aggression have been reduced (see data below).
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Specific example(s) of benefits and data to demonstrate
(a) Can you please describe specific example(s) of how your board level H&S direction has
benefited H&S? What the board/director did – what was the result?
•

Tim initiated a review of health and safety training needs and argued for the resources
for this. It was part of the Education and Training Strategy agreed by the board. He
appointed a team of trainers and mandatory risk training (e.g. on basic life support and
on dealing with violence and aggression) and targeted high risk services with
appropriate training. The benefit is a reduced level of incidents related to violence &
aggression.

•

‘Learning The Lessons’ initiative. Tim established a system for learning from serious
untoward incidents (SUIs) and initiated a method to disseminate the findings. All SUIs
are reviewed and the results of reviews are published as action plans in a staff briefing
called ‘Learning the Lessons’. There is also a quarterly themed seminar called
‘Learning the Lessons’ where findings are shared and discussed. This has created more
openness when things go wrong and everyone learns the lessons from incidents. There
is generalisation of safety improvements.

•

Staff Counselling Service – In response to the Trust’s staff survey and arising from
awareness in OH services, they have established a staff counselling service across the
Trust. The directors approved the resources for this service and it has contributed to
targets for the ‘Improving Working Lives’ initiative

•

Ligature point review – One of the major clinical risks is the risk of self-harm or
suicide. In response to a number of incidents we have held a systematic ligature point
review and acted on the findings of the review.

•

Root Cause Analysis – In response to a growing awareness of RCA and serious
incidents, the Trust has undertaken root cause analysis training and is in the process of
developing RCA software.

•

Environmental improvement in response to HSE visits we have invested significantly in
a range of service environmental improvements, especially in relation to reducing the
risks of violence and aggression.(b) Can you please provide data that demonstrates the
H&S benefits of board level direction?

•

RIDDOR reportable incidents due to violence and aggression have remained
approximately the same (14 for 2003 and 13 for 2004). However, the incidence rate for
all acts of violence and aggression has fallen from around 300 per quarter per 1000 fulltime equivalent staff in the first quarter of 2003/4 to 170 per quarter per 1000 full-time
equivalent staff in the last quarter of 2004/5.

•

Reductions in incidents of violence and aggression resulted in savings of over £30,000
in the first year.

•

Improved Clinical Negligence Scheme for Trusts rating from 0 to 1, which reduced
insurance premiums by 10%, saving £16,000 per annum.
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Risks posed by board arrangements
(a) Do you believe that your board level arrangements have affected the possibility of individual
directors being sued or prosecuted for a health and safety problem? Please explain your answer
(or is the risk less because you have someone looking after it).
All of the Trust’s arrangements have contributed to reducing the risk of this occurring.
(b) To what extent do you believe that your board level direction of H&S has affected the risk
posed to your organisation by health and safety failures? Please explain your answer.
Tim believes that his role has contributed to raising awareness of health and safety issues, that
all staff have a responsibility and that the Trust is serious about acting on health and safety
concerns.
(c) Has the board’s and/or your involvement in H&S stopped you or the board from properly
managing other important aspects of the business, if so what and how?
No.
Strongly
agree

To what extent do you agree that?

Agree

Unsure

Disagree

Strongly
disagree

The time and effort required of the board to
direct H&S is justified by the business benefits
The time and effort required of the board to
direct H&S is reasonable
There is a wish to reduce the amount of time
devoted by the board to H&S

Your message to other directors
What would you say to directors and boards that do not provide leadership and direction on
occupational health and safety? Quote for Directors who do not do this.
“Director and Board level leadership is essential to ensure health and safety matters are owned
throughout the organisation, and that everyone takes responsibility for providing safe and
effective services.”
Three most important things
Of all the things that your board has done to direct H&S, please cite the 3 most important:
1) Ensure executive director leadership;
2) Be prepared to invest in risk management and responding to concerns;
3) Actively promote a safety culture.
Recommendations to other organisations
Would you recommend your board level H&S arrangements to other organisations?
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Yes.
Further improvements and future plans
(a) If you could improve further your board level arrangements, what would you change and
why?
Nothing at present.
(b) What are your plans for the future development of your board level direction of H&S?
Nothing at present.
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5.8

Central High Rise

Central High Rise is based in Nottingham and employs 28 people in the building services
sector. There business involves lightening conductor installation and fall arrest installation
systems, using steeplejacks.
5.8.1

History of the development of board arrangements

(a) Can you please summarise the sequence of events and decisions over the past few years that
led you to create your current board level arrangements for health and safety?
The company, Central High Rise, was started 20 years ago. 18 years ago a business partner and
two other Nottingham steeplejacks died in work accidents. This had a huge emotional impact on
Keith Turney, the Operations Director, “…it could be me tomorrow…”. He vowed to himself
that it was not going to happen again, and has since focused heavily on making the job and his
employees as safe as possible. Keith’s wife, who is MD, is also very motivated to protect
employees, to ensure that their families do not lose the breadwinner/father/husband.
Keith is directly responsible for health and safety, agrees spend on health and safety activities
with MD.
Keith is mainly motivated to be responsible for health and safety issues due to his commitment
to making industrial climbing activities safer. He is also aware that safety standards are
changing and that he needs to be aware of them and be compliant. However, Keith sees that
legislation provides the opportunity to share risk with the client, and this is used to encourage
the client to report and support safety practices on sites, rather than being a threat to the
business.
The “blame culture” in society is also a motivator, so wants to make sure that he can’t get
blamed, or made liable wrongly. Having a strong safety system, with good documentation of
work activities, has already saved the company from paying one claim for damages as they
could show that person had not done a risky amount of activity.
Where possible, they accept work with clients that they know have a good attitude towards
health and safety. They also try to develop partnerships/long term working relationships.
Having positive attitudes to health and safety is seen as linking to general positive attitudes
about “doing a good job” and taking pride in work. So they choose employees that have that
outlook; typically younger employees, who can be immersed in the company culture. More
experienced people can have bad safety habits or inappropriate attitudes which can take time to
remove.
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When making the arrangements for health & safety, did
you…

Yes

No

Unsure

…seek consultancy advice?
Not formally, rather having had a lot of discussions with lots of
different people – consultants, HSE, RoSPA, competitors
…benchmark yourself against other organisations?
…read HSC/E guidance?
…go through a process of “iteration” in the development of your
arrangements?
…consult with safety representatives / the workforce?
“continually”
…consult a solicitor?
…read guidance on corporate governance? No because already knew it
…take guidance from previous experience of CEO / MD and / or other
board members?
Wife as MD

Did you create a new seat on the board to fulfil the role of health and safety Yes
Director?

No

Did you merge the responsibility with another directorial role, e.g. HR, Risk, Yes
Operations?

No

(b) Please describe in your own words, how you decided what your board health and safety
arrangements should be:
“Working in a safety critical industry. It is my duty to do it. “
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Strongly
agree

To what extent do you agree that?

Agree

Unsure

Disagree

Strongly
disagree

It was straightforward to decide how to develop
an effective set of board arrangements.
Still evolving as we learn and there
changes to the standards

are

It was relatively undemanding in deciding how
best to provide board level health and safety
direction [ comments relate to size of company]
Feels he is doing this single handed, not
supported to construction education: don’t have
a feel for actual risks they are dealing with.
Interface issue for managing culture change in
co. A big problem in 1980s when construction
culture very unsafety orientated.
We have had to improve our board level
arrangements due to initial problems with our
arrangements
Keith Turney is having to spend increasing time
on health and safety due to: evolution in culture
in org; legislative changes; safety being main
focus on company – company positions itself as
safety driven.

(c) Can you please describe lessons learnt from during the development or operation of your
board level health and safety arrangements?
The need to balance effort on safety with getting / doing the work itself, in so much as can only
do safety work when it is profitable.

144

5.8.2

Reasons for developing or having board level direction

To what extent did you increase health
and safety direction because of the
following reasons?

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

The perception that health and safety is a significant
corporate risk, e.g. risk posed by a major incident,
prosecution, etc.
A perception that productivity could be improved by better
health and safety, e.g. reduction in absence and better staff
morale
Works for some but not all employees
The need to respond to one or more specific health and
safety regulations / the growing body of health and safety
regulation
The need to respond to growing demands for corporate
governance, e.g. Turnbull
A wish to be socially responsible
No specific reason
Demands from a new owner / change in management / new
CEO or MD
n/a
The possibility of a new law on directors health and safety
responsibilities
The possibility of corporate manslaughter prosecutions
Response to requirements of investors, business clients or
insurers
Insurers - did reduce premiums previously. Now won’t on
safety performance criteria. Regarding business clients –
focus on health and safety as marketing tool for business

To what extent do you agree that?
You would not have developed your arrangements without
the prospect of legal mandation of directors health and
safety responsibilities
You would not have developed your arrangements without
the increased risk of directors being prosecuted for
manslaughter / negligence etc.
You developed your board arrangements despite advice
from solicitors/consultants/advisors that this may increase
the risk of individual directors being held liable for health
and safety failures

(a) Can you please say in your own words why was health and safety considered important
enough to deserve and require board level direction?
Personal motivation (see above).
(b) Can you please say in your own words why it is important that boards manage health and
safety rather than delegating it to (say) health and safety managers?
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•

Needs to be seen as being done by [the] “boss”, rather than delegated to someone else for it
to be seen as be important in the business. If it [health and safety] is the top priority of the
boss, this will be seen as a serious commitment.

•

Allows a person to set expectations and standards - these can be set verbally (telling people
off, giving training), via documentation, and by ensuring that training given and equipment
is provided.

5.8.3

Description of current arrangements

Directorial arrangements
Do you have a named director responsible for health and safety?

Yes

No

(a) What is the job title of the director responsible for health and safety?
Technical and Safety Director
(b) Why did the health and safety leadership role go to this post rather than (say) the Operations
Director or Finance Director?
All under one job as it’s a small company. This is discussed frequently with MD to agree
financing of safety initiatives and requirements.
(c) Can you please summarise or provide a copy of their health and safety responsibilities or the
organisation’s safety manual that describes their role, or any other appropriate document?
There was very comprehensive documentation of who does what, where and why.

Approximately what proportion of the named director’s time is devoted to health
and safety?

70%

Approximately what proportion of the board’s time is devoted to health and safety?

50%

Both the above figures are relatively high because safety underlies all the decisions.
Summary of board level leadership and direction
(a) Can you please describe the way in which the board and the director for health and safety
provide leadership and direction on health and safety?
Via Keith:
•

Interacting with employees, i.e. finding out their issues, developing and providing
appropriate equipment

•

Giving training to employees

•

Telling employees his standards, getting customers to threaten business being withdrawn
when employees not meeting company and industry standards

•

Putting mobile phone pouches on their working equipment - in part, so they know that he
can contact them directly with any safety complaints from customers. He actively
encourages customers to phone him if they have any queries or concerns

•

Personally carries out checks on employees’ personal safety equipment twice a year.
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(b) If you have a named director responsible for health and safety, can you please say in your
own words what the advantages and benefits are of having a named director rather than having
health and safety as a shared responsibility of the board as a whole?
Different people are allowed to focus on different areas. Keith can focus on safety, keeping up
to date with requirements, legislation, technology changes and wining work, etc. whilst his wife,
as the MD, focuses on running the business.
Specific arrangements regarding HSC action points
Can you please summarise your board level arrangements for each of the following specific
points:
(a) Publicising the board’s role in health and safety
By talking to employees, and supplying documents in employee vans. Documents are used to
support employees – reminders for them - and there is documentation for customers as to the
procedures they [our employees] are required to follow.
(b) Each member of the board recognising their personal responsibilities for health and safety
The MD does office health and safety, whilst the Technical and Safety Director does site and
operational safety.
(c) Ensuring board decisions on procurement and contracting reinforce health and safety
intentions
Is continuous part of their decision making and outlook, e.g. part of the “Customer Charter”.
(d) Board engaging with the workforce on health and safety
There is general interaction in office and on sites. Keith continuously discusses and reviews site
procedures and equipment. He frequently works with employees to develop new and improved
equipment and procedures.
(e) Board level arrangements for reviewing health and safety performance, keeping health and
safety policy aligned with board priorities, being informed of health and safety failures,
ensuring health and safety management systems are in place and remain effective and are
monitored / review
In addition to above:
•

Have annual review

•

Have appointed a safety rep (paid extra for doing it) from one of the employees to ensure
that if Keith was felt to be unapproachable, any safety issues will be raised via the safety
rep.

•

Site survey document – done when management visit sites – 2-3 done/day, which gives a
snapshot of state of work and safety. Scores are also used to calculate monthly bonus for all
employees – 40% = production criteria, 60% = safety criteria. The aim is to encourage
safety performance by employees.
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5.8.4

Impact of board level direction

Perceived Benefits
In what way do you believe your board
level health and safety direction and
leadership has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

(a) Helped to reduce your corporate risk
Comments:

“…gives control over own destiny” See spreading of risk to Directors as an opportunity
to them to get clients to help them improve their site health and safety, by actively encouraging
clients to report any safety concerns.
Change from prescriptive legislation, to risk assessment based means that Keith can develop best
practice, adopt new methods.

(b) Reduced the disruption to your organisation
created by health and safety problems
Comments:

Disruption has increased as employees are now more aware of risks and raise issues.
But has decreased the risk at which they are working.

(c) Helped to improve business performance,
e.g. less absence, more sales
Comments:

Marketing tool for clients and helps get sales.

Part of good management - less accidents, means less absenteeism.
Able to work for more safety conscious clients. However, safety is not always good business
sense, as many customers still choose on grounds of cost, so legislation needs to drive clients to
select on safety criteria.
(d) Helped to fulfil
responsibility aspirations
Comments:

corporate

social

Avoid accidents / further deaths.

“No report” is a success.
(e)
Helped
to
improve
corporate
communications and public relations
Comments:

Employees know Keith “cares” about their welfare and can talk about any safety
concerns with him.
RoSPA awards generally don’t help in communicating, as they are generally even better than their
clients (so don’t want to be perceived as “showing off”). However, they can help when being
selected for work (e.g. got Sellafield contract as an unknown contractor due to RoSPA
performance).
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In what way do you believe your board
level health and safety direction and
leadership has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

(f) Improved relations with the HSE and other
external regulators
Comments:

HSE is seen as “police” and source of technical research advice, enabling Keith to make
technology based change.
Keith thinks that he is seen as being motivated by and acting on health and safety, and therefore is
respected.

(g) Improved relations with investors, insurers
and other external financial stakeholders
Comments:

The bank sends congratulation letters on their winning RoSPA awards (therefore strongly
agree), but disagrees with the statement in relation to investors and insurers.

(h) Improved relations with trade unions and
the workforce
Comments:

Constant, on-going discussion of issues, how to improve safety, and why something can
be afforded immediately – so there is an appreciation of business constraints.
In the event of a mishap, a common comment is “…don’t’ let Keith know, you know what he’s
like!” This was an employee commenting that if someone let the Director know about a safety
issue, he would follow it up and act to resolve it.

(i) Helped in the response to HSE
improvement / prohibition notices and/or
prosecutions
Comments:

There was an accident involving a 40ft fall, where an employee had not used his back-up
protection system, which was against co. procedures. The HSE allowed the site to continue
operating when they had talked to Keith and had seen documented procedures.

(j) Led to health and safety improvements, e.g.
fewer injuries

Specific example(s) of benefits and data to demonstrate
(a) Can you please describe specific example(s) of how your board level health and safety
direction has benefited health and safety?
Decision to move to full-time employees, rather than using contractors, to increase company
control over health and safety compliance – to be better able to better set the culture.
Decision to invest profits in further improving health and safety “…don’t do it [health and
safety] for financial reasons but for keeping employee and his family secure… (as there are)
knock on effects if he is hurt.” Jane Turney, MD.
(b) Can you please provide data, such as injury rates, that demonstrates the health and safety
benefits of board level direction?
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No. Feel that are less accidents [but there has also been general safety improvements in the
industry as a whole over the last 20 years]. There are not accurate figures reported in trade
group, so they can’t compare themselves to others.
Keith was asked by trade group (Assoc Technical Lighting and access specialists) to write the
British Standard for Industrial climbing. This document will set the standards for the industry.
Keith is seen as a leading authority on safe working by peers/competitors.
He believes that Central High Rise:
•

Has low absenteeism rate compared to peers, but can’t prove it

•

Are doing well on accidents (but with very small numbers it is not really valid.)

•

Have obtained 8 health and safety awards (the only company in UK to receive awards
consistently) and are now winning a prize in large company sector and were twice runnersup for a top award

•

Employee retention is good – a couple that have left came back saying that competitor
company not nearly as good on safety, which is a benefit for company as it keeps the
knowledge, skill and culture over time

•

Decision to provide paid for physiotherapy for any health issues has reduced time off work
for back problems.

Risks posed by board arrangements
(a) To what extent do you believe that your board level arrangements have effected the
possibility of individual directors being sued or prosecuted for a health and safety problem?
Please explain your answer.
It is believed that their actions have mitigated it, as they could not be shown to have been
negligent.
(b) To what extent do you believe that your board level direction of health and safety has
effected the risk posed to your organisation by health and safety failures? Please explain your
answer.
The board has reduced it, as the company is increasing its control over its risks.
(c) Has the board’s and/or your involvement in health and safety stopped you or the board from
properly managing other important aspects of the business, if so what and how?
Yes, occasionally, given the Director’s strong personal interest and motivation to reduce the
risks to which employees are exposed, this has sometimes led to neglecting winning contracts.
This was mainly a problem in the 1980s, when having to focus on changes in health and safety
and quality requirements.
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Strongly
agree

To what extent do you agree that?

Agree

Unsure

Disagree

Strongly
disagree

The time and effort required of the board to
direct health and safety is justified by the
business benefits
The time and effort required of the board to
direct health and safety is reasonable “is duty
to do”
There is a wish to reduce the amount of time
devoted by the board to health and safety

mixed

Your message to other directors
What would you say to directors and boards that do not provide leadership and direction on
occupational health and safety?
My message to directors and boards that do not direct health and safety is...
“Board level involvement is an essential part of the 21st century trading ethic…attitudes to
health and safety are determined by the boss’ attitude not the company size.”
The most important things
Of all the things that your board has done to direct health and safety, please cite the most
important:
1) “My peace of mind”
2) A better relationship with workers
3) The satisfaction of turning an idea into reality, e.g. producing a patented system that has
significant safety benefits for employees.
4) “You come up with the answers and I’ll help you” aim to change the attitude of employees –
that safety is their responsibility as well.
Recommendations to other organisations
Would you recommend your board level health and safety arrangements to other organisations?
Yes, “(you are) skating on thin ice… (as it is a) personal and company risk…as director you are
automatically a leader, and health and safety is a clear duty.”
Further improvements and future plans
(a) If you could improve further your board level arrangements, what would you change and
why?
It is understood that there is no sense of “you’ve made it”, in that there is no, perfect system. It
is rather a need to continually increase the benchmarks, and ensure continual development.
Therefore there would be a change in board arrangements if there was a need for it.
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(b) What are your plans for the future development of your board level direction of health and
safety?
They have market expertise in a newly developed safety system. This has led to a new niche
market being identified into which to lead the company – installing this system for clients and
potential licensing to others.
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5.9

DCS Europe

DCS Europe plc offers a storage and distribution service for toiletry products across the UK and
overseas. The company’s headquarters are located in Stratford Upon Avon and it employs 107
staff.
5.9.1

History of the development of board arrangements

(a) Please describe the organisational context of this case study: who is being considered “the
Director”, and “the Board”, and how they fit in the overall organisational structure
The Director is the Managing Director, and the Board is the company’s only stakeholders. It is
a family owned and run company.
(b) How have the current arrangements developed over time, in particular the last few years
DCS Europe plc has always been a family-run business and there have not been any specific
influences. The key drivers for improved health and safety provisions are really due to
company growth and development. The company has grown from 10 employees in 1994 to the
current position where there are more than 100 employees. The addition of a Strategy Advisor
to the Board in 2004 was influential to this growth and development.
(c) Why has responsibility for H&S been given to this post rather than, say, the Operations
Director or Finance Director?
The Managing Director is responsible for health and safety as:
•

It needs to be actively led from the top

•

It provides vision and value to what the company is trying to achieve

•

It promotes the well-being of employees and therefore employees will feel there health
and safety is of value to the company and therefore feel valued themselves

•

It ensures that health and safety issues do not get red taped by budget restraints

•

It ensures that health and safety measures cannot be skipped and shortcuts cannot be
taken in order to meet operational targets.

(d) What is the organisational structure for the implementation and monitoring of H&S?
There is an ‘open door’ policy regarding health and safety issues. However, there is also a
formal procedure in the event of senior management not being on site. This is as follows:
•

Staff to representatives

•

Representatives and staff to Health & Safety Officer and Operations Manager

•

Operations Manager and Health & Safety Officer to Managing Director

•

Managing Director to the Board.

With regard to documentation and monitoring, the following apply;
•

Documentation of formal structure – roles and responsibilities of the Director and
others, safety policy document, etc.

•

Health and Safety policy
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•

Health and Safety software, which includes monitoring and measurement tools to
analyse figures in order to work towards continuous improvement, has the ability to
monitor cause and effects, of incidents and also to identify associated behaviours and
conditions. All aids us in making necessary improvements and protecting the well being
of employees, by lowering risks. This software also keeps the MD informed in all
aspects of health and safety activity on site.

•

Health and safety documentation – i.e. cleaning records, pest control, Vehicle checks,
Fire extinguishers, tests, electrical inspections, display screen equipment, manual
handling, training records, safety signage, warehouse inspection, machinery inspection
accident records, reporting etc.

•

Health and safety notices for staff – includes roles etc, who to go to with issues.

•

Health and safety on induction – has now been extended to include 3 x DVD’s (we are
soon to add a fourth on food handling), currently the DVD’s cover health and safety
induction, manual handling, warehouse and truck lift safety. Also included at induction
are fire procedures, personal protective equipment, tour of the warehouse, authorised
use of machines instruction, etc.

(e) Which of your employees would know who has the ultimate responsibility for H&S? How
would they know this?
All employees should know that the MD has ultimate responsibility for health and safety
through:
•

Induction to the company

•

Notice boards/Posters, etc

•

Staff newsletter notices

•

Committee meetings, etc.

•

Any Health & Safety Training provided in-house.

(f) Who would employees consider to be responsible for implementing H&S in the
organisation?
The Operations Manager and the Health & Safety Officer firstly; Departmental Managers in the
second instance, as this has been added to their job descriptions; and Employee Representatives
in the third instance.
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When making the arrangements for health & safety, did you…

Yes

No

Unsure

…seek consultancy advice?
…benchmark yourself against other organisations?
…read HSC/E guidance?
…go through a process of “iteration” in the development of your
arrangements?
…consult with safety representatives / the workforce?
…consult a solicitor?
…read guidance on corporate governance?
…take guidance from previous experience of CEO / MD and / or other
board members?

Did you create a new seat on the board to fulfil the role of H&S Director?

Yes

Did you merge the responsibility with another directorial role, e.g. HR, Risk, YES
Operations?

NO
No

(g) Any other comments on how you decided the correct board arrangements for H&S:
N/A
Strongly
agree

To what extent do you agree that?

Agree

Unsure

Disagree

Strongly
disagree

It was straightforward to decide how to
develop an effective set of board
arrangements
It was relatively undemanding in deciding
how best to provide board level H&S
direction
We have had to improve our board level
arrangements due to initial problems with our
arrangements

(h) Can you please describe lessons learnt from during the development or operation of your
board level H&S arrangements?
The need for a strong connection and communication between health and safety and the
following business areas: Human Resources, Training, Performance and Organisational
Development.
The company has found that giving focus to health and safety boosts morale and supports other
human resource policies.
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5.9.2

Reasons for developing or having board level direction

To what extent did you increase H&S
direction because of the following
reasons?

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

The perception that H&S is a significant corporate risk,
e.g. risk posed by a major incident, prosecution, etc.
A perception that productivity could be improved by
better, e.g. reduction in absence and better staff morale
The need to respond to one or more specific H&S
regulations / the growing body of H&S regulation
The need to respond to growing demands for corporate
governance, e.g. Turnbull
A wish to be socially responsible
Demands from a new owner / change in management / new
CEO or MD
The possibility of a new law on directors H&S
responsibilities
The possibility of corporate manslaughter prosecutions
Response to requirements of investors, business clients or
insurers
Any other reasons:

To what extent do you agree that?
You would not have developed your arrangements without
the prospect of legal mandation of directors H&S
responsibilities
You would not have developed your arrangements without
the increased risk of directors being prosecuted for
manslaughter / negligence etc.
You developed your board arrangements despite advice
from solicitors/consultants/advisors that this may increase
the risk of individual directors being held liable for H&S
failures

Elaborating on the answers above:
As the company has grown it has been a natural progression for there to be development in the
approach to health and safety, regardless of the risk of litigation. Whilst this is an issue, the
company believes that they have a duty to look after the well-being of their employees, and also
have to act in response to client requests – by carrying out audits areas to be improved have
been identified that have also resulted in improved health and safety and environmental working
conditions for employees. The company, as a result, has seen that a strong link between
improving the working environment and increasing productivity appears to exist.
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(a) Can you please say in your own words why was H&S considered important enough to
deserve and require board level direction?
It is recognised by the board members that health and safety needs to be led from the top. Staff
appears to value the importance of health and safety issues if they feel it is on the top of the
business’ agenda. The company has encouraged an “all embracing approach” to health and
safety and so the workforce are able to raise topics with representatives as employees
themselves recognise what is required and know how to seek improvement. Employees know
their requests will be addressed via committee meetings and by the Managing Director, and it
has been found that this improves overall confidence in the Managers and boosts staff morale.
Accidents and illness affect not only those directly involved, but also impact on productivity,
morale, the organisation’s image, and the financial bottom line, in the form of down-time and
the costs of insurance, investigation, and any possible legal penalties that have to be met.
(b) Can you please say in your own words why it is important that boards manage H&S rather
than delegating it to (say) H&S managers?
It serves to ensure there is continuous improvement and that things really keep moving forward,
e.g. with identified items for action being achieved. It is important to make sure the person
responsible is empowered to make decisions and make things happen, holt things if necessary,
etc.
Having the MD present at the health and safety meetings ensure that decisions can be made
“there and then” and then follows this up by “cutting through red tape” that could prevent delays
in improvement.
By having the decision maker at the heart of health and safety saves a huge amount of wasted
time in meetings, discussing and improving plans over and over before making a decision. In
health and safety it is vital that you act swiftly to make improvements as and when risks are
identified and reduce the risk of accidents actually occurring.
5.9.3

Description of current arrangements

Directorial arrangements
(a) What is the job title of the Director responsible for H&S?
Managing Director
(b) Why did the H&S leadership role go to this post rather than (say) the Operations Director or
Finance Director?
DCS is a family run business. All Board members have responsibility for health and safety,
however named responsibility is placed with the MD, as his role also incorporates the day–today operations of the business.

Approximately what proportion of the named director’s time is devoted to H&S?
Approximately what proportion of the board’s time is devoted to H&S?
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10%
2%

Summary of board level leadership and direction
(a) Can you please describe the way in which the board and the director for H&S provide
leadership and direction on H&S?
By setting up and developing communication and consultation channels with employees,
contractors, etc. through regular meetings as follows;
•

Board, Operations, Health & Safety, Human Resources, External Consultants, Software
companies, Committee

•

Through circulating minutes of the Health and Safety Committee meetings to managers
and representatives

•

Through making minutes of the Health and Safety Committee meetings available to all
personnel

•

By developing and implementing the health and safety policy in a way that is
meaningful to employees at all levels, as well as in line with current legal requirements

•

By recognising and dealing with emerging issues, investigating incidents and making
recommendations arising form the results.

(b) If you have a named director responsible for H&S, can you please say in your own words
what the advantages and benefits are of having a named director rather than having H&S as a
shared responsibility of the board as a whole?
“If the responsibility lay with all members it would get pushed to the back of the agenda as
other issues arose, where as with ultimate responsibility in this area the MD ensures it maintains
priority. It also provides one point of contact for staff, which gives them the added advantage of
instant decision making, as one person is overall accountable.”
Specific arrangements regarding HSC action points
Can you please summarise your board level arrangements for each of the following specific
points:
(a) Publicising the board’s role in H&S
We currently use the staff newsletter to publicise health and safety issues, however we are
looking to extend this to add news to our supplier/customer magazines.
(b) Each member of the board recognising their personal responsibilities for H&S
Yes, it is discussed at board meetings. Everyone is aware of the responsibilities the board have.
(c) Ensuring board decisions on procurement and contracting reinforce H&S intentions
N/A
(d) Board engaging with the workforce on H&S
Arrangements are via reporting systems and committee meetings. The board all believe it is
vital to maintain a strong communication and consultation channel with employees on all health
and safety matters.
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(e) Board level arrangements for reviewing H&S performance, keeping H&S policy aligned
with board priorities, being informed of H&S failures, ensuring H&S management systems are
in place and remain effective and are monitored / review
The New Health and Safety Software Management tool that has been introduced ensures that
the board at DCS are able to stay informed of events and activities related to health and safety as
they have the ability to access the advanced record keeping and monitoring, analytic tools, etc.
The software also aids investigation, through identifying causes and conditions that have
contributed to the outcome of health and safety issues, and it therefore helps the company to
identify problems. It also serves to keep the Board informed by using a number of reporting
facilities, so Board members are able to check records at any time, particularly as it is an
internet-based system. It allows the company to monitor themselves constantly, and make
improvements year on year, month on month, etc. The software is available to all board
members and reports resulting out of it, along with individual incidents, can be discussed at
board meetings with the software up on screen.
5.9.4

Impact of board level direction

Perceived Benefits
In what way do you believe your board
level H&S direction and leadership has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

a) Helped to reduce your corporate risk
Comments:

By developing health and safety at DCS to the stage that it can be tracked as accurately
as this has undoubtedly reduced risks. The company is concentrating on preventative measures all
the time to reduce the risk of incidents occurring.

b) Reduced the disruption to your organisation
created by H&S problems
Comments:

No time is wasted on health and safety issues arising being dealt with swiftly to prevent
risk as decisions are directed from the top, without financial restraint. Disruption is reduced
because fewer meetings are needed to be held before decisions can be made and implemented.
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In what way do you believe your board
level H&S direction and leadership has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

c) Helped to improve business performance,
e.g. less absence, more sales
Comments:

By actively engaging the workforce in increased health and safety measures and
provisions, it has boosted morale and encouraged ownership and involvement from staff. It
means that employees take on the responsibility for themselves, for those around them and their
working environment in terms of health and safety. The knock on effect of this is increased
productivity. Many staff are now involved in health and safety activities, e.g. from representing
the workforce to ensuring drivers in the yard wear PPE to clearing ice and snow or taking on fire
or first aid duties. The company actively encourage everyone to take part and reward those that
do. The company aim to achieve an all-embracing approach to keeping a safe working
environment.
This has helped to improve quality, customer services, and boost sales.
Although the company doesn’t have strict absenteeism policies and practices in place at the
current time, this is an area that is under consideration. Staff absence has however noticeably
reduced since the workforce became more engaged in consultation with Management. Currently
this is mainly in the area of health and safety, but generally working conditions, etc. come under
the same umbrella, i.e. risk assessments identifying where roles may need to be adjusted to
prevent strains, etc. and ensuring people take breaks preventing stress or exhaustion. All
improvements reduce risk and improve health and morale of employees, which ultimately reduces
absenteeism and boosts productivity.

d) Helped
to
fulfil
corporate
responsibility aspirations

social

Comments:

By looking after the workforce (mainly made up of local people) the company believes
it is contributing to the local area. It also strives to protect the site, i.e. the environment, in which
it operates by ensuring that there is product recycling where possible rather than pollute the local
environment.
There is the belief that good health and safety practises are part of the ethical value that are held at
DCS.

e) Helped
to
improve
corporate
communications and public relations
Comments:

Public relations – as above including responsibility to the local community.

The company contributes to the local community by getting involved with charity initiatives,
especially those that are connected with individual staff and families.
f) Improved relations with the HSE and
other external regulators
Comments:

Unfortunately the local branch of the HSE don’t currently do anything in the way of
events or gatherings. There have been improvements in the company’s relations with the
Environmental Health Agency, and they discuss the company’s provisions and offer advice.
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In what way do you believe your board
level H&S direction and leadership has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

g) Improved relations with investors, insurers
and other external financial stakeholders
Comments:

The company has a good working relationship with its insurers. At their last visit to the
company, the NFU, indicated that they were happy with the internal record keeping and pleased to
hear about the introduction of the management software, as this provides them with more accurate
data. By investing in risk management and tightly auditing management action the company is
reducing the risk to our insurers.

h) Improved relations with trade unions and
the workforce
Comments:

In principle there is agreement with this statement; however there is no recognised
union on site currently. The company have certainly improved relations with the workforce
through consultation, training and involvement in health and safety. There is more of a sense of
pride of shared responsibility in this area, since there is encouraged ownership by all in the area of
improving health and safety on site.

i)

Helped in the response to HSE
improvement / prohibition notices and/or
prosecutions

j)

Led to H&S improvements, e.g. fewer
injuries

Comments:

Initially it was found that the figures went up from October 2003, though this was due to
the added role of a Health and Safety Officer, reporting directly to the MD, who was
implementing changes, and this immediately led to improved record keeping on site. The
advantage was that it gave the MD the ability to measure and monitor activities much more
closely. The introduction of the new software this year will furthermore enable the company to
carry out time series analysis based on the previous year’s figures in order to track improvements
and the influence different activities have had over accidents and incidents on site.
By being able to fully investigate accidents, and identify causes and conditions associated with
them it will allow for the introduction of preventative measures. The company are also in the
position to also identify near miss situations, and therefore identify what and reduce risks all
round. The software gives us the ability to accurately record this data.
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Specific example(s) of benefits and data to demonstrate
(a) Can you please describe specific example(s) of how your board level H&S direction has
benefited H&S?
•

Improved working conditions

•

Direction for improvements to be implemented to Health and Safety Officer in terms of
inspection and monitoring

•

Direction to Operation Manager to relay responsibilities of departmental Managers in
ensuring provisions for their departments.

•

Improved resources for handling environmental issues i.e. weather conditions spillages
etc.

•

Improved provisions for handling food items and packaging in the warehouse

•

Perceived impact – safer cleaner environment, valued employees

•

Improved employee relations

•

Downward trend in the number of incidents.

(b) Can you please provide data that demonstrates the H&S benefits of board level direction?
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•
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•

Vastly increased training provisions are now in the process of being introduced, with a
focus on internal training, on health and safety. This includes a newly appointed
accredited trainer on moving vehicles, the inclusion of training on the “first day”
induction, increased monitoring of training and improvements that it brings. Increased
record keeping of incidents accidents training to enable us to monitor more efficiently
for improvements to continue.

•

As a fast growing company, there are a number of initiatives underway to introduce
improved record keeping and monitoring tools in all areas of people management. The
company has not previously churned out summaries of absences, turnover, retention,
etc. However since the introduction of a HR/Health and Safety Officer, the company are
now recording data more accurately and closer analysis of the affects of what is being
done and where it is adding value. In this respect there is an aim to constantly improve
the record keeping in all areas of Personnel Management.

Risks posed by board arrangements
(a) To what extent do you believe that your board level arrangements have affected the
possibility of individual directors being sued or prosecuted for a health and safety problem?
Please explain your answer.
It is believed that it has reduced the risk; although legislation in this area is growing it is
perceived that having made the previously described provisions these risks are being kept as low
as possible.
(b) To what extent do you believe that your board level direction of H&S has affected the risk
posed to your organisation by health and safety failures? Please explain your answer.
Would disagree - believe it has reduced risk posed by organisation in being more informed more
aware and more active in preventative measures.
(b) Has the board’s and/or your involvement in H&S stopped you or the board from properly
managing other important aspects of the business, if so what and how?
No
Strongly
agree

To what extent do you agree that?

Agree

Unsure

Disagree

Strongly
disagree

The time and effort required of the board to
direct H&S is justified by the business benefits
The time and effort required of the board to
direct H&S is reasonable
There is a wish to reduce the amount of time
devoted by the board to H&S

Your message to other directors
What would you say to directors and boards that do not provide leadership and direction on
occupational health and safety?
My message to directors and boards that do not direct H&S is...
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“You will be able to see significant improvement in productivity and efficiency of your
operations. You will improve the quality of your work and improve the service to your
customers, whilst vastly improving employee relations. Although my motivation has always
been to keep employees safe – looking after employees brings many business benefits also.”
Three most important things
Of all the things that your board has done to direct H&S, please cite the 3 most important:
1) Recruited a HR/Health and Safety Officer to assist the MD to implement health and safety
improvements and record, document and report organisational developments in this area.
2) Workforce consultation – By engaging representatives from the workforce actively in health
and safety, e.g. at minuted meetings, has led to much more being discovered about the business
giving a better “bird’s eye view”. Those doing the job itself provide an excellent resource for
gauging what is required in terms of improvement and the best ways in which to gain buy-in
from the workforce.
3) Introduce new software from a company called Enable Infomatrix, which allows us to record
monitor and report health and safety improvements. It has also enabled us to improve current
activities by not only monitoring what has occurred in the way of accidents, etc., but also to
identify through incidents or near misses potential risk areas that can be addressed as a
preventative measure. The software also allows the company to benchmark themselves in
respect of the market place (through Business link web site) and links to advice and thereby
assists in making further improvements in this area.
Recommendations to other organisations
Would you recommend your board level H&S arrangements to other organisations?
There are still further plans for improvement, but would certainly recommend putting provisions
in place sooner rather than later. The sooner a company begins to monitor health and safety
accurately and truthfully, the better it will be in terms of measuring improvements in the months
to come.
Ensuring health and safety has board level direction has brought it onto the agenda, gives it
importance, and it needs to be seen to be important for necessary action to take place without
delay, to create a safe working environment for staff, etc., they have to see that there is a culture
of health and safety that is highly valued within the organisation.
Further improvements and future plans
(a) If you could improve further your board level arrangements, what would you change and
why?
The company is content with the way things are running currently. They will continue to
review and assess for continuous improvements as the company develops further.
(b) What are your plans for the future development of your board level direction of H&S?
The software will eventually be introduced to the health and safety committee meetings so that
it can be examined and provide information on-line for discussion. The company will develop
the analytical tool in conjunction with the software developers to make it work for them and
provide them with the figures that they need.

165

5.10 Debenhams
Debenhams is a well-known high street company operating in the private retail business sector,
with braches across the UK and abroad.
5.10.1 History of the development of board arrangements
(a) Can you please summarise the sequence of events and decisions over the past few years that
led you to create your current board level arrangements for health and safety?
Debenhams has for many years had arrangements to ensure that stores held monthly health and
safety meetings, chaired at least quarterly by the Store Manager. Although there were similar
arrangements to hold head office meetings to review corporate health and safety matters and
chaired by the Personnel Director, these were on an ad hoc basis, with no fixed agenda, and any
minutes resulting were not circulated to anyone who could influence change.
When Debenhams split from the Burton Group in 1998 and became an autonomous public
limited company, it appointed its own Company Secretary. His awareness of the influence of
health and safety on profitability and public opinion, together with the growing influence of
stakeholders’ interest in the subject and developing legislation, resulted in the formulation of a
specific head office committee to review corporate strategies and their likely health and safety
impact in stores. The meetings were originally chaired by the Company Secretary because of the
legal steer he could place on proceedings and the fact that as an executive board member, he
could report the findings back to the main board.
In 2002, it was agreed that the chairmanship of the committee should pass to a main board
director, as an indication of the commitment to the subject, to influence the continued high level
representation, and as a driver to effect change where necessary. As a consequence, Nigel
Palmer, Retail Operations Director, took over the chairmanship.

When making the arrangements for health & safety, did you…

Yes

No

Unsure

…seek consultancy advice?
…benchmark yourself against other organisations?
Using the British Retail Consortium
…read HSC/E guidance?
…go through a process of “iteration” in the development of your
arrangements?
…consult with safety representatives / the workforce?
…consult a solicitor?
…read guidance on corporate governance?
…take guidance from previous experience of CEO / MD and / or other
board members?

Did you create a new seat on the board to fulfil the role of health and safety Yes
Director?

No

Did you merge the responsibility with another directorial role, e.g. HR, Risk, Yes
Operations? We have linked health and safety with risk and HR

No
-
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(b) Please describe in your own words, how you decided what your board health and safety
arrangements should be:
This was done to provide the visible commitment to the subject. As Retail Operations Director,
Nigel is highly visible in the stores and is well known amongst employees
Strongly
agree

To what extent do you agree that?

Agree

Unsure

Disagree

Strongly
disagree

It was straightforward to decide how to
develop an effective set of board
arrangements
It was relatively undemanding in deciding
how best to provide board level health and
safety direction
We have had to improve our board level
arrangements due to initial problems with our
arrangements
(c) Can you please describe lessons learnt from during the development or operation of your
board level health and safety arrangements?
To be pragmatic. It is of no use writing policy unless people understand the practicalities on the
shop floor.
5.10.2 Reasons for developing or having board level direction
To what extent did you increase health
and safety direction because of the
following reasons?
The perception that health and safety is a significant
corporate risk, e.g. risk posed by a major incident,
prosecution, etc.
A perception that productivity could be improved by better
health and safety, e.g. reduction in absence and better staff
morale
The need to respond to one or more specific health and
safety regulations / the growing body of health and safety
regulation
The need to respond to growing demands for corporate
governance, e.g. Turnbull
A wish to be socially responsible
No specific reason
Demands from a new owner / change in management / new
CEO or MD
The possibility of a new law on directors health and safety
responsibilities
The possibility of corporate manslaughter prosecutions
Response to requirements of investors, business clients or
insurers
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Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

To what extent do you agree that?
You would not have developed your arrangements without
the prospect of legal mandation of directors health and
safety responsibilities
You would not have developed your arrangements without
the increased risk of directors being prosecuted for
manslaughter / negligence etc.
You developed your board arrangements despite advice
from solicitors/consultants/advisors that this may increase
the risk of individual directors being held liable for health
and safety failures

(a) Can you please say in your own words why was health and safety considered important
enough to deserve and require board level direction?
As a customer focussed business with a high profile throughout the country and increasingly
abroad, it was seen as essential to profitability to maintain high standards of health and safety.
The company invites millions of customers into the Debenhams ‘workplace’ and therefore
needs to ensure that the environment they meet is to their expectation.
To help achieve success, the company needs motivated employees to deliver the customer
service required. Maintaining high standards of health and safety in the workplace is seen as a
key part of achieving staff loyalty and consequently reducing staff turnover.
(b) Can you please say in your own words why it is important that boards manage health and
safety rather than delegating it to (say) health and safety managers?
Board Directors set the direction and culture in which the business operates. Their enthusiasm
for conducting operations under their direct control is reflected in the way that those who report
into them conduct themselves.
The status and influence of the directors, both within the company and to third parties e.g.,
suppliers, ensures that we get the correct outcomes to issues including on matters of health and
safety, particularly through their control of resources, both financial and human.
5.10.3 Description of current arrangements
Directorial arrangements
Do you have a named director responsible for health and safety?

Yes

No

(a) What is the job title of the director responsible for health and safety?
Retail Operations Director
(b) Why did the health and safety leadership role go to this post rather than (say) the Operations
Director or Finance Director?
He has both executive powers at head office as well as direct responsibility for the operations of
the stores.
Because of his practical knowledge, influence of store operations, and previous involvement in
other key head office functions such as Store Design and Development.
(c) Can you please summarise or provide a copy of their health and safety responsibilities or the
organisation’s safety manual that describes their role, or any other appropriate document?
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Approximately what proportion of the named director’s time is devoted to health
and safety?

5%

Approximately what proportion of the board’s time is devoted to health and safety?

3%

Summary of board level leadership and direction
(a) Can you please describe the way in which the board and the director for health and safety
provide leadership and direction on health and safety?
They have:
•

Introduced key performance indicators for store health and safety matters

•

Introduced measures to assess competency and control of contractors working within the
stores

•

Implementation of personal safety strategies for employees

•

Implementation of stock and fixtures logistics to reduce health and safety risks

•

Encourages employees to undertake health and safety training programmes commensurate
with employment.

(b) If you have a named director responsible for health and safety, can you please say in your
own words what the advantages and benefits are of having a named director rather than having
health and safety as a shared responsibility of the board as a whole?
It allows for employees to identify health and safety with one individual champion, who is in a
position to influence and introduce changes.
Specific arrangements regarding HSC action points
Can you please summarise your board level arrangements for each of the following specific
points:
(a) Publicising the board’s role in health and safety
Please find in Appendix A of this case study the Debenhams Health and Safety Policy Manual
detailing the organisational responsibilities and reporting lines of the Board.
(b) Each member of the board recognising their personal responsibilities for health and safety
The head office Health and Safety Committee co-opts the heads of the various Debenhams
functions to the meetings. Their involvement ensures that issues resulting from their
departments activities are aired and that the conclusions are circulated.
(c) Ensuring board decisions on procurement and contracting reinforce health and safety
intentions
The Directors responsible for procurement of products and services have given their personal
backing, in writing, to ensure that all suppliers have the appropriate level of competence.
(d) Board engaging with the workforce on health and safety
Recent initiatives have been introduced to ensure that Debenhams executives visit stores and
discuss all aspects of the store operations with the Store Management Teams and Debenhams
employees, with a view to improving performance in all areas, including health and safety, and
specifically for making executive involvement more visible.
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(e) Board level arrangements for reviewing health and safety performance, keeping health and
safety policy aligned with board priorities, being informed of health and safety failures,
ensuring health and safety management systems are in place and remains effective and are
monitored / reviewed.
The Company Secretary is the line manager for the Environmental Health and Safety Manager
and, therefore, is updated on key health and safety developments. He in turn is then in a position
to update the board on such developments.
Debenhams has an elaborate and effective mechanism to ensure that all incidents are escalated
through the business commensurate with their importance.
Periodic reviews by a Risk Management Committee consider the whole aspect of corporate risk,
particularly the implications of the findings of internal store audits, legal and enforcement
developments. This Committee sits outside the Health and Safety Committee and is chaired by
the Debenhams Finance Director.
5.10.4 Impact of board level direction
Perceived Benefits
In what way do you believe your board
level health and safety direction and
leadership has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

(a) Helped to reduce your corporate risk
Comments:

A review of the various business functions and their influence on health and safety
allowed the board to make decisions at a corporate level which has benefit to the company as a
whole.
The potential hazards and risks are still out there. It still has to be managed; therefore any direction
needs to have clout from above. We set benchmarks for each store

(b) Reduced the disruption to your organisation
created by health and safety problems
Comments: By allowing the appropriate resources to be available to consider the potential problems
at the design stage of new business ventures allows them to be spent wisely. Trying to apply
resources to ill – conceived procedures retrospectively is expensive.

(c) Helped to improve business performance, e.g.
less absence, more sales
Comments:

Retailing relies on the quality of its employees. A significant cost in the retail sector is
incurred through staff turnover. Developing a culture of inclusiveness in decision making,
innovative training methods, etc. is aimed at reducing this cost and achieving higher customer
satisfaction through motivated and knowledgeable employees.
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In what way do you believe your board
level health and safety direction and
leadership has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

(d) Helped to fulfil corporate social responsibility
aspirations
Comments:

Health and safety is seen as a key component of the businesses public face. Until
Debenhams left the stock exchange, it reported annually on its performance in areas of health and
safety, such as the enforcement activity and reportable accidents. It also publicised how it selfregulates health and safety through internal audit and key performance indicators.

(e) Helped to improve corporate communications
and public relations
Comments:

The communication of health and safety both up (from store to board) and down (vice
versa) was seen as essential and introduced immediately by the appointment of the executive board
member to the head office health and safety committee.

(f) Improved relations with the HSE and other
external regulators
Comments:

Debenhams has a Lead Authority Partner with a local authority (LA). As part of their
review of health and safety management it is seen as essential that directors play their full role in
health and safety. As a focal point for other LA’s to contact, our Lead Authority communicates
Debenhams positive stance on director participation.

(g) Improved relations with investors, insurers
and other external financial stakeholders
Comments:

During the period Debenhams was on the stock exchange, the interest and influence of
stakeholder groups in relation to environmental and health and safety significantly increased.
Openly publicising the performance of the company in these areas was seen as a way of answering
these concerns.

(h) Improved relations with trade unions and the
workforce
Comments:

The appointment of Nigel to the chairmanship of the Health and Safety Committee has
been important because he is a very ‘recognisable’ face to all store managers as a person who
achieves results having been there and done it himself.

(i) Helped in the response to HSE improvement /
prohibition notices and/or prosecutions
Comments:

Debenhams has got a good record in relation to formal notice and enforcement activity
and has always worked to implement best practice and interpret and introduce policies and
procedures before new legislation is enacted.
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In what way do you believe your board
level health and safety direction and
leadership has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

(j) Led to health and safety improvements, e.g.
fewer injuries
Comments:

The nature of retail employment makes the capture of cause of absence statistics very
difficult. Debenhams has recently introduced new HR systems which will improve the capture and
collation of this information.

Specific example(s) of benefits and data to demonstrate
(a) Can you please describe specific example(s) of how your board level health and safety
direction has benefited health and safety?
The board has given instruction for increased internal risk management auditing of stores
covering the whole gamete of risk including those created by health and safety. The board have
reiterated the key health and safety messages on which stores should concentrate.
Further details can be found in the Health and Safety Report (see Appendix A).
(b) Can you please provide data, such as injury rates, that demonstrates the health and safety
benefits of board level direction?
As above.
Risks posed by board arrangements
(a) To what extent do you believe that your board level arrangements have affected the
possibility of individual directors being sued or prosecuted for a health and safety problem?
Please explain your answer.
It is believed that the situation has remained unchanged. Having Board level involvement shows
the strongest possible commitment to the subject, thereby mitigating charges of corporate
deficiencies.
(b) To what extent do you believe that your board level direction of health and safety has
affected the risk posed to your organisation by health and safety failures? Please explain your
answer.
It has reduced the potential for risks to become actual events as control measures agreed at
board level will become actions.
(c) Has the board’s and/or your involvement in health and safety stopped you or the board from
properly managing other important aspects of the business, if so what and how?
No. Retailing depends on the delivery of excellent customer service, and health and safety forms
part of this delivery.
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Strongly
agree

To what extent do you agree that?

Agree

Unsure

Disagree

Strongly
disagree

The time and effort required of the board to
direct health and safety is justified by the
business benefits
The time and effort required of the board to
direct health and safety is reasonable
There is a wish to reduce the amount of time
devoted by the board to health and safety
Your message to other directors
What would you say to directors and boards that do not provide leadership and direction on
occupational health and safety?
My message to directors and boards that do not direct health and safety is...
“They will never be able to achieve the highest standards of health and safety management
without the active involvement of Directors. Stakeholders viewing the company will observe the
lack of direction – it will not be a holistic approach and people will feel this. If Directors don’t
lead by example, others will not feel bound to abide, e.g. the queen always smells fresh paint
wherever she goes.”
Be careful, you may be saving on visible costs of health and safety, but have you checked your
hidden costs of accidents, illness and reputational damage?
The most important things
Of all the things that your board has done to direct health and safety, please cite the most
important:
1) Ensure lines of communication
2) Able to access and influence Directors, i.e. flattened the structure
3) Influenced the allocation of resources, where deemed appropriate
4) The reports on the risk management auditing of the business are copied directly to the named
Director who will influence action points to be implemented on areas of weakness.
Recommendations to other organisations
Would you recommend your board level health and safety arrangements to other organisations?
Yes. It is encouraging to see health and safety has positive outcomes and is a normal part of
business culture. Individual managers cannot achieve success in health and safety without the
involvement and direction of the board.
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Further improvements and future plans
(a) If you could improve further your board level arrangements, what would you change and
why?
Debenhams is fortunate in having two Executive Board Directors sitting on the Health and
Safety Committee and therefore it is not perceived that change is necessary at this moment.
(b) What are your plans for the future development of your board level direction of health and
safety?
None foreseen in terms of the board level involvement. It is likely that the executive health and
safety meetings will be held in stores more often – rather than in head office.
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5.10.5 Appendix A: Health and Safety Report 2003

HEALTH AND SAFETY REPORT 2003
Debenhams take the health and safety of their staff and customers very seriously and this year
we are very proud to have this recognised by ROSPA who presented us with the
COMMERCIAL & BUSINESS SECTOR award for occupational safety
Each year 1000's of companies from the UK and around the world enter the awards and their
entries are considered by a panel of judges including representatives from the TUC, CBI, IOSH,
CIEH and HSE.
The awards are not just about accident records but entrants must demonstrate four years'
consistently excellent or continuously improving safety performance with a high standard of
safety policy and commitment. In 1991 when we first entered we received a Gold award and last
year we were highly commended in the sector (recognised as one of the best Gold award
entries).
Principles
In order to make effective the Health and Safety policy statement Debenhams has established a
Health and Safety management, control and support structure forming a framework for activity
and reaching every part of the Company. Full details of the policy are available at www.
debenhams.com/csr.
The company has two Environmental Health and Safety managers both members of CIEH and
IOSH. We have a Lead authority agreement with Luton Borough Council and a Home authority
partnership with Croydon and have regular meetings with them both to discuss issues and new
developments etc.
The Retail Operations director Nigel Palmer chairs the Company Health and Safety Committee
that meets quarterly and comprises representatives from all areas of the business. The
Committee’s role is to keep under review the effective management of health and safety across
the Company and to provide the executive directors with appropriate advice and guidance. We
have chosen to consult over health and safety matters through elected representatives who are
members of the Store health and safety committees that meet monthly. The company committee
review’s and discusses issues raised by stores in their health and safety meetings producing
minutes that are circulated across the business.
Training
New training material was launched this year and all staff work towards four basic skill units
one of which is works safely. All Health and safety training material is available on the Intranet
and we have a health and safety-training matrix, identifying training requirements for specific
job roles and to support this we have produced new information cards, posters and a video.
We have put 174 people through Chartered institute of Environmental Health Advanced course,
54 this year .Our target for 2004 is to have 100% of stores with at least one person who has
taken the Advanced course. Currently 95% of stores have someone and we are planning more
courses in January.
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We have also run a one day training course on managing safety for the store management teams,
the aim is for everyone responsible for managing a store to go through this or the Advanced
course.
So far 93% of store managers have undertaken the course and our target is 100% of store
managers and 50% of the management teams overall by the end of 2004.

Risk Assessment
To determine the hazards present in our business and who they affect, a comprehensive review
of accident statistics and compensation claims has been made together with already available
knowledge of the structure, installations and equipment present. As may be expected there is a
consistency in the hazards and risks encountered across the business this enables the
formulation of generic risk assessments for the Company. Whilst it is very unlikely that every
site will encounter all the hazards outlined in the assessment none should have hazards present
which constitute a risk to our staff, customers or visitors outside the scope of the generic risk
assessment. These assessments are regularly reviewed in the light of new developments
accidents etc.
For each hazard identified, a detailed summary is made of the potential locations where the
hazard may be encountered, any contributing factors leading to the creation of risk and a
summary of remedial action which can be taken. In the majority of cases, these are the subject
of detailed procedures covered in the policy.
One of the significant risks identified is slips and trips to both staff and public and we have a
instigated a number of initiatives, including non slip flooring treatment in high risk areas and we
are introducing non slip footwear for foodservices staff. One of our Environmental Health and
Safety managers sits on the HSE Slips and trips programme board.
This year we have also looked at in store demonstrations carried out in conjunction with the
suppliers either using their trained staff or trained store staff. We considered the risks associated
with this activity as well as the implications for food safety. We have worked on loading bay
risk assessments with Spectrum, DSE assessments following the changes in the legislation
which widened their scope to cover CCTV etc and working with the car fleet team have
developed a safety management system looking at occupational road risk. We felt that a number
of areas were involved so we reviewed our personal safety, mobile phone policy, expenses
policy and specific company car policy provided to all drivers and have issued new guidelines
launching a website for company car drivers.
We have also looked at Work at Height we carried out a company wide survey and review of
working at height activities and refined our risk assessments and control measures as a result
including a review of access equipment and training.
All contractors working in Debenhams are competency checked and we operate a CDM policy
employing external planning supervisors.
Only approved /nominated contractors are permitted to work for the company.
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Accident reporting
All Accidents are recorded on site and are also reported centrally via an internal accident report
form. In addition we have in place a major incident contingency plan incorporating reporting of
all serious major injuries, dangerous occurrences and other incidents reportable under RIDDOR
as well as other incidents that could have serious consequences for the business etc.
We are pleased to be able to report a reduction in staff reportable accidents this year from 97 to
79 with no fatalities, dangerous occurrences or reportable diseases and we believe management
commitment to improving safety standards particularly with the launch of high profile Health
and safety KPI’s has contributed to this reduction.
The number actually works out to only one reportable accident per store if averaged across the
company but some stores have a significantly higher rate than this.
In addition to staff accidents we also have a responsibility to report accidents involving a person
not at work.
In our case this means Customers and they are a major consideration in relation to Risk
assessment as they are beyond our control and can not be provided with training. This means
our staff have to be vigilant in maintaining a safe environment for our customers to shop.
Over 12 million customers’ shop with us each year and we are particularly pleased that the
number of these reportable accidents has also gone down from 35 – 24.
We also have a separate printing operation that would be classed as manufacturing and
interestingly has had no reportable accidents for at least the past 5 years NB they have separate
risk assessments for the equipment in use and a comprehensive COSHH policy.
Our goal is to reduce these to the lowest possible level and we will continually strive to improve
on these statistics Next year our target is that no store should have more than one reportable
incident a year.
We are please to report that we have had No enforcement notices or prosecutions against the
company this year.

Key Performance Indicators (KPI’s)
We have developed health and safety specific KPI’s it is hoped this will lead to specific focus on
health and safety by regional directors during their store visits. The KPI’s we have initially
decided to use are:
Monthly store Health and Safety meeting minutes and attendance at the meeting by the store
managers max score 9 , Completion of the Quarterly checklists which are in themselves an audit
of many of our the risk assessment control measures and statutory log max score 5 and the
subjective view of the relevant health and safety manager max score 10.
Based on the Pro-active response of store management to health and safety matters e.g.
identifying local and national issues and highlighting them centrally, undertaking and recording
risk assessments on issues identified in the store, Completion of local risk assessments / surveys
in a comprehensive manner when directed centrally. Reviewing, where appropriate controlling
contractor activity within their store and only using nominated, accredited contractors Reporting
and reacting to accidents - detailing on the incident forms the action taken to prevent a
recurrence , and timely notification to relevant parties as appropriate Where appropriate,
considering the outcomes and action plans following internal and external inspections of the
store by EHO's, Risk Management department, Marsh, Fire Officer.
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This together with the store audit review gives the store an overall ranking and has allowed us to
develop a list of top ten bottom ten stores. The intention is to update this on a quarterly basis
presenting the information to the company Health and safety committee and disseminating the
information across the company.
During 2003 we hope to continue to raise the profile of these and refine the KPI’s to ensure
they are meaningful we also have given ourselves the objective for the year of raising some of
the worse performing stores and improving the performance overall.
The average score for a store was 16, and our target score for 2004 is that no store should score
less than 19.
We are specifically targeting those Stores scoring below the average to achieve this.
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5.11 De La Rue
De La Rue is a FTSE 100 company which manufactures paper based security products and cash
handling systems. It operates worldwide and employs some 6,000 employees.
5.11.1 History of the development of board arrangements
(a) Please describe the organisational context of this case study: who is being considered “the
Director”, and “the Board”, and how they fit in the overall organisational structure
Leo Quinn as the Chief Executive is the nominated director of De La Rue plc (i.e. the top
company in the Group) and sits on the main board. He has been with the company for
approximately one year.
Day to day management of the Group is carried out by the Operating Board which Leo chairs
and which comprises three divisional managing directors (Currency Division, Security Products
Division, Cash Systems Division), the Group Finance Director, General Counsel & Company
Secretary (Louise Fluker), Group Director of HR and Group Director of Marketing and
Technology.
Personal motivation:
•

Leo believes that H&S is critical for a productive company and allows it to work
smarter and deliver more for less.

•

H&S contributes profit through improved productivity and profit is a motivator in
business

•

De La Rue is an ethical company. We have a legal and statutory requirement for H&S,
which is important, but if we are only doing it for this reason we do not get the full
value.

(b) How have the current arrangements developed over time, in particular the last few years
•

What are the key drivers/influences on the changes? E.g. change of director?, specific
incident, change in company ownership….

When the previous CEO, Ian Much, joined the company he put EHS firmly on the business
agenda and when Leo Quinn replaced Ian he continued that work.
In 2000 the Currency Division (this is the main division in the company) recruited a H&S
advisor who was eventually recruited to the centre to be Group EHS Advisor to the business.
The advisor got consultants in to look at the H&S structure from a strategic viewpoint and
advise the company. The move was prompted with concerns about being compliant with new
legislation and protecting the company from risk exposure.
The company tries to apply UK safety standards worldwide but must also follow all the local
regulations in all countries it operates in.
The company is driven by good corporate governance and the corporate values include security,
trust and integrity.
Both CEO’s supported the De La Rue International H&S Conference called Interlock.
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(c) Why has responsibility for H&S been given to this post rather than, say, the Operations
Director or Finance Director?
Leadership from the top is seen as very important and the CEO has accepted responsibility for
H&S through signing the overall Company H&S Policy Statement.
(d) What is the organisational structure for the implementation and monitoring of H&S?
•

Reporting lines within organisation

•

Documentation of formal structure – roles and responsibilities of director and others,
safety policy documents etc.

•

The day to day steering of H&S issues is delegated to the Company Secretary / General
Counsel.

•

Each of the Divisional Managing Directors have line responsibility for H&S
performance in their divisions. The EHS responsibility is clearly defined as a ‘line’
responsibility.

•

In addition the Site EHS Advisors or contacts report to their Site General Manager and
to Divisional EHS on a monthly basis by producing a formal report on EHS
performance. This is summarised and collated as required into Reports for the
Divisional Managing Directors and finally into a monthly EHS Operating Board Report.
In due course key statistics feed into the De La Rue Annual Report. The Reportable
Injury Rate per 100,000 employees is also one of six Key Performance Indicators used
for tracking business performance.

•

The company has a vision statement and global EHS standards

•

There Group H&S Policy is signed by Leo

•

Site H&S Policy Statements are signed by site managers

•

Each site has a local EHS arrangements manual which includes a H&S
reporting/responsibility structure for the whole company

(e) Which of your employees would know who has the ultimate responsibility for H&S? How
would they know this?
All employees should know via the Group H&S Policy Statement that is displayed on all sites
and on the web site / intranets.
(f) Who would employees consider to be responsible for implementing H&S in the
organisation?
On all sites this is the site General Manager supported by the EHS Advisor and the Site H&S
Committee (which meets monthly or quarterly). Some employees would also be aware of the
Board Level Steering Groups.
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When making the arrangements for health & safety, did
you…

Yes No Unsure

…seek consultancy advice?
Consultants were used initially to create divisional roles to connect sites
to the board
…benchmark yourself against other organisations?
HSE figures were used.
…read HSC/E guidance?
…go through a process of “iteration” in the development of your
arrangements?
At site level prior to 2000.
…consult with safety representatives / the workforce?
This was done locally but not on overall structure.
…consult a solicitor?
Took legal advice
…read guidance on corporate governance?
…take guidance from previous experience of CEO / MD and / or other
board members?
Particularly Ian March the previous CEO

Yes

No

Did you merge the responsibility with another directorial role, e.g. HR, Risk, Yes
Operations?

No

Did you create a new seat on the board to fulfil the role of H&S Director?

(g) Any other comments on how you decided the correct board arrangements for H&S:
The overall Board Director responsible for H&S is the CEO. This arrangement is supported by
the H&S Steering Group that is chaired by the Company Secretary and General Counsel.
Strongly
agree

To what extent do you agree that?

Agree

Unsure

Disagree

Strongly
disagree

It was straightforward to decide how to
develop an effective set of board
arrangements
It was relatively undemanding in deciding
how best to provide board level H&S
direction
We have had to improve our board level
arrangements due to initial problems with our
arrangements
(h) Can you please describe lessons learnt from during the development or operation of your
board level H&S arrangements?
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In a small diverse multinational it is difficult to achieve good cross-functional communications
and it is relatively expensive to provide satisfactory levels of EHS resources to cope with this
difficulty. The company believes that it needs three robust drivers:
•

Strong reporting processes;

•

A Steering group driving strategy and performance review; and

•

An Implementation Champion by Division.

If these work well results are delivered successfully.
Having the CEO involved makes H&S very visible and drives performance. Getting the
structure and the culture right affects peoples’ attitudes and behaviour and has to come from the
top.
5.11.2 Reasons for developing or having board level direction
To what extent did you increase H&S
direction because of the following
reasons?
The perception that H&S is a significant corporate risk,
e.g. risk posed by a major incident, prosecution, etc.
A perception that productivity could be improved by
better, e.g. reduction in absence and better staff morale
The need to respond to one or more specific H&S
regulations / the growing body of H&S regulation
The need to respond to growing demands for corporate
governance, e.g. Turnbull
A wish to be socially responsible
Demands from a new owner / change in management / new
CEO or MD
Changing management always changes direction
The possibility of a new law on directors H&S
responsibilities
The possibility of corporate manslaughter prosecutions
Response to requirements of investors, business clients or
insurers
Any other reasons:
Good business ethics

To what extent do you agree that?
You would not have developed your arrangements without
the prospect of legal mandation of directors H&S
responsibilities
You would not have developed your arrangements without
the increased risk of directors being prosecuted for
manslaughter / negligence etc.
You developed your board arrangements despite advice
from solicitors/consultants/advisors that this may increase
the risk of individual directors being held liable for H&S
failures
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Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

H&S is taken seriously because the company is a high profile brand operating in many countries
and dealing with many governmental institutions; their core values are ‘Security, Trust and
Integrity’. Good Corporate Governance is also having an influence and the company aims to
operate with high ethical values.
(a) Can you please say in your own words why was H&S considered important enough to
deserve and require board level direction?
•

There is a moral driver, de la Rue believes H&S is important and would not expect
employees to be injured at work. The company understands is can influence the
working culture and environment on H&S.

•

The CEO has a strong influence and people do what he says. The company is directive
(conservative).

•

H&S needs to be lead from the top to get it happening consistently across all the sites in
all countries.

(b) Can you please say in your own words why it is important that boards manage H&S rather
than delegating it to (say) H&S managers?
•

A board level steering group is essential in retaining a high profile for H&S in
mainstream operations.

•

It is also helpful to ensure that the business has a consistent approach to H&S and
manage corporate risk and reputation issues.

•

H&S is all part of running the business

5.11.3 Description of current arrangements
Directorial arrangements
Approximately what proportion of the named director’s time is devoted to H&S?

2%

Approximately what proportion of the board’s time is devoted to H&S?

5%

It is difficult to quantify because it is in much of what senior managers do; it is similar to
quality where it is built it in, thereby becoming ‘free’. This is supported by culture change
addressing peoples’ perception and attitudes.
H&S is a profit centre, there is a cost to getting it wrong. The company takes a proactive
approach and builds H&S in at the front end, believing that it then does not have to pay ‘extra’
for it.
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Summary of board level leadership and direction
(a) Can you please describe the way in which the board and the director for H&S provide
leadership and direction on H&S?
•

Leo supports the De La Rue International H&S Conference called Interlock. In
November 2004 Leo Quinn gave the opening address at the conference in Paris. The
conference was attended by about 100 employees including Directors, Managers, EHS
Advisors and Employee Safety Representatives from across the business. The
Company Secretary also presented at this conference and the Divisional Managing
Directors presented their EHS action plans.

•

When Leo visits sites he will ask for information or a presentation on H&S
performance. He leads by example and equips himself with appropriate H&S
equipment and will challenge any H&S failures he sees. He visited about 20 sites in
2004. Other board members may also do site visits.

•

The board receives monthly H&S reports and a detailed annual review

•

Leo produces a bi-monthly report for employees and H&S issues are included in this
when appropriate

•

Injury rates are one of our main business key performance indicators (see data later).
The directors review information on performance and lead by example.

•

The quarterly Operating Board level H&S Steering Group is chaired by the Company
Secretary and General Counsel (Louise Flucker) and is occasionally attended by the
CEO.

(b) If you have a named director responsible for H&S, can you please say in your own words
what the advantages and benefits are of having a named director rather than having H&S as a
shared responsibility of the board as a whole?
Leo thinks that leading from the top is very important and it is proactive to have a steering focus
at Board level. People look to the named person and it makes health and safety more visible
and personal when they see senior managers taking ownership.
He believes that businesses must be led from the top and that is why he set up ‘My
Contribution’ with a tracking mechanism so anyone can generate an improvement idea
(including on H&S) and this will be evaluated and considered. This drives improvement and
accountability and de la Rue rewards the best projects at their annual awards conference.
Specific arrangements regarding HSC action points
Can you please summarise your board level arrangements for each of the following specific
points:
(a) Publicising the board’s role in H&S
The main H&S Policy Statement is approved by Leo Quinn, this is a ‘public’ document and is
available to all stakeholders. The policy is displayed at sites and the board’s role is publicised
on the web site and intranet.
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The Steering group constitution has representatives from all divisions and other critical
functions.
(b) Each member of the board recognising their personal responsibilities for H&S
The Operating Board get monthly updates, occasional briefings and has received some H&S
training focussed on leadership and personal responsibility. This responsibility approach is
cascaded down the organisation. Board members also visit sites which gives them experiential
learning.
(c) Ensuring board decisions on procurement and contracting reinforce H&S intentions
All significant expenditure proposals have an EHS approval sign off process and will not go
through finance unless this is completed. Large contracts for major projects will also require
EHS approval.
(d) Board engaging with the workforce on H&S
This is mostly through continuous improvement schemes such as ‘My Contribution’ that
encourages staff to make suggestions for improvements. Consultation occurs at site level but is
not done by board members although they do carry out site visits. The board actively supports
the Interlock health and Safety Conference.
The business also encourages ‘near miss’ reporting and escalates Lost Time Accident reporting
and investigations / corrective actions.
(e) Board level arrangements for reviewing H&S performance, keeping H&S policy aligned
with board priorities, being informed of H&S failures, ensuring H&S management systems are
in place and remain effective and are monitored / review
The Operation Board have an EHS update report each month covering all the divisions. Sites
carry out self-assessment EHS audits annually that are supported by a rolling programme
(covering each site approximately every 3 years) of independent external verification audits
(using AIG among others). Results of audits are reported to the board. All sites and divisions
have Action Plans based on the audit results. There is a Group EHS Action Plan that is updated
periodically (each Quarter) to monitor progress.
The Health and Safety Policy Statement is resigned every year by Leo.
The H&S Steering Group make recommendations to the board about health and safety
expenditure.
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5.11.4 Impact of board level direction
Perceived Benefits
In what way do you believe your board
level H&S direction and leadership has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

(a) Helped to reduce your corporate risk
Comments:

Through supporting good risk reduction audits using ELCIEM (independent risk
consultants) that support our insurance requirements. Agreeing to independent verification audits
is also valued highly.

(b) Reduced the disruption to your organisation
created by H&S problems
Comments:

Reducing serious accident numbers and associated absence (see data later in report)

(c) Helped to improve business performance,
e.g. less absence, more sales
Comments:

By clarifying personal responsibilities for corrective actions and continuous
improvement through QBQ and ‘My Contribution’ initiatives.

(d) Helped
to
fulfil
corporate
responsibility aspirations

social

Comments:

Handled by the Company Secretary, the Steering Groups, the legal team and external
advisors, but recognised as an important issue for the company.

(e) Helped
to
improve
corporate
communications and public relations
Comments:

The company Annual reports over the last few years have included EHS issues and are
moving towards the wider CSR approach, although capture is difficult.

(f) Improved relations with the HSE and
other external regulators
Comments:

The company has little contact with the HSE/HSC, only as required very occasionally,
usually through our EHS specialists.

(g) Improved relations with investors, insurers
and other external financial stakeholders
Comments:

The company’s ISO14001 Environmental Management site certification programme
has helped relationships with their customers giving them ‘supplier assurance’ on environmental
issues. H&S issues are often less important to their financial stakeholders but they have certified
some sites to OHSAS 18001 standard and are progressing this at some of their larger sites.
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In what way do you believe your board
level H&S direction and leadership has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

(h) Improved relations with trade unions and
the workforce
Comments:

Clearly having safety programmes on site agendas helps support good industrial
relations. The company considers that it has some excellent safety representatives and encourages
joint working on H&S issues. Board level gives workers and trade unions confidence that health
and safety is being taken seriously.

(i) Helped in the response to HSE
improvement / prohibition notices and/or
prosecutions
Comments:

None for several years. They had a prosecution in 1996 prior to the current board.

(j) Led to H&S improvements, e.g. fewer
injuries
Comments:

Measuring accident statistics as one of the main company Key Performance Indicators
helps the business keep a balanced focus linking H&S improvements with other business
improvements. This drives reductions in accidental injuries.
The Reportable Injury Rate / 100,000 employees is one of six main business KPIs. This has
dropped from 1178 per 100,000 in 2002/3 to 937 in 2004/5. This is a reduction of over 15%
reduction in the RIDDOR reportable injury rate in the last 3 years, and a 23% reduction in
reportable injuries overall (from 78 in 2002/3 to 61 in 2004/5).

Specific example(s) of benefits and data to demonstrate
(a) Can you please describe specific example(s) of how your board level H&S direction has
benefited H&S?
•

Each Division has had resources allocated to put Divisional and site level EHS Advisors
in place. These provide an advice service to the Managing Directors, Manufacturing
Directors and General Managers as required, as well as collating information for the
board. These measures have raised awareness and improved visibility of health and
safety.

•

The self-assessment EHS audits are verified both internally and externally on a rolling
programme. The site General Managers are charged with having a site EHS Action
plan each year, based on these audits, that they must track and report on periodically.
They audit system has improved compliance and reduced H&S risk exposure leading to
no increases in insurance premiums in the last 3 years.

•

Annual Interlock H&S Conference – this has raised the profile of health and safety and
contributed to improved industrial relations.
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(b) Can you please provide data that demonstrates the H&S benefits of board level direction?
De la Rue is a very diverse small multi national and has done little in the way of cross business
surveys. However, the company is confident that good H&S management is very important to
managing its risks effectively. Its business units are all targeted to reducing their RIR rates year
on year and they generally achieve this. Lost time days due to accidents are also reducing.
•

Days lost due to accidents – 1988 in 2002/03 and 718 in 2004/05 – 65% reduction

•

Reportable Injury Rate (RIR) – 1178 in 2002/03 and 937 in 2004/05 – over 15%
reduction

•

Reportable Accidents – 78 in 2002/03 and 61 in 2004/05 – 23% reduction

Risks posed by board arrangements
(a) To what extent do you believe that your board level arrangements have affected the
possibility of individual directors being sued or prosecuted for a health and safety problem?
Please explain your answer.
The arrangements and initiatives agreed at the H&S Steering group help De La Rue with
applying good practices in a consistent fashion across the group, thereby reducing the chances
of a local breach of health and safety legislation.
(b) To what extent do you believe that your board level direction of H&S has affected the risk
posed to your organisation by health and safety failures? Please explain your answer.
Specific plans, reporting procedures and approved guidance from the H&S Steering Group
ratified by the Operating Board improve H&S performance and reduce exposures. The
company also carries out business unit risk analysis and has business continuity plans.
(c) Has the board’s and/or your involvement in H&S stopped you or the board from properly
managing other important aspects of the business, if so what and how?
No, this is a balance, health and safety is an integral part of the business.
Strongly
agree

To what extent do you agree that?
The time and effort required of the board to
direct H&S is justified by the business benefits
The time and effort required of the board to
direct H&S is reasonable
There is a wish to reduce the amount of time
devoted by the board to H&S
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Agree

Unsure

Disagree

Strongly
disagree

Your message to other directors
What would you say to directors and boards that do not provide leadership and direction on
occupational health and safety?
•

“You can not afford not to take it seriously. H&S is free if it is built in as the cost of
not doing it outweighs the cost of any front end investment.”

•

“Health and safety should not be seen as another thing one has to do, it is an integral
part of running a safe, productive business.”

•

“Health and safety is part of cultural change for the whole organisation.”

Three most important things
Of all the things that your board has done to direct H&S, please cite the 3 most important:
1) Measurement, monthly board reporting and inspection processes (what get measured gets
fixed).
2) Provide EHS advisors for every site with over 150 employees
3) Creating an empowered workforce - Empowering improvement through the ‘My
Contribution’ ideas and project process creating a continuous improvement culture

Recommendations to other organisations
Would you recommend your board level H&S arrangements to other organisations?
Yes, but they must ensure they have adequate resources and communication channels to cascade
down through the organisation and this is again about balance.
Further improvements and future plans
(a) If you could improve further your board level arrangements, what would you change and
why?
Nothing at present.
(b) What are your plans for the future development of your board level direction of H&S?
De la Rue are moving H&S and Environmental issues closer together and think they may need
to move this even wider to encompass CSR and other risk issues. ‘My Contribution’ is a key
business driver for improvement and H&S is an integral part of this. The organisation is aiming
to be a safe, productive company.
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5.12 Environment Agency
The Environment Agency is involved in the public sector in environmental enforcement and
flood management. It is based in Bristol and employs 11,700 people.
5.12.1 History of the development of board arrangements
(a) Can you please summarise the sequence of events and decisions over the past few years that
led you to create your current board level arrangements for health and safety?
Fundamentally, the Board arrangements have not changed since the Environment Agency was
created. Health and safety has always been under the remit of the HR Director. In addition a
Health and Safety Manager (with extensive business experience) fulfilled the role of advising
and implementation of health and safety policy. In the early days, the focus from the Agency
was on legislation compliance rather than seeing health and safety as a key business driver.

When making the arrangements for health & safety, did you…

Yes

No

Unsure

…seek consultancy advice?
…benchmark yourself against other organisations?
No one to benchmark against
…read HSC/E guidance?
…go through a process of “iteration” in the development of your
arrangements?
…consult with safety representatives / the workforce?
…consult a solicitor?
…read guidance on corporate governance?
…take guidance from previous experience of CEO / MD and / or other
board members?

Did you create a new seat on the board to fulfil the role of health and safety Yes
Director?

No

Did you merge the responsibility with another directorial role, e.g. HR, Risk, Yes
Operations?

No

(b) Please describe in your own words, how you decided what your board health and safety
arrangements should be:
Historically, the Board arrangements were continued on from the National Rivers Authority
(NRA). The role and responsibilities had always resided with the HR Director. This
arrangement was reviewed in 1998, and it was decided to continue with this arrangement. The
only difference was that the Operations Director had fairly extensive involvement in health and
safety. In effect, although the ‘named’ responsibility lies with the HR Director, the Health and
Safety Manager meets monthly with the Operations Director.
As part of the review process, all Directors were issued with health and safety responsibilities.
In essence, it doesn’t matter who is named as long as the Board are leading on the issue.
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Strongly
agree

To what extent do you agree that?

Agree

Unsure

Disagree

Strongly
disagree

It was straightforward to decide how to
develop an effective set of board
arrangements
It was relatively undemanding in deciding
how best to provide board level health and
safety direction
We have had to improve our board level
arrangements due to initial problems with our
arrangements

(c) Can you please describe lessons learnt from during the development or operation of your
board level health and safety arrangements?
The Board arrangements have always been in place. The lessons learnt have been that you
cannot change culture overnight. You can write as many strategic policy documents as you
want, but this does not necessarily lead to effective implementation. It is now a matter of
evolution rather than revolution.
Another lesson learnt is the need for frequent communication between Operational
Management, Health and Safety Management teams, Employees and Board members. Do not
try to departmentalise health and safety because employees will always consider health and
safety to belong to the department rather than the individual.
5.12.2 Reasons for developing or having board level direction
To what extent did you increase health
and safety direction because of the
following reasons?

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

(a) The perception that health and safety is a significant
corporate risk, e.g. risk posed by a major incident,
prosecution, etc.
(b) A perception that productivity could be improved by
better health and safety, e.g. reduction in absence and
better staff morale
(c) The need to respond to one or more specific health and
safety regulations / the growing body of health and safety
regulation
(d) The need to respond to growing demands for corporate
governance, e.g. Turnbull
(e) A wish to be socially responsible
(f) No specific reason
(g) Demands from a new owner / change in management /
new CEO or MD
(h) The possibility of a new law on directors health and
safety responsibilities
(i) The possibility of corporate manslaughter prosecutions
(j) Response to requirements of investors, business clients
or insurers
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N/A

To what extent do you agree that?
(k) You would not have developed your arrangements
without the prospect of legal mandation of directors health
and safety responsibilities
(l) You would not have developed your arrangements
without the increased risk of directors being prosecuted for
manslaughter / negligence etc.
(m) You developed your board arrangements despite
advice from solicitors/consultants/advisors that this may
increase the risk of individual directors being held liable
for health and safety failures

(a) Can you please say in your own words why was health and safety considered important
enough to deserve and require board level direction?
•

Poor health and safety performance is considered a significant risk to the business

•

It is seen as being an inherent aspect of running an efficient business

•

Good employee relationships issues – in so much as the Agency is not amongst the highest
payers, and therefore they need to provide added-value to encourage existing and new
employees to remain with them.

•

As an enforcement agency, they have to lead by example and comply with all laws. “A
general principle to this is that if we ask people to report environmental issues, we have to
expect to report our health and safety issues.”

(b) Can you please say in your own words why it is important that boards manage health and
safety rather than delegating it to (say) health and safety managers?
The Board has the power and resource to agree strategy. However, throughout the Agency,
everything is line management responsibility, and it is the line managers who implement
strategy with the support from the Board.
It is essential that everyone in the organisation from individual Board members through to
individual employees manage health and safety. The Board’s responsibility is to provide the
forum for employees to be empowered in this way.
5.12.3 Description of current arrangements
Directorial arrangements
Do you have a named director responsible for health and safety?

Yes

No

(a) What is the job title of the director responsible for health and safety?
HR Director
(b) Why did the health and safety leadership role go to this post rather than (say) the Operations
Director or Finance Director?
To allow for a degree of independence from key risks, hence a more objective stance. Also,
because of the strong links between HR and health and safety, particularly with regard to health
issues. However, there remains strong communication links between HR and operations.
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Approximately what proportion of the named director’s time is devoted to health
and safety?

10%

Approximately what proportion of the board’s time is devoted to health and safety?

2-3%

Summary of board level leadership and direction
(a) Can you please describe the way in which the board and the director for health and safety
provide leadership and direction on health and safety?
There is an annual Health and Safety Conference where the HR Director, Operations Director
and the CEO addresses the employees.
Monthly newsletters are distributed to all employees, and health and safety is featured in these.
The Board issues an annual health and safety report to all employees. This is a new initiative, so
it is difficult to assess the effectiveness of this to date.
The Board lead by example: driving license checks are made on all employees, including Board
members.
The Chairman and CEO have quarterly intranet sessions, where any employee can have a
discussion with them.
All Board members have undergone initial training on managing health and safety. They have
also been issued with cue cards to enable them to talk about health and safety issues in a
practical and ‘intelligent’ manner.
The Board are highly visible. They hold Board meetings alternatively between London and the
regions. At the regional venues, they ensure that they meet employees.
Most importantly, they provide the resource and support for health and safety improvements.
Health and safety features highly on the Board’s agenda.
(b) If you have a named director responsible for health and safety, can you please say in your
own words what the advantages and benefits are of having a named director rather than having
health and safety as a shared responsibility of the board as a whole?
It is important to have a ‘champion’ at Board level. This allows for a strong focus and effective
point of communication between the Health and Safety Manager and the Board. There is,
however, a shared responsibility amongst all Board members.
Specific arrangements regarding HSC action points
Can you please summarise your board level arrangements for each of the following specific
points:
(a) Publicising the board’s role in health and safety
The individual Board members health and safety responsibilities are available for all employees
to see on the intranet. Further to this, the Board sends out frequent communication to all
employees regarding health and safety.
(b) Each member of the board recognising their personal responsibilities for health and safety
Each Board member has agreed to their responsibilities and this is documented.
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(c) Ensuring board decisions on procurement and contracting reinforce health and safety
intentions
Agreements for procurement and contracting are made, but not at Board level. We have
contractual agreements in place and all contractors have to successfully complete a qualifying
questionnaire.
(d) Board engaging with the workforce on health and safety
The Board are very pro-active in engaging with employees. It is not expected that individual
Board members will have extensive knowledge of the technical aspects of health and safety.
However, they have all undertaken training in the management of health and safety. Further to
this, all Board members have been issued with a ‘cue card’ containing a series of ‘intelligent
and relevant’ questions allowing them to engage with employees when they ‘walk the floor’.
The Board meets 8 times a year. These meetings are held alternatively between London and
each of the regions. When in the regional offices, the Board spend half a day engaging with the
workforce. This allows the Board to be highly visible and also to demonstrate the strong
leadership of health and safety.
(e) Board level arrangements for reviewing health and safety performance, keeping health and
safety policy aligned with board priorities, being informed of health and safety failures,
ensuring health and safety management systems are in place and remain effective and are
monitored / review
The Board are issued with health and safety statistics every six months. They are also involved
in debating the three year health and safety improvement strategy which is currently being
implemented. This strategy sets out a clear progress plan against which performance can be
measured. The key elements of this are provided below:
“In three years time we will be a top - quartile performer, compared to other published data in
respect of time losing injuries.”
By 2007 the Agency will aim to have further reduced their incident rates to less than 0.5 /
200,000 man hours. This would represent an improvement on current performance by 100%
As measured by the HSE culture survey, the Agency is aiming for all employees to have
significantly increased their confidence in their own ability to manage health and safety issues
and that of their managers to provide the right resources and arrangements to enable them to do
so.
5.12.4 Impact of board level direction
Perceived Benefits
In what way do you believe your board
level health and safety direction and
leadership has:

Strongl
y agree

Agree

Unsure

Disagree

Strongly
disagree

(a) Helped to reduce your corporate risk
Comments: It is very difficult to provide hard evidence for this though. There is a corporate risk
register, and health and safety is one component of this.
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In what way do you believe your board
level health and safety direction and
leadership has:

Strongl
y agree

Agree

Unsure

Disagree

Strongly
disagree

(b) Reduced the disruption to your organisation
created by health and safety problems
Comments:

“If you think health and safety is expensive, try and calculate the costs of accidents!”

(c) Helped to improve business performance,
e.g. less absence, more sales
Comments:

Once again, this is very difficult to prove, however the number of reportable accidents
has decreased over the past few years.

(d) Helped to fulfil
responsibility aspirations

corporate

social

Comments:

The Agency considered to be protected because have addressed corporate social
responsibilities

(e)
Helped
to
improve
corporate
communications and public relations
Comments:

This is a chicken and egg situation – unsure if health and safety has improved
communications, or if better communication has improved health and safety. To a certain extent it
doesn’t really matter as long as there are overall improvements in performance.

(f) Improved relations with the HSE and other
external regulators
Comments:

The Board arrangements have not ever been discussed with the HSE or other external
regulators.

(g) Improved relations with investors, insurers
and other external financial stakeholders

N/A

(h) Improved relations with trade unions and
the workforce
Comments:

There is the perception that the organisation actively engages with the unions rather than
the other way round. They do also enjoy excellent relationships with Unison, who have always
been extremely co-operative. Without the level of commitment and leadership from the Board, it is
doubtful that this relationship would have been so positive.
It is believed that employees do feel that the agency cares about their well being and safety, and this
is seen as an ‘added extra’. As a public sector organisation, the Agency are not in a position to offer
‘high’ salaries, hence we strive to be a good employer in order to retain people. Our policies on
health and safety reinforce our focus on looking after our employees.
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In what way do you believe your board
level health and safety direction and
leadership has:

Strongl
y agree

Agree

Unsure

Disagree

Strongly
disagree

(i) Helped in the response to HSE
improvement / prohibition notices and/or
prosecutions
Comments:

We believe that we are respected by other enforcement agencies for the efforts we put
into health and safety

(j) Led to health and safety improvements, e.g.
fewer injuries
Comments:

This cannot be attributed to one initiative, but more to the change in culture we have
experienced. We now have a very positive health and safety environment

Specific example(s) of benefits and data to demonstrate
(a) Can you please describe specific example(s) of how your board level health and safety
direction has benefited health and safety?
The reportable accidents have reduced. Further to this, the less tangible improvements include
the workforce now being more heavily involved in directing health and safety. For example, the
Agency is in the process of implementing a three year health and safety strategic improvement
plan.
The development of the plan involved representation from all the regions. Task groups were set
up to identify a series of core health and safety principles. These principles were agreed upon by
all. The benefits to taking this approach are that it has allowed the workforce to take ownership
of these core principles. The core principles are as follows:
1. All injuries and occupational illnesses are preventable
2. Everyone’s responsible for safety – Everyone!
3. Safety needs to be worked at – it needs investment
4. We will never stop checking what we are doing
5. Everyone has the right to challenge and a right to a fair response
6. We will learn from all our incidents
7. We will not be complacent and will strive for continuous improvement.
(b) Can you please provide data, such as injury rates, that demonstrates the health and safety
benefits of board level direction?
This is available on our internet site: http://www.environment-agency.gov.uk
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Risks posed by board arrangements
(a) To what extent do you believe that your board level arrangements have effected the
possibility of individual directors being sued or prosecuted for a health and safety problem?
Please explain your answer.
It is believed that this risk has been reduced. The risk of being prosecuted has to be correlated to
how good you are at managing health and safety. At the Environment Agency, they strive to be
excellent.
(b) To what extent do you believe that your board level direction of health and safety has
effected the risk posed to your organisation by health and safety failures? Please explain your
answer.
Again, it is believed that this risk has been reduced. It is an inherent part of the organisations
philosophy and culture to strive for continuous improvement.
(c) Has the board’s and/or your involvement in health and safety stopped you or the board from
properly managing other important aspects of the business, if so what and how?
The only time that health and safety has interfered with other aspects of running the business
has been when this has been externally driven, with no control over the level of input from
ourselves. Apart from this, the time spent on health and safety, when driven internally, helps the
Board to run the business more efficiently.
Strongly
agree

To what extent do you agree that?

Agree

Unsure

Disagree

Strongly
disagree

The time and effort required of the board to
direct health and safety is justified by the
business benefits
The time and effort required of the board to
direct health and safety is reasonable
There is a wish to reduce the amount of time
devoted by the board to health and safety

Your message to other directors
What would you say to directors and boards that do not provide leadership and direction on
occupational health and safety?
My message to directors and boards that do not direct health and safety is...
“If you can’t manage health and safety – you can’t manage! Health and safety management is an
inherent part of managing a business. You will very rarely find an organisation that is good at
health and safety and bad at everything else.”
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Three most important things
Of all the things that your board has done to direct health and safety, please cite the 3 most
important:
1) Showing strong visible leadership – Walking the floor
2) Giving strong direction – Supporting and promoting through policy documentation
3) Setting excellent standards, and requiring these standards to be implemented.
Recommendations to other organisations
Would you recommend your board level health and safety arrangements to other organisations?
Fundamentally yes, though recognising also that we are not perfect but we are making great
strides in the right direction.
Further improvements and future plans
(a) If you could improve further your board level arrangements, what would you change and
why?
At this stage it is a matter of continuing with the current Board arrangements, as these have led
to better relationships, rapport, communication and education. Health and safety needs to be
driven from the top in order for it to infiltrate throughout the organisation.
(b) What are your plans for the future development of your board level direction of health and
safety?
The Agency would like to be able to benchmark themselves against other public sector
organisations. At present, it is very difficult to do this due to a lack of information. It is the
Board’s vision to ensure that the organisation is within the top quartile for health and safety
performance.
5.12.5 Other Notes
The key business drivers that have led the Agency to the position enjoyed today are as follows:
1. Effective health and safety management is good business: The cost of accidents is
immense in terms of the management time allocated. Accidents also have an impact
upon staff morale, which is unquantifiable.
2. Protecting reputation: The Agency have to be credible and exemplary in their practices
as they are an enforcement agency in their own right.
3. Personal experience of Board members: Many Board members have a background from
higher hazard organisations, hence effective health and safety management is seen as a
‘normal day to day’ aspect of running a successful business.
4. Caring for employees and ensuring members of the public are safeguarded: The Agency
pride themselves on being good to work for.
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5.13 Esso Petroleum Company Ltd – Fawley Refinery
Fawley oil refinery is located in Southampton on the south coast of England. It has 750
employees as well as approximately 450 contractors working on site.
5.13.1 History of the development of board arrangements
(a) Can you please summarise the sequence of events and decisions over the past few years that
led you to create your current board level arrangements for H&S?
Tom Katinas has a wide experience of working at and managing Exxonmobil refineries and has
worked at their sites around the world. He strongly believes that safety and reliability act as
“leading indicators” of good business performance.
Tom was made Site Manager at Fawley, effectively Managing Director of the business, with the
mandate to turn the business around by making whatever changes he felt necessary. In
comparison with other ExxonMobil sites, Fawley had a poor, and worsening, personnel safety
record. It had also not reached corporate Return On Capital Employed (ROCE) profit targets
since 2000, and made a substantial loss in 2002.
Tom started at Fawley in March 2003. He immediately made a change to the Management
Team, equivalent to a “board”, creating a new role of Organisational Effectiveness Manager.
This position was given to a manager who had not previously worked at Fawley but who had
wide experience of other refining sites within Exxonmobil around the world. He was tasked to
identify how well or otherwise existing processes at Fawley were working. Tom also made the
Safety, Health and Environment (SHE) Manager part of the core Management Team involved in
all business decision-making, with specific responsibilities for the development and
implementation of safety strategies for the site. Previously, the SHE Manager had been part of
the extended Management Team, only involved in meetings and decisions when requested by
the core team
Barriers to performance improvements were identified by Tom and the Organisational
Effectiveness Manager. Following an initial review period, Tom and the Management Team set
in place a major culture change process within the organisation. The aim was to increase all
employees’ sense of personal engagement and accountability for their work and actions, and to
improve the safety and profitability of the business through effective simplification of working
practices and increased autonomy. Everyone at the site, from the Management Team down, was
made aware that they were personally accountable for delivering improved performance in their
part of the business. Although Tom had the remit to make changes if necessary, the perception
was that the Management Team had the right people in it but it was the culture that needed to
change. Provided this happened, then wholesale change of the team was not the right way to
go. In essence the board has not changed.
Tom’s aim was to change the organisation such that a culture was established which could
enable sustained high levels of performance from all in the organisation. He recognises that this
requires a long–term approach to safety and the business management of the site in general.
Currently, this strategy is in the implementation stage and continued strong leadership is
required for several more years before the culture can be considered to be embedded and the
improved performance levels as being sustainable.
Whilst Tom created the initial momentum for change, the wider Management Team have
responded to the challenge set. They are an integral part of pushing forward and maintaining
momentum across the site. The nature of the questions within this survey mean that one person
is providing the answer but what is happening is not all down to one person acting in isolation it is a genuine Team effort.
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When making the arrangements for health & safety, did you…

Yes

No

Unsure

…seek consultancy advice?
Experience from within ExxonMobil was used, with Tom being brought in
as having a track record in turning around underperforming refineries
…benchmark yourself against other organisations?
Used information from global refining competitive Solomon surveys to
compare Fawley across other refineries, and those within Exxonmobil.
Also made extensive use of world wide network of contacts within
Exxonmobil to learn about best practice at other locations within the
parent organisation.
…read HSC/E guidance?
Yes, but to confirm that not doing anything that would conflict with it
rather than as a guide for what to do.
…go through a process of “iteration” in the development of your
arrangements?
Minor readjustments have been required. Some were driven by a
realisation that 'tweaks' were required whilst others resulted from the
normal turnover of staff as part of career development.
…consult with safety representatives / the workforce?
Yes, employee involvement seen as key to getting sustainable change. There
were discussions with the staff council, which consists of staff
representatives and managers. There is a clear and continuing drive to
spend time 'in the field' and this improves the interface with the workforce
through good dialogue. Employee meetings open to both day and shift
personnel representatives are also well used. There was also input via the
regular employment engagement survey which is carried out at the site.
…consult a solicitor?
…read guidance on corporate governance?
…take guidance from previous experience of CEO / MD and / or other
board members? Managers from outside Fawley were asked to provide
their perceptions of the site.

Yes

No

Did you merge the responsibility with another directorial role, e.g. HR, Risk, Yes
Operations?

No

Did you create a new seat on the board to fulfil the role of H&S Director?
SHE manager brought into core management team
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(b) Please describe in your own words, how you decided what your board H&S arrangements
should be:
Tom sees safety performance as a lead indicator of overall business performance. Achieving
good safety is something he sees as integral to getting a business to perform well generally. He
acted to ensure that there was increased control over the managing of safety performance, which
he expected to then lead to improved reliability and productivity, and therefore help return the
site to profitable operations. The behaviours that need to be in place to sustain excellent safety
performance are implicitly the same behaviours needed to drive reliability and productivity.
Strongly
agree

To what extent do you agree that?

Agree

Unsure

Disagree

Strongly
disagree

It was straightforward to decide how to
develop an effective set of board
arrangements
It was relatively undemanding in deciding
how best to provide board level H&S
direction
We have had to improve our board level
arrangements due to initial problems with our
arrangements

(c) Can you please describe lessons learnt from during the development or operation of your
board level H&S arrangements?
Placing the SHE Manager, Francesco Giancola, in the core Management Team has enabled him
to carry out his job far more easily and effectively as he is now integrated into the core decisionmaking process and can input more effectively into how the business operates. Safety strategies
are now completely integrated with the business process.
Holding board members accountable for safe performance in "their house" has driven top-down
improvement.
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5.13.2 Reasons for developing or having board level direction
Strongly
agree

To what extent did you increase H&S
direction because of the following
reasons?
The perception that H&S is a significant corporate risk,
e.g. risk posed by a major incident, prosecution, etc.
H&S is vitally important, both in its own right and as an
indicator of 'heads in the game' so it is seen as a key area
on which to focus and drive improvement.
A perception that productivity could be improved by
better, e.g. reduction in absence and better staff morale
The behaviours that need to be in place to sustain excellent
safety performance are implicitly the same behaviours
needed to drive reliability and productivity
The need to respond to one or more specific H&S
regulations / the growing body of H&S regulation
The need to respond to growing demands for corporate
governance, e.g. Turnbull
Not specifically known of
A wish to be socially responsible
No specific reason

N/A

Demands from a new owner / change in management / new
CEO or MD
The possibility of a new law on directors H&S
responsibilities
The possibility of corporate manslaughter prosecutions
Response to requirements of investors, business clients or
insurers
Need for change as Fawley failing to meet Exxonmobil
return on capital employed targets

To what extent do you agree that?
You would not have developed your arrangements without
the prospect of legal mandation of directors H&S
responsibilities
You would not have developed your arrangements without
the increased risk of directors being prosecuted for
manslaughter / negligence etc.
You developed your board arrangements despite advice
from solicitors/consultants/advisors that this may increase
the risk of individual directors being held liable for H&S
failures
N/A – had no advice to go against
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Agree

Unsure

Disagree

Strongly
disagree

(a) Can you please say in your own words why was H&S considered important enough to
deserve and require board level direction?
Fawley had a declining safety performance – previously it was third from bottom out of 35
ExxonMobil refineries worldwide. In 2004, it was in joint first place having completed its first
year ever with no recordable injuries. Safety has always been seen as the responsibility of the
board. The SHE Manager “owns” the safety strategy development. Importantly, the line
management owns implementation of the strategy. Integrating the SHE Manager position into
the board increases the likelihood of the safety strategy fitting better with the business strategy
and being successful. If the right safety behaviours are in place, the foundations for reliability
and productivity improvement are also being developed.
(b) Can you please say in your own words why it is important that boards manage H&S rather
than delegating it to (say) H&S managers?
•

To ensure that a clear message is sent to the workforce as to the importance with which
safety is viewed by senior managers

•

It also ensures that it is integrated into key business decisions. The board is made up of the
senior line managers of the workforce, who directly influence the behaviour of their teams.

5.13.3 Description of current arrangements
Directorial arrangements
Do you have a named director responsible for health and safety?

Yes

No

(a) What is the job title of the director responsible for H&S?
SHE Manager
(b) Why did the H&S leadership role go to this post rather than (say) the Operations Director or
Finance Director?
The SHE Manager, Francesco Giancola, is responsible for setting and monitoring the
implementation of the site safety strategy. It was felt that safety was an important enough issue
to have a post with specific responsibility for it. Francesco has strong business experience and a
good understanding of business needs as well as safety requirements, and therefore has good
credibility with business managers on the management team and below.
(c) Can you please summarise or provide a copy of their H&S responsibilities or the
organisation’s safety manual that describes their role, or any other appropriate document?
Responsibilities are formally stated in job descriptions and within the COMAH site manual.
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Approximately what proportion of the named director’s time is devoted to H&S?
Tom spends about 70% of his time monitoring and, if necessary, changing
organisational behaviour. Safety is an integral part of this and is not
compartmentalised into stand alone activities.

70%

Approximately what proportion of the board’s time is devoted to H&S?
Depends on role in the management team:
Safety is an integral part of this and is not compartmentalised into stand alone
activities
•

SHE Manager and Organisational Effectiveness Manager

•

Maintenance and Operations Managers

•

Technical Department Manager

70%
50-60%
30%

Summary of board level leadership and direction
(a) Can you please describe the way in which the board and the director for H&S provide
leadership and direction on H&S?
A lack of contact, and therefore communication and understanding, between the Management
Team and operations workers, many working on shift, was seen as a key problem. There was
also poor understanding as to why the processes that were in place were not producing the
desired business performance. Tom therefore explicitly pushed his Management Team to
change their working practices, such that they greatly increased their contact with operational
and shift workers to ensure they had a good understanding of the operational issues that were
being dealt with.
Tom has explicitly stated in written and verbal communications that everyone is accountable for
the safety of themselves and others. He is seeking to set a culture where all individuals on the
site, employees and contractors, feel a sense of accountability and duty of care for those
working with and around them , exactly as they would in their own homes with their own
family - the "in my house" philosophy. He has sent a clear message to all in the organisation
that he finds accidents non-acceptable. He publicly states and discusses his belief that all
injuries are avoidable and that an environment where "nobody gets hurt" is realistic and
achievable…“the refinery manager does not want unsafe people in his backyard”. Tom has sent
clear, consistent, repeated messages that he expects employees at all levels to use their
knowledge and skills to act intelligently and safely to achieve the results they are required to in
their jobs, rather than following defined procedures where they are unnecessary. This doesn't
mean that procedures don't have an important part to play in particular circumstances - it's more
about driving the correct application of skills and knowledge at all times. A written
communication to all employees from Tom and other members of the Management Team stated
that they saw safe working as a “base performance expectation”.
Tom has set an expectation on everyone, both employees and contractors, that they are
accountable for the safety of both themselves and their colleagues. This means that if someone
sees a task being carried in a way that is not safe, they must intervene and take steps to not only
make it safe, but also understand the underlying reasons. Doing nothing is not considered an
option. If the person or team at work has chosen to ignore the risks and continue working

204

without proper controls, there will be consequences. Importantly, this process is also used in a
positive manner such that desired behaviours are reinforced and rewarded.
Tom is driving a step change in how the Management Team work. Having identified that the
people and processes in place were basically correct, he has worked on changing how the team
identifies and deals with issues. In particular, he is moving their focus from following processes
correctly to identifying desired results and the best, simplest way to achieve them. He also
forced them to spend more time talking to employees and contractors on site to improve their
understanding of current issues. This was done by setting clear, written expectations of how he
wanted to them to act, their personal accountabilities and aims and by working closely with
them, e.g. setting a target of quadrupling their time on site, and halving both the number of
formal meetings and their duration.
He holds six monthly off-site Management Team meetings, to review progress and discuss
leadership issues, of which safety is seen as an integral part. There are also leadership forums
held for the wider refinery leadership team, to spread the culture change through the
management chain.
Tom goes to the operations review meetings which are held three times a week with first line
supervisors. This was not done by the previous Site Manager. He also attends the weekly safety
discussion meetings that are held with safety reps and managers; and frequently does safety
walkabouts on site. He seeks feedback from his Management Team on what they have found on
their own safety walkabouts - reinforcing the importance of his management team being out on
site.
This clarity of setting expectations and changing the organisation’s mindset in the approach to
decision making, and communicating it to employees is being adopted by the Management
Team and is now gradually cascading through the organisation as part of the cultural change
process. This is very much a “work in progress” as the degree of culture change, and
acceptance of it, varies amongst the different parts of the organisation.
Tom ensures that he and the Management Team actively communicate their views on safety
performance, and other matters; both in general terms, e.g., thanking employees for the achieved
improvements in safety and business performance by giving Christmas hampers, cooking meals
for them to celebrate the achievement of milestones, going in person to shifts with food – and on
specifics, e.g. discussing safety issues, taking a step back to praise the behaviour that justified
the recognition.
(b) If you have a named director responsible for H&S, can you please say in your own words
what the advantages and benefits are of having a named director rather than having H&S as a
shared responsibility of the board as a whole?
All in the Management Team at Fawley do have accountability for H&S as good safety
performance is seen as a key part of achieving sustainable good business performance.
However, specific responsibility for setting the H&S strategy and monitoring its implementation
is held by the SHE Manager. His role is to keep looking ahead - improving the strategy,
addressing what's not working as well and to watch for issues coming up over the horizon.
Specific arrangements regarding HSC action points
Can you please summarise your board level arrangements for each of the following specific
points:
(a) Publicising the board’s role in H&S
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This tends to be done by making Tom and the Management Team highly visible to the
workforce, and encouraging them to focus on safety issues and underlying behaviour. This
positively recognises desired behaviours and also makes sure that people are aware of the
potential for negative consequences if their safety behaviour is not up to standard. The
management team actively engage with the workforce in safety and operational discussions.
(b) Each member of the board recognising their personal responsibilities for H&S
These are formally stated in the job descriptions and the COMAH manual, but the real driver for
forcing awareness of personal responsibilities for H&S come from Tom having sent clear
statements of his expectations for personal accountability for H&S on the site to the board. This
was cascaded through the organisation.
(c) Ensuring board decisions on procurement and contracting reinforce H&S intentions
There are formal processes within the management system which require risk assessments to be
carried out as part of business decisions.
A “contractor buddy manager” system has been set in place, where contractors are given a more
senior manager to their working “prime contact”. This manager is expected to work with the
Management Team in the contractor organisation, to influence their safety behaviour and ensure
that they are clear on the safety performance that is expected on the Fawley site.
(d) Board engaging with the workforce on H&S
See response to (a) above.
(e) Board level arrangements for reviewing H&S performance, keeping H&S policy aligned
with board priorities, being informed of H&S failures, ensuring H&S management systems are
in place and remain effective and are monitored / review
Members of the Management Team report the safety performance for their areas to the entire
board in the Management Team meetings.
There is a scorecard system that is being used as reporting tools for supervisors and line
managers which includes safety management measures. This is built into an overall balanced
scorecard for the site and is regularly reviewed by the Management Team. This tiered approach
allows both teams and individuals to see how their performance impacts directly on the overall
site performance. This “line of sight” is seen to be critical in getting technicians to feel more
ownership and accountability for performance in their area.
5.13.4 Impact of board level direction
Perceived Benefits
In what way do you believe your board
level H&S direction and leadership has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

(a) Helped to reduce your corporate risk
Comments: Has not produced a significant change under Tom’s management as major incident
safety has always been managed. However there is now increased accountability for workforce
behaviour, safety has improved as a result so the risk of serious injuries and fatalities is seen
has having been reduced.
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In what way do you believe your board
level H&S direction and leadership has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

(b) Reduced
the
disruption
to
your
organisation created by H&S problems
Comments:

40% reduction in incidents over last year. This has lead to improved focus on
business activities.

(c) Helped to improve business performance,
e.g. less absence, more sales
Comments:

Integrating safety into the overall business process and activities has had a major
impact. Employees now working towards clearly understood requirements and are more
actively involved in their work, with increased autonomy to act “intelligently”.

(d) Helped to fulfil corporate
responsibility aspirations

social

Comments:

This was not a key driver for the change process that has occurred, but improvements
have occurred as a “by product” of managing risks better.

(e) Helped
to
improve
corporate
communications and public relations
Comments:

Tom has acted to ensure that there is increased public interaction between the site
management and the local community. E.g. site visits, public meetings.

(f) Improved relations with the HSE and other
external regulators
Comments:

No change. There has always been a good relationship at senior levels with HSE.

(g) Improved relations with investors, insurers
and other external financial stakeholders
Comments:

Exxonmobil management is satisfied that significant progress is being made, with the
site now meeting ROCE targets. The site has demonstrated that it is able to make the most of
the existing facilities and people and so is becoming an attractive place for the company to
invest.

(h) Improved relations with trade unions and
the workforce
Comments:

There are no recognised trade unions at the Fawley refinery site. Where contractors
are unionised, the contractor management deals with them.
Workforce relations are improving over time. There have been periods of uncertainty as the
changes were introduced by the management team. Still an on-going process in which
engaging the workforce to get full buy in to new approaches and culture is critical to success.
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In what way do you believe your board
level H&S direction and leadership has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

(i) Helped in the response to HSE
improvement / prohibition notices and/or
prosecutions
(j) Led to H&S improvements, e.g. fewer
injuries
Comments:

Refinery recordable incidents down from 7 year average of 9 to 0 for 2004

Contractor WTFA injuries from 7 year average of 12.3 to 0 for 2004
RIDDORS have reduced since the change process started 2004 was 1, compared with average
between 2000 – 2003 of 6.75

Specific example(s) of benefits and data to demonstrate
(a) Can you please describe specific example(s) of how your board level H&S direction has
benefited H&S?
•

Reduction of site incidents for employees and contractors

•

Refocusing on improving safety with improving business performance

•

Putting SHE manager into core management team, thereby increasing the influence and
perceived importance of safety in the organisation

•

Clarity of expectations for all in the organisation – leading to known accountability

•

Over time has led to increased earnings, profitability, reliability, as well as the
improvements in safety performance.

(b) Can you please provide data, such as injury rates, that demonstrates the H&S benefits of
board level direction?
•

Refinery recordable incidents down from 7 year average of 9 to 0 for 2004

•

Contractor WTFA injuries from 7 year average of 12.3 to 0 for 2004 RIDDORS have
reduced since the change process started down to 1 for 2004 compared with previous
average over last 4 year of 6.75.

Risks posed by board arrangements
(a) To what extent do you believe that your board level arrangements have affected the
possibility of individual directors being sued or prosecuted for a health and safety problem?
Please explain your answer.
Likely to have greatly reduced it in two ways. Management Team are now focused on what they
have to do to improve safety and on making it happen, so less likely to be prosecuted through
personal negligence in failing to do something. Secondly, driving the numbers of incidents
towards zero reduces the residual risk of prosecution.
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(b) To what extent do you believe that your board level direction of health and safety has
effected the risk posed to your organisation by health and safety failures? Please explain your
answer.
Reduced it, as decreasing the possibility of health and safety failures.
(c) Has the board’s and/or your involvement in health and safety stopped you or the board from
properly managing other important aspects of the business, if so what and how?
No, focusing on health and safety it has enhanced managing other aspects of business
performance.
Strongly
agree

To what extent do you agree that?

Agree

Unsure

Disagree

Strongly
disagree

The time and effort required of the board to
direct H&S is justified by the business benefits
The time and effort required of the board to
direct H&S is reasonable
However, as the safety culture becomes
embedded deeper in the organisation, it may be
that a side effect is to free up some time spent on
H&S issues.
There is a wish to reduce the amount of time
devoted by the board to H&S
Safety issues currently discussed as being
integral to other aspects of management team
decision making. Aiming to get safety behaviours
so ingrained in the culture that they will become
invisible. So the question is meaningless in this
context.

Your message to other directors
What would you say to directors and boards that do not provide leadership and direction on
occupational health and safety?
Tom’s message to directors and boards that do not direct H&S is...
“If your workforce can’t get safety right then ‘the little things’ that people do to make a business
successful are probably not getting done as well.”
The most important things
Of all the things that your board has done to direct H&S, please cite the most important:
1) Getting managers and workforce to recognise that Fawley had a poor personal safety record,
and therefore that they had to change it.
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2) Making safety a base performance expectation – previously was considered a goal rather than
a requirement. Pushing accountability down to all members of the organisation for the safety of
themselves and those that work around them, and expecting them to act to influence their
behaviours.
3) Focusing more on the results, and to use stated procedures as an aide, not a fixed set of
actions to follow.
4) Increasing the Management Team’s presence at the site, making them talk to and observe the
workforce directly. Getting them to persuade workforce of the benefits of the new culture and
thereby freeing up line managers from having to micro manage.
5) Placing the SHE Manager in the core Management Team.
Recommendations to other organisations
Would you recommend your board level H&S arrangements to other organisations?
It was suggested that there is no “right” arrangement applicable to all organisations. It is
considered more important that the board members share common goals with regards to safety
and their expectations for it within the business.
5.13.5 Other notes
Other quotes given include:
“Tom makes things personal so that people can relate to them – “What would you expect if it
was your brother or son working on the plant?” – making people think about what they are
doing and the potential implications of their actions on others.”
David Allison, Process Safety Specialist, SHE Department, Esso Petroleum Company Ltd.
“The standard of site safety performance that is expected of us as subcontractors was clearly
stated by Tom at the outset. Since then he and his team have focused on supporting us and
others in achieving them and encouraging us to do the same.”
Jim Saulkeld, Site Manager, Deborah Services Ltd.
“We always cared about people working directly for us, but Tom has made us feel accountable
for anyone on our watch at all times.”
Chris Webb, Business Team Leader, Utilities, Esso Petroleum Company Ltd.
“Tom is clear on safety - he won’t tolerate sloppy behaviour that can lead to incidents. He
expects us not to get hurt, not take short cuts or make mistakes.”
Neil Lever, Safety Representative, C Shift, Lubes, Esso Petroleum Company Ltd.
“Tom has changed the previous “fear culture” which lead to a straightjacket of petty, written
procedures to one of “think for yourself, if you’re doing the right thing we’ll back you up”. I
and my team feel empowered and my job has become easier.”
Simon Boddy, Process First Line Supervisor, C Shift, Lubes, Esso Petroleum Company Ltd.
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5.14 Glasgow City Council
5.14.1 History of the development of board arrangements
(a) Please describe the organisational context of this case study: who is being considered “the
Director”, and “the Board , and how they fit in the overall organisational structure
Glasgow City Council
Glasgow City Council (GCC) is the largest council in Scotland. Following local and regional
government reorganisation in Scotland in 1995, councils have most of the responsibilities of the
county councils in England and Wales, excluding responsibility for fire and police.
GCC is unique in Scotland in having an elected member leading H&S through the council’s
corporate committee structure and in having a H&S sub-committee which involves elected
members, council managers representing Service Directors, and union representatives at
corporate level. Usually union involvement and representation is only at local department
committee level. This level of involvement is seen to lead to much smoother implementation of
GCC health and safety policies due to the direct union involvement in policy development both
formally in the Health and Safety Sub-committee and outwith the committee in liaison with the
Corporate H&S Group.
“The director” for this case study
George Ryan, who chairs the Personnel and Administration Committee, and its Health and
Safety Sub-committee, is being considered “the Director” responsible for H&S for this case
study. Elected members are responsible for agreeing council budgets; so George is involved in
ensuring that adequate funds are allocated to H&S. The committees that he chairs also monitor
and hold the council’s Directors to account in their management of council employees and
agrees Council policies and initiatives. George, as an elected member, is not employed by the
council but as convener of the two staff committees and his direct involvement in monitoring
and setting H&S standards in the organisation would have a degree of responsibility where
standards have not been met. He also feels he would be publicly held to account as the public
face of H&S for the Council by the press and his electorate.
George has been the vice convenor of the Personnel and Administrative Services and Convenor
of the Health and Safety Sub-committee since 1999.
George is unusual in that in his “day job” he is a safety representative in another Scottish
council. This gives him a unique perspective on how safety representatives can aid councils to
effectively understand and manage workforce H&S issues, and also ways in which councils can
block or ineffectively utilise safety representatives potential input and influence.
Organisational context
Within GCC the Chief Executive has overall responsibility for the management of H&S. The
Chief Executive, with the Service Directors, forms the Corporate Management Team (CMT).
Each Service Director is responsible for managing H&S within their area of operation and has
“embedded” H&S specialists within their departments to advise and audit their activities.
Responsibility for H&S management is cascaded through the organisation.
Human Resources and Health and Safety are now part of the Chief Executive’s Department
recognising their importance within the organisation. There is a Corporate H&S Group which
develops H&S policy, audits service departments’ activities and sites, provides advice to
Service departments, and works with the Unions and George Ryan ensuring that H&S matters
are being dealt with appropriately within the organisation.

211

The H&S Sub-committee meets quarterly and: approves council and service department H&S
policies; studies trends and statistics to monitor council activities and recommend corrective
action where appropriate; examines H&S audit reports; considers H&S officer and HSE reports
and information, and those from safety and management representatives; carries out visits and
inspections of council premises; considers reports of H&S incidents; considers Director reports
relating to HSE enforcement actions against the council. Minutes of all the H&S Sub-committee
meetings are made publicly available, both at the council and on the council web site.
Prior to the meeting an agenda is agreed with managers, Unions and the Corporate H&S
Manager. If it is felt necessary Service Directors can be required to attend the meeting to
explain why H&S issues have not been dealt with in their Service. In practice this is usually
dealt with informally, with George meeting with Directors prior to the meeting to ensure that
progress can be reported.
(b) How have the current arrangements developed over time, in particular the last few years
While the formal council committee structures have not changed, George, with his strong
interest in H&S matters has increased the prominence of H&S within the council.
The development of Council health and safety policy now includes Union representative
consultation for each Service that the policy will affect via a working group. This has meant
that while the initial policy development takes longer, the implementation process tends to be
much smoother, and is more accepted in the longer term. There are also regular meetings
between the Corporate H&S Manager and Union representatives for general discussions on
H&S issues.
George has also ensured that Service Directors and their managers are held to account by the
committee, and actively liaises with both Unions and Directors to ensure that identified safety
issues are communicated to Directors and that they are dealt with.
He and the Corporate H&S Manager also work closely together to ensure that there is clear
understanding and agreement of policy development and the resources required to implement
them.
He is seen to “go the extra mile” to ensure that H&S is managed effectively, getting actively
involved in both raising issues and in following them up within the organisation.
George has acted to increase his technical knowledge of H&S, to enable him to effectively
oversee H&S within the council, by studying for a post-graduate “Safety and Risk
Management”. This allows him full membership of IOSH.
(c) Why has responsibility for H&S been given to this post rather than, say, the Operations
Director or Finance Director?
George has been elected as convener of the two council committees by his fellow members.
This is in recognition of his wish to take a leading role on these committees and interest and
specialist expertise in the area.
(d) What is the organisational structure for the implementation and monitoring of H&S?
The GCC H&S policy formally documents H&S responsibilities and reporting lines.
The Chief Executive has ultimate executive responsibility for all H&S issues and for policy
implementation. He achieves this through the Service Directors and Head of Corporate Human
Resources.
Service Directors are responsible for managing H&S in their activities and ensuring that H&S is
appropriately funded and implemented within their Service. They also have to appoint a senior
officer with formal responsibility to represent the Director on the H&S Sub-committee.
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The Head of Corporate Human Resources has responsibility for administering and monitoring
the implementation of the Council’s H&S policy and plans and ensuring that competent advice
is available to Service Directors and their staff in achieving their required H&S management
tasks. This is done by the Corporate H&S Group. This group is responsible for the development
of H&S policy and plans, monitoring their development, implementation and application across
departments, monitoring safety risks across departments and identifying appropriate control
mechanisms, advising the corporate committees on H&S issues, collection and reporting of
H&S statistics, liaison with external H&S enforcers and stakeholders.
Responsibility for H&S is then cascaded down the organisation, through local H&S plans and
policy arrangements and standards, and employee responsibilities.
(e) Which of your employees would know who has the ultimate responsibility for H&S? How
would they know this?
Identifying the Chief Executive’s name on safety policy, and George Ryan as convener of
relevant committees and liaison with Union representatives.
The Corporate H&S Manager, who heads the Corporate H&S Group would also be “visible” as
responsible for developing and implementing new policies.
(f) Who would employees consider to be responsible for implementing H&S in the organisation.
For raising H&S issues, they would generally see their line manager as having initial
responsibility, then safety representatives and local service H&S committee as next in line, then
the Health and Safety Sub-committee.

When making the arrangements for health & safety, did you…

Yes

No

Unsure

…seek consultancy advice?
Was existing council process
…benchmark yourself against other organisations?
Always look at best practice. GCC currently seen as leading on H&S in
Scottish councils
…read HSC/E guidance?
Use as basis for procedures were relevant
…go through a process of “iteration” in the development of your
arrangements?
Yes, change of position of H&S within the management structure – now
directly under Chief Executive.
…consult with safety representatives / the workforce?
Yes, as is done with any policy development. Consult with unions and then
with relevant sections of workforce as appropriately
…consult a solicitor?
Council’s legal department on directors’ responsibilities
…read guidance on corporate governance?
…take guidance from previous experience of CEO / MD and / or other
board members?
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n/a

Did you create a new seat on the board to fulfil the role of H&S Director?

Yes

No

Did you merge the responsibility with another directorial role, e.g. HR, Risk, Yes
Operations?

No

(g) Any other comments on how you decided the correct board arrangements for H&S:
Strongly
agree

To what extent do you agree that?

Agree

Unsure

Disagree

Strongly
disagree

It was straightforward to decide how to
develop an effective set of board
arrangements
It was relatively undemanding in deciding
how best to provide board level H&S
direction
We have had to improve our board level
arrangements due to initial problems with our
arrangements

N/A

(h) Can you please describe lessons learnt from during the development or operation of your
board level H&S arrangements?
“GCC is always looking to improve how it manages H&S and the current arrangements allow
the Council to adopt Best Practice where possible.”
5.14.2 Reasons for developing or having board level direction
To what extent did you increase H&S
direction because of the following
reasons?

Strongly
agree

Agree

Unsure

(NB read as “maintain” rather than
“increase” as GCC has always had this
level of H&S direction)
The perception that H&S is a significant corporate risk,
e.g. risk posed by a major incident, prosecution, etc.
A perception that productivity (effective provision of
services) could be improved by better, e.g. reduction in
absence and better staff morale
The need to respond to one or more specific H&S
regulations / the growing body of H&S regulation
The need to respond to growing demands for corporate
governance, e.g. Turnbull Driven by requirements from
H&S committee)
A wish to be socially responsible
Demands from a new owner / change in management / new
CEO or MD
The possibility of a new law on directors H&S
responsibilities
Influenced, but was not a significant driver. GCC checked
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N/A

Disagree

Strongly
disagree

that had the correct code of practice in place.
The possibility of corporate manslaughter prosecutions
Focus on prevention – so not a main driver
Response to requirements of members of public, employees
and Scottish Executive, to ensure that acting as exemplar
of best practice.
Any other reasons:

To what extent do you agree that?
You would not have developed your arrangements without
the prospect of legal mandation of directors H&S
responsibilities
You would not have developed your arrangements without
the increased risk of directors being prosecuted for
manslaughter / negligence etc.
You developed your board arrangements despite advice
from solicitors/consultants/advisors that this may increase
the risk of individual directors being held liable for H&S
failures

Can you please elaborate on your answers above?
Already doing what required on H&S proactively. Know about legal exposure.
(a) Can you please say in your own words why was H&S considered important enough to
deserve and require elected member direction?
Is part of council’s commitment to H&S. Human Resources and Health and Safety are part of
Chief Executive’s Department in recognition of its importance to the council successfully
delivering its services.
5.14.3 Description of current arrangements
Directorial arrangements
Approximately what proportion of George Ryan’s time is devoted to H&S on GCC
business?
Approximately what proportion of the board’s time is devoted to H&S?

30-40 %
%

H&S sub committee meet formally 4 times a year for about 2 hours. They then
also carry out visits to sites. Members of the committee will vary as to what other
involvement they have in H&S outside these formal meetings

Summary of board level leadership and direction
(a) Can you please describe the way in which the board and the director for H&S provide
leadership and direction on H&S?
George sees his role as acting as a “conduit” or secondary route for Trade Unions and
employees to raise H&S concerns with the CMT. George works closely with Union
representatives, the Corporate H&S Manager, Service Directors and other elected members to
ensure that H&S issues are identified, funded and addressed appropriately.
He does this formally, through the Health and Safety Sub-committee which he chairs, and
informally through discussions to understand issues and influence individuals to ensure that
H&S is recognised and acted on both in financial and management terms.
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See section 2(a) for more detail
(b) If you have a named individual responsible for H&S, can you please say in your own words
what the advantages and benefits are of having an individual rather than having H&S as a
shared responsibility of the board as a whole?
At GCC it is seen as advantageous as having an elected member with formal responsibility for
H&S through the committee structures as it adds political weight to the issue, thereby ensuring
that the organisation continues to give it attention and resources. George’s approach also ensure
that the Unions are actively involved and listened to within the council’s decision making on
H&S and other matters. This ensures a high level of engagement and this assists in the
implementation of safety policies due to the collaborative nature of their development.
Specific arrangements regarding HSC action points
Can you please summarise your Committee level arrangements for each of the following
specific points:
(a) Publicising the board’s role in H&S
•

Described in GCC corporate and departmental H&S policies

•

Minutes of committee meetings publicly available

•

Stated on council training courses/induction

(b) Director of Services recognise their personal responsibilities for H&S
•

Are potentially liable for prosecution as “controlling minds”

•

Senior managers in the organisation have H&S training and formal responsibilities
stated in H&S policy document.

(c) Ensuring board decisions on procurement and contracting reinforce H&S intentions
•

Contractor vetting policy – the council maintains an approved contractor list

•

Service suppliers are monitored

•

H&S involved in decision making process for new builds and major purchase decisions.
Vetting is carried out on major projects.

(d) Committee engaging with the workforce on H&S
•

George Ryan very active in engaging with Unions and employees generally “open
door” – “leave me a message” Deals with union representatives, employees and
managers. Seeks to build trust that employees coming to him or their union
representatives will be listened to by him and their concerns acted on by the committee
and therefore the organisation.

(e) Committee arrangements for reviewing H&S performance, keeping H&S policy aligned with
board priorities, being informed of H&S failures, ensuring H&S management systems are in
place and remain effective and are monitored / reviewed
•

Specific issues raised as appropriate
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•

Standing agenda covering departmental reports, upcoming issues etc.

5.14.4 Impact of board level direction
Perceived Benefits
In what way do you believe your
corporate committee level H&S direction
and leadership has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

(a) Helped to reduce your corporate risk
Comments:

Through George Ryan ensuring issues are actively dealt with by the council’s
management

(b) Reduced the disruption to your organisation
created by H&S problems
Comments:

Would be worse if George not involved – links with Unions “smoothing” issues, getting
fast responses from management

(c) Helped to improve business performance,
e.g. less absence, more sales
Comments:

Has been an improvement in safety performance.

(d) Helped
to
fulfil
corporate
responsibility aspirations
Comments:

social

Achieving council aim of effective delivery of council services.

(e) Helped
to
improve
corporate
communications and public relations
Comments:

Not an issue

(f) Improved relations with the HSE and other
external regulators
Comments:

George Ryan seen as an exemplar (his description of how he gets involved in H&S at
GCC circulated to other councils as example of best practice by HSC)
Has also helped to ensure excellent working relations with the Unions that GCC has to deal with.
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In what way do you believe your board
level H&S direction and leadership has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

(g) Improved relations with investors, insurers
and other external financial stakeholders
Comments:

N/A – GCC largely self - insured

(h) Improved relations with trade unions and
the workforce
Comments:

They have a H&S Sub-committee where they can get involved in the council’s actions.
Are also closely involved in the ongoing development of policy which helps ensure that
implementation goes smoothly as workforce issues are identified and resolved early in process.

(i) Helped in the response to HSE
improvement / prohibition notices and/or
prosecutions
Comments:

Committee provides visible evidence of organisational response to HSE enforcement,
through the minutes of the meeting.
Committee will call Directors to account in meeting over enforcement actions.

(j) Led to H&S improvements, e.g. fewer
injuries
Comments:

Committee agreed to try and achieve RHS targets – and accidents were reduced over time

period.
Focused resources on reducing manual worker incidents following analysis of council safety data –
and achieved reduction through investment

Specific example(s) of benefits and data to demonstrate
(a) Can you please describe specific example(s) of how your board level H&S direction has
benefited H&S?
Policy within the Council is developed between the Head of Corporate Human Resources, the
Corporate H&S Manager and George Ryan and Union representatives. This is then approved by
the Chief Executive and authorised by the H&S Committee. The Committee have agreed to:
•

Meeting RHS targets

•

Development and implementation of stress policy

•

Provision of occupational health services to workforce – 2 week referral for muscular
skeletal, stress and psychological problems. Aim to reduce absenteeism

•

Provision of Employee assistance – counselling services – either face to face or by
phone
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•

“Health at work” activities – preventative / awareness training/ information days etc.

•

Focus on reducing manual worker H&S issues.

(b) Can you please provide data that demonstrates the H&S benefits of board level direction?
ABSENCE MANAGEMENT
CRAFT/MANUAL ABSENCE RATES
Year

All Scotland
Authorities

Glasgow
Council

City All
English/Welsh
Authorities

Metropolitan
Authorities

2001/2002

6.5%

5.8%

5.8%

6.8%

2002/2003

6.4%

5.2%

5.8%

7.4%

2003/2004

6.1%

5.1%

*

*

* Not available yet
The sources for the statistics are the Employers Organisation for Local Government – Annual
Survey and Audit Scotland.
The average absence rates in Shire Districts in England and Wales were 0.3 percentage points
lower for Manual employees than in larger Authorities (Counties, London Boroughs,
Metropolitan Authorities and new Unitaries). The gap is even wider when Metropolitan
Authorities are looked at in isolation.
These Authorities are probably the most appropriate comparator for Glasgow City Council and
certainly more relevant than almost all other Scottish Local Authorities.
Accordingly, it is reasonable to conclude that Glasgow is performing exceptionally well when
compared to English/Welsh Metropolitan Authorities and in the Scottish context only Moray
Council, with 1,115 Craft/Manual employees and Perth and Kinross Council with 930
Craft/Manual employees were performing better in 2003/04.
Glasgow has 14,000
Craft/Manual employees. [Data and comments supplied by GCC]
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Reportable incident rates over time
These have generally declined since 1997 – in part due to the council agreeing to focus on
reducing injuries and therefore time off work.

Incident Rate of reportable accidents between 1996 - 2003 (no data for
1998 or 2004)

Incident Rate (no. incidents
x1000/ no. employees)

25
20
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Inc ident Rate
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5
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1997

1998

1999

2000
Year
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2001

2002

2003

2004

Strongly
agree

To what extent do you agree that?

Agree

Unsure

Disagree

Strongly
disagree

The time and effort required of the committee to
direct H&S is justified by the business benefits
The time and effort required of the to direct H&S
is reasonable
There is a wish to reduce the amount of time
devoted by the committee to H&S

Your message to other directors
What would you say to directors and boards that do not provide leadership and direction on
occupational health and safety?
My message to directors and boards that do not direct H&S is.......
“Health and safety is a central plank to a business and part of good management. If safety is
right, the rest is right, and employees can and will respond positively.”
“Councils are held to higher standards by the public as a public organisation.”
Three most important things
Of all the things that your board has done to direct H&S, please cite the 3 most important:
1) Increased employees confidence that safety taken seriously and that they will be listened to
through their unions
2) Elected member being seen to take safety seriously sets the standard for the rest of the
organisation
3) Ensuring that safety gets sufficient council resources – through budget setting role as elected
member
Recommendations to other organisations
Would you recommend your board level H&S arrangements to other organisations?
Yes, GCC’s arrangement ensures that:
•

Union representatives are directly and formally involved in council policy development
and decision making with managers and elected members. It also ensures that they can
see what GCC is doing on H&S, and the managers’ and members’ perspectives on the
issues they raise.

•

Ensures managers and Directors are scrutinised on their management of H&S within the
organisation and ensures managers are responsive in dealing with safety issues, to avoid
being called to account by the committee for inaction.
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George, and the HSE, believe that the H&S Sub-committee structure is one that would be good
for all Scottish councils to adopt, to ensure meaningful Union involvement in the management
of H&S. (A letter detailing George Ryan’s activities as an elected member and Glasgow CC’s
committee arrangements was circulated by Ms Joyce Edmund-Smith, an HSE Commissioner, as
an exemplar for other councils to follow.)
Further improvements and future plans
(a) If you could improve further your board level arrangements, what would you change and
why?
The structural arrangements for H&S within Glasgow CC are seen to be working well in the
current circumstances and there is not a wish to change them.
However, George would like to further improve H&S at all levels by influencing the council’s
culture, ensuring that H&S is felt to be taken seriously and is treated as a priority by all. He
feels this would lead to increasing confidence in employees and their union representatives that
they will be listened to by the council, and their concerns responded to.
(b) What are your plans for the future development of your board level direction of H&S?
n/a

222

5.15 Grampian Country Food Group
Grampian Country Food Group is involved in the food manufacturing industry, with premises in
Leeds and Aberdeen. The company employs 27,000 people [including those working in
European sites and Thailand] and has business interests in agricultural, manufacturing, meat
processing and transport industries.
5.15.1 History of the development of board arrangements
(a) Can you please summarise the sequence of events and decisions over the past few years that
led you to create your current board level arrangements for health and safety?
The business has grown as a result of acquisitions over the last 20 years, initially employing 30
people. Health and Safety was managed at site level. As the business grew, the Board
recognised the need for central direction. This led to the development of risk management
functions. Following the appointment of the new Chief Executive in April 2003, alongside the
continual growth of the business, the aim was to develop and strengthen the health and safety
function. The key motivation was to move away from a reactive approach towards a pro-active
integrated approach. In the modern world, health and safety needs to be managed professionally.

When making the arrangements for health & safety, did you…

Yes

No

Unsure

…seek consultancy advice?
…benchmark yourself against other organisations?
…read HSC/E guidance?
…go through a process of “iteration” in the development of your
arrangements?
…consult with safety representatives / the workforce?
…consult a solicitor?
…read guidance on corporate governance?
…take guidance from previous experience of CEO / MD and / or other
board members?

Did you create a new seat on the board to fulfil the role of health and safety Yes
Director?

No

Did you merge the responsibility with another directorial role, e.g. HR, Risk, Yes
Operations?

No

(b) Please describe in your own words, how you decided what your board health and safety
arrangements should be:
The Chief Executive had experience of working with health and safety and recognised the
benefits of having Board level leadership. The company engaged in discussions with the HSE
and external company advisors (including insurance companies). We also reviewed our
organisational structure because of the creation of a new head office. We wanted to achieve a
level of standardisation across the business.
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Strongly
agree

To what extent do you agree that?

Agree

Unsure

Disagree

Strongly
disagree

It was straightforward to decide how to
develop an effective set of board
arrangements
It was relatively undemanding in deciding
how best to provide board level health and
safety direction
We have had to improve our board level
arrangements due to initial problems with our
arrangements

(c) Can you please describe lessons learnt from during the development or operation of your
board level health and safety arrangements?
•

The need for a stronger focus and audit function

•

The need to standardise and make consistent OHS across the business

•

The need for health and safety to be championed by Senior Management and the Board

•

The need to have resource support structures at individual site level.

5.15.2 Reasons for developing or having board level direction
To what extent did you increase health
and safety direction because of the
following reasons?
(a) The perception that health and safety is a significant
corporate risk, e.g. risk posed by a major incident,
prosecution, etc.
(b) A perception that productivity could be improved by
better health and safety, e.g. reduction in absence and
better staff morale
(c) The need to respond to one or more specific health and
safety regulations / the growing body of health and safety
regulation
(d) The need to respond to growing demands for corporate
governance, e.g. Turnbull
(e) A wish to be socially responsible
(f) No specific reason
(g) Demands from a new owner / change in management /
new CEO or MD
(h) The possibility of a new law on directors health and
safety responsibilities
(i) The possibility of corporate manslaughter prosecutions
(j) Response to requirements of investors, business clients
or insurers
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Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

To what extent do you agree that?
(k) You would not have developed your arrangements
without the prospect of legal mandation of directors health
and safety responsibilities
(l) You would not have developed your arrangements
without the increased risk of directors being prosecuted for
manslaughter / negligence etc.
(m) You developed your board arrangements despite
advice from solicitors/consultants/advisors that this may
increase the risk of individual directors being held liable
for health and safety failures

Can you please elaborate on the answers given above?
Corporate Governance is an increasing business development area. The development of EHS is
a key business performance area.
(a) Can you please say in your own words why was health and safety considered important
enough to deserve and require board level direction?
The development and growth plans contained in the company’s 5 year plan requires a business
that is low in EOHS risk to protect both employees and business efforts. Grampian wants to be
seen as a great employer – employees are a key resource.
(b) Can you please say in your own words why it is important that boards manage health and
safety rather than delegating it to (say) health and safety managers?
OHSE needs to be managed in line with all other important management issues. Alterations in
business activities cannot be made adequately without considering the effects of OHSE.
5.15.3 Description of current arrangements
Directorial arrangements
Do you have a named director responsible for health and safety?

Yes

No

(a) What is the job title of the director responsible for health and safety?
The Group Health and Safety Executive currently reports to the HR Director and along with the
senior OHSE risk management team, they are responsible for developing OHSE strategy on
behalf of the main and executive board.
(b) Why did the health and safety leadership role go to this post rather than (say) the Operations
Director or Finance Director?
There are many synergies between the HR and OHSE functions as with the development of
policy, employee welfare and training development issues.

Approximately what proportion of the named director’s time is devoted to health
and safety?

90%

Approximately what proportion of the board’s time is devoted to health and safety?

5 - 10%

Summary of board level leadership and direction
(a) Can you please describe the way in which the board and the director for health and safety
provide leadership and direction on health and safety?
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EHS is actively discussed as part of the agenda for the monthly Board meetings. The Directors
empower managers and employees to take responsibility for health and safety by providing
resources (in terms of time and money) to support this throughout the business. At site level,
time is given for a ‘listening group’ where employees can raise issues and discuss improvement
plans.
Individual employees throughout the company are set health and safety objectives which are
assessed as part of their reviews
(b) If you have a named director responsible for health and safety, can you please say in your
own words what the advantages and benefits are of having a named director rather than having
health and safety as a shared responsibility of the board as a whole?
The major benefits of having a ‘named’ Director responsible for health and safety are that it
provides a better focus and single point of contact which ensures that attention is given to health
and safety. Secondly, it enables a co-ordinated approach across all sites.
Specific arrangements regarding HSC action points
Can you please summarise your board level arrangements for each of the following specific
points:
(a) Publicising the board’s role in health and safety
These are detailed in the arrangements section of the Company manual. Grampian has also
established a risk committee made up of Senior Managers to advise and monitor all risks.
Further to this, the CEO chairs a teleconference (Grampian Gateway) once a week across all
sites, in which any employee can raise health and safety issues. As such, employees see health
and safety being driven and prioritised from the very top of the organisation.
(b) Each member of the board recognising their personal responsibilities for health and safety
Key Senior Managers and Directors are required to sign and accept the OHSE responsibilities
contained in the OHSE manual. This forms an extension to their job description. This
information is available to all employees.
(c) Ensuring board decisions on procurement and contracting reinforce health and safety
intentions
This has not been well developed yet, but is being addressed as part of our 5 year business plan.
(d) Board engaging with the workforce on health and safety
Alongside safety representative committee meetings, the company has introduced two new
initiatives to open communication between employees, unions (namely USDAW, T&G, Bakers
Union and Amicus) and the Board / Senior Management. The first of these is the ‘Listening
Groups’. The second is Grampian Gateway which was referred to earlier.
The Executive Board has also endorsed and proactively supported a series of OHSE road shows
to raise awareness and roll out to sites the OHSE policy and improvement initiatives. OHSE has
now been established as a key business performance area and site management are expected to
deliver on the KPI measures and encourage involvement at all levels. The key pillars to bring
about the delivery of our vision are:
•

Strong OHSE policy supported by management.

•

Communication

•

Auditing and performance monitoring

•

Risk reduction
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•

OHSE visible and adequately resourced.

The Executive Board understand and actively encourages the involvement of all our colleagues
within the business to enable the OHSE vision and supporting pillars to become part of the
culture within the business.
(e) Board level arrangements for reviewing health and safety performance, keeping health and
safety policy aligned with board priorities, being informed of health and safety failures,
ensuring health and safety management systems are in place and remain effective and are
monitored / review.
This service is provided by the EHOS department. We collate accident statistics, audits and
inspections and present to the Board each month. If an issue was considered urgent it would be
raised with the Board prior to this. In essence, the Director has an open door policy regarding
EHOS issues. We are currently creating a site index, which will allow for a score to be created
for each site, thus enabling benchmarking.
5.15.4 Impact of board level direction
Perceived Benefits
In what way do you believe your board
level health and safety direction and
leadership has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

(a) Helped to reduce your corporate risk
Comments:

Have made improvements to reduce the potential for fire and other risk management

issues.
(b) Reduced the disruption to your organisation
created by health and safety problems
Comments:

We believe we have reduced the risk / likelihood of a serious health and safety incident.

(c) Helped to improve business performance,
e.g. less absence, more sales
Comments:

Improvement is expected over the next 5 years as the 5 year plan rolls out.

(d) Helped to fulfil
responsibility aspirations

corporate

social
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In what way do you believe your board
level health and safety direction and
leadership has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

(e)
Helped
to
improve
corporate
communications and public relations
Comments:

The main benefit of showing strong leadership and direction is that it is raising
awareness amongst relevant stakeholders.

(f) Improved relations with the HSE and other
external regulators
Comments:

Partnerships are developing and issues are discussed more openly. We work hard to
foster good relationships as we wish to seek support and approval for our actions from the HSE
and environmental agencies.

(g) Improved relations with investors, insurers
and other external financial stakeholders
Comments: Financial investors and insurers have partly sponsored new initiatives. One example of
this was that operational staff were issued with non-slip shoes. The insurance company partially
met the cost of this. As a result, the number of slips and trips fell. A caveat to this is that
although the number of claims is reducing, the cost of claims is increasing.

(h) Improved relations with trade unions and
the workforce
Comments:

We now work together with the trade unions. Communication is open with employees
and union reps and has led to us working in collaboration.

(i) Helped in the response to HSE improvement
/ prohibition notices and/or prosecutions
Comments:

Not particularly helped, but it eases the path because of more open dialogue with the

HSE.
(j) Led to health and safety improvements, e.g.
fewer injuries
Comments:

Our incident rate has reduced by 8% across all sites since the introduction of the 5 year
plan between the period 2003 to 2004.
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Specific example(s) of benefits and data to demonstrate
(a) Can you please describe specific example(s) of how your board level health and safety
direction has benefited health and safety?
The capital expenditure budget for EHOS is rising from 1.2 million in 2004 to 2.1 million in
2005. This illustrates the level of commitment from the Board to Health and Safety.
The accident rates are beginning to show a downward trend, and we expect with the increased
budget and focus that this will continue.
(b) Can you please provide data, such as injury rates, that demonstrates the health and safety
benefits of board level direction?
Already there has been an 8% reduction in accidents across all sites with the recent introduction
of the 5 year plan. This has been possible by having a clear OHSE vision, policy and
established KPIs that are leading to greater individual ownership of OHSE.
Risks posed by board arrangements
(a) To what extent do you believe that your board level arrangements have effected the
possibility of individual directors being sued or prosecuted for a health and safety problem?
Please explain your answer.
Our arrangements have reduced this possibility. We believe that our EHOS arrangements
actually protect the individual Director because we are reducing risks, hence creating a
‘defensive wall’. At the end of the day, we do not claim to be perfect but we do claim to be
trying to do the best we can.
Directors can also discharge their responsibilities by having effective systems and experienced
health and safety personnel in place. At the end of the day, it is unreasonable to expect
individual Directors to have extensive EHOS knowledge, it is reasonable however for them to
consider EHOS as an integral aspect of running a successful business.
(b) To what extent do you believe that your board level direction of health and safety has
effected the risk posed to your organisation by health and safety failures? Please explain your
answer.
(c) Has the board’s and/or your involvement in health and safety stopped you or the board from
properly managing other important aspects of the business, if so what and how?
No – as previously stated health and safety is seen as an integral part of the business.
Strongly
agree

To what extent do you agree that?
The time and effort required of the board to
direct health and safety is justified by the
business benefits
The time and effort required of the board to
direct health and safety is reasonable
There is a wish to reduce the amount of time
devoted by the board to health and safety
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Agree

Unsure

Disagree

Strongly
disagree

Your message to other directors
What would you say to directors and boards that do not provide leadership and direction on
occupational health and safety?
My message to directors and boards that do not direct health and safety is...
“They may possibly miss an opportunity to improve business performance and the protection
and well being of employees from the business activities and increase the likelihood of
accidental damage or incidents, thus reducing efficiency and damaging reputation.”
Three most important things
Of all the things that your board has done to direct health and safety, please cite the 3 most
important:
1) Investing in the OHSE structure – Time, people, communications, finance and training.
2) Investing in OHSE capital projects; increase in automation has reduced manual handling
incidents.
3) Ensuring that OHSE is included in Board discussions and is included as an agenda item.
Introducing EHOS into all appraisals of employees throughout the organisation.
Recommendations to other organisations
Would you recommend your board level health and safety arrangements to other organisations?
Certainly – they are working because there is a genuine commitment and level of understanding
of the benefits to the business that managing EHOS well can bring. It has become an inherent
part of our culture. We are not perfect but we are making huge strides forward.
Further improvements and future plans
(a) If you could improve further your board level arrangements, what would you change and
why?
To provide further risk based training for all Board members based upon business scenarios that
are realistic.
(b) What are your plans for the future development of your board level direction of health and
safety?
To continue with the implementation of the 5 year improvement plan.
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5.16 Greencore Group
Greencore Group is a manufacturer of convenience food and ingredients. It operates across
Europe and employs 9,000 staff.
5.16.1 History of the development of board arrangements
(a) Please describe the organisational context of this case study: who is being considered “the
Director”, and “the Board , and how they fit in the overall organisational structure
Helen Simons is “the director” being considered. Tony Hydes is a Board member.
(b) How have the current arrangements developed over time, in particular the last few years
In 2001 Greencore Group bought Hazelwood Foods Plc. This brought the need for disposal of
some businesses and the re-grouping of others.
The ‘support services’ needed to fit with the new structure. SHE (safety, health and
environment) managers moved from Hazelwood Foods to Greencore and began reporting to the
Chief Operating Officer (COO).
By 2003 a group ‘support processes’ function had been developed and process leaders put in
place. Helen Simons was promoted to Group Technical Director for health, safety and
environment, with responsibility for SHE across the business.
The company underwent further restructuring. In 2004 full empowerment of the group
processes was made by giving them responsibility across the whole business for SHE matters.
The drivers for these arrangements include:
•

The Group was set up to bring expertise into the business which the individual groups
would not be able to provide for themselves

•

To enable networking and sharing of best practice across the whole group, and to
achieve a common set of systems and values. In SHE this included legislative
requirements and best business practice.

•

To bring in best practice from other sectors

•

To build consistency and share new idea across the business

•

To support structural change (major expansion of company)

•

To aid operational effectiveness and efficiency

•

To meet legal EHS requirements and corporate governance responsibilities

(c) Why has responsibility for H&S been given to this post rather than, say, the Operations
Director or Finance Director?
Tony Hydes - Senior Operating Director – has a strategic role and is a Board representative.
Helen Simons - Group Technical Director – is responsible for planning & implementation and
has direct control of H&S.
Innovation comes from Helen who, presents to Tony who drives it through on the board.
Both Helen and Tony influence the Boards of Greencore’s autonomous businesses and
champions H&S to them. This helps them achieve corporate compliance.
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(d) What is the organisational structure for the implementation and monitoring of H&S?
There are clear reporting lines within Greencore’s organisation. The formal structure is
documented in safety policy documents etc which set out the roles and responsibilities of
director and others for EHS matters.
Greencore’s autonomous company MD’s are responsible for H&S at their sites. They report to
Tony on the board and the group board are ultimately responsible. Each autonomous site is
required to provide an annual certificate of compliance from its MD to Greencore’s main board.
The Greencore audit committee oversee an annual audit of each business to make sure they
comply with company policy, including H&S.
Tom Chambers, group health and safety manager, collates EHS information from the shop floor
H&S Managers and other sources and reports monthly to Helen. She reports this to the board.
This enables them to evaluate MD’s reports against the H&S Manager’s report to help identify
issues and good practices and co-ordinates businesses
Each site has a Factory Safety Committee which meets monthly. Feedback from the Committee
goes directly to the ‘category business’ managing director as well as to Tom and then to Helen.
A Risk Managers Forum is chaired by Helen and meets every 3 months. All SHE Managers
attend and report on their progress.
Greencore’s safety policy is posted on the company’s intranet, website and company notice
boards (both group and category business policies). This includes roles and responsibilities of
directors. Much more detailed EHS information is posted on Greencore’s technical website.
All new members of staff are provided with EHS documentation and training on their induction.
(e) Which of your employees would know who has the ultimate responsibility for H&S? How
would they know this?
Staff in the category businesses would recognise their category H&S manager as responsible.
They are informed of this at induction.
Senior managers of category businesses would know that Tony was responsible, and would look
to Helen as being the “head” of H&S. Lines of communication are through her; she is the
natural leader.
(f) Who would employees consider to be responsible for implementing H&S in the
organisation?
Training encourages everyone to be responsible for H&S and encourages ownership and
accountability on an individual basis. This is particularly the case for supervisors.
Individual H&S performance is reported back through individual KPI’s (key performance
indicators).
Helen is the person H&S managers and category MDs would see as being responsible for
implementation of H&S within the Group. The main aim is to create a culture of openness and
trust.
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When making the arrangements for health & safety, did you…

Yes

No

Unsure

…seek consultancy advice?
…benchmark yourself against other organisations?
…read HSC/E guidance?
…go through a process of “iteration” in the development of your
arrangements?
…consult with safety representatives / the workforce?
…consult a solicitor?
…read guidance on corporate governance?
…take guidance from previous experience of CEO / MD and / or other
board members?

Did you create a new seat on the board to fulfil the role of H&S Director?

Yes

Did you merge the responsibility with another directorial role, e.g. HR, Risk, YES
Operations?

NO
No

(b) Any other comments on how you decided the correct board arrangements for H&S:
Greencore considered that it needed to fit H&S into stronger disciplines and so combined H&S
with quality and food safety.
Strongly
agree

To what extent do you agree that?

Agree

Unsure

Disagree

Strongly
disagree

It was straightforward to decide how to
develop an effective set of board
arrangements
It was relatively undemanding in deciding
how best to provide board level H&S
direction
We have had to improve our board level
arrangements due to initial problems with our
arrangements

(c) Can you please describe lessons learnt from during the development or operation of your
board level H&S arrangements?
The role of non-executive appointments is important as they are demanding and judge from
external experiences.
There’s been a very positive impact on SHE managers as the new arrangements highlight the
importance of their role. They’ve become bigger and are making better contributions to the
management of H&S which is having a positive effect on the business.
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By providing a clear structure and approach, Greencore has provided focus on EHS issues that
are important at any point in time.
Reasons for developing or having board level direction
To what extent did you increase H&S
direction because of the following
reasons?

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

The perception that H&S is a significant corporate risk,
e.g. risk posed by a major incident, prosecution, etc.
A perception that productivity could be improved by
better, e.g. reduction in absence and better staff morale
The need to respond to one or more specific H&S
regulations / the growing body of H&S regulation
The need to respond to growing demands for corporate
governance, e.g. Turnbull
A wish to be socially responsible
Demands from a new owner / change in management / new
CEO or MD
The possibility of a new law on directors H&S
responsibilities
The possibility of corporate manslaughter prosecutions
Response to requirements of investors, business clients or
insurers
Any other reasons:

To what extent do you agree that?
You would not have developed your arrangements without
the prospect of legal mandation of directors H&S
responsibilities
You would not have developed your arrangements without
the increased risk of directors being prosecuted for
manslaughter / negligence etc.
You developed your board arrangements despite advice
from solicitors/consultants/advisors that this may increase
the risk of individual directors being held liable for H&S
failures

Elaborating on the answers above:
The new arrangements coincided with reorganising the business. Greencore’s aim was to
manage H&S in the most effective & efficient way. The belief is that this contributes to the m
effectiveness of the business and helps with the financial bottom line.
(a) Can you please say in your own words why was H&S considered important enough to
deserve and require board level direction?
EHS matters are important issues that Greencore should address in a socially responsible way.
Without board involvement these issues would not be appropriately addressed. These were key
matters for the board in terms of wanting to improve internal performance and to manage board
liability.
(b) Can you please say in your own words why it is important that boards manage H&S rather
than delegating it to (say) H&S managers?
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Greencore firmly believes that everyone has a responsibility for H&S, and that this message
must come from the top.
The board can ensure common standards across the company – only the board has the overview
and can see the group benefits. The board can provide inputs for action and, importantly, the
resources and empowerment. Ultimately, boards have the confidence that the right things are
going on in terms of H&S actions.
5.16.2 Description of current arrangements
Directorial arrangements
Approximately what proportion of the named director’s time is devoted to H&S?
Approximately what proportion of the board’s time is devoted to H&S?

10 + 33%
20%

Summary of board level leadership and direction
(a) Can you please describe the way in which the board and the director for H&S provide
leadership and direction on H&S?
Helen helps set strategic direction by setting KPI targets for all category businesses and
reporting to the Board on these.
In terms of developing strategy, Helen has helped to introduce OHSAS 18001 across the
business. She has brought in a team that provides advice and expertise to all parts of the group.
She chairs the risk managers meetings every 3 months. Helen has an open door; she makes time
to see anyone.
Helen was involved in the rewrite of the company’s management system and review of its audit
system. She addresses and reports to category MD’s and process leaders. At bi-monthly
meetings she gives feedback (good and bad) and highlights new issues.
She influenced Greencore to become involved and sponsor a conference on ethno linguistic
issues by the Northwest Food Alliance. This is now involved in producing industry guidance.
Helen sits on the management committee of the Fast Foods Association. She initiated
Greencore’s involvement in developing guidance to address fire risk minimisation in food
industry facilities.
(b) If you have a named director responsible for H&S, can you please say in your own words
what the advantages and benefits are of having a named director rather than having H&S as a
shared responsibility of the board as a whole?
A named director provides clear and unambiguous responsibility.
responsible and who ultimately to go to.

Staff know who is

In an action orientated company, such as Greencore, it creates ability for action.
5.16.3 Specific arrangements regarding HSC action points
Can you please summarise your board level arrangements for each of the following specific
points:
(a) Publicising the board’s role in H&S
Clear reference is made to the H&S policy in Greencore’s annual report and on its intranet, &
website. Directors’ job descriptions, which include H&S, are posted on the intranet.
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Through meetings of the company MD’s and process leaders in the bi monthly meetings
(chaired by Tony).
(b) Each member of the board recognising their personal responsibilities for H&S
The category boards have responsibility for H&S in their businesses. Certificate of compliance
must be signed by the category boards MD which Tony accepts.
Group board directors vote on the annual report to it.
production and counter checks this.

The audit committee oversees its

(c) Ensuring board decisions on procurement and contracting reinforce H&S intentions
There are documented procedures on H&S requirements which are issued to the purchasing
director to provide guidance in her decisions.
Major projects require input from H&S managers, insurers and Helen before they can be
approved. All aspects of the design and running of the new project are considered.
The Safety Passport Alliance Scheme (SPAS) (issued by HSE) ensures the H&S proficiency of
all major contractors used on Greencore sites.
(d) Board engaging with the workforce on H&S
The operations directors of each site must spend at least one day per year engaging with their
work force. (Helen initiated this)
The feedback page on Greencore’s website provides a route for anyone working or visiting a
Greencore site to give H&S feedback or raise any issues. These go to Tom Chambers and get
forwarded to relevant director.
Group Board Directors visit sites (up to once a month) and there is an opportunity for the
workforce to raise issues including H&S. Tony may attend H&S meetings on sites.
In the “Your opinion counts” initiative each business category runs regular forums for all
colleagues. This enables two way communication and feedback. Meetings are at least once a
month and up to once a week. Feedback goes back to category boards, with info on key issues
be passed to the group board.
(e) Board level arrangements for reviewing H&S performance, keeping H&S policy aligned
with board priorities, being informed of H&S failures, ensuring H&S management systems are
in place and remain effective and are monitored / review
Each site provides an annual certificate of compliance to the audit committee.
Each business category provides a monthly EHS report. There are bi-monthly MD’s and
process leaders’ meetings. Exceptional or substandard performance is highlighted and acted on.
Each category reports to the Group board once a year. All monitoring is KPI led, including
H&S.
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5.16.4 Impact of board level direction
Perceived Benefits
In what way do you believe your board
level H&S direction and leadership has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

(a) Helped to reduce your corporate risk
Comments: Improved insurance scores and an expected reduction in insurance premiums at next
renewal (due in summer 2005). All factories improved score by one level (except one). Have
shown reductions in serious accidents (in an external audit by Zurich)

(b) Reduced
the
disruption
to
your
organisation created by H&S problems
Comments: Through a simpler accident investigation and reporting procedure. By incorporating
H&S requirements into the design of new buildings it’s been possible to engineer out hazards.

(c) Helped to improve business performance,
e.g. less absence, more sales
Comments:

More targeted activity. Better able to move resources to where they are most needed
and can have the most impact. There is a much higher degree of uniformity within the business
cutting out unnecessary duplication. An improved reporting structure has led to a more consistent
approach. More effective business – use resources effectively

(d) Helped to fulfil corporate
responsibility aspirations
Comments:

social

Created a safer environment for colleagues. Focused on issues e.g. OH survey

Provides a platform for providing a better working environment.
empowered colleagues

More involved and more

(e) Helped
to
improve
corporate
communications and public relations
Comments:

Fewer incidents or better management of incidents makes for more positive
communication. Improved culture of trust and openness – channels to raise issues.
Publication in public domain of all H&S policy and procedures.

(f) Improved relations with the HSE and other
external regulators
Comments:

HSE recognised what Greencore are doing. Support and finding of multicultural issues.

Piloting HSE work on floor and footwear safety. Work in partnership with HSE on issues
research and projects. The company strives for open communications with inspectors.
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In what way do you believe your board
level H&S direction and leadership has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

(g) Improved relations with investors, insurers
and other external financial stakeholders
Comments:

Anticipated reduce insurance costs. The company is expecting its renewal in the next
few months, and anticipates that its premiums may drop.
Joint working party on reducing Employers Liability Insurance – with insurers and brokers –
assisted in being seen as a “good risk” with lenders and renegotiation of loans

(h) Improved relations with trade unions and
the workforce
Comments:

Through site safety committees – clear policies, monitoring, clarity of responsibility is
helpful. Trust and openness has improved.
Employee consultation takes place in several ways. At factory level there are health and safety
committees. At Group level there is a ‘risk managers forum’ supported by Greencore’s health and
safety website (http://www.greencoretech.com/) All employees, visitors and neighbours who wish
to communicate with group can do so.
Additionally the individual businesses are moving towards OHSAS 18001; Warrington and
Greencore Malt already complete. This standard calls for a clear demonstration of communication
with shop floor staff..
Company policies are developed by the Joint Consultative Committee or sub-committees. Helen
chairs this committee, which includes 2 representatives from the T&GWU, one from Greencore’s
insurers, and one delegate from each of the company’s operating divisions.

(i) Helped in the response to HSE
improvement / prohibition notices and/or
prosecutions
Comments:

Empowerment of the Group SHE Managers has helped. Clear structure for group
centre to find out about these quickly. Structure is a major help in mitigation

(j) Led to H&S improvements, e.g. fewer
injuries
Comments:

Clear and targeted monitoring and reporting makes it easier to identify exactly what the
issues are and targeting of resources to resolve them. Helps the safety managers build a business
case for improvements.

Specific example(s) of benefits and data to demonstrate
(c) Can you please describe specific example(s) of how your board level H&S direction has
benefited H&S?
•

The structures and procedures put in place have ensured category compliance which
contributes to the effectiveness of the business, and allowed the board to target
resources
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•

Relations with HSE have improved

•

Role out of common standard for risk assessment – improved sale operating procedures.
Everyone knows what that is… clarity – reduced accidents / can distinguish between
unsafe conditions and unsafe acts

•

Integrated systems

•

Linking H&S to the technical systems and making it rigorous

•

Creating a cultural shift in attitudes to H&S and improved monitoring

•

Standardised monitoring and procedures – enables sharing of best practice. Identifying
issues and resolving them across the business (reducing insurance/ reducing accidents)

•

Helen initiated the replacement of corporate insulating panels – with non-combustible
panels

•

Occupational Health Working Group – surveyed OH across the company. Increased
OH facilities available as a result of the survey. Now producing an OH policy – 2 sites
have full occupational health services.

(b) Can you please provide data that demonstrates the H&S benefits of board level direction?
Benefits include:
•

More effective business and better targeting of health and safety resources

•

Reduction in serious accidents and ability to distinguish between incidents caused by
unsafe conditions and unsafe acts (see figures from Warrington site given below)

•

Compliance with health and safety policy and safer working environments across the
business

•

Improved levels of uniformity within the business by cutting out unnecessary
duplication

Benefits attributed to the implementation of ISO 18001, include a drop in accident figures for
the first six months compared to the previous year for Warrington site.

2003/4

2004/5

Improvement

Total accidents

119

73

38%

Reportable accidents

17

8

52%

Risks posed by board arrangements
(a) To what extent do you believe that your board level arrangements have affected the
possibility of individual directors being sued or prosecuted for a health and safety problem?
Please explain your answer.
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Improved position – updating of policy and new procedures and use of risk assessments.
Substantially reduced risk of individual prosecutions.
(b) To what extent do you believe that your board level direction of H&S has affected the risk
posed to your organisation by health and safety failures? Please explain your answer.
•

Chance of H&S failures reduced

•

Standardised reporting and audits, reduced serious accidents

•

Improved feedback mechanisms so more aware of risks.

(c) Has the board’s and/or your involvement in H&S stopped you or the board from properly
managing other important aspects of the business, if so what and how?
No
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Strongly
agree

To what extent do you agree that?

Agree

Unsure

Disagree

Strongly
disagree

The time and effort required of the board to
direct H&S is justified by the business benefits
The time and effort required of the board to
direct H&S is reasonable
There is a wish to reduce the amount of time
devoted by the board to H&S

Your message to other directors
What would you say to directors and boards that do not provide leadership and direction on
occupational health and safety?
My message to directors and boards that do not direct H&S is...
“Boards who do not direct health and safety miss an opportunity to improve their risk profile
and overall business performance.”
Three most important things
Of all the things that your board has done to direct H&S, please cite the 3 most important:
1) Putting H&S structure in place
2) Giving clear objectives about what is expected
3) Motivating H&S teams and personnel (through support networks).
Recommendations to other organisations
Would you recommend your board level H&S arrangements to other organisations?
Yes, for other decentralised businesses.
Further improvements and future plans
(a) If you could improve further your board level arrangements, what would you change and
why?
Happy at present – at early stage and happy with how it is proceeding (current structure only
fully functioning in final form in autumn 2004).
(b) What are your plans for the future development of your board level direction of H&S?
•

Need to further develop factory level involvement with behavioural/ cultural change.

•

Introduce “the deal with it behavioural programme”

•

Towards formalised management systems, 18001, and towards voluntary protection
programmes (VPP).

241

5.17 Hilton UK & Ireland
Hilton UK & Ireland is involved in the service industry (hotels). The company has hotels in
various locations in the UK and Ireland and employs in excess of 12,000 people.
5.17.1 History of the development of board arrangements
(a) Can you please summarise the sequence of events and decisions over the past few years that
led you to create your current board level arrangements for health and safety?
Hilton UK & Ireland are part of the Hilton group. The management team are called the
Executive and made up of a President, Wolfgang Neumann, and Vice Presidents, who are
responsible for support functions and operational activities on a regional basis.
Wolfgang Neumann is currently legally responsible for health and safety as President of Hilton
UK& Ireland. The President role had formal responsibility for health and safety prior to
Wolfgang Neumann’s appointment. Prior to his arrival, about three years ago, health and
safety was amalgamated with a number of other operational support functions; Technical
Services, Purchasing and IT, into one department: called Management Services. This is
represented at Board level by the Vice President, Mark Selawry. Mark, does not have individual
health and safety performance targets placed on him. Other Executive members, those with
direct responsibility for hotel operations and management, do. This means that most Board
members have direct interest in health and safety, either due to managing it as a function, or as a
performance target.
Wolfgang Neumann started in this position in the UK in February 2003 having previously
worked in Scandinavia and Northern Europe. His management approach is to focus on
customers and how best to meet their needs, and ensuring that levels of performance and
outcomes are measurable. He has encouraged and led a number of changes in relation to how
health and safety is approached within the organisation since joining.

When making the arrangements for health & safety, did you…
…seek consultancy advice?
…benchmark yourself against other organisations?
*not possible in sector
…read HSC/E guidance?
…go through a process of “iteration” in the development of your
arrangements?
…consult with the workforce?
…consult a solicitor?
Not generally
…read guidance on corporate governance?
Didn’t drive change in strategy, wanted a culture of good health and safety
within the organisation rather than “minimum legal compliance” approach
…take guidance from previous experience of CEO / MD and / or other board
members?
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Yes

No

Unsure

Did you create a new seat on the board to fulfil the role of health and safety Yes
Director?

No

Done three years ago
Did you merge the responsibility with another directorial role, e.g. HR, Risk, Yes
Operations?

No

Management services
(b) Please describe in your own words, how you decided what your board health and safety
arrangements should be:
Move to put health and safety with other support functions – described above.
Strongly
agree

To what extent do you agree that?

Agree

Unsure

Disagree

Strongly
disagree

It was straightforward to decide how to
develop an effective set of board
arrangements
It was relatively undemanding in deciding
how best to provide board level health and
safety direction
We have had to improve our board level
arrangements due to initial problems with our
arrangements

(c) Can you please describe lessons learnt from during the development or operation of your
board level health and safety arrangements?
Health and safety Director now presents to Executive on major decision issues, rather than dayto day health and safety decisions, e.g. asbestos removal in hotels. We do focused reporting on
specific issues for action.
Wolfgang Neumann actively encourages face-to-face communication. This has enabled Safety
Risk Director, Douglas Cameron, to communicate issues directly and quickly to appropriate
VPs and thereby produced faster responses to local health and safety issues. We now do regular
one-to-one briefings of Board members and provide briefing notes to Operational Vice
Presidents following hotel safety audits. Also, we provide briefing notes to VPs as to areas they
should ask about with respect to health and safety for specific hotel. This leads to hotel
managers feeling that senior management are taking an in-depth interest in health and safety
issues.
The VP is responsible for health and safety function, and is now getting more involved in
understanding safety teams’ activities and issues.
In general, Wolfgang’s approach and leadership style has enabled clearer, more frequent
communications to be made by the Safety Risk Director to members of the Executive.
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5.17.2 Reasons for developing or having board level direction
To what extent did you increase health
and safety direction because of the
following reasons?

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

The perception that health and safety is a significant
corporate risk, e.g. risk posed by a major incident,
prosecution, etc.
Sense of risk “we could be done”- legal risk
A perception that productivity could be improved by better
health and safety, e.g. reduction in absence and better staff
morale
The need to respond to one or more specific health and
safety regulations / the growing body of health and safety
regulation
The need to respond to growing demands for corporate
governance, e.g. Turnbull
A wish to be socially responsible
No specific reason
INTEREST [interviewee wording change*] from a new
owner / change in management / new CEO or MD
Wolfgang Neumann came in 18 months ago
The possibility of a new law on directors health and safety
responsibilities
The possibility of corporate manslaughter prosecutions
Both have been around too long. No longer seen as a
threat
Response to requirements of investors, business clients or
insurers
CSR issues – investors placing requirements for CSR.
Corporate clients occasionally ask for safety information

To what extent do you agree that?
You would not have developed your arrangements without
the prospect of legal mandation of directors health and
safety responsibilities
(Were driven by business benefits – Wolfgang focuses’ on
“how will X benefit the business?”)
You would not have developed your arrangements without
the increased risk of directors being prosecuted for
manslaughter / negligence etc.
You developed your board arrangements despite advice
from solicitors/consultants/advisors that this may increase
the risk of individual directors being held liable for health
and safety failures

Can you please elaborate on your answers above?
“We believe safety should be a culture in our business, not because of legal demands or
punishments. Our customers, employees and CSR are the real reasons”.
(a) Can you please say in your own words why was health and safety considered important
enough to deserve and require board level direction?
“We cannot ignore legal responsibilities and employer definition.”
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(b) Can you please say in your own words why it is important that boards manage health and
safety rather than delegating it to (say) health and safety managers?
“Cultures are led from the top AND decision making process (legal compliance and safety
policy requirements).”
The legal requirements are seen as an important driver, though there is a view that the other two
are more important in determining Board actions, as it is considered that if there is good safety
culture at the top, it will pass down through the organisation.
In this respect, Wolfgang’s focus is “can I sleep at night” rather than exactly meeting legal
requirements. He wants to get culture where safety is “second nature”. He sees it as an on-going
process to set culture as far as is possible within the organisational constraints at the time.
5.17.3 Description of current arrangements
Directorial arrangements
Do you have a named director responsible for health and safety?

Yes

No

(a) What is the job title of the director responsible for health and safety?
Vice President (VP) Management Services
(b) Why did the health and safety leadership role go to this post rather than (say) the Operations
Director or Finance Director?
“Is specialist field, requires expertise.”
(c) Can you please summarise or provide a copy of their health and safety responsibilities or the
organisation’s safety manual that describes their role, or any other appropriate document?
A statement of responsibilities is in the Safety Policy.
The safety policy statement is generated and put out under Hilton Group plc. Managers at
various levels in the organisation are required to sign the safety policy. These are: President,
Wolfgang Neumann; Area Vice Presidents, responsible for operational management of hotels;
Hotel General Managers and Hotel Resident Managers, responsible for managing a specific
hotel; Safety Risk Director, as health and safety advisor to Hilton UK & Ireland. They sign up
to accept their specific legal compliance responsibilities for health and safety. Central Service
Vice Presidents also sign, agreeing to ensure that safety issues are considered in both daily
activities and projects.

Approximately what proportion of the named director’s time is devoted to health
and safety?
-

Wolfgang Neumann (incl. food and security issues – he sees as all under
“safety”)

-

VP Management Services (just health and safety)

Approximately what proportion of the board’s time is devoted to health and safety?

245

%
5%
15%
3-5 %

Summary of board level leadership and direction
(a) Can you please describe the way in which the board and the director for health and safety
provide leadership and direction on health and safety?
Since starting Wolfgang Neumann spent time with the safety team learning of the legal
requirements for health and safety in the UK, which differ from the countries where he had
previously worked.
With this knowledge, and his perspective from working in other countries, Wolfgang Neumann
identified that operational Board members and their hotel managers were spending more time
than he felt was appropriate on managing health and safety issues, which was preventing them
from focussing on other, money-generating, aspects of their jobs. To achieve this he has agreed
and supported the creation on health and safety advisors based in individual hotels, to support
management locally with health and safety, rather than from a central health and safety team
and senior management. The aim is to enable hotels to be able to manage their health and safety
locally, and thereby reduce the amount of time that is spent on it at Board level. These are now
mostly in place and appear to be greatly improving health and safety at hotel level.
Wolfgang has also widened the remit of health and safety to cover security, as this was seen to
pose health and safety risks to staff and customers in the hotels. He has pushed this as a driver
for health and safety focus.
He actively encourages a culture of face-to-face communication among staff, rather than use of
e-mail. This has lead to more direct contact between Board, senior management and health and
safety Director, and has resulted in faster responses to health and safety issues. As part of this
he has produced a “leadership policy”, setting out how he would like his senior managers to act.
Wolfgang also attends safety risk department meetings.
Wolfgang insists on being involved in incidents and major/cost safety issues – he will phone
asking what he needs to do, or can do to help support the health and safety Director when
incidents happen, and afterwards he will want to discuss and promulgate lessons learnt.
(b) If you have a named director responsible for health and safety, can you please say in your
own words what the advantages and benefits are of having a named director rather than having
health and safety as a shared responsibility of the board as a whole?
It brings:
•

Focus on the issue

•

Specific place/person for the issue to be taken to

•

Maintains awareness of the issue in the Executive/ keeps it alive – keeps safety on
Executive agenda.
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Specific arrangements regarding HSC action points
Can you please summarise your board level arrangements for each of the following specific
points:
(a) Publicising the board’s role in health and safety
•

•

Externally:
o

Annual report

o

Website

Internally:
o

Safety Policy.

(b) Each member of the board recognising their personal responsibilities for health and safety
•

Safety Policy – with explicit statements of responsibilities.

•

Regular face-to-face communications of health and safety Director and team with VPs and
President.

(c) Ensuring board decisions on procurement and contracting reinforce health and safety
intentions
Has been achieved by putting health and safety and procurement together in one department,
Management Services. This has led to much better integration between the functions and
improved communication and awareness of safety in procurement and contracting
(d) Board engaging with the workforce on health and safety
•

Safety policy: shown to all employees on their induction

•

CHAS hotline (this was set up before Wolfgang Neumann): private and confidential hotline
for reporting of health and safety issues; monitored by health and safety team; with issues
that can be taken to the Executive.

•

Monthly health and safety meetings: held in each hotel with employee participation; issues
can be taken to the Executive; there are only a few members of unions in the workforce.
Two hotels have safety representatives. They do not tend to raise safety issues. It is not
Hilton policy to include employee representatives at monthly safety meetings. Minutes of
meetings go to HSE department and relevant VP.

(e) Board level arrangements for reviewing health and safety performance, keeping health and
safety policy aligned with board priorities, being informed of health and safety failures,
ensuring health and safety management systems are in place and remain effective and are
monitored / review
Done via performance monitoring and health and safety team reporting:
•

Monthly health and safety “failure” reports against performance criteria

•

Through the “scorecard” for each hotel: Scores from health and safety team audits and
“mystery customers” on annual basis. These are tied to annual bonuses for hotel managers,
certain Heads of Departments and operational VP bonuses.

•

Staff survey on safety - “viewpoint”: Wolfgang Neumann setting example to his Executive
that he is being proactive in spending time with health and safety team. Other VPs and hotel
managers now following and requesting presentations/coaching for their teams.
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5.17.4 Impact of board level direction
Perceived Benefits
In what way do you believe your board
level health and safety direction and
leadership has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

(a) Helped to reduce your corporate risk
Comments:

Acted to support health and safety director.

Formally consider health and safety capex in annual planning
(b) Reduced the disruption to your organisation
created by health and safety problems
Comments: Proactive approach, in appointing dedicated health and safety advisors at local level to
reduce management time spent on health and safety, has increased organisation’s ability to spot
health and safety issues, thereby avoiding disruption. The current, direct, reporting structure, gets
quick management/Executive responses.

(c) Helped to improve business performance, e.g.
less absence, more sales
Comments:

Appointment of local health and safety advisors mean that hotel managers spend less time
reacting to health and safety issues. And can focus more on profit making activities.

(d) Helped to fulfil corporate social responsibility
aspirations
Comments:

Appointment of local health and safety advisors has increased accuracy of reporting.

CHASPI seen as part of CSR reporting. Wolfgang Neumann focus on performance measurement
encourages adopting this approach.
(e) Helped to improve corporate communications
and public relations
Comments:

Appointment of local health and safety advisors has given PR more people to contact when
are incidents/issues and increased the accuracy of information that is given.

(f) Improved relations with the HSE and other
external regulators
Comments:

Regulated by individual LA that cover each hotel. We don’t have an on-going relationship
with them at Executive level. LA “partnership” arrangement is not working.
Seem to have HSE contact at corporate level, e.g. receiving GSB and HSE questionnaires.
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In what way do you believe your board
level health and safety direction and
leadership has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

(g) Improved relations with investors, insurers
and other external financial stakeholders
Comments:

Not significant to insurers at detailed level.

CSR important with investors, but not safety as a specific issue.
(h) Improved relations with trade unions and the
workforce
Comments:

Did confidential workplace survey of 3000 employees across all hotels. Return rate of
74%. Got 80% satisfaction to “do you feel safe”. Also asked about training, health and safety
meetings, being listened to and knowing who to report health and safety concerns to “who is your
health and safety manager (however, came up with much wide range of people that they thought they
could report health and safety issues to than have formal responsibility for it.)

(i) Helped in the response to HSE improvement /
prohibition notices and/or prosecutions (”and
customer relations”)
Comments:

Wolfgang Neumann gives support and wants to know lessons learnt and how to prevent re
occurrence. Setting “non-blame”, learning culture example to other Executive members.
(j) Led to health and safety improvements, e.g.
fewer injuries
Comments:

All local health and safety managers do “specials” reports; saying what have they “added
to the business” i.e. local initiatives they have set up. This is generating lots of ideas that other
managers can then take away as use, as appropriate. It forces lesson sharing.
Health and safety managers have individual bonuses, in part based on health and safety actions they
have taken.
No firm health and safety stats to show impact of local health and safety managers yet. There have
been few serious injuries in last year/2 years. We can also see changes in number of training courses
– increase in hotels where they have joined (but don’t know that not increased where there aren’t
managers yet). We are seeing big increase in initiatives and fresh ideas being introduced in hotels
where they are acting. Regular meetings for health and safety managers enables the transfer of ideas
across hotels.
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Specific example(s) of benefits and data to demonstrate
(a) Can you please describe specific example(s) of how your board level health and safety
direction has benefited health and safety?
Wolfgang Neumann has:
•

Increased direct communications between health and safety staff and VPs, leading to faster
responses to requests, issues.

•

Moved to “no blame”, open, learning culture.

•

Enabled appointment of local health and safety managers to provide health and safety
expertise to hotel managers and staff. This is seen as providing a business benefit in saving
management time to do other things, leading to much more health and safety activity in
hotels.

•

Increased use of CHAS reporting system. Being pushed more at floor level staff (employee
involvement). This also has a bonus system for proactive health and safety, fire and food
safety initiatives taken by individuals, who can win star point vouchers. These can earn a
hotel bonus points on its “scorecard” and win ‘the hotel of year health and safety manager’.
This is encouraging health and safety managers to “compete” in coming up with initiatives
and changes. Individuals can win prizes for ideas that are used by the organisation.

•

Directly e-mailed health and safety team congratulating them on what they do, but also
asking them to work in the business context – with “an owner’s hat”

•

Reviews health and safety documents, manuals etc, to see that he and team are supporting
their requirements and that health and safety not imposing any new/unnecessary procedures
on business.

•

Very proactive in offering support when incidents occur, and in making Executive identify
“lessons” and how they can best be spread in the organisation. He will personally send emails if he feels that is appropriate to disseminate information.

(b) Can you please provide data, such as injury rates, that demonstrates the health and safety
benefits of board level direction?
Pre-Wolfgang Neumann there were two hotel-based health and safety managers. Now we have
12 who have been in post for more than a few months, covering about 30 hotels. Another eight
are about to be appointed, covering another 28 hotels out of a total of 77 in the UK and Ireland.
The company is actively recruiting to get complete coverage.
Having local health and safety managers has led to much improved reporting: it has changed
from 6 monthly report for each hotel to being bi-monthly. Reports are also more detailed.
Changes in health and safety performance on hotel performance checklist represent an apparent
impact of health and safety managers being appointed (from data sent by Hilton).
Hilton UK & Ireland manages 77 hotels.
30 hotels had a health and safety manager, and 46 hotels did not when the annual audits were
carried out.
One hotel’s audit figures are not included in this analysis as it was a new hotel to the group in
2004.
Findings:
•

Only 14% of hotels with managers achieved lower performance scores compared to 35% of
hotels without health and safety managers.
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•

Percentage performance scores for hotels with managers moved on average from 70-75%,
for hotels without managers they changed from 74-77%

•

Median change for hotels with managers is 5%, for those without is 1.5%.

•

Overall change in performance scores over year for hotels with managers is better than for
those without: (157 vs. 128). There is wide variance in the performance scores between
years, as much as 31%. There is a significant difference between the 2003 and 2004
performance scores where there are health and safety managers (p=.002, n=29, r=.549) and
no significant difference where there are not health and safety managers (p=.089, n=46,
r=.164). This shows that the appointment of health and safety managers significantly
influenced the achieved performance scores.

Risks posed by board arrangements
(a) To what extent do you believe that your board level arrangements have effected the
possibility of individual directors being sued or prosecuted for a health and safety problem?
Please explain your answer.
The risk of prosecution was not part of Executive arrangement decision. The risk of individual
directors being prosecuted is not seen as a real threat.
Feel that [the Board] are better prepared, due to support at “coal face”, from the appointment of
local health and safety managers.
(b) To what extent do you believe that your board level direction of health and safety has
effected the risk posed to your organisation by health and safety failures? Please explain your
answer.
Lessened the risk, as it is now less likely to happen. We expect that it will get increasing scores
on hotel scorecards as health and safety managers become effective.
(c) Has the board’s and/or your involvement in health and safety stopped you or the board from
properly managing other important aspects of the business, if so what and how?
Wolfgang Neumann felt that it was, as it was taking too much management time. It is less of an
issue now as local health and safety managers are being appointed in hotels.
Main business benefit is allowing Executive to focus on running “business” rather than reacting
to health and safety issues or ”bad news”.
Strongly
agree

To what extent do you agree that?
The time and effort required of the board to
direct health and safety is justified by the
business benefits
The time and effort required of the board to
direct health and safety is reasonable
as stated above, previously Executive was
spending too much time, to the detriment of the
business
There is a wish to reduce the amount of time
devoted by the board to health and safety
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Agree

Unsure

Disagree

Strongly
disagree

Your message to other directors
What would you say to directors and boards that do not provide leadership and direction on
occupational health and safety?
My message to directors and boards that do not direct health and safety is.......
•

“Businesses follow leader’s example. Need to see safety on the agenda for it to happen/be
communicated.”

•

“Health and safety culture, and accident reduction, not seen as a money saving measure.”

•

“If [you] don’t lead on health and safety it may not be considered as a key business driver,
underlying concerns may not be reported, and accidents, incidents and cost savings may not
be seen as important.”

Three most important things
Of all the things that Wolfgang Neumann has done to direct health and safety, please cite the 3
most important:
1) Clearly set direct, personal communication style in no-blame, learning culture.
2) Appointment of local health and safety managers to free up hotel manager and Executive
time for other activities.
3) Giving a framework (who are your customers, how do you know how well you are meeting
their needs?) with which to re-think key safety drivers and question the current and future
direction of health and safety activities (e.g. this led to Employee survey to better identify what
was needed).
Recommendations to other organisations
Would you recommend your board level health and safety arrangements to other organisations?
Yes, it has spread the responsibility for health and safety to most members of the Executive,
either with functional or operational responsibilities and individual targets. So all have to
respond to health and safety requests for action, are required to support health and safety
culture, brief their staff, and support health and safety initiatives in their areas of responsibility.
Integrating health and safety with other business functions has meant that there is now a range
of perspectives brought to health and safety issues which has proved very helpful in business
decision making.
Further improvements and future plans
(a) If you could improve further your board level arrangements, what would you change and
why?
•

Increasing health and safety communications between hotel managers and their operational
VP. Devolving hotel-specific health and safety issues to operational meetings and resolved
between operational VPs and the hotel managers, rather than being brought to the Executive
and Wolfgang Neumann as currently happens.

•

Increase health and safety one-to-one and workshops with VPs to get further health and
safety improvements outside the Executive.
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(b) What are your plans for the future development of your board level direction of health and
safety?
Wolfgang Neumanns’ aims:
•

Improving Hilton’s reputation and profile with positive health and safety publicity

•

Hilton being leader in health and safety – vs. British Hotels Association, HSE, FSA…

•

Enable health and safety Director to focus on strategic issues rather than details at “coal
face” (should happen through appointment of local health and safety managers)

•

Cost analysis of health and safety achievements – payback on health and safety actions.
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5.18 HMPS
5.18.1 History of the development of board arrangements
(a) Please describe the organisational context of this case study: who is being considered “the
Director”, and “the Board”, and how they fit in the overall organisational structure
Her Majesty’s Prison Service (HMPS) is run by Directors of the Prison Service Management
Board. There are 11 Directors on the Board. Three of the Directors act as H&S champions.
They are: Gareth Hadley, Director of Personnel who has primary responsibility for H&S on the
Board; Michael Spurr, Director of Operations with responsibility for all prisons except highsecurity prisons; Peter Atherton, Deputy Director General and Director of High Security
Prisons. The Board is headed by Phil Wheatley, the Director General.
Gareth Hadley and Michael Spurr have been interviewed for this case study.
There are 120 public sector prisons in England and Wales. Eight of them are high security
prisons. There are 11 private prisons for which HMPS has no responsibility.
The eight high-security prison governors report directly to Peter Atherton. The 112 governors at
non high-security prisons report to an area manager. There are 12 area managers and they
report to Michael Spurr.
Prison governors are held responsible for the H&S in their prison. Ultimate operational
responsibility is held by Michael and Peter as Operations Directors.
Gareth Hadley is responsible for providing H&S support services and does this through a central
H&S policy team which provides policy advice and guidance. It also monitors safety
performance via bi-annual audits.
HMPS received a Crown Censure (the equivalent of a Prosecution) about 18 months ago,
relating to working at heights without protection and non-compliance with H&S policies. This
has acted to further raise the Board’s awareness of H&S risks, and increase their commitment to
improving H&S management and performance in HMPS. Gareth and Michael are leading a
working group involving the HSE in an on-going collaboration with HMPS and Unions to
achieve improvements.
(b) How have the current arrangements developed over time, in particular the last few years
Gareth joined HMPS as Director of Personnel six years ago, having previously worked for
British Rail (BR) in Employee relations and Human Resources. H&S was the key business risk
for BR and as such it was strongly managed. He sees good H&S management as a method by
which losses can be controlled (keep absenteeism to a minimum), potential financial liabilities
reduced (reduce potential for claims) and reputational risk managed (ensure staff are able to care
to prisoners in line with public expectations).
Because of the importance Gareth attached to H&S, and because he saw it being a staff
management issue which was linked to his staff HR responsibilities he asked to be given
explicit responsibility for H&S as part of his role. Previously this responsibility had been held
by the Health Care Director, who was responsible for monitoring the health and welfare of
prisoners. He is responsible for developing and monitoring H&S policy and performance, and
H&S training provision.
He identified that compliance with H&S policy and procedures was poor in prisons and acted to
ensure that policies and mandated requirements were developed with operational input to ensure
that they were practically usable by prison managers and staff. This was done by ensuring that
staff with operational experience were involved in developing policy requirements. He also put
in place risk management systems, including H&S reporting and risk registers, to ensure that
risks were visible to the Board to enable them to be effectively managed.
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Michael, who became Operations Director two years ago having worked in the Prison Service
for 22 years, has acted to strengthen management of H&S within the prison service. He sees his
job as being one of caring for people – both his staff and the prisoners that are being cared for in
his prisons. He sees his responsibility as including ensuring that his staff are able to perform
their job effectively and safely, and believes that H&S management is an integral part of general
management. His key focus is on absenteeism – in part to manage costs and ensure smooth
working of prisons - and seeks to ensure that staff wish to come into work, are physically and
mentally fit to do so and are given the training and resources they require to perform their work
safety and effectively.
To improve standards of H&S he has mandated H&S advisor roles in prisons and the level to
which advisors have to be trained, has provided “seed corn” funding for training and
occupational health initiatives, placed H&S performance measures on line-managers which
have been cascaded down the management chain, and acted to demonstrate through his own
behaviours the importance he expects managers to give to H&S in their own management roles.
He, with Peter Atherton, work with Gareth to ensure that H&S policies are practical within the
prison contexts that they will be implemented, and that they are implemented and monitored
throughout the prison service. He also seeks to ensure that while requirements are mandated to
governors, governors have autonomy to choose how to achieve them. This is to give ownership
and to recognise that there is wide variety in the issues and resources that different prisons have
to deal with.
Sickness leave absence was identified as a issue for HMPS and efforts have been made to
address this through occupational health measures. The main causes of absence are muscular
skeletal and stress. These are currently being addressed through the introduction of fast
Occupational Health support for muscular skeletal problems and a counselling and welfare
service to address stress issues. Both have reduced absenteeism. See section 5b for details.
(c) Why has responsibility for H&S been given to this post rather than, say, the Operations
Director or Finance Director?
Requested by Gareth, and agreed by Board, as recognition of its importance, and also felt to be
appropriate to manage staff H&S with other staff management issues, to ensure effective policy
development.
(d) What is the organisational structure for the implementation and monitoring of H&S?
The responsibilities for H&S from the Board down within HMPS are explicitly stated in the
H&S policy. This was revised following the Crown Censure.
The Board has identified 11 major risks to be monitored within HMPS. Each is allocated to be
“owned” by a Board member and a register is maintained to ensure visibility of the risk and how
it is being managed at Board level and below.
On-going, routine prison H&S performance is monitored via the Operations line-management
chain. Governors report up to the Operations Directors, via Area Managers for non highsecurity Prisons. Michael holds a monthly meeting with his line reports where H&S
performance is reviewed. The Operations Directors report this to the Board.
There is a corporate H&S committee which meets quarterly to review ongoing H&S issues. This
is a sub-committee of the Whitley Council. It meets every three months, is chaired by Gareth
and attended by H&S staff and union representatives from IAACUS, POA (Prison Officers
Association), PCS (Public and Commercial Services Union), PSJIC (Prison Service Joint
Industrial Council – a consortium of Trade Unions) and PGA (Prison Governors Association).
In each prison there are union safety representatives and a committee to provide local
consultation arrangements between Unions, staff, H&S advisors and managers. Michael will
shortly start chairing the Whitley Council – which is a formal meeting between Unions and
HMPS management - and where H&S issues can be raised.

255

H&S polices and instructions, developed by the H&S Policy group, and agreed by Gareth,
Michael and Peter and the Operations Policy Group, and then the whole Board, are mandated.
However, governors are given discretion as to how to fulfil the mandated requirements (e.g. use
central or contract H&S training). There is also ongoing informal dialogue with prison
managers to and policy makers to ensure that future changes to policies and instructions are in
line with the organisation’s needs.
External audits of prisons are carried out at least once every two years. This includes assessing
compliance with H&S standards and management practices. There are also self-audit
assessments between the external reviews to ensure that there is on-going monitoring of H&S
activities.
Governors and area managers have KPIs which include H&S indicators (e.g. reducing specific
types of absenteeism in their prisons)
Board members are also involved with external bodies concerning H&S and how to improve it
both within HMPS and more widely. Michael and Gareth sit on a working group with the HSE
specifically looking at how to improve H&S in HMPS. Gareth is involved in a Ministerial Task
Force, which seeks to improve government’s compliance with its own stated policies.
The Board is using private prison performance as a means of base lining HMPS performance.
This includes H&S measures
(e) Which of your employees would know who has the ultimate responsibility for H&S? How
would they know this?
Staff in prisons would tend to see the governor of that prison as being responsible for their
H&S. They would see the governor’s name on policy statements and minutes of meetings.
(f) Who would employees consider to be responsible for implementing H&S in the organisation.
They would expect H&S to be managed and implemented by their local manager, with support
form H&S advisor/governor.
The aim is to move the culture to the point where all individual employees feel they have initial
responsibility for managing their own H&S. This is starting to happen, but is not throughout the
organisation yet.

When making the arrangements for health & safety, did you…
…seek consultancy advice?
…benchmark yourself against other organisations?
Michael – benchmarked in terms of policies, not performance.
…read HSC/E guidance?
…go through a process of “iteration” in the development of your
arrangements?
…consult with safety representatives / the workforce?
Michael – formally through the POA and other Unions, and have informal
contacts through line managers and staff on prison visits.
…consult a solicitor?
…read guidance on corporate governance?
…take guidance from previous experience of CEO / MD and / or other
board members? Gareth - Yes, Michael – No.
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Yes

No

Unsure

Did you create a new seat on the board to fulfil the role of H&S Director?

Yes

No

Did you merge the responsibility with another directorial role, e.g. HR, Risk, Yes
Operations?

No

Gareth took the responsibility for staff H&S on joining as Director of Personnel.

(g) Any other comments on how you decided the correct board arrangements for H&S:
Gareth had taken the lead on agreeing the Board level arrangement for H&S.
H&S issues (e.g. introduction of new H&S policy) are now generally agreed between Gareth,
Michael and Peter Atherton, and then formally agreed by the Board as a whole. The Director
General is happy to oversee this process as board member as his method of managing H&S in
HMPS, ensuring he has good awareness of risks and how they are being managed by his team.
Keen to encourage “can do” approach to H&S, and continue ongoing Board engagement with
HSE following Crown Censure.
Feel that generally arrangements working well, operational managers are seeing and negotiating
H&S requirements before they are imposed on the “business”. Hence requirements are workable
at a practical level.
Strongly
agree

To what extent do you agree that?

Agree

Unsure

Disagree

Strongly
disagree

It was straightforward to decide how to develop
an effective set of board arrangements
It was relatively undemanding in deciding how
best to provide board level H&S direction
Michael – as s Director of Operations I see it
as part of my general management
We have had to improve our board level
arrangements due to initial problems with our
arrangements - Only change made was Gareth
taking responsibility for H&S on joining HMPS
6 years ago.

(h) Can you please describe lessons learnt from during the development or operation of your
board level H&S arrangements?
Close collaboration at Board level and below in developing and implementing H&S policy
means that policies that are mandated are achievable within the operational context while
enabling Directors to manage the risks. Also, getting Operations Directors agreement to policies
before they are mandated ensure that there is top-level “buy-in” to ensuring they are adopted
meaningfully within operational activities.
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Reasons for developing or having board level direction
To what extent did you increase H&S
direction because of the following
reasons?

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

The perception that H&S is a significant corporate risk,
e.g. risk posed by a major incident, prosecution, etc.
A perception that productivity could be improved by
better, e.g. reduction in absence and better staff morale
The need to respond to one or more specific H&S
regulations / the growing body of H&S regulation
The need to respond to growing demands for corporate
governance, e.g. Turnbull re. risk management
A wish to be socially responsible - sense of moral duty
Demands from a new owner / change in management / new
CEO or MD
The possibility of a new law on directors H&S
responsibilities
The possibility of corporate manslaughter prosecutions
Is” at the back of everyone’s mind” as a director, but is
not a major driver
Response to requirements of investors, business clients or
insurers
Any other reasons: Because it is the right thing to do for
one’s staff

To what extent do you agree that?
You would not have developed your arrangements without
the prospect of legal mandation of directors H&S
responsibilities
You would not have developed your arrangements without
the increased risk of directors being prosecuted for
manslaughter / negligence etc.
You developed your board arrangements despite advice
from solicitors/consultants/advisors that this may increase
the risk of individual directors being held liable for H&S
failures

Can you please elaborate on your answers above?
(a) Can you please say in your own words why was H&S considered important enough to
deserve and require board level direction?
Gareth, with his background in the rail industry, was used to seeing safety as being the key
business risk, and it having a high priority at director level. Because of this he chose to take on
Board level responsibility for H&S in HMPS when he joined, to ensure that he could manage it
as he would like to. He also felt that it fitted better with his staff HR responsibilities than with
the previous responsible director who was responsible for prisoners’ health and wellbeing.
Michael takes it for granted that any person responsible for staff should be managing their H&S
issues as part of that. So for him it is implicitly part of the Board’s role to manage H&S as part
of directing HMPS.
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(b) Can you please say in your own words why it is important that boards manage H&S rather
than delegating it to (say) H&S managers?
To ensure that it happens in the organisation, and that the Board, as the senior managers are
aware of the risks to the organisation that they should be managing.
5.18.2 Description of current arrangements
Directorial arrangements
Approximately what proportion of the named director’s time is devoted to H&S?
Gareth – 10% is the time spend on specific H&S work. But H&S is involved in
much of his general work – risk management, people issues.
Approximately what proportion of the board’s time is devoted to H&S?

10 %
50+%

The Board meets weekly. Business risk management, of various types, is what the
majority of meeting time is spent on. There are also informal discussions between
directors outside the meeting on H&S related matters.

Summary of board level leadership and direction
(a) Can you please describe the way in which the board and the director for H&S provide
leadership and direction on H&S?
Gareth –
•

By being focal point for “staff issues” on the Board, having taken responsibility for staff
H&S as well as Human Resources.

•

Ensuring that H&S policies are practical for prisons, and therefore likely to be used. By
working closely with Michael and Peter, the directors with operational responsibilities for
prisons, and their staff and gaining their agreement on policies before mandating them

•

Developing a formal management control process for H&S reporting.

Michael –
•

Acting as exemplar to prison area managers and governors as to how he expects they to
manager their H&S risks – using own resources and spending time to deal with them
personally. Michael has ring-fenced part of operational budgets to his managers for H&S.

•

Placing H&S performance measures on his managers for H&S – and encouraging them to
be cascaded down through the line management chain.

•

Mandating H&S requirements/minimum standards, but not the way in which they are to be
achieved, thereby enabling local development of processes to manage specific issues as
appropriate locally. E.g. each prison governor must have a health and safety advisor trained
to NVQ4 level. It is left to the governor’s discretion as to who to appoint in that role.

•

Focusing managers attention on ways of reducing absenteeism, and providing resources for
some general initiatives for doing so (e.g. front-line staff immunisation programme funded
jointly by Michael and Peter Atherton as operational directors).
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•

Requiring mangers to monitor, report, and manage their risks. This has led to improved
organisational awareness of risk exposure.

Gareth and Michael are also both visibly involved in working with the HSE, following the
Crown Censure, to improve HMPS H&S standards and processes.
(b) If you have a named director responsible for H&S, can you please say in your own words
what the advantages and benefits are of having a named director rather than having H&S as a
shared responsibility of the board as a whole?
Clarity of responsibilities.
Specific arrangements regarding HSC action points
Can you please summarise your board level arrangements for each of the following specific
points:
(a) Publicising the board’s role in H&S
•

Via H&S policy statement - where responsibilities are explicitly stated.

(b) Each member of the board recognising their personal responsibilities for H&S
•

Via HSE guide for Directors and on-going involvement with HSE

(c) Ensuring board decisions on procurement and contracting reinforce H&S intentions
•

H&S requirements are in HMPS contracts for purchases and contractors.

•

Property Services Group – which deals with larger contracts – has formal H&S
requirements placed on it.

(d) Board engaging with the workforce on H&S
•

Michael and Peter Ackroyd (Director responsible for high-security prisons), engage when
visiting sites and dealing with direct reports.

•

H&S is part of annual appraisals

•

Gareth chairs the corporate H&S committee.

(e) Board level arrangements for reviewing H&S performance, keeping H&S policy aligned
with board priorities, being informed of H&S failures, ensuring H&S management systems are
in place and remain effective and are monitored / review
•

Formal reporting chains, and management audit and monitoring systems are in place and
used by the Board in their weekly meetings are required.
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5.18.3 Impact of board level direction
Perceived Benefits
In what way do you believe your board
level H&S direction and leadership has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

(a) Helped to reduce your corporate risk
Comments:

•

Board now managing risk via risk register – so more aware than were previously of
organisational risks

•

Board seen to be acting by HSE, so hopefully less likely to be enforced against as a result

(b) Reduced the disruption to your organisation
created by H&S problems
Comments:

Collaboration with HSE has lead to use of planned visits by inspectors which is much
less disruptive than unannounced inspections.
Proactive planning for incident management now means incidents are less disruptive when they
do occur – where culture change/ policy adoption has taken hold in the organisation. Is the start of
a significant culture change process so progress is not equal in all areas at the moment.

(c) Helped to improve business performance,
e.g. less absence, more sales
Comments:

Absenteeism has been reduced – from 14.2% 2002 to 12.8% 2004. Achieved mainly
through range of Occupational Health initiatives.

(d) Helped
to
fulfil
corporate
social
responsibility aspirations (not completed)
Comments:

Done as it is “the right thing to do” as part of our responsibility to our staff. Board /
Michael acting to respond to key issues raised by staff e.g. violence is an agenda item with POA.

(e) Helped
to
improve
corporate
communications and public relations
Comments:

With HSE.

(f) Improved relations with the HSE and
other external regulators
(g) Improved relations with investors, insurers
and other external financial stakeholders
Comments:

Stakeholders are government ministers, NAO, PAC… None of these have shown
particular interest in H&S standards
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In what way do you believe your board
level H&S direction and leadership has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

(h) Improved relations with trade unions and
the workforce
Comments:

Expect that it will, but are unsure if it has to date. They need to believe that
Board/HMPS taking H&S seriously and the organisation is at the early stages of significant
changes in its approach. The organisation’s culture will take time to change in response.

(i) Helped in the response to HSE
improvement / prohibition notices and/or
prosecutions
Comments:

Yes, due to new collaborative arrangements.

(j) Led to H&S improvements, e.g. fewer
injuries
Comments:

Reduced absenteeism.

Specific example(s) of benefits and data to demonstrate
(a) Can you please describe specific example(s) of how your board level H&S direction has
benefited H&S?
Gareth:
1) Improved understanding of H&S risks due to accidents – H&S database system now in
place offering improved understanding of H&S issues
2) Increased focus on absenteeism, which has lead to various Occupational Health
initiatives and reductions in absenteeism.
3) Increased focus on H&S throughout organisation generally.
Michael:
4) Gareth taking on overall responsibility at Board level for all staff conditions and
management (previously was split between two Board members). This has lead to an
increased linkage between policy and operations enabling better adoption of H&S
policies in prisons. This has assisted Michael in promoting a culture change where
H&S/risk management is seen as part of managers’ own day-to-day responsibilities.
5) Reducing absenteeism
6) Appointment of local H&S advisors for governors and line managers through central
training and operational funding
7) Making H&S responsibilities explicit in new H&S policy statement
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8) Working at Board level with the HSE to improve H&S within HMPS

(b) Can you please provide data that demonstrates the H&S benefits of board level direction?
Reductions in absenteeism:
Total staff sickness absence has reduced from 14.2% in 2002 to 12.7% in 2004.
Total officer sickness absence has been reduced more significantly over this period. Officers
make up about half the HMPS employees, and have higher absence rates than other groups.
This has been achieved in part through occupational health initiatives over this period to address
the two main causes of sickness absence, muscular skeletal and psychological problems.
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Occupational health support – to reduce sickness absence due to muscular-skeletal injuries.

Musculoskeletal Sickness Absence
October to December 2002, 2003 and 2004
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Counselling and welfare services – to reduce sickness absence due to stress.
Psychological Sickness Absence
October to December 2002, 2003 and 2004
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Immunisation programme for front line staff – to reduce flu related absence.
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T ot al

Risks posed by board arrangements
(a) To what extent do you believe that your board level arrangements have affected the
possibility of individual directors being sued or prosecuted for a health and safety problem?
Please explain your answer.
Reduced as Board now monitoring risks directly via risk registers and H&S reporting systems.
(b) To what extent do you believe that your board level direction of H&S has affected the risk
posed to your organisation by health and safety failures? Please explain your answer.
Should have reduced it as changes are leading to reduced number of incidents and therefore
disruption, problems etc.
(c) Has the board’s and/or your involvement in H&S stopped you or the board from properly
managing other important aspects of the business, if so what and how?
No. Is an integral part of what we want to do anyway.
Strongly
agree

To what extent do you agree that?

Agree

Unsure

Disagree

Strongly
disagree

The time and effort required of the board to
direct H&S is justified by the business benefits
The time and effort required of the board to
direct H&S is reasonable
There is a wish to reduce the amount of time
devoted by the board to H&S

Your message to other directors
What would you say to directors and boards that do not provide leadership and direction on
occupational health and safety?
My message to directors and boards that do not direct H&S is.......
Michael:
“In a critical part of any organisation. It is incredible to me that anyone would not take H&S
seriously. The impact of getting is right is staff wellbeing AND effective organisational
performance delivery”.
The most important things
Of all the things that your board has done to direct H&S, please cite the most important:
Michael:
1) Getting H&S “on the agenda” for governors and line managers
2) Getting them to acknowledge lack of resources is not a reason to not deal with H&S issues
3) Engaging with HSE collaboratively rather than seeing them as adversaries – regulators to
fight against.
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Gareth:
1) Operationalising H&S policy – ensuring those designing and implementing it had operational
knowledge
2) Developing an effective, practical framework over time – through working with policy and
operational staff together. Involving operational staff at early stages of policy development is
now routine.
3) Sensitised line managers to the fact that H&S is not an add-on but is part of their job as
managers to control their risks. They are monitored in this through management control systems
– line management and audit checks.
Recommendations to other organisations
Would you recommend your board level H&S arrangements to other organisations?
Further improvements and future plans
(a) If you could improve further your board level arrangements, what would you change and
why?
Gareth:
Feel it is appropriate at the moment for HMPS – managers and Board are sensitised to H&S,
there are appropriate policy, audit and risk management processes in place.
(b) What are your plans for the future development of your board level direction of H&S?
Gareth:
Increase the number of H&S qualified people in area management teams and in prisons – i.e. at
“sharp end”.
Act to further strengthen relationships with HSE.
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5.19 Joy Mining Machinery Ltd
Joy Mining Machinery is a global business, with 3 sites in the UK. The company employs 700
people across the sites. They manufacture underground mining machinery.
5.19.1 History of the development of board arrangements
(a) Please describe the organisational context of this case study: who is being considered “the
Director”, and “the Board”, and how they fit in the overall organisational structure
•

Kevin Spencer is UK Director of Operations for Joy Mining Machinery Ltd

•

He had been employed by the company for 15 years and worked up to Director

•

Previously he was an engineering manager in the UK coal industry

•

His experience of the “sharp end” of the coal industry means that he knows what is
needed for health and safety (H&S).

•

He is passionate about H&S

•

Kevin is also responsible for operations in China, India, Poland and Russia

•

Joy Mining Machinery’s MD is also passionate about H&S

Kevin is motivated by wanting to look after the talented & good people he’s got in the company,
and by protecting the company’s other assets. He’s worked in dangerous environments himself
and so understands the nature of the hazards that his colleagues face.
(b) How have the current arrangements developed over time, in particular the last few years
Joy US have dedicated H&S team
•

1996 – Long Wall International were taken over by Joy Mining Machinery

•

1997 – Kevin promoted to operations director. H&S responsibility was at group level
H&S manager (not on board)

•

2002 – Kevin made nominated H&S director although he was fulfilling that role before.
This was for formalised in 2002 as a result of HSE’s initiative (‘Revitalising H&S’) as
the company wanted to follow good practice

•

Engineering Employer’s Federation – advised HR director on new HSE guidelines re
directors’ duties

(c) Why has responsibility for H&S been given to this post rather than, say, the Operations
Director or Finance Director?
Kevin was already fulfilling the role and has the experience
(d) What is the organisational structure for the implementation and monitoring of H&S?
All health and safety responsibilities are set out in the company’s health and safety policy which
Kevin signs.
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(e) Which of your employees would know who has the ultimate responsibility for H&S? How
would they know this?
All staff would know this as it’s part of the general induction for all new starters.
The policy statement is displayed on all notice boards. There are bi-monthly health and safety
communications from Kevin and these are reinforced by tool box talks.
(f) Who would employees consider to be responsible for implementing H&S in the organisation.
H&S managers, due to their day to day visits and communications. However, everyone has
personal responsibility for health and safety, and this is reinforced by ‘safe start’.

When making the arrangements for health & safety, did you…

Yes

No

Unsure

…seek consultancy advice?
…benchmark yourself against other organisations?
…read HSC/E guidance?
…go through a process of “iteration” in the development of your
arrangements?
…consult with safety representatives / the workforce?
…consult a solicitor?
…read guidance on corporate governance?
…take guidance from previous experience of CEO / MD and / or other
board members?

Did you create a new seat on the board to fulfil the role of H&S Director?

Yes

No

Did you merge the responsibility with another directorial role, e.g. HR, Risk, Yes
Operations?

No

(g) Any other comments on how you decided the correct board arrangements for H&S:
Kevin was the obvious choice as he was already carrying out the role.
Strongly
agree

To what extent do you agree that?
It was straightforward to decide how to
develop an effective set of board
arrangements
It was relatively undemanding in deciding
how best to provide board level H&S
direction
We have had to improve our board level
arrangements due to initial problems with our
arrangements
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Agree

Unsure

Disagree

Strongly
disagree

(h) Can you please describe lessons learnt from during the development or operation of your
board level H&S arrangements?
It is important to have H&S managers who have a passion for H&S – they must be able to
change the culture.
5.19.2 Reasons for developing or having board level direction
To what extent did you increase H&S
direction because of the following
reasons?

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

The perception that H&S is a significant corporate risk,
e.g. risk posed by a major incident, prosecution, etc.
A perception that productivity could be improved by
better, e.g. reduction in absence and better staff morale
The need to respond to one or more specific H&S
regulations / the growing body of H&S regulation
The need to respond to growing demands for corporate
governance, e.g. Turnbull
A wish to be socially responsible
Demands from a new owner / change in management / new
CEO or MD
The possibility of a new law on directors H&S
responsibilities
The possibility of corporate manslaughter prosecutions
Response to requirements of investors, business clients or
insurers
Any other reasons:

To what extent do you agree that?
You would not have developed your arrangements without
the prospect of legal mandation of directors H&S
responsibilities
You would not have developed your arrangements without
the increased risk of directors being prosecuted for
manslaughter / negligence etc.
You developed your board arrangements despite advice
from solicitors/consultants/advisors that this may increase
the risk of individual directors being held liable for H&S
failures

Can you please elaborate on your answers above?
As an international company Joy Mining Machinery takes H&S very seriously. It values its
people as its greatest asset.
Joy operates in different countries with diverse workforce and culture. The company has global
procedures for H&S.
(a) Can you please say in your own words why was H&S considered important enough to
deserve and require board level direction?
Safety was put first on the company’s agenda from mid 1997. The company values its people
and has moral responsibility to look after them

269

(b) Can you please say in your own words why it is important that boards manage H&S rather
than delegating it to (say) H&S managers?
Doing so prioritises H&S in managers’ minds and helps to drive a positive culture from the top
of the business. It also provides credibility for H&S managers and gets the message across that
H&S is the most important issue.
5.19.3 Description of current arrangements
Directorial arrangements
Approximately what proportion of the named director’s time is devoted to H&S?

%

Approximately what proportion of the board’s time is devoted to H&S?

%

It’s a key part of Kevin’s role and an integral part of the business
Summary of board level leadership and direction
(a) Can you please describe the way in which the board and the director for H&S provide
leadership and direction on H&S?
•

Appointed 2 H&S managers (100% support for them from the board)

•

Kevin chairs quarterly H&S meeting and other board members attend senior managers
meetings

•

H&S is put on agenda at business management meeting chaired by Kevin

•

Direct communication to all employees: bi–monthly presentations to all employees
where H&S is always the first topic discussed. This includes a full report on
performance statistics, followed by a two way discussion.

•

Leads safety initiatives to achieve continuous improvement – e.g. Safe Start,
behavioural H&S training, authorised expenditure up to 10 hours per person for all
employees

•

Drives continuous H&S improvement

•

Kevin walks on the shop floor on a daily basis and highlights any H&S issues he sees

•

Initiated 2 perception surveys on H&S (every 2 years) to calibrate views of workforce
on H&S and to check if messages are getting through

•

Employed full time group H&S trainer

•

Employed full time occupational health nurse

•

Passionate about H&S

•

Provides advice to customers on their H&S standards – e.g. in India Kevin advised a
customer and initiated a change
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•

People trained in IOSH (20% of workforce) & NEBOSH (5% of workforce). This came
from an open initiative from Kevin for anyone who wanted the training, and this was
paid for by the company

•

Directors objectives – H&S improvement of 20% per year. This is cascaded down to
managers and related to remuneration packages.

(b) If you have a named director responsible for H&S, can you please say in your own words
what the advantages and benefits are of having a named director rather than having H&S as a
shared responsibility of the board as a whole?
•

Having a single point of contact

•

Gives more focus for H&S

•

Speeds up H&S decision making process

Specific arrangements regarding HSC action points
Can you please summarise your board level arrangements for each of the following specific
points:
(a) Publicising the board’s role in H&S
•

H&S policy document

•

Kevin’s job description

•

On the company intranet

(b) Each member of the board recognising their personal responsibilities for H&S
•

Kevin responsible for H&S

•

He has the support of other board members

(c) Ensuring board decisions on procurement and contracting reinforce H&S intentions
•

Support of Kevin from board – speeds up decision making. Kevin can make decisions

•

Main contractors must supply H&S performance data

•

Purchasing process includes a H&S compliance agreement

(d) Board engaging with the workforce on H&S
•

Bi-monthly communications by Kevin and HR director

•

Kevin chairs executive safety council

•

Walkabouts on shop floor by Kevin and Simon (MD)

•

Technical Director (Clive Hibbert) on shop floor
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(e) Board level arrangements for reviewing H&S performance, keeping H&S policy aligned
with board priorities, being informed of H&S failures, ensuring H&S management systems are
in place and remain effective and are monitored / review
Detailed incident data
•

Collected by Kim on a monthly basis

•

Circulated to the board, managers and safety reps.

•

Reportable incidents (i.e. off for more than 24 hours) sent to the US

Accountability meeting
•

Presentation of all Kim’s monthly info. And transferred to graphs to track trends

•

Kevin chairs this meeting and other directors may attend e.g. Clive and Geoff Matthews

Annual Objectives
•

UK board and Kevin have H&S objectives

•

These are reviewed at monthly management accountability meetings (managers don’t
get bonuses if their objectives aren’t met)
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5.19.4 Impact of board level direction
Perceived Benefits
In what way do you believe your board
level H&S direction and leadership has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

a) Helped to reduce your corporate risk
Comments:

The company has achieved world class status. It believes that good H&S reduces
corporate risk.

b) Reduced the disruption to your organisation
created by H&S problems
Comments:

The company’s incident rate is at an all time low. If the company isn’t having
incidents it’s not having disruptions.

c) Helped to improve business performance,
e.g. less absence, more sales
Comments:

Reduced absenteeism by 2% due to safer working, together with improved
productivity. Joy Mining Machinery’s customers like to see that the company takes H&S
seriously.
d) Helped
to
fulfil
corporate
responsibility aspirations

social

Comments:

The company takes very seriously its responsibility for looking after its people. They
try also to look after our neighbours straight away, for example if there any complaints on noise/
smells, etc.

e) Helped
to
improve
corporate
communications and public relations
Comments:

Joy has good relations with suppliers and contractors and tries to encourage them to
achieve high H&S standards. Winning H&S awards is good for PR both internally within the
company and with customers. Joy’s customers are global corporations – they like to see H&S
taken seriously

f) Improved relations with the HSE and
other external regulators
Comments:

Doesn’t make any difference to relationship with HSE. Joy Mining Machinery gets
treated the same as everyone else.

g) Improved relations with investors, insurers
and other external financial stakeholders
Comments:

Insurers say Joy are one of the best companies they visit. However, as the company
insures itself on a global basis, the UK arm of the business hasn’t seen an improvement on its
insurance premiums
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In what way do you believe your board
level H&S direction and leadership has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

h) Improved relations with trade unions and
the workforce
Comments:

GMB, Amicus, MSF all agree with what the company is doing and work with the
company on H&S. The unions congratulated the company directors on winning the ‘green flag
award’.
Employee consultation takes place by a variety of means. There is are monthly departmental
meetings of staff & safety reps, including trade union reps. There are monthly ‘union items’
meetings with HR which include health and safety issues. There are quarterly site H&S meetings,
and the Executive Council’s meetings include health and safety matters.

i)

Helped in the response to HSE
improvement / prohibition notices and/or
prosecutions

Comments:

j)

Does not make a difference

Led to H&S improvements, e.g. fewer
injuries

Comments:

See chart at end of case study (Appendix 1).

Specific example(s) of benefits and data to demonstrate
(a) Can you please describe specific example(s) of how your board level H&S direction has
benefited H&S?
•

Appointing H&S managers means that things get implemented.

Behaviour Safety Training
•

Focussed people on looking after their own safety both at work, getting to work and at
home

•

Feedback comments from staff – changed the way they do things at home, driving and
at work.

•

Keeps H&S in the front of peoples minds

•

Helping people analyse risk in everything they do

•

Makes everyone in the workforce think H&S worked on changing the culture.

Variphones
•

Ear defenders – personalised hearing protection for all staff in high noise areas

•

Long term protection for staff hearing – reduces risks of legislation.
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Kevlar gloves
•

Issued to staff in high risk areas. These can not be cut

•

Big improvement in reducing hand injuries. Was 15-20 per month (2 years ago) now 2
3 a month.

Occupational Health Nurse
•

Employed full time in 1998

•

18 months ago introduced health check facility and screening for all staff (cholesterol,
blood pressure, lung function, etc)

•

Identified 12 cases of diabetes, and 1 employee with very high blood pressure (saved
his life)

•

Early detection and protection of staff

•

Counselling also offered to anyone off work

•

Drug test of new employees (pre-employment)

•

IOSH & NEBOSH training.

IOSH& NEBOSH training
•

Open to all workforce

•

Training other staff to professional H&S standard

•

More people with H&S awareness

•

Gives people confidence to make H&S decisions

•

Employees are empowered to make decisions on H&S and take the initiative.

Changed the culture
•

People ask for advice.

(b) Can you please provide data that demonstrates the H&S benefits of board level direction?
•

Incident rates have dropped – see chart at the end of the case study

•

100% shop floor staff trained in Safe Start

•

NEBOSH & IOSH training

•

Staff perception survey

•

Global company newsletter article on awards.
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Risks posed by board arrangements
(a) To what extent do you believe that your board level arrangements have affected the
possibility of individual directors being sued or prosecuted for a health and safety problem?
Please explain your answer.
•

Reduced – there is focus at director level and Joy Mining Machinery has made
significant improvements

(b) To what extent do you believe that your board level direction of H&S has affected the risk
posed to your organisation by health and safety failures? Please explain your answer.
•

Reduced – the company is continually reducing risk via continuous H&S improvements

(c) Has the board’s and/or your involvement in H&S stopped you or the board from properly
managing other important aspects of the business, if so what and how?
•

No. H&S is an integral part of the business

Strongly
agree

To what extent do you agree that?

Agree

Unsure

Disagree

Strongly
disagree

The time and effort required of the board to
direct H&S is justified by the business benefits
The time and effort required of the board to
direct H&S is reasonable
There is a wish to reduce the amount of time
devoted by the board to H&S

Your message to other directors
What would you say to directors and boards that do not provide leadership and direction on
occupational health and safety?
My message to directors and boards that do not direct H&S is.......
•

H&S needs to be an integral part of the business

•

Continuous improvement in H&S must be part of the culture of the business

•

Visible leadership from the directors shows the business that they are committed to
changing culture

•

The Board has a moral responsibility to ensure that the company’s people go home in as
good or better condition as they came to work

The most important things
Of all the things that your board has done to direct H&S, please cite the most important:
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1) Having a passion for continuous H&S improvement
2) Behavioural Safety Training (Safe Start)
3) Regular and consistent communication with all the workforce on H&S e.g. bi-monthly
meetings
4) Setting H&S targets and objectives
Recommendations to other organisations
Would you recommend your board level H&S arrangements to other organisations?
Yes.
Further improvements and future plans
(a) If you could improve further your board level arrangements, what would you change and
why?
Would not change anything.
(b) What are your plans for the future development of your board level direction of H&S?
•

H&S managers driving forward OHSAS 18001 implementation

•

No board changes

Appendix 1
Incident Rates for Pinxton, Worcester & Wigan 2001 to 2004
(per 200,000 hours worked)
5.0
4.5
4.0
Incident Rate

3.5
3.0
2.5
2.0
1.5
1.0
0.5
0.0

2001

2002

2003

2004

Pinxton Site

4.60

1.85

1.08

0.00

Worcester Site

2.95

2.89

1.77

0.60

0

0

0

0

Wigan Site
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5.20 Legoland
Legoland is a privately owned business operating in the leisure sector (children’s theme park).
The company is based in Windsor and employs 1,100 people in the summer, and 130 people
during the winter.
5.20.1 History of the development of board arrangements
(a) Can you please summarise the sequence of events and decisions over the past few years that
led you to create your current board level arrangements for health and safety?
Up until 3 years ago, LEGOLAND had no dedicated health and safety manager. Health and
safety at this stage fell under the remit of security. Even though there was a named Director, the
level of understanding health and safety was limited, and the responsibility tended to be ‘in
name only’.
The decision was made to appoint a health and safety manager with a high level of knowledge
and expertise as a result of several key drivers:
•

The increase in legislation, and the level of understanding needed to implement this.

•

A growing realisation from the Board that they had been lucky so far, but could not
continue ensuring the safe running of the park without help.

•

A growing sense of dissatisfaction with both the level of service and cost of the external
consultancy resource that LEGOLAND had to date relied upon.

•

Advise from both the HSE and EHO.

•

A growing awareness from Board members and Senior Management that they needed
training in health and safety management in order for them to gain greater understanding.

Financial resource was made available to create a team of Health and Safety advisors to raise
understanding through training for all aspects of the business. In essence, nothing had changed
on paper. However, this was the start of a massive cultural shift.
At the same time, LEGOLAND Windsor joined forces with the other LEGOLAND sites in
California, Germany and Denmark in order to drive forward the health and safety culture
internationally.

When making the arrangements for health & safety, did you…
…seek consultancy advice?
but of limited use
…benchmark yourself against other organisations?
…read HSC/E guidance?
…go through a process of “iteration” in the development of your
arrangements?
…consult with safety representatives / the workforce?
…consult a solicitor?
…read guidance on corporate governance?
…take guidance from previous experience of CEO / MD and / or other
board members?
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Yes

No

Unsure

Did you create a new seat on the board to fulfil the role of health and safety Yes
Director?

No

Did you merge the responsibility with another directorial role, e.g. HR, Risk, Yes
Operations? We have linked health and safety with risk and HR

No

(b) Please describe in your own words, how you decided what your board health and safety
arrangements should be:
The Operations Director looks after the day to day running of the parks, and was therefore best
placed to take on this named responsibility. However, all Board members share this and have an
open door policy where health and safety is concerned.
Strongly
agree

To what extent do you agree that?

Agree

Unsure

Disagree

Strongly
disagree

It was straightforward to decide how to
develop an effective set of board
arrangements
It was relatively undemanding in deciding
how best to provide board level health and
safety direction
We have had to improve our board level
arrangements due to initial problems with our
arrangements

(c) Can you please describe lessons learnt from during the development or operation of your
board level health and safety arrangements?
The need to realign health and safety across all sites internationally. The only way to get across
a strong, cohesive message to all the sites was for it to come from the top. The Board had to be
prepared to commit the budget to this. Prior to this commitment, certain Parks enjoyed greater
success than others because of absence of a co-ordinated approach to health and safety issues.
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5.20.2 Reasons for developing or having board level direction
To what extent did you increase health
and safety direction because of the
following reasons?

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

The perception that health and safety is a significant
corporate risk, e.g. risk posed by a major incident,
prosecution, etc.
A perception that productivity could be improved by better
health and safety, e.g. reduction in absence and better staff
morale
The need to respond to one or more specific health and
safety regulations / the growing body of health and safety
regulation
The need to respond to growing demands for corporate
governance, e.g. Turnbull
A wish to be socially responsible
No specific reason
Demands from a new owner / change in management / new
CEO or MD

N/A

The possibility of a new law on directors health and safety
responsibilities
The possibility of corporate manslaughter prosecutions
Response to requirements of investors, business clients or
insurers

To what extent do you agree that?
You would not have developed your arrangements without
the prospect of legal mandation of directors health and
safety responsibilities
You would not have developed your arrangements without
the increased risk of directors being prosecuted for
manslaughter / negligence etc.
You developed your board arrangements despite advice
from solicitors/consultants/advisors that this may increase
the risk of individual directors being held liable for health
and safety failures

Can you please elaborate on your answers above?
Overall, the Board were already convinced of the need to manage and lead health and safety
effectively and the benefits this could bring – they just didn’t have the expertise or technical
knowledge on how to make these improvements.
(a) Can you please say in your own words why was health and safety considered important
enough to deserve and require board level direction?
Health and safety is considered important because of the nature of the service we provide. We
deal with children aged approximately between 2 to 12. As such, our whole ethos is ‘safety
first’. If we do not manage health and safety risks properly it would severely damage our
business.
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One of our major competitors suffered a serious health and safety incident involving a young
child. This was heavily reported in the media. Although we have no links with this competitor,
the adverse publicity afforded to leisure / theme parks impacted negatively upon our business.
This illustrated to us how vital health and safety is to the success of our business.
(b) Can you please say in your own words why it is important that boards manage health and
safety rather than delegating it to (say) health and safety managers?
•

Directors have the power to change things

•

They have the power to provide funding and budget

•

They have the power to create policies.

5.20.3 Description of current arrangements
Directorial arrangements
Do you have a named director responsible for health and safety?

Yes

No

(a) What is the job title of the director responsible for health and safety?
Operations Director
(b) Why did the health and safety leadership role go to this post rather than (say) the Facilities
Director or Finance Director?
The Operations Director is responsible for the day to day running of the parks. He has first-hand
experience of the health and safety hazards that arise.

Approximately what proportion of the named director’s time is devoted to health
and safety?

30%

Approximately what proportion of the board’s time is devoted to health and safety?

10%

Summary of board level leadership and direction
(a) Can you please describe the way in which the board and the director for health and safety
provide leadership and direction on health and safety?
Director led communications meetings held twice a month. Health and safety is always on the
agenda and all employees are actively encouraged to attend these. Employees are paid for their
time in attendance and they are also provided with refreshments and ‘freebies’.
All Directors are expected to take the responsibility of Park Director for the day. In practice, this
means that each Director walks the park for a day at least 2 to 3 times a month. During this time,
they will talk to employees and pick up on any issues. The benefits from a health and safety
perspective are that all employees see Directors walking the talk.
Further to this, any member of staff can talk directly to any Director (even the MD) to raise any
concerns they have. This is actively encouraged and is part of the open culture within
LEGOLAND.
(b) If you have a named director responsible for health and safety, can you please say in your
own words what the advantages and benefits are of having a named director rather than having
health and safety as a shared responsibility of the board as a whole?
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There are a number of benefits to having a named Director responsible for health and safety.
These include:
•

One person to take serious issues directly to

•

One person who will drive these issues with other Directors

•

One Director can be trained in health and safety management to a greater level

•

One Director will be fully aware of the consequences if things go wrong.

In essence, this allows this Director to have the knowledge, power, ability and raised awareness
to drive health and safety forward.
Specific arrangements regarding HSC action points
Can you please summarise your board level arrangements for each of the following specific
points:
(a) Publicising the board’s role in health and safety
The Board’s roles and responsibilities are published within the health and safety policy. Further
to this, all employees are aware of their focus because of their hands on approach. All Board
members will also participate in any training initiatives that are introduced.
(b) Each member of the board recognising their personal responsibilities for health and safety
This is laid down in the health and safety policy document and forms part of the Directors
training.
(c) Ensuring board decisions on procurement and contracting reinforce health and safety
intentions
We have project and design managers who report to the Board. Any procurement has to
conform to LEGO Company branding. We always use approved contractors lists, even if they
initially appear to be more expensive. We have had our fingers burnt once by using a ‘cheaper’
contractor. The work was not up to standard and overall it ended up costing us a lot of money to
put things right.
(d) Board engaging with the workforce on health and safety
•

Regular meetings

•

Director of the park for a day duty

•

Directors, while some have their own offices, carry out most of their work outside of them
within their own departmental teams

•

Communication also takes place through the company newspaper and the Park’s own
internal news sheet

•

Consultations with employees and GMB representatives in developing Board arrangements.

(e) Board level arrangements for reviewing health and safety performance, keeping health and
safety policy aligned with board priorities, being informed of health and safety failures,
ensuring health and safety management systems are in place and remain effective and are
monitored / reviewed.
The health and safety manager formally meets with the operations director once every three
months to review the health and safety plan. However, informal communication takes place on a
day to day basis.
The ethos from the board is based upon ‘bring me bad news early, and let’s deal with it.’ Simply
put, a pro-active rather than reactive approach is taken to health and safety.
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5.20.4 Impact of board level direction
Perceived Benefits
In what way do you believe your board
level health and safety direction and
leadership has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

(a) Helped to reduce your corporate risk
Comments:

We are aware of their vulnerability in their role and wish to continually improve.

(b) Reduced the disruption to your organisation
created by health and safety problems
Comments:

We have committed the resource and time to health and safety.

(c) Helped to improve business performance,
e.g. less absence, more sales
Comments:

We are aware of the cost of sickness, injury and turnover of staff. Because we rely
heavily on seasonal temporary staff, it is important that we look after them well. We believe we
do this with a high degree of success, as many of our temporary staff return to us year on year.

(d) Helped to fulfil
responsibility aspirations
Comments:

corporate

social

We are driven by the Lego branding and all that is associated with this (quality, safety

etc).
(e)
Helped
to
improve
corporate
communications and public relations
Comments:

We are extremely aware of the impact of poor public relations on the Lego brand.

(f) Improved relations with the HSE and other
external regulators
Comments:

We are very open to visits, advice and support. We want to be the safest place for
children to visit. Any assistance in helping us achieve and maintain this is always welcomed.

(g) Improved relations with investors, insurers
and other external financial stakeholders

N/A

(h) Improved relations with trade unions and
the workforce
Comments:

We have a new trade union on site, and they report to us that the workforce feel that
LEGOLAND is a great place to work.
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In what way do you believe your board
level health and safety direction and
leadership has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

(i) Helped in the response to HSE improvement
/ prohibition notices and/or prosecutions
Comments:

We have not had any improvement or prohibition notices in the last three years.

(j) Led to health and safety improvements, e.g.
fewer injuries
Comments:

Guest injury rates are falling each year.

Specific example(s) of benefits and data to demonstrate
(a) Can you please describe specific example(s) of how your board level health and safety
direction has benefited health and safety?
We no longer have to rely upon agency staff because of the large number of staff we have
returning each year. This saves us valuable resource in terms of time and money.
The park feels safer and this is reported in the customer satisfaction survey. The mystery has
gone out of health and safety.
(b) Can you please provide data, such as injury rates, that demonstrates the health and safety
benefits of board level direction?
Accident rates are reducing, as shown in the table below:

YEAR
2001
2002
2003

Minor
Injuries
376
321
195

RIDDORs
18
9
3

Yearly Accident Rate
400

No. of Incidents

350
300
250
Minor Injuries

200

RIDDORs

150
100

50
0
2001

2002
Year
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Risks posed by board arrangements
(a) To what extent do you believe that your board level arrangements have effected the
possibility of individual directors being sued or prosecuted for a health and safety problem?
Please explain your answer.
It hasn’t. If something happened, the named Director would be totally supported by the rest of
the Board. The Operations Director is very comfortable with his responsibilities because he
believes that he is managing and directing health and safety to the best of his ability.
(b) To what extent do you believe that your board level direction of health and safety has
effected the risk posed to your organisation by health and safety failures? Please explain your
answer.
The Board are willing to be pro-active with regard to health and safety. If something happened,
it would be beyond a risk management issue. We don’t take risks.
The management teams accept rides stopping more frequently, hence reducing the number of
customers, in order to ensure that we are as safe as we can possibly be. We even accept guest
complaints as a result of rides stopping.
(c) Has the board’s and/or your involvement in health and safety stopped you or the board from
properly managing other important aspects of the business, if so what and how?
Not at all, as health and safety is seen to be an integral part of managing a business.
Strongly
agree

To what extent do you agree that?

Agree

Unsure

Disagree

Strongly
disagree

The time and effort required of the board to
direct health and safety is justified by the
business benefits
The time and effort required of the board to
direct health and safety is reasonable
There is a wish to reduce the amount of time
devoted by the board to health and safety

Your message to other directors
What would you say to directors and boards that do not provide leadership and direction on
occupational health and safety?
My message to directors and boards that do not direct health and safety is...
“That you are very open to high level business risk that could affect profit, viability, prestige
and reputation.”
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Three most important things
Of all the things that your board has done to direct health and safety, please cite the 3 most
important:
1) Committing funds and time to aligning all International operations to ensure that one message
gets through. Health and Safety is our business.
2) Committing funds to be pro-active on health and safety issues.
3) The commitment from themselves to lead and converse with employees on health and safety
issues. Recommendations to other organisations
Recommendations to other organisations
Would you recommend your board level health and safety arrangements to other organisations?
Yes! The board have successfully led a culture change programme which supports an open and
honest approach. Without the support and motivation from the Board, the culture would not
have changed. This culture has led to the workforce being extremely loyal to the management
team. To give an example of this; on a number of occasions the Park has had more guests come
to it than the planned staffing could cope with, as a result every spare member of staff has
jumped in to assist in the running of the Park.
Further improvements and future plans
(a) If you could improve further your board level arrangements, what would you change and
why?
We don’t believe that we can improve upon our current arrangements.
(b) What are your plans for the future development of your board level direction of health and
safety?
To stick to the health and safety plan. To review training for the Board should the need arise.
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5.21 London Ambulance Service NHS Trust
The London Ambulance Service NHS Trust provides ambulance services in the London area. It
employs 4,050 staff.
5.21.1 History of the development of board arrangements
(a) Please describe the organisational context of this case study: who is being considered “the
Director”, and “the Board , and how they fit in the overall organisational structure
The director with responsibility for health and safety on the board is Wendy Foers, Director of
HR and Organisation Development.
Peter Bradley, CBE, was appointed CEO in 2000. Prior to that he’d been the Director of
Operations at the Trust from 1996. On his appointment as CEO, Peter implemented an
organisation-wide review. However, the board representation of H&S already existed via
Wendy Foers’ role.
Peter Bradley has overall responsibility for risk management in London Ambulance Service
(LAS). The LAS Board splits its management of risk into financial, corporate, infrastructure,
clinical and health and safety (H&S).
Wendy Foers has general responsibility for H&S and chairs the Corporate H&S Group.
Membership of this group includes the Director of Operations, Director of Patient Transport
Service, Head of Operational Support, Head of Fleet, Head of Estates, Safety & Risk advisors
and trade union H&S reps. 25 group ambulance station or “complex” committees feed into the
Corporate H&S group.
Individual executive directors are responsible for, and manage, the H&S risks that fall into their
particular spheres of activity.
The Corporate H&S Group reports upwards to the Risk Management Group. This is chaired by
Peter Bradley and consists of most Board members with specific responsibility for areas of risk.
The Risk Management Group is responsible for the assessment & implementation of risk
management within the Trust and that the objectives of the Risk Management Framework are
achieved. The Risk Management Group is accountable to the Risk Management Committee.
The Risk Management Committee has delegated responsibility for taking a general overview of
all risk management activities within the Trust, and to pick up any specific risk management
issues that aren’t covered by the specialist Audit & Clinical Governance Committees.
The Risk Management Committee reports to the Trust Board, which takes ultimate
responsibility for the management of risk in LAS.
The Trust Board includes the Chairman - Sigurd Reinton, CEO – Peter Bradley, the Directors of
Finance, HR & Organisation Development, Medical Director, Operations Director plus other
Directors, non-executive Directors and Associate Non-Executive Directors.
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(b) How have the current arrangements developed over time, in particular the last few years?
The allocation of Director responsibility for Safety and Risk at Board level precedes Peter
Bradley’s appointment as CEO, and also precedes HSE’s serving of an Improvement Notice on
LAS in 2002. However, the combination of these 2 events assisted in the review of H&S
management arrangements within the Trust. The organisational review that Peter initiated led,
in terms of safety management, to a formalisation and documentation of key management
responsibilities for H&S and clarification of where they were held within roles in the
organisation from Board level to employees.
In 2002 HSE undertook a comprehensive audit of LAS and subsequently issued an
Improvement Notice (IN). The IN required the Trust to:
review its H&S organisational responsibilities,
set performance standards for managers and
implement a 45 point action plan that the Safety & Risk Department had developed in
response to the audit.

John Selby the Senior Safety & Risk Advisor was instrumental in production and
implementation of the 45 point action plan programme.
The IN acted as a catalyst for the Board to progress further improvements of safety & risk
management, by supporting a three year programme of improvements. This resulted, after
acknowledged progress by HSE, with the IN being lifted after one year on the condition that
the programme of improvements was fully implemented.
(c) Why has responsibility for H&S been given to this post rather than, say, the Operations
Director or Finance Director?
The Director of Operations has responsibility for operational staff only, where as HR is all
encompassing and H&S is important for all staff. The Director of Finance has responsibility for
the overall management process and it made sense to have a dedicated Director lead that
concentrated solely on H&S.
(d) What is the organisational structure for the implementation and monitoring of H&S?
All managers have to keep records of safety related actions they’ve taken. These are used as
part of annual performance reviews. Duty Station Officers and team leaders keep individual
Safety & Risk portfolios of evidence.
Team leaders report to Duty Station Officers. These report to more senior managers and via the
Complex H&S groups.
All managers are given specific objective to achieve and manage H&S.
The formal H&S structure is recorded in the Trust’s Health & Safety Organisation – Policy
Statement, as well as in the Trust’s Risk Management Framework.
(e) Which of your employees would know who has the ultimate responsibility for H&S? How
would they know this?
John Selby, senior safety & risk advisor, believes staff would say Peter Bradley has ultimate
responsibility.
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All staff receive an initial 2 day induction, which includes H&S. John Selby provides the H&S
aspects of the induction, with Peter Bradley doing one hour on vision & values (which also
includes H&S). The H&S manual is available on-line at all workplaces and in hard copy.
Managers’ training also cover H&S responsibilities.
(f) Who would employees consider to be responsible for implementing H&S in the organisation.
On a day-to-day basis, the Duty (nominated H & S) Station Officers have responsibility and
take the lead. There are also TU H&S reps at each premises who have an active involvement.

When making the arrangements for health & safety, did you…

Yes

No

Unsure

…seek consultancy advice?
…benchmark yourself against other organisations?
…read HSC/E guidance?
Used HSE’s HSG 65 ‘Successful health and safety management’ and
worked closely with HSE inspector for LAS
…go through a process of “iteration” in the development of your
arrangements?
…consult with safety representatives / the workforce?
…consult a solicitor?
…read guidance on corporate governance?
…take guidance from previous experience of CEO / MD and / or other
board members?

Did you create a new seat on the board to fulfil the role of H&S Director?

Yes

No

Did you merge the responsibility with another directorial role, e.g. HR, Risk, Yes
Operations?

No

(g) Any other comments on how you decided the correct board arrangements for H&S:
Strongly
agree

To what extent do you agree that?
It was straightforward to decide how to
develop an effective set of board
arrangements
It was relatively undemanding in deciding
how best to provide board level H&S
direction
We have had to improve our board level
arrangements due to initial problems with our
arrangements
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Agree

Unsure

Disagree

Strongly
disagree

(h) Can you please describe lessons learnt from during the development or operation of your
board level H&S arrangements?
The Senior Management Group had a presentation from John Selby following HSE’s IN. This
helped to focus minds even further on H&S issues, and led to the development of key H&S
standards for managers. Most importantly, responsibility for H&S refocused away from the
H&S department to managers at all levels.
5.21.2 Reasons for developing or having board level direction
To what extent did you increase H&S
direction because of the following
reasons?

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

The perception that H&S is a significant corporate risk,
e.g. risk posed by a major incident, prosecution, etc.
A perception that productivity could be improved by
better, e.g. reduction in absence and better staff morale
The need to respond to one or more specific H&S
regulations / the growing body of H&S regulation
The need to respond to growing demands for corporate
governance, e.g. Turnbull
A wish to be socially responsible
Demands from a new owner / change in management /
new CEO or MD
The possibility of a new law on directors H&S
responsibilities
The possibility of corporate manslaughter prosecutions
Response to requirements of investors, business clients
or insurers
Any other reasons:

To what extent do you agree that?
You would not have developed your arrangements
without the prospect of legal mandation of directors
H&S responsibilities
You would not have developed your arrangements
without the increased risk of directors being prosecuted
for manslaughter / negligence etc.
You developed your board arrangements despite advice
from solicitors/consultants/advisors that this may
increase the risk of individual directors being held liable
for H&S failures
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Not applicable – LAS is a public body and selfinsures

(a) Can you please say in your own words why was H&S considered important enough to
deserve and require board level direction?
It’s easier for John Selby and his team to promote H&S at work with the Board’s backing.
With the new operational & management structure, managers’ performance including H&S is
monitored monthly. Effective performance on H&S is expected as part of every competent
manager’s role. However, there is also a ‘praise culture’ in which good H&S performance for
H&S is recognised.
The Board can approve significant funding matters e.g. the investment in 195 new A & E
ambulances and 11 urgent care vehicles with tail lifts, 44 PTS vehicles fitted with tail lifts and
152 Patient Transport Service (PTS) vehicles with ramped patient entry. These have all helped
to help drive down manual handling injuries.
Final agreement to policy and resourcing for required actions is given by the Trust Board.
(b) Can you please say in your own words why it is important that boards manage H&S rather
than delegating it to (say) H&S managers?
Board level H&S involvement demonstrates commitment, interest, drive for H&S to rest of
organisation.
5.21.3 Description of current arrangements
Directorial arrangements
Approximately what proportion of the named director’s time is devoted to H&S?

%

Approximately what proportion of the board’s time is devoted to H&S?

%

LAS can’t really estimate this, but H&S is a key agenda item on every meeting.
Summary of board level leadership and direction
(a) Can you please describe the way in which the board and the director for H&S provide
leadership and direction on H&S?
CEO carries out the ‘visions & values’ section, inc H&S, on all staff induction courses
At least once/month the CEO goes out with crews (he’s still a trained ambulance
Paramedic) to keep in touch with what’s going on, concerns etc. (When he was an
operational ambulance person in New Zealand he saw the effects of poor H&S management
and has personally experienced violence at work)
The CEO takes his ‘road show’ to station complexes to meet staff, consult with them etc.
He’s very committed to keeping staff morale high, and consulting widely and thoroughly.
The LAS was one of the first ambulance Trusts to introduce conflict resolution training and
stab vests for all its operational staff.
Through their personal behaviours.
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(b) If you have a named director responsible for H&S, can you please say in your own words
what the advantages and benefits are of having a named director rather than having H&S as a
shared responsibility of the board as a whole?
Wendy is fully aware of the legal responsibilities & liabilities that go with non-compliance.
Although H&S responsibility forms a significant part of the role of all Directors and Managers,
providing a focus through Wendy has been found beneficial. She provides an independent,
objective view on operational H&S matters and practice.
Specific arrangements regarding HSC action points
Can you please summarise your board level arrangements for each of the following specific
points:
(a) Publicising the board’s role in H&S
H&S manual, published minutes of H&S committees, induction training and managers’
training, performance management meetings, LAS monthly newsletter.
(b) Each member of the board recognising their personal responsibilities for H&S
Through the organisational arrangements documentation, and via appraisal.
(c) Ensuring board decisions on procurement and contracting reinforce H&S intentions
Through the Vehicle Work Equipment Group (headed by the Head of Logistics) the LAS has
become the first ambulance Trust to employ a full time Ergonomic Back Care advisor. Before
each significant purchase e.g. of new ambulances, the ergonomist assesses the suitability of the
new vehicle and feeds this back to the Risk Management Group.
The Group’s
recommendations re suitability etc will be acted upon by the Board.
(d) Board engaging with the workforce on H&S
See 4.2.a and committee reporting system at 2.a
(e) Board level arrangements for reviewing H&S performance, keeping H&S policy aligned
with board priorities, being informed of H&S failures, ensuring H&S management systems are
in place and remain effective and are monitored / review
The Corporate H&S Group meeting minutes are fed up to the Risk Management Group (which
consists of most Board members). The Corporate H&S Group meets 4-5 times a year.
H&S is also a standing item on Board meetings (also 4-5 times a year).
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5.21.4 Impact of board level direction
Perceived Benefits
In what way do you believe your board
level H&S direction and leadership has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

(a) Helped to reduce your corporate risk
Comments:

Since the implementation of the Trust’s improvement programme in 2002 the number
of reported industrial incidents has declined by about 17 % at a time when staff numbers have
increased. .Similarly there has also been a noticeable reduction in reported violent and manual
handling incidents.
The employment of a full-time ergonomist has assisted in reducing injuries by assisting in
equipment design and procurement, explicitly to consider safety/usability aspects.

(b) Reduced
the
disruption
to
your
organisation created by H&S problems
Comments:

More staff in work at any one time.

(c) Helped to improve business performance,
e.g. less absence, more sales
(d) Helped to fulfil corporate
responsibility aspirations

social

(e) Helped
to
improve
corporate
communications and public relations
(f) Improved relations with the HSE and other
external regulators
Comments:

LAS has a good working relationship with the local HSE inspector. This applies
equally to Peter and the Board, and to John Selby and the Safety & Risk Department.

(g) Improved relations with investors, insurers
and other external financial stakeholders
Comments:

LAS self-insures so it hasn’t seen a change in premiums, but more effective training
and record keeping has enabled the Trust to challenge more of the civil claims that have been
coming through.
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In what way do you believe your board
level H&S direction and leadership has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

(h) Improved relations with trade unions and
the workforce
Comments:

Improved dramatically. Have regular formal and informal contact with Ian Lee,
UNISON rep. Peter & Wendy also have an effective working relationship with Eric Roberts, the
TU Branch Secretary. Many of the staff-raised issues to the Corporate H&S Group have died off.

(i) Helped in the response to HSE
improvement / prohibition notices and/or
prosecutions
(j) Led to H&S improvements, e.g. fewer
injuries

Specific example(s) of benefits and data to demonstrate
(a) Can you please describe specific example(s) of how your board level H&S direction has
benefited H&S?
Effective implementation of changes to the management structure and belief of line managers
that H&S is their responsibility.
(b) Can you please provide data that demonstrates the H&S benefits of board level direction?
John Selby believes there’s been a reduction in staff turnover and that results from staff attitude
surveys have improved.
Benchmarking was in place as part of the controls assurance regime, there may be further
opportunities once the Standards for Better Health are in place. This is an area on which the
industry body, the Ambulance Service Association (ASA) is only just embarking.
Risks posed by board arrangements
(a) To what extent do you believe that your board level arrangements have affected the
possibility of individual directors being sued or prosecuted for a health and safety problem?
Please explain your answer.
Directors are now in a more robust position. They are better insulated from prosecutions/civil
claims by virtue of the improved responsibility structure, systems and provisions in place for
H&S.
(b) To what extent do you believe that your board level direction of H&S has affected the risk
posed to your organisation by health and safety failures? Please explain your answer.
It has reduced it considerably by the activities of the Risk Management Group, with the
Corporate H&S Group feeding in.
(c) Has the board’s and/or your involvement in H&S stopped you or the board from properly
managing other important aspects of the business, if so what and how?
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No.
Strongly
agree

To what extent do you agree that?

Agree

Unsure

Disagree

Strongly
disagree

The time and effort required of the board to
direct H&S is justified by the business benefits
The time and effort required of the board to
direct H&S is reasonable
There is a wish to reduce the amount of time
devoted by the board to H&S

Your message to other directors
What would you say to directors and boards that do not provide leadership and direction on
occupational health and safety?
My message to directors and boards that do not direct H&S is.......
“Directors should work closely with staff side and their competent H&S advisor to the overall
H&S profit of their organisation. They will see progress in achieving the H&S targets they set
themselves, and will become a more effective organisation.” John Selby, Senior Safety & Risk
Advisor, LAS
The most important things
Of all the things that your board has done to direct H&S, please cite the most important:
1) Introduction of better designed A&E vehicles with tail lift and hydraulic trolley beds.
2) The implementation of a detailed Safety and Risk Organisation policy
3) The Employment of an Ergonomic and back care advisor
Recommendations to other organisations
Would you recommend your board level H&S arrangements to other organisations?
Yes.
Further improvements and future plans
(a) If you could improve further your board level arrangements, what would you change and
why?
From the law of the Improvement Notice as recently as 2002, the priority is to maintain the
focus on H&S and consolidate further.
(b) What are your plans for the future development of your board level direction of H&S?
A ½ day H&S training course for new Board members (half of them changed recently), with
regular updates/refreshers is planned.
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5.22 Mace Ltd
5.22.1 History of the development of board arrangements
(a) Please describe the organisational context of this case study: who is being considered “the
Director”, and “the Board”, and how they fit in the overall organisational structure
Organisational context
Mace Ltd is part of Mace Group which provides a range of services within the construction
industry. Mace Group is a rapidly growing, privately owned company, which started in 1990
with 13 employees and now employs some 1,400. Legal director responsibility for H&S is held
at the level of Mace Ltd, and Steve Anderson is the responsible director. He supported in this
by the H&S Director John Hanley and a group SHE department which provides services and
support across the group’s businesses, mainly to Mace Ltd as the construction services arm of
Mace Group. Directors within the businesses have responsibility for managing the H&S aspects
of their own activities.
There is a Mace Group information system – Infomace - which is used to disseminate company
procedures and policy, company safety performance by site, and best practice/lessons learnt
across the group. This, with the clearly stated company values and “culture” which is made
explicit to all members of the company in their induction training, give the framework within
which individual managers and Mace “business units” are expected to operate.
Mace Group has recently started the Mace Futures Group. This is tasked with “embracing
excellence” across a range of operational “strands”. One of these is H&S. Each strand is
personally championed by a Mace Group Director. The aim of the group is to identify best
practice in each of the strands to be rolled out across the group. The work being done by this
group is also being communicated across the company using Infomace. The idea for this group
has been adopted from the RBS following close liaison with the RBS in setting up and operating
the Gogarburn site.
Richard Thorpe’s role
Richard is a Director of Mace Ltd, and the Project Director of the RBS Gogarburn site and has
been with the company since it started. The RBS site is a flagship project, both for the RBS and
Mace and is a four year project. .
As Director of Mace Ltd he is responsible for all Mace Limited’s activities in Scotland and has
operational responsibility for H&S matters within those activities. Richard liaises with John
Hanley to advise the central SHE department of upcoming work activities, and to be informed
on any changes in best practice, company policies etc. John ensures that activities are audited
using site H&S managers, giving the H&S managers dual reporting routes, ensuring that they
can get resolution for identified H&S issues. John is also responsible for investigating and
managing the outcomes of any H&S incidents.
Richard’s beliefs and management rationale
Richard was a child when he started going to construction sites with his father who ran a small
construction firm. He then trained as a joiner and has worked his way up the industry to where
he is now. From his time on the “shop floor” Richard has a clear understanding of how badly
workers can be treated, and also issues that face them as individuals given the educational and
socio-economic background of many in the industry. He acts to try and improve their
conditions in a variety of ways, going beyond basic health, safety and welfare provision.
Richard believes that H&S should be an integral part of business management, to ensure that
workers are able to work most effectively, and therefore productively for the business. This is
also part of the Mace culture
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He believes that worker productivity, safe working, respect for others’ skills and abilities, and
training are all interlinked, and that “a happy workforce is an effective workforce”. He also sees
good, direct communication between parties working on a project as critical to success. He aims
to set a “common culture and goal” between all those working on a project early in the process,
to develop a cohesive team which works effectively together. While taking time in the early
stages of a project, he believes that it greatly enhances the ease, and therefore speed, with which
a project runs in the longer term.
RBS Site and H&S management
Richard ensures that Mace Group policies and practices are used as the basis for the site’s H&S
management and assessment. This includes directly working with contractors to ensure good
safety and performance management. He also brings his own particular “style” of H&S
management to the project, some of which goes beyond Mace “standard practice”.
With UCATT support for a “life long learning and social inclusion scheme” he has persuaded
the sub contactors on the RBS project to sponsor the provision of 12 computers on the site
which are available for general IT skill development for anyone working at the site. There are
also English, literacy and numeracy classes available for site workers. The site has the highest
number of ethnic workers on the site. In Scotland, mainly Punjabi speakers who have been
recruited by a London agency. He has also negotiated with RBS for the sponsorship of a fulltime Occupational Health worker on the site who provides training, develops long term risk
assessments for work activities, and provides medical facilities and checks which would not
generally be utilised to individuals given their location away from home and socio-economic
backgrounds. He is also encouraging his managers to get involved in work with the local
residents, in particular schools, and a school work experience scheme is in place.
Richard believes in open, ongoing communication with all those involved in a project – clients,
workers, and regulators. As a result he actively encourages union participation in site activities
and planning decisions and has a resident UCATT convener on the site to achieve this. He also
invited HSE and other relevant bodies to discussions as to what the site activities were to be and
the company’s plans for managing them, and asked for comments on how they could be
improved. He also has regular on-going meetings with Directors of sub-contractors working on
site to discuss work plans and safety issues with them directly, so that they can intervene within
their companies to reinforce the messages being given to site workers by Mace managers.
Site H&S is audited both by Mace H&S managers, and by contractors’ auditors. All reports are
available to the Mace project management team to enable them to monitor H&S on the site.
Findings from the audits are sent to all contractors with action points. All Mace managers take
part, on a weekly rota basis, in doing site inspections to ensure “fresh eyes” look at the activities
and practices that are carried out on the site.
There are also regular project review meetings which review H&S performance and issues
(b) How have the current arrangements developed over time, in particular the last few years
•

What are the key drivers/influences on the changes? E.g. change of director?, specific
incident, change in company ownership….

The arrangements have been determined by the company’s founders beliefs’ as to how the
company should operate. Richard acts to embody Mace Group culture, in ensuring that people
have good terms and conditions and can work safely. However, he often goes further than
company policy in developing initiatives providing facilities for workers. As the value, or
otherwise, of these various initiatives can be identified through implementation, this information
is shared via Infomace and may become incorporated into group policy.
(c) Why has responsibility for H&S been given to this post rather than, say, the Operations
Director or Finance Director?
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Within Mace safety is seen as everybody’s responsibility within their area of operations and
responsibility. Seen as an integral part of everyone’s work. Hence Group CEO has overall
responsibility to set the tone.
(d) What is the organisational structure for the implementation and monitoring of H&S?
The Mace group structure and arrangements on the Gogarburn site are described in section 2a.
(e) Which of your employees would know who has the ultimate responsibility for H&S? How
would they know this?
Through company training and documentation
(f) Who would employees consider to be responsible for implementing H&S in the organisation.
Employees would generally regard their H&S manager, or Mace manager generally as being
responsible for implementing H&S relating to them.

When making the arrangements for health & safety, did you…

Yes

No

Unsure

…seek consultancy advice?
From head office – they set the framework for the group businesses and
projects
…benchmark yourself against other organisations?
Via Infomace and national statistics. Also publish own site performance
statistics for others to see
…read HSC/E guidance?
As disseminated by SHE department
…go through a process of “iteration” in the development of your
arrangements?
…consult with safety representatives / the workforce?
Via: Suggestion boxes; BSIRA (industry research group, looking at how to
improve work processes)
…consult a solicitor?
Head office
…read guidance on corporate governance?
Head office
…take guidance from previous experience of CEO / MD and / or other
board members?
Head office

Did you create a new seat on the board to fulfil the role of H&S Director?

Yes

No

Did you merge the responsibility with another directorial role, e.g. HR, Risk, Yes
Operations?

No
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(g) Any other comments on how you decided the correct board arrangements for H&S:
Basically determined at site level by Group policy and company culture.
(h) Can you please describe lessons learnt from during the development or operation of your
board level H&S arrangements?
5.22.2 Reasons for developing or having board level direction
To what extent did you increase H&S
direction because of the following
reasons?
The perception that H&S is a significant corporate risk,
e.g. risk posed by a major incident, prosecution, etc.
A perception that productivity could be improved by
better, e.g. reduction in absence and better staff morale
Not main driver
The need to respond to one or more specific H&S
regulations / the growing body of H&S regulation
Mace keep H&S as integrated part of operations
management, not as separate activity
The need to respond to growing demands for corporate
governance, e.g. Turnbull
A wish to be socially responsible
The main driver - “ensure people go home to their
families”
Demands from a new owner / change in management / new
CEO or MD
n/a
The possibility of a new law on directors H&S
responsibilities
Approach driven by Mace culture
The possibility of corporate manslaughter prosecutions
Not a driver
Response to requirements of investors, business clients or
insurers
Ensures Mace can demonstrate to client and other
stakeholders that acting responsibly, and keep insurers
happy with risk levels.
Any other reasons:
To embed safety as part of the Mace culture – in induction
training for new managers, use of mentoring to ensure
core values inculcated in new joiners, Culture set by
Chairman and CEO.
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Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

To what extent do you agree that?
You would not have developed your arrangements without the prospect
of legal mandation of directors H&S responsibilities
You would not have developed your arrangements without the increased
risk of directors being prosecuted for manslaughter / negligence etc.
You developed your board arrangements despite advice from
solicitors/consultants/advisors that this may increase the risk of
individual directors being held liable for H&S failures

Can you please elaborate on your answers above?
(a) Can you please say in your own words why was H&S considered important enough to
deserve and require board level direction?
Set by Mace cultural values. Seen as key to operations as professional organisation.
(b) Can you please say in your own words why it is important that boards manage H&S rather
than delegating it to (say) H&S managers?
•

Avoid it being channelled and not seen as managers responsibility, but someone else’s

•

Ensure that responsibility for H&S is spread across the business

•

Demonstrate to members of organisation that top managers have an active interest in
H&S – and set example of expected behaviour

•

Want to be in vanguard of H&S as a company.

5.22.3

Description of current arrangements

Directorial arrangements
Approximately what proportion of the named director’s time is devoted to H&S?

50+ %

But in practice is integral to most things – can it be done safely
Approximately what proportion of the site’s managers time is devoted to H&S?
Explicitly dedicated time to H&S in meetings etc, but in practice is involved in
most management activities
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10%

Summary of board level leadership and direction
(a) Can you please describe the way in which the board and the director for H&S provide
leadership and direction on H&S?
Richard:
•

Encourages contractors and staff to talk directly do them, or managers about ideas and
issues

•

Invites HSE in site planning stage to discuss proposed activities and their management

•

Sets example through personal behaviour of approach expects taken to H&S

•

Constantly thinks of and looking to implement ways of doing things better and safer –
backing ideas with both his time and finding resources for them.

•

Seeks to improve standards for site workers – safety, welfare and social inclusion
activities.

•

Holds off site breakfast meetings with team for strategic reviews of the project

•

Seeks to change Mace Group policy and practices where he feels it would improve
worker conditions.

•

Ensures that he is always well informed as to how the site is operating and any arising
safety issues.

•

Is involved at all levels of the project, including direct contact with the workforce and
contractor companies – dealing directly with them and their issues.

•

Aims to make all working on the project feel valued for their contribution, and
respected for their professional skills. Fits with Mace culture of non-confrontation

(b) If you have a named director responsible for H&S, can you please say in your own words
what the advantages and benefits are of having a named director rather than having H&S as a
shared responsibility of the board as a whole?
N/a
Specific arrangements regarding HSC action points
Can you please summarise your board level arrangements for each of the following specific
points:
(a) Publicising the board’s role in H&S
•

CEO responsibilities in Mace group H&S policy statement;

•

“SHE” (safety, health and environment) engagement with all projects through John
Hanley’s HS&E team;

•

Richard has regular team meetings and “pep talks” on key issues;
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•

Richard holds site briefings on key issues or stages of work.

(b) Each member of the board recognising their personal responsibilities for H&S
•

All Mace employees, including Directors have appraisals which include H&S measures.
There may be specific H&S targets / objects. These are not pay related.

(c) Ensuring board decisions on procurement and contracting reinforce H&S intentions
•

All subcontractors are appraised and those that pass are put on an approved contractor
list. The review is done by the central SHE department.

•

Safety performance of contractors is appraised monthly on the site by Mace H&S
managers, and this performance information is fed back to the central SHE group using
Infomace to update the company’s knowledge of that company.

(d) Board engaging with the workforce on H&S
•

Mace group Directors present to the site team;

•

Richard holds regular “street talks” – presentations to whole workforce. Also walks
around site talking to people;

•

Workers encouraged to talk to Richard and his management team about any issues they
wish to raise;

•

Management team members meeting with full-time UCATT convener on site to resolve
any issues;

•

Safety & Health events linked into motivating the workforce (such as raffling off of
cars, learning events, HSE road show, etc.).

(e) Board level arrangements for reviewing H&S performance, keeping H&S policy aligned
with board priorities, being informed of H&S failures, ensuring H&S management systems are
in place and remain effective and are monitored / review
•

Formal structure led by group SHE department as described in section 2a;

•

Mace Ltd Board review individual projects;

•

RBS Gogarburn Management team review and manage safety on the site through
review of site audits, inspections, etc.
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5.22.4

Impact of board level direction

Perceived Benefits
In what way do you believe your board
level H&S direction and leadership has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

(a) Helped to reduce your corporate risk
Comments:

Using the H&S management practices set by the Mace Group board has lowered the site
incident rate. This has a direct benefit to both the client and Mace as a company.

(b) Reduced the disruption to your organisation
created by H&S problems
Comments:

As (a)

(c) Helped to improve business performance,
e.g. less absence, more sales
Comments:

a. Attracts further clients/repeat business
b. Reduces operating costs
c. Helps meet company KPI for repeat business – 70%,
(d) Helped
to
fulfil
corporate
responsibility aspirations

social

Comments:

•

Richard sees “managing neighbours” – key stakeholders – as part of managing a site. So
has actively worked with a number of stakeholders in the area as well as site workers, to
differentiate “Mace’s professionalism” from other construction companies approaches.
The site has won recognition and awards for the social inclusion work that is being carried
out, much of which has been sponsored by the client RBS.
o

Apprenticeships

o

Work experience

o

Occupational health Nurse on site

o

Full time UCATT convener

o

Life skills training
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In what way do you believe your board
level H&S direction and leadership has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

(e) Helped
to
improve
corporate
communications and public relations
Comments:

As (d)

(f) Improved relations with the HSE and other
external regulators
Comments:

Through active, on-going inclusion of HSE in the planning of the site works.

(g) Improved relations with investors, insurers
and other external financial stakeholders
Comments:

•

Client, RBS, reviews the site risk as a part of Mace’s performance assessment

•

Insurance costs being minimised as seen as competent site with controlled safety risks
and good safety record.

(h) Improved relations with trade unions and
the workforce
Comments:

•

Due to the early involvement of UCATT by Richard, and the site support of skills training
initiatives

•

Richard was instrumental in getting the RBS to fund a full-time UCATT convener on site,
to provide an independent voice for the workforce.

(i) Helped in the response to HSE
improvement / prohibition notices and/or
prosecutions
Comments:

To date have not had any enforcement action on site, but good relations due to on-going
involvement

(j) Led to H&S improvements, e.g. fewer
injuries
Comments:

Occupational health nurse enabling identification and inclusion of long term risks in risk
assessments of activities.
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Specific example(s) of benefits and data to demonstrate
(a) Can you please describe specific example(s) of how your board level H&S direction has
benefited H&S?
•

Direct impact on reducing accidents on site - very low;

•

Regular meetings between Richard and contractor directors is forcing them to monitor
and raise standards in their own organisations;

•

Richard leads by example, encouraging his team to share his priorities and methods for
achieving them. This cascades through the organisation.

(b) Can you please provide data, that demonstrates the H&S benefits of board level direction?
The following statements are based on information supplied by BSRIA, an independent
construction services and research consultancy. Richard persuaded the RBS to fund BSRIA
working on the RBS site to measure health and safety performance and identify ways in which it
could be improved as part of the overall project management activity.
BSRIA found that, to date (end Feb 05), the site has a reportable accident rate which is more
than 11 times lower than the UK average for construction. There has been 3 reportable
incidents over 5.2 million man-hours. (The DTI Construction Statistics Annual 2004 states that
1,142,800 people worked for UK construction contractors. The HSE state that for the
2002/2003 year, there were 14,106 injuries on UK construction sites. Assuming that
construction workers work the equivalent of 46 weeks @ 40 hours per week(1840 hours), then
this gives an average injury frequency rate of (1142800 x 1840)/14106 = 1 injury per 149,068
hours worked. This is 11.6 times the reportable injury rate at RBS Gogarburn sites.
BSRIA also found that there were much higher work rates on the site compared to UK averages.
A typical UK site loses about 40% of the working day due to delays. At the RBS site the
average was 16% time lost. This was through the site's culture of detailed preparation before
tasks commence and "getting it right first time" in terms of quality and safety, which lead to less
re-work.
Richard sees the "setting of a common culture and shared goals" in the early stages of the
project between the project management and the various contractors that were working on the
site as a key contributor to this, in addition to the lower levels of disruption to site activities
through the continuous focus on safe working and improving work practices.
Risks posed by board arrangements
(a) To what extent do you believe that your board level arrangements have affected the
possibility of individual directors being sued or prosecuted for a health and safety problem?
Please explain your answer.
Richard accepts that as a Mace Ltd Director that he could be prosecuted or sued as responsible
for managing H&S on projects. But he does not worry about it as he is confident that he is
managing safety effectively, due to personally keeping the responsibility and ensuring that it is
being well managed by his team.
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(b) To what extent do you believe that your board level direction of H&S has affected the risk
posed to your organisation by health and safety failures? Please explain your answer.
The risk has been reduced by the organisation ensuring that appropriate systems and procedures
are in place for people to follow and that people are trained to follow them and to understand the
risks they are dealing with, and are very aware of the organisations focus on safe working.
(c) Has the board’s and/or your involvement in H&S stopped you or the board from properly
managing other important aspects of the business, if so what and how?
No. Health, safety, environment and quality are all managed as part of the overall management
task. Effective management is based on man management and motivation skills and the use of
safe, formal processes.
Your message to other directors
What would you say to directors and boards that do not provide leadership and direction on
occupational health and safety?
My message to directors and boards that do not direct H&S is.......
•

“you’re mad if you think cutting corners makes you money” - “should invest time and
money into operations to make them more effective”

•

“are you aware of your social and corporate responsibility?”

•

“are you aware of the productivity that results from good leadership and management in
H&S and occupational risk”

•

“have you studied your processes sufficiently that you are as profitable as can be?”

•

“If you do welfare and safety well you will be more profitable; through winning more
work based on your safety record – a business risk for clients – through avoiding
disruption and need for Board involvement following accidents”

The most important things
Of all the things that your board has done to direct H&S, please cite the most important:
1) Communicated good working practices – set clear expectations;
2) Developed improved working practices with direct workforce input and feedback;
3) Development of training from better understanding of the process of construction – on-going
“induction” process on the job. Build on the fact that people learn as they go;
4) Created a site environment where people want to work with ongoing safety focus through
initiatives (e.g. raffle) – workers not looking for new jobs elsewhere, stay focused on working
safely and improving what they are doing.

306

Recommendations to other organisations
Would you recommend your board level H&S arrangements to other organisations?
Yes.
•

Mace culture and policies to ensure good safety and working conditions;

•

Government /client sponsored construction information sharing to support industry
improvement.

Further improvements and future plans
(a) If you could improve further your board level arrangements, what would you change and
why?
•

Aim to increase awareness of the Mace style and practices across the industry to
improve construction standards – but is business risk of loosing Mace’s uniqueness in
doing.

(b) What are your plans for the future development of your board level direction of H&S?
•

To further raise Mace’s standards for H&S and welfare on sites through inputting to
futures group;

•

Encourage team to continue to use new practices that have been developed on this site
when they move onto other projects, either with Mace or within the industry.
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5.23 MTM Products
MTM Products is a manufacturer of labels, nameplates and vinyl graphics. It is an SME, based
in Chesterfield that employs 39.
5.23.1 History of the development of board arrangements
(a) Please describe the organisational context of this case study: who is being considered “the
Director”, and “the Board”, and how they fit in the overall organisational structure
Initially MTM Products was a family run business. Ian Greenaway was externally recruited and
appointed Managing Director of MTM in 1996 to improve the business. The business owners
stepped back from the day to day operations at this stage, although they remain as financial
stakeholders. Ian reports directly to the owners.
A large part of Ian’s management philosophy is the need to look after employees from a health
and safety perspective, as this ensures employees are happy in their work and hence are more
productive. The MD has always been interested in the people aspects of the business. Having a
happy and healthy workforce leads to better productivity and staff retention. It is considered a
key motivational tool.
The MD takes a direct interest on a daily basis, through discussions with the Health and Safety
Officer and talks with accident prevention committee, as well as holding regular briefing
sessions with all staff. The H+S Officer reports directly to the MD.
(b) How have the current arrangements developed over time, in particular the last few years
•

What are the key drivers/influences on the changes? E.g. change of director, specific
incident, change in company ownership….

Eight years ago, there was a need for a major restructure/change to ensure the viability of the
business. At this time Ian was brought in as MD to manage this process. As part of Ian’s
management philosophy, he gradually introduced a programme of improvements aimed towards
health and safety. A particular emphasis was placed on ensuring the health and happiness of the
workforce.
(c) Why has responsibility for H&S been given to this post rather than, say, the Operations
Director or Finance Director?
Because of the level that it is prioritised, it needs to be driven from the top. Ian is the most
senior person within the day to day running of the organisation
(d) What is the organisational structure for the implementation and monitoring of H&S?
Reporting lines within organisation
The health and safety officer and the accident prevention committee report directly to Ian
•

Documentation of formal structure – roles and responsibilities of director and others,
safety policy documents etc.

These are laid down in the employee handbook which includes the health and safety policy
alongside the mental health and safety policy. (In hardcopy)
(e) Which of your employees would know who has the ultimate responsibility for H&S? How
would they know this?
•

All employees know that Ian has ultimate responsibility; however, all employees know
that they have responsibility for their own, colleagues and visitors health and safety.
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They would know this because of Ian’s high visibility and the notice board specifically
for H+S and environmental issues.
•

The company takes part in the European health and safety week on an annual basis. Ian
takes a ‘hands on’ role in this, thus raising his visibility. All employees are involved in
this.

(f) Who would employees consider to be responsible for implementing H&S in the
organisation?
Ultimately, employees consider Ian to be responsible for implementing health and safety.
However, in the first instance, issues would be raised with line managers and members of the
accident prevention team. As a small company, Ian encourages employees to talk directly to him
regarding any health or safety concerns they may have. He is a keen advocate of an ‘open door’
policy.

When making the arrangements for health & safety, did you…

Yes

No

Unsure

…seek consultancy advice?
…benchmark yourself against other organisations?
…read HSC/E guidance?
…go through a process of “iteration” in the development of your
arrangements?
…consult with safety representatives / the workforce?
…consult a solicitor?
…read guidance on corporate governance?
…take guidance from previous experience of CEO / MD and / or other
board members?

Did you create a new seat on the board to fulfil the role of H&S Director?

Yes

No

Did you merge the responsibility with another directorial role, e.g. HR, Risk, Yes
Operations?

No

(b) Any other comments on how you decided the correct board arrangements for H&S:
No
Strongly
agree

To what extent do you agree that?
It was straightforward to decide how to
develop an effective set of board
arrangements
It was relatively undemanding in deciding
how best to provide board level H&S
direction
We have had to improve our board level
arrangements due to initial problems with our
arrangements
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Agree

Unsure

Disagree

Strongly
disagree

(c) Can you please describe lessons learnt from during the development or operation of your
board level H&S arrangements?
“The need to communicate with all employees to ensure that everyone knows why it is
important other than just complying with the law, then to put in place a committee whom could
be trained further in risk assessments etc”.
5.23.2 Reasons for developing or having board level direction
To what extent did you increase H&S
direction because of the following
reasons?

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

The perception that H&S is a significant corporate risk,
e.g. risk posed by a major incident, prosecution, etc.
A perception that productivity could be improved by
better, e.g. reduction in absence and better staff morale
The need to respond to one or more specific H&S
regulations / the growing body of H&S regulation
The need to respond to growing demands for corporate
governance, e.g. Turnbull
A wish to be socially responsible
Demands from a new owner / change in management / new
CEO or MD
The possibility of a new law on directors H&S
responsibilities
The possibility of corporate manslaughter prosecutions
Response to requirements of investors, business clients or
insurers
Any other reasons:

To what extent do you agree that?
You would not have developed your arrangements without
the prospect of legal mandation of directors H&S
responsibilities
You would not have developed your arrangements without
the increased risk of directors being prosecuted for
manslaughter / negligence etc.
You developed your board arrangements despite advice
from solicitors/consultants/advisors that this may increase
the risk of individual directors being held liable for H&S
failures

Can you please elaborate on your answers above?
The key driver is to ensure the company maintains a safe, healthy and happy workforce because
it is good for business. As a small company, any absenteeism reduces productivity; hence the
focus is built on ensuring that employees are looked after and accommodated wherever possible.
(a) Can you please say in your own words why was H&S considered important enough to
deserve and require board level direction?
“A part of our Investment in people and HR policy, if your staff are well motivated and healthy
they are here to produce things which is ultimately good for the business.”
(b) Can you please say in your own words why it is important that boards manage H&S rather
than delegating it to (say) H&S managers?
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“It is a personal interest of mine (Ian Greenaway – MD), also it deserves top level commitment,
hence needs to be driven from the top.”
5.23.3 Description of current arrangements
Directorial arrangements
Approximately what proportion of the named director’s time is devoted to H&S?

5%

Approximately what proportion of the board’s time is devoted to H&S?

5%

Summary of board level leadership and direction
(a) Can you please describe the way in which the board and the director for H&S provide
leadership and direction on H&S?
•

Setting up the accident prevention committee.

•

Supporting the involvement in the European Safety weeks

•

Involvement with the HSE and PCT on stress at work initiatives.

•

Demonstrating on a day to day basis that health and safety is important.

•

Standard agenda item on the management review meetings held twice yearly.

(b) If you have a named director responsible for H&S, can you please say in your own words
what the advantages and benefits are of having a named director rather than having H&S as a
shared responsibility of the board as a whole?
“Once again to show the commitment from the top”.
Specific arrangements regarding HSC action points
Can you please summarise your board level arrangements for each of the following specific
points:
(a) Publicising the board’s role in H&S
The MD and other Director’s roles are detailed in the staff handbooks, which are distributed in
hard copy and also available on the Company intranet.
(b) Each member of the board recognising their personal responsibilities for H&S
It is an intrinsic aspect of the role and responsibilities allocated to the position
(c) Ensuring board decisions on procurement and contracting reinforce H&S intentions
MTM like to deal with businesses that share their levels of commitment towards health and
safety. They are willing to point out to suppliers if there is a cause for concern. Furthermore,
they would be willing to cut business ties with suppliers who show a disregard for health and
safety, although this has not happened yet.
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With regard to contractors, there is a lot more emphasis on their health and safety procedures.
This forms part of MTM’s decision making policy, above price. As part of the procurement
process, they ask to see method statements, risk assessments, incident reporting systems etc.
before they will enter a contractual agreement.
(d) Board engaging with the workforce on H&S
Ian regularly ‘walks the floor’ (usually on a daily basis). He is also actively involved with the
accident prevention team committee and the European Safety week. Ian gives presentations to
staff and runs seminars on stress at work and work life balance.
(e) Board level arrangements for reviewing H&S performance, keeping H&S policy aligned
with board priorities, being informed of H&S failures, ensuring H&S management systems are
in place and remain effective and are monitored / review
Because of Ian’s close proximity to the workforce, he is fully aware of any failures, breaches
etc, however these are relatively scarce.
5.23.4 Impact of board level direction
Perceived Benefits
In what way do you believe your board
level H&S direction and leadership has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

(a) Helped to reduce your corporate risk
Comments:

If you have a culture where H+S is important, you minimise risk.

(b) Reduced the disruption to your organisation
created by H&S problems
Comments:

If you don’t have the incidents, people continue producing.

(c) Helped to improve business performance,
e.g. less absence, more sales
Comments:

Our absence rates are approx 2-3 days per annum, and staff turnover is extremely low.

This has reduced from 2.5% to 1.5% over a 5 year period.
(d) Helped
to
fulfil
corporate
responsibility aspirations

social

Comments:

We are a finalist in the Derbyshire Business Awards 2004 on CSR. This promotes the
business to its best.
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In what way do you believe
your board level H&S
direction and leadership has:

Strongly
agree

Agree

Unsure

Disagree

Strongly disagree

(e) Helped to improve corporate
communications and public
relations
Comments:

We get a lot of publicity because we are considered by our peers to be good at what we

do.
(f) Improved relations with the
HSE and other external
regulators
Comments: We are consulted with now. The HSE asks for our involvement in initiatives. Ian
participates in a steering committee involved in promoting healthy work places in N Derbyshire.

(g) Improved
relations
with
investors, insurers and other
external financial stakeholders
Comments:

Particularly with insurance company. Possibly held down insurance premiums when the
market trend is to increase premiums.

(h) Improved relations with trade
unions and the workforce
Comments:

MTM don’t have union involvement, however we have good relationships with our
employees.
N/A

(i) Helped in the response to HSE
improvement / prohibition
notices and/or prosecutions
Comments:

We have never had any.

(j) Led to H&S improvements,
e.g. fewer injuries
Comments:

Low incidents of accidents and near misses, also very low absenteeism.

Specific example(s) of benefits and data to demonstrate
(a) Can you please describe specific example(s) of how your board level H&S direction has
benefited H&S?
•

e.g. organisational changes, specific initiatives and their outcomes, actions by
individual, perceived impact of actions
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The major benefit has been a result of the introduction of a work life balance initiative. This has
helped to reduce the risk of stress at work. The emphasis has been placed on the introduction of
flexible work arrangements for ALL employees. MTM currently have 34 different working
patterns for 39 employees. These include flexible working hours and job share. This has reduced
absenteeism because it allows for employees to accommodate home demands without taking
time off work.
Ian has introduced a mental health policy which allows people to identify if they are at risk,
what to do about it and finally how to rehabilitate people back into the workplace.
MTM have conducted 3 stress surveys over a 6 year time period. This has shown significant
improvements in the levels of stress over this time period.
Specifically, improvements have been made in the following;
•

The first survey identified that employees sometimes felt rushed in their jobs, and they
did not always feel appreciated

•

The second survey identified that people felt appreciated in their work

•

The third survey identified that employees no longer felt rushed in their work.

The stress survey allowed for these issues to be addressed, and initiatives, changes put in place.
(b) Can you please provide data, that demonstrates the H&S benefits of board level direction?
•

E.g. injury and incident rates, absenteeism, training rates, staff turnover, employee or
client survey results, ranking in sector….

Absenteeism has been reduced from 2.5% per annum to 1.5% per annum over a 5 year period.
Further to this MTM have never had any action taken against them from the HSE, and enjoy
strong relationships with all regulatory bodies.
Insurance premiums have remained stable, in an economy that has seen substantial increases.
Risks posed by board arrangements
(a) To what extent do you believe that your board level arrangements have affected the
possibility of individual directors being sued or prosecuted for a health and safety problem?
Please explain your answer.
“The fact we take it seriously actually minimises the risk of this happening. We treat it
seriously; therefore we shouldn’t be at risk”.
(b) To what extent do you believe that your board level direction of H&S has affected the risk
posed to your organisation by health and safety failures? Please explain your answer.
“It has reduced this level of risk. We do risk assessments and act responsibly.”
(c) Has the board’s and/or your involvement in H&S stopped you or the board from properly
managing other important aspects of the business, if so what and how?
“It is an integral part of how we run the business. It is not an add on.”
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Strongly
agree

To what extent do you agree that?

Agree

Unsure

Disagree

Strongly
disagree

The time and effort required of the board to
direct H&S is justified by the business benefits
The time and effort required of the board to
direct H&S is reasonable
There is a wish to reduce the amount of time
devoted by the board to H&S
Your message to other directors
What would you say to directors and boards that do not provide leadership and direction on
occupational health and safety?
My message to directors and boards that do not direct H&S is.......
“You are threatening the survival of your business. Also you are missing out on the opportunity
to get employee involvement which leads to higher productivity.”
Three most important things
Of all the things that your board has done to direct H&S, please cite the 3 most important:
1) Communicating that health and safety is everyone’s responsibility.
2) Setting up the accident prevention committee
3) Having a supportive culture for those that suffer from health problems both inside and
outside work.
Recommendations to other organisations
Would you recommend your board level H&S arrangements to other organisations?
Without doubt, MTM would not have the strong health and safety culture that it enjoys if this
was not championed from the very top (MD level). As such, we would recommend having
Board level accountability and responsibility for all organisations, perhaps even more so for the
SME sector, where health and safety can sometimes be placed further down the list of business
priorities.
Further improvements and future plans
(a) If you could improve further your board level arrangements, what would you change and
why?
As a business we are always striving for continuous improvement, hence we always check that
what we have in place is still valid and relevant to the business and employees needs. It is an
iterative process.
(b) What are your plans for the future development of your board level direction of H&S?
We have committed to the Investors in Excellence standards.
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5.24 Norfolk and Norwich University Hospital NHS Trust
The Norfolk & Norwich University Hospital NHS Trust is involved in the healthcare sector in
the providing of health care services to the public. Located in Norwich, the trust employs in
excess of 5,000 people.
5.24.1 History of the development of board arrangements
(a) Can you please summarise the sequence of events and decisions over the past few years that
led you to create your current board level arrangements for health and safety?
About 4 years ago the then health and safety advisor in the Trust left, meaning there was no-one
with specific responsibility or expertise in health and safety in the organisation.
The Trust operates under a variety of regulatory standards, such as HSE targets and standards
for clinical negligence scheme for Trusts (CNST). These state that Trusts need to have
arrangements at Executive level for health and safety and risk management.
In 1999 the CEO produced Board papers stating that formal responsibility for health and safety
would be delegated from him to the Executive Director for Nursing and Education, Margaret
Coomber.

When making the arrangements for health & safety, did you…

Yes

No

Unsure

…seek consultancy advice?
…benchmark yourself against other organisations?
…read HSC/E guidance?
…go through a process of “iteration” in the development of your
arrangements?
…consult with safety representatives / the workforce?
…consult a solicitor?
…read guidance on corporate governance?
…take guidance from previous experience of CEO / MD and / or other
board members?

Did you create a new seat on the board to fulfil the role of health and safety Yes
Director?

No

Did you merge the responsibility with another directorial role, e.g. HR, Risk, Yes
Operations?

No

Nursing and Education
(b) Please describe in your own words, how you decided what your board health and safety
arrangements should be:
This decision was based on the clear guidance given in the regulatory standards that apply to
NHS Trusts and to show commitment to health and safety from the top team.
Alison May, appointed as Risk Manager, is responsible for health and safety and reports directly
to both Margaret Coomber and the CEO.
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Strongly
agree

To what extent do you agree that?

Agree

Unsure

Disagree

Strongly
disagree

It was straightforward to decide how to
develop an effective set of board
arrangements
It was relatively undemanding in deciding
how best to provide board level health and
safety direction
We have had to improve our board level
arrangements due to initial problems with our
arrangements
(c) Can you please describe lessons learnt from during the development or operation of your
board level health and safety arrangements?
Changes have had to be made to the arrangements due to changes in the external standards that
the Trust has to comply with.
We found that setting health and safety responsibility at Executive level gives a strong
commitment from the top and sends a strong message to others in the organisation; employees
know that it is taken seriously.
Having a Director chairing the Trust health and safety committee has had a major impact on
getting things done, and improved communication both to and from the Board with employees.
5.24.2 Reasons for developing or having board level direction
To what extent did you increase health
and safety direction because of the
following reasons?
The perception that health and safety is a significant
corporate risk, e.g. risk posed by a major incident,
prosecution, etc.
A perception that productivity could be improved by better
health and safety, e.g. reduction in absence and better staff
morale
The need to respond to one or more specific health and
safety regulations / the growing body of health and safety
regulation
The need to respond to growing demands for corporate
governance, e.g. Turnbull
A wish to be socially responsible
No specific reason
Demands from a new owner / change in management / new
CEO or MD
The possibility of a new law on directors health and safety
responsibilities
The possibility of corporate manslaughter prosecutions
Response to requirements of investors, business clients or
insurers
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Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

To what extent do you agree that?
You would not have developed your arrangements without
the prospect of legal mandation of directors health and
safety responsibilities
You would not have developed your arrangements without
the increased risk of directors being prosecuted for
manslaughter / negligence etc.
You developed your board arrangements despite advice
from solicitors/consultants/advisors that this may increase
the risk of individual directors being held liable for health
and safety failures

Can you please elaborate on the answers given above?
Where disagreed: the changes were not driven by the legal mandation from HSE, but were
driven by mandatory requirements from other regulating bodies at the time.
(a) Can you please say in your own words why was health and safety considered important
enough to deserve and require board level direction?
The main reason was to achieve CNST (Clinical Negligence for Trusts) level 1 & 2 in order to
reduce contribution to NHS Negligence scheme, and to be eligible for the RoSPA awards
demonstrating levels of health and safety practice, i.e. direct business benefit. These both
require that health and safety is formally led at Executive level.
(b) Can you please say in your own words why it is important that boards manage health and
safety rather than delegating it to (say) health and safety managers?
Boards managing health and safety ensures that there is strategic direction given to health and
safety issues e.g. Margaret has driven health and safety into the Trust business planning process.
Placing the responsibility with the CEO and a Director that has Trust-wide responsibilities
ensures that health and safety is focused on in all parts of the organisation and integrated into all
activities.
5.24.3 Description of current arrangements
Directorial arrangements
Do you have a named director responsible for health and safety?

Yes

No

(a) What is the job title of the director responsible for health and safety?
Executive Director for Nursing and Education
(b) Why did the health and safety leadership role go to this post rather than (say) the Operations
Director or Finance Director?
Margaret has a quality role and is very visible in the Trust so has direct contact with the
workforce, so health and safety could be carried out in the same way. An additional reason was
because she was willing to take it on. There was no Operations Director and the Director of
Resources had a large agenda to deal with.
(c) Can you please summarise or provide a copy of their health and safety responsibilities or the
organisation’s safety manual that describes their role, or any other appropriate document?
Extract from NNUH Trust Policy Statement
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“The Chief Executive of the Trust has overall responsibility for the formulation,
implementation and development of the policy and is committed for ensuring, so far as is
reasonably practicable, the health, safety and welfare of all staff and any others who may be
affected by the Trust activities.
The Chief Executive and the Trust Board are the policy makers for health and safety within
the Trust. They also ensure that there are appropriate resources for the provision of competent
health and safety advice and assistance within the Trust and that health and safety planning is an
integral part of the overall Corporate Planning Process.
The Governance Committee is responsible for controlling risks that could lead to injury, ill
health or loss. The Committee controls risks by monitoring the effectiveness health and safety
within the Trust. The Committee will take into account all relevant legislation to ensure that
minimum legal standards are met and maintained and to regularly review this policy statement.
The Governance Committee is responsible for planning for health and safety within the Trust in
conjunction with The Health and Safety Department and the Trust Health and Safety Committee
The Director of Nursing [Margaret Coomber] is responsible for:
•

Chairing the Trust Health and Safety Committee

•

Acting as the nominated director for health and safety within the Trust reporting directly to
the Chief Executive and the Governance Committee

•

Overseeing the management and co-ordination of health and safety within the Trust

•

Ensuring that the Trust health and safety policy reflects the current requirements of the
organisation

•

Ensuring that health and safety policy is updated

•

Ensuring that individuals and groups within the Trust are aware of their health and safety
responsibilities

•

Establishing strategies to implement the policy and to integrate it into the activities of the
Trust

•

Specifying how the Trust will plan, measure review and audit the health and safety policy

•

Specifying a structure for implementing policy and supporting plans

•

Agreeing plans for health and safety improvement and reviewing progress so as to develop
the Trust policy

•

Ensuring the adequate provision of health and safety training at all levels of the organisation

•

Monitoring the effectiveness of health and safety within the Trust

•

Giving information as appropriate to the Chief Executive so that he can meet his health and
safety obligations

The Risk Manager [Alison May] is responsible for:
•

Ensuring that the health and safety policy reflects the commitment of the Trust with regard
to health and safety

•

Making recommendations to the Governance Committee and the Board of any revisions to
operational documents that may be required

•

Producing appropriate health and safety documentation and ensuring distribution to staff

•

Producing detailed plans to achieve Trust health and safety objectives
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•

Providing information and statistics on health and safety achievements for inclusion in the
annual report

•

Assisting the Governance Committee in advising on plans for achieving health and safety
improvement within the Trust

•

Monitoring health and safety within the Trust to ensure that standards are maintained

•

Providing line management to the members of the health and safety department

•

Assisting the Governance Committee in such a way so that it can meet its health and safety
obligations

Approximately what proportion of the named director’s time is devoted to health
and safety?

0-60%

Time devoted to health and safety activities is seen as being highly variable,
depending on issues that are being worked on at the time; from 0-60%. Of formal
time allocated – meetings with health and safety team, health and safety committee,
etc: 10 hours / week.
Approximately what proportion of the board’s time is devoted to health and safety?

10%

For the Board, about 10% of time is formally allocated in the meeting. They will
spend longer if there are additional issues to be dealt with in and out of the
meeting.

Summary of board level leadership and direction
(a) Can you please describe the way in which the board and the director for health and safety
provide leadership and direction on health and safety?
Via risk strategy and health and safety Policy both signed off by CEO.
Board members are seen to discuss health and safety and include it in their day-to- decision
making. Generally, don’t do site inspections, apart from Margaret. Occasionally, non-executive
members will join the Risk team on inspections.
Margaret and the CEO and other Executive Directors attend the safety open days, where health
and safety issues are publicised to both employees and the public. Some non executives attend
(b) If you have a named director responsible for health and safety, can you please say in your
own words what the advantages and benefits are of having a named director rather than having
health and safety as a shared responsibility of the board as a whole?
“Give a clear focus and remit for health and safety”.
“Ensures corporate messages reach the workforce and that clear messages are sent to all staff
about individual responsibilities.”
Specific arrangements regarding HSC action points
Can you please summarise your board level arrangements for each of the following specific
points:
(a) Publicising the board’s role in health and safety
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Health and Safety policy and risk strategy are available via inter and intranets. These are sent to
the Primary Care Providers and Health Authorities.
(b) Each member of the board recognising their personal responsibilities for health and safety
Board members receive annual RoSPA training as part of being a RoSPA gold standard
organisation (about 1 day a year in ½ day sessions)
Responsibilities are stated in Trust documents.
(c) Ensuring board decisions on procurement and contracting reinforce health and safety
intentions
Health and safety and Risk are explicitly considered in business case decisions, and health and
safety are actively involved in procurement activities. For example, a recent purchase contract
included recommendations to the company following a health and safety risk assessment of the
product. Changes were made in the light of this.
(d) Board engaging with the workforce on health and safety
Margaret and the CEO attend health and safety open days and “walk the floor” talking to staff.
Other Directors do so to a lesser degree.
(e) Board level arrangements for reviewing health and safety performance, keeping health and
safety policy aligned with board priorities, being informed of health and safety failures,
ensuring health and safety management systems are in place and remain effective and are
monitored / reviewed.
All health and safety policies are annually reviewed and ratified by the Board and are also
reviewed by the Joint Consultative Committee, which has employee and Union representatives
from Unison, Society of Radiographers, Royal College of Midwives, Royal College of Nursing,
AMICUS, Chartered Society of Physiotherapists. This committee was also consulted in making
the Board level arrangements for health and safety.
Any health and safety failures are reported to the Board.
The Health and Safety team provide on-going health and safety monitoring. Developing action
plans for the health and safety department and on specific health and safety initiatives these are
reported up to the Board.
Minutes of Trust health and safety committee meetings go to Clinical Governance Committee
and the Trust Board.
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5.24.4 Impact of board level direction
Perceived Benefits
In what way do you believe your board
level health and safety direction and
leadership has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

(a) Helped to reduce your corporate risk
(b) Reduced the disruption to your organisation
created by health and safety problems
Comments:

The Board is now aware of what health and safety issues cause disruption, as recorded
in risk register. As a result, we can now act faster and there is less disruption.

(c) Helped to improve business performance,
e.g. less absence, more sales
Comments:

Has improved business performance by the following:

•

CNST status means reduced costs for the negligence scheme

•

Ensuring that items with lower health and safety risks are purchased due to involvement in
procurement. This can also lead to price discounts, as well as reducing costs due to health and
safety incidents.

(d) Helped to fulfil
responsibility aspirations

corporate

social

Comments:

Has focused minds on health and safety and increased understanding of responsibilities
for health and safety of all on the Board.

(e)
Helped
to
improve
corporate
communications and public relations
Comments: Could

improve the awareness with staff and public on the achievement of safety awards
and information, which is currently not displayed in a central place. We hope to be able to display
information again in the future.

(f) Improved relations with the HSE and other
external regulators
Comments:

Margaret Coomber and the CEO always get involved in talking to the HSE and the
CNST following incidents. So far, this has resulted in the Trust having no formal enforcement
actions taken.
CEO/Board always informed of outcomes of visits by inspectors.
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In what way do you believe your board
level health and safety direction and
leadership has:

Strongly
agree

Agree

(g) Improved relations with investors, insurers
and other external financial stakeholders

Unsure

Disagree

Strongly
disagree

n/a

(h) Improved relations with trade unions and
the workforce
Comments:

Margaret Coomber, chairing Trust health and safety committee, with second director
(Estates) as vice chair, is very visible and respected by Unions and employees, and has improved
relationships on health and safety issues. This has also resulted in improved employee input at the
committee and of information coming from the board.
“News for you”, which carries health and safety information, is also published in the Intranet and
so visible to Unions and employees.

(i) Helped in the response to HSE improvement
/ prohibition notices and/or prosecutions
Comments:

See (f above). CEO, Margaret Coomber and safety team worked with HSE on one
particular incident and HSE didn’t enforce because they could see that there was executive
responsibility being shown.

(j) Led to health and safety improvements, e.g.
fewer injuries
Comments:

Margaret Coomber being on Trust health and safety committee and putting health and safety
requirements into the business planning process has resulted in:
•

Fewer injuries

•

Fewer reported injuries - our accident history is as follows:

•

o

1998 - 64 reportable injuries

o

1999- 59 reportable injuries

o

2000 – 40 reportable injuries

o

2001 – 23 reportable injuries

o

2002 – 23 reportable injuries

Improvements being made across the Trust over time.
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Specific example(s) of benefits and data to demonstrate
(a) Can you please describe specific example(s) of how your board level health and safety
direction has benefited health and safety?
•

A reduction in RIDDOR – over 3 days (see graph below).

•

A reduction in manual handling issues following Board agreement to carry out staff training

•

No health and safety prosecution in last four years, and only one Improvement Notice
following a clinical incident. This has since been met without penalties.
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(b) Can you please provide data, such as injury rates, that demonstrates the health and safety
benefits of board level direction?
See above.
Risks posed by board arrangements
(a) To what extent do you believe that your board level arrangements have effected the
possibility of individual directors being sued or prosecuted for a health and safety problem?
Please explain your answer.
This has resulted in a reduced probability of actions being taken against Directors. This is due
to:
•

Relations between the HSE and the Executive Directors.

•

Changes that are being made by the health and safety team and Margaret Coomber

•

Good Board level communications and arrangements for health and safety, meeting the
regulatory guidelines. “They are well organised and have clear accountability”.

(b) To what extent do you believe that your board level direction of health and safety has
effected the risk posed to your organisation by health and safety failures? Please explain your
answer.
Reduced, as in (a) above.
The structured, clear approach means that it is quickly apparent where action is needed and
attention is focused on it.
(c) Has the board’s and/or your involvement in health and safety stopped you or the board from
properly managing other important aspects of the business, if so what and how?
No. It is part of the remit.

324

Strongly
agree

To what extent do you agree that?

Agree

Unsure

Disagree

Strongly
disagree

The time and effort required of the board to
direct health and safety is justified by the
business benefits
The time and effort required of the board to
direct health and safety is reasonable
There is a wish to reduce the amount of time
devoted by the board to health and safety

Your message to other directors
What would you say to directors and boards that do not provide leadership and direction on
occupational health and safety?
My message to directors and boards that do not direct health and safety is...
“Need to be visible, show top level commitment and be seen at shop floor. Be involved in what
is going on in health and safety” and develop a corporate approach.”
“Ensure that full understanding of personal responsibility for health and safety.”
The most important things
Of all the things that your board has done to direct health and safety, please cite the most
important:
1) Clear direction
2) Clear responsibility and accountability
3) Demonstrated a commitment from the top to health and safety; via exchange of information
between health and safety team and board
4) Business and procurement processes now focused and include health and safety.
Recommendations to other organisations
Would you recommend your board level health and safety arrangements to other organisations?
Yes, because they are so clear.
It is good for members of an organisation to see that all have accountability for health and
safety. This gives a clear corporate approach.
Further improvements and future plans
(a) If you could improve further your board level arrangements, what would you change and
why?
Increase the training of Board members, by doing more “short and sharp” sessions for them on
specific topics.
Increase shop-floor visibility for Board members, other than CEO and Margaret Coomber, who
is already highly visible. (e.g. increase attendance at meetings, procurement evaluations)
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(b) What are your plans for the future development of your board level direction of health and
safety?
Increase Board understanding via tailored, regular training. Margaret Coomber to encourage
greater employee level visibility of other Board members through involvement in safety
activities.

326

5.25 North Staffordshire Combined Healthcare NHS Trust
North Staffordshire Combined Healthcare NHS Trust provides mental health and supported
living services. Based in Stoke-on-Trent, the organisation employs 3,000 staff.
5.25.1 History of the development of board arrangements
(a) Please describe the organisational context of this case study: who is being considered “the
Director”, and “the Board”, and how they fit in the overall organisational structure
•

As CEO, Chris Buttonshaw has statutory legal responsibility for health and safety. Day
to day board responsibility for H&S is delegated to David Pearson the Director for
Clinical Governance and Nursing. David Pearson is being featured in this case study.

•

The Trust board consists of 8 people and the chairman of the board is a non-executive
director.

•

The trust has seven operational units (structural diagram provided)

(b) How have the current arrangements developed over time, in particular the last few years
•

The trust was prosecuted 3 times in early 90’s (3 serious untoward incidents). The
organisation had no health and safety department so H&S Manager Dan Smith was
appointed to set it up in 1993.

•

The Chief Executive in 1993 gave total backing in leadership and resources to develop
H&S and it was decided that the H&S manager should report to a director. The backing
and leadership of the board was critical to the success of raising the profile of H&S and
laying out responsibilities. H&S has now been in place for 12 years.

•

Input from the 1996-7 the Commission for Health Improvement (CHI) audit.

•

Government guidelines bringing corporate and clinical Governance into the NHS
required H&S to be part of a directorate. The Trust reorganised in 2002 in response to
this and present H&S structure and arrangements were introduced.

•

The main aim of the new structure was to raise the profile of clinical risk and manage it
as well as they were managing non-clinical risk. They wanted a joined up structure for
H&S – mainstreaming health and safety and core clinical governance to create a ‘whole
systems’ approach.

•

Safety teams from the Estates Department were brought into the Clinical Governance
Directorate and their portfolio extended to cover all H&S and risk. This linked clinical
and non-clinical risk.

•

In a 2003 inspection by the CHI the Trust achieved good scores and is now building on
that and fine-tuning the systems.

(c) Why has responsibility for H&S been given to this post rather than, say, the Operations
Director or Finance Director?
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•

David Pearson is responsible for governance and bringing together all risk and health
and safety functions into one directorate

(d) What is the organisational structure for the implementation and monitoring of H&S?
•

There is a joined up risk management team

•

The H&S policy (provided) sets out all organisational arrangements and responsibilities
and is signed by the CEO

•

The policy document sets out that the CEO delegates day to day H&S responsibility to
the Director of Clinical Governance and Nursing

(e) Which of your employees would know who has the ultimate responsibility for H&S? How
would they know this?
•

The H&S Policy is issued to all managers who have responsibility for staff

•

The H&S structure and responsibilities are explained to staff in corporate and local
inductions and there is continual training for updating staff on health and safety issues.
The aim is to instil a culture of personal responsibility.

•

The H&S Policy statement signed by the CEO is on display in all buildings and the
policy is on the intranet.

(f) Who would employees consider to be responsible for implementing H&S in the organisation.
•

The H&S structure and responsibilities are explained to staff in corporate and local
inductions. Health and safety is considered a key skill and the message given in
training is that everyone is responsible. The aim is to instil a culture of personal
responsibility.

•

People know Dan Smith as the person who implements H&S

When making the arrangements for health & safety, did
you…
…seek consultancy advice?
…benchmark yourself against other organisations?
…read HSC/E guidance?
…go through a process of “iteration” in the development of your
arrangements?
…consult with safety representatives / the workforce?
…consult a solicitor?
…read guidance on corporate governance?
…take guidance from previous experience of CEO / MD and / or other
board members?
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Yes No Unsure

Did you create a new seat on the board to fulfil the role of H&S Director?

Yes

Did you merge the responsibility with another directorial role, e.g. HR, Risk, YES
Operations?

NO
No

David Pearson’s remit was widened.

(g) Any other comments on how you decided the correct board arrangements for H&S:

To what extent do you agree
that?

Strongly
agree

Agree Unsure Disagree

Strongly
disagree

It was straightforward to decide
how to develop an effective set
of board arrangements
It was relatively undemanding in
deciding how best to provide
board level H&S direction
We have had to improve our
board level arrangements due to
initial problems with our
arrangements

(h) Can you please describe lessons learnt from during the development or operation of your
board level H&S arrangements?
•

The Trust found they had to integrate H&S with the business, it could not be an separate
or bolt on issue

•

Good H&S is good business, boards are there to manage the business and if good H&S
is not integrated the business wont work

•

It is important that responsibilities are clearly defined and the director is proactive and
really championing health and safety
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5.25.2 Reasons for developing or having board level direction
To what extent did you increase Strongly Agree Unsure Disagree Strongly
H&S direction because of the
agree
disagree
following reasons?
The perception that H&S is a
significant corporate risk, e.g. risk
posed by a major incident,
prosecution, etc.
A perception that productivity could
be improved by better, e.g. reduction
in absence and better staff morale
The need to respond to one or more
specific H&S regulations / the
growing body of H&S regulation
The need to respond to growing
demands for corporate governance,
e.g. Turnbull
A wish to be socially responsible
Demands from a new owner / change
in management / new CEO or MD
The possibility of a new law on
directors H&S responsibilities
The
possibility
of
corporate
manslaughter prosecutions
Response
to
requirements
of
investors, business clients or insurers
Any other reasons:
Performance management targets set
by government.
To what extent do you agree that?
You would not have developed your
arrangements without the prospect of
legal mandation of directors H&S
responsibilities
You would not have developed your
arrangements without the increased
risk of directors being prosecuted for
manslaughter / negligence etc.
You
developed
your
board
arrangements despite advice from
solicitors/consultants/advisors
that
this may increase the risk of
individual directors being held liable
for H&S failures
Can you please elaborate on your answers above?
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•

The main driver was to raise the profile of clinical risk. Data on this issue had never
been collated properly before but corporate governance and government targets were
driving the need to fully address this. The Trust cannot operate without government
endorsement

•

The Trust wanted to offer the best patient care in the safest environment possible

•

It was important that the Trust got the confidence of staff to report all incidents and
move towards the government led initiative to create a fair-blame culture.

(a) Can you please say in your own words why was H&S considered important enough to
deserve and require board level direction?
•

It gives a clear message from management and shows commitment from the highest
level. Directors have the power to make changes.

(b) Can you please say in your own words why it is important that boards manage H&S rather
than delegating it to (say) H&S managers?
•

Directors have the power and influence to instigate change and they can allocate
resources. Accountability must also be with the board and directors.

5.25.3 Description of current arrangements
Directorial arrangements
Approximately what proportion of the named director’s time is devoted to H&S?

50%

It pervades everything that David does.
Approximately what proportion of the board’s time is devoted to H&S?

50%

(All risk related and clinical governance activity)

Summary of board level leadership and direction
(a) Can you please describe the way in which the board and the director for H&S provide
leadership and direction on H&S?
•

The team briefing materials, which may be email or hard copy, include H&S
information written by David

•

Sets health and safety agenda and chairs Project Group Meetings on H&S

•

Chairs monthly management meeting for Clinical Governance and Nursing directorate

•

H&S is on the agenda at all trust board meetings

•

H&S is a key part of the Clinical Governance Committee

•

Chairs Infection control committee
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•

Unannounced clinical visits carried out by David, the trust chairman and the medical
director. They identify any issues and get them rectified. These visits these are done
weekly across any of the sites

•

Directors are accessible – any member of the team can talk to David

•

H&S is a key part of the agenda at weekly Executive Director Meetings which discusses
emergent and strategic issues.

(b) If you have a named director responsible for H&S, can you please say in your own words
what the advantages and benefits are of having a named director rather than having H&S as a
shared responsibility of the board as a whole?
•

The Trust has a H&S champion on the board with a clear focus to raise H&S concerns
or strategies. It gives health and safety credibility. If he was not championing it, it
would not be so focussed and may get lost in other board business. Accountability is
better with a named person rather than with a whole group.

Specific arrangements regarding HSC action points
Can you please summarise your board level arrangements for each of the following specific
points:
(a) Publicising the board’s role in H&S
•

Company H&S policy and H&S policy statement is on all notice boards and is available
on the Intranet and website.

•

The Directors’ job descriptions cover health and safety responsibility.

(b) Each member of the board recognising their personal responsibilities for H&S
•

The Directors job descriptions cover health and safety responsibilities. All details are in
the H&S Policy folder. The Trust is a public body and all board meetings are open to
the public.

(c) Ensuring board decisions on procurement and contracting reinforce H&S intentions
•

Procurement and contracts include health and safety criteria but procedures do not go
up to board level unless they involve major capital expenditure

•

When appropriate, advice from the H&S Manager’s team is presented to the board on
issues or projects to help them make decisions based on company policy.

(d) Board engaging with the workforce on H&S
•

Two staff representatives (union reps) are members of the board and attend all board
meetings

•

Walkabout checks on sites are done by board members and they engage with the staff
they meet on health and safety matters

•

Minutes of all board meetings are public documents.
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(e) Board level arrangements for reviewing H&S performance, keeping H&S policy aligned
with board priorities, being informed of H&S failures, ensuring H&S management systems are
in place and remain effective and are monitored / review
•

An annual H&S report is submitted to the board.

•

A monthly untoward incident report goes to board but the Executive Meeting gets a
weekly update of serious untoward incidents

•

Risk reports and presented to the board annually

•

The Clinical Governance Committee meet monthly and provide quarterly reports to the
Trust board

•

Snapshot, a graphical and easy to read summary of the untoward incident report is
circulated monthly to all staff

•

From 2001 to April 2005 the trust was required to meet the Controls Assurance
Standard which includes 24 KPIs for H&S. All NHS trusts have to complete this and
had to include a statement of internal control from the CEO. This has been a useful
tool for the board but will soon be replaced by the Healthcare Standards.

5.25.4

Impact of board level direction

Perceived Benefits
In what way do you believe your board
level H&S direction and leadership has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

(a) Helped to reduce your corporate risk
Comments:

•

It has highlighted areas where there were weaknesses so that these could be addressed. It has
had a major impact on the management of clinical risk, better monitoring and management is
now possible

•

The Trust has moved from level 0 to level 1 in the Clinical Negligence Scheme for Trusts
(CNST). This resulted in a 10% reduction in the CNST premium, saving £11,000 per annum.

(b) Reduced the disruption to your organisation
created by H&S problems
Comments:

The Trust is better able to manage incidents when they occur. It can react better and
therefore disruption is reduced, more than it being simply a matter of less incidents.
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In what way do you believe your board
level H&S direction and leadership has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

(c) Helped to improve business performance,
e.g. less absence, more sales
Comments:

The Trust considers it has better management of the business.

(d) Helped to fulfil corporate
responsibility aspirations

social

Comments:

The NHS is publicly accountable but the Trust we are now more accountable. It can
meet corporate governance and performance targets.
It has developed a Staff charter, agreed with the unions, which is a statement of the rights and
responsibilities of staff

(e) Helped
to
improve
corporate
communications and public relations
Comments:

Snapshot initiative has improved communication of H&S issues to staff

The Trust has improved openness and transparency and people who is responsible for H&S
(f) Improved relations with the HSE and other
external regulators
Comments:

The Trust has an excellent working relationship with local HSE. They provide good
advice and information.

(g) Improved relations with investors, insurers
and other external financial stakeholders
Comments: The Trust increased its CNST (clinical negligence scheme for trusts) score from 0 to 1
at the last review and are currently waiting to go to level 2. Consequently, its premiums have
reduced by 10%, saving £11,000 / year.

(h) Improved relations with trade unions and
the workforce
Comments:

The Staff Charter was developed in collaboration with the unions (Unison and RCN) in
2003. Two union representatives sit on the trust board and area actively involved in decision
making.
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In what way do you believe your board
level H&S direction and leadership has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

(i) Helped in the response to HSE
improvement / prohibition notices and/or
prosecutions
Comments:

Not had any

(j) Led to H&S improvements, e.g. fewer
injuries
Comments:

There is a reducing trend in RIDDOR reportable injuries (16% reduction); from 14.3 per
1000 staff in 2000 to 12 per 1000 staff in 2004
The Trust achieved 2 ROSPA awards – highly commended in healthcare sector in 2003,
healthcare sector winner in 2004
The Trust believes it has raised the awareness of all staff on H&S

Specific example(s) of benefits and data to demonstrate
(a) Can you please describe specific example(s) of how your board level H&S direction has
benefited H&S?
•

Restructuring of the organisation was presented by to the board by David Pearson and
was supported by the board. The new arrangements integrated clinical risk and H&S
across the organisation and completely re-engineered the way we manage H&S,
responsibility, reporting, etc. This raised the profile of H&S and risk and it became
visible and accessible and contributed to the Trust’s improvement from 1 star to 3 star
NHS trust performance rating (awarded by the Commission for Health Improvement).

•

During the Clinical Governance Review (conducted by the Commission for Health
Improvement) the Trust was assessed at level ii(c) for Risk Management.

•

The systems help everyone understand their contribution to H&S (i.e. staff induction,
training, information on the intranet, team talks, reports to the board, corporate
magazine etc). It also nurtures an environment of innovation for the H&S team

•

David set up a working group on patient suicide

•

The Risk Register was developed so the board knows what the risk are that the trust is
facing and can act on the information

•

The Trust has raised the awareness of all staff so we can provide a safer service to
patients

•

Snapshots provide feedback to teams on learning from serious untoward incidents and
makes health and safety real
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•

The raised profile of clinical risk enables staff to report clinical incidents that might not
have been reported before. The Trust can learn from this and better manage the
business (previously there was not a culture of reporting). There is better pooling of
knowledge.

(b) Can you please provide data that demonstrates the H&S benefits of board level direction?
•

Reporting of incidents has increased.

•

Data on incidents over the last 5 years (see table below)
Accident History

2000

2001

2002

2003

2004

Reportable Injuries

68

65

51

43

36

Employees - manual/ process

63

63

48

43

36

Employees non-manual

5

2

3

0

0

Employees Total

4763

5300

3608

3004

3003

Incident rate per 100,000 employees

1428

1226

1414

1431

1199

The Trust isn’t able to supply a NAO ranking but looking at the analysis of their responses, the
Trust believes it compared with or were better than other Mental Health Trusts.
Risks posed by board arrangements
(a) To what extent do you believe that your board level arrangements have affected the
possibility of individual directors being sued or prosecuted for a health and safety problem?
Please explain your answer.
•

The Trust knows that it can never be complacent but believes it has reduced the
likelihood of prosecution because it has sound systems and accountability.

(b) To what extent do you believe that your board level direction of H&S has affected the risk
posed to your organisation by health and safety failures? Please explain your answer.
•

The board are more interested in systems to manage risk and demand regular reports so
they are more aware

•

Staff feel more confident in reporting incidents so there is more openness and an
increased opportunity for identifying and therefore reducing the risks posed to the
organisation

•

There is less chance of failures in an open transparent culture than where there is a
climate of fear and no clear responsibility.

(c) Has the board’s and/or your involvement in H&S stopped you or the board from properly
managing other important aspects of the business, if so what and how?
•

It is all integrated, and can’t be separated out.
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Strongly
agree

To what extent do you agree that?

Agree

Unsure

Disagree

Strongly
disagree

The time and effort required of the board to
direct H&S is justified by the business benefits
The time and effort required of the board to
direct H&S is reasonable
There is a wish to reduce the amount of time
devoted by the board to H&S

Your message to other directors
What would you say to directors and boards that do not provide leadership and direction on
occupational health and safety?
“Health and safety is an integral part of business. Boards need someone with the passion and
energy to ensure it stays at the core of the organisation.”
Three most important things
Of all the things that your board has done to direct H&S, please cite the 3 most important:
1) Recognised that H&S is an integral part of the organisation and rectified the structure
2) Endorsed the move to a single incident reporting system which captures all near missed and
serious incidents
3) Putting H&S as a key part of the board’s agenda. As a result of 1 & 2 the boards
expectations are raised and H&S is regularly discussed at board level.
Recommendations to other organisations
Would you recommend your board level H&S arrangements to other organisations?
•

Yes, to all NHS trusts. It was critical to integrate H&S into a whole systems approach

Further improvements and future plans
(a) If you could improve further your board level arrangements, what would you change and
why?
•

Nothing at present.

(b) What are your plans for the future development of your board level direction of H&S?
•

They are continually being reviewed. But the biggest risk is succession planning and
identifying where the health and safety expertise will come from in the future.
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5.26 Pendle Borough Council
Pendle Borough Council is located in Nelson, Lancashire and employs 650 staff.
5.26.1

History of the development of board arrangements

(a) Please describe the organisational context of this case study: who is being considered “the
Director”, and “the Board”, and how they fit in the overall organisational structure
•

The ‘board’ is made up of the Management Team which consists of the CEO (Stephen
Barnes) and eight others:
3 Executive Directors
the Personal Manager (Stephen Traynor)
the Accountancy & Audit Manager
Corporate Strategy & Partnerships Manager
2 other Service Managers (on a rolling program from different service
areas)

•

The thematic approach creates joined up thinking to deliver priorities

•

Details of the structure are in the document ‘Corporate Approach to Risk Management’

•

Directors – CEO Stephen Barnes/ Personnel manager Stephen Traynor (nominated
H&S director

The Directors being profiled are the CEO Stephen Barnes and the Personnel Manager Stephen
Traynor who are both board members.
Steven Barnes, as CEO:
•

Has overall responsibility for health and safety management across the Borough
Council. He spearheads ownership of H&S across the organisation including the board
and members

•

His motivation is to take his responsibility seriously and respond to regulations. He
sees the benefits in reducing risks and costs to the organisation and believes that risk
management is at heart of business.

•

Stephen is an accountant by background and was Director of Finance at Pendle BC for
nearly 8 years before becoming CEO in 1993.

Stephen Traynor, as Personnel Manager:
•

Is nominated Health and Safety Director and champion (as described in HSC guidance)

•

He provides advice to the Management Team and takes a more technical hands-on role
in the development and implementation of H&S strategy
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(b) How have the current arrangements developed over time, in particular the last few years?
•

The current organisational structure has been in place for nearly 8 years and Stephen
Barnes has been CEO for all this time

•

In 2001/02 background work was done to develop a new strategy for managing H&S

•

The main driver for change was the HSC document on “Revitalising H&S” and
prompted Stephen Traynor’s appointment as nominated H&S director

•

There was also a response to new government guidance on corporate governance
requirements for Local Authorities

•

These two issues presented an opportunity to review and restructure the management of
H&S (previous restructure was 1994) and integrate health and safety into the business
ethos

(c) Why has responsibility for H&S been given to this post rather than, say, the Operations
Director or Finance Director?
•

The CEO has ultimate responsibility but the whole process was reviewed in the light of
HSE guidance. The link between health and safety and HR is critical and HR had the
resources to police it

(d) What is the organisational structure for the implementation and monitoring of H&S?
•

The document ‘Corporate Approach to Risk Management’ sets out the basis for Pendle
BC’s approach

•

There is a Corporate Statement of H&S Policy which sets out responsibilities for health
and safety and is signed by the CEO (provided)

•

Employees report H&S issues to their line manager; this then goes to the Service
Manager. Health and safety issues are also reported through unions and H&S
representatives in each building.

(e) Which of your employees would know who has the ultimate responsibility for H&S? How
would they know this?
•

All employees are made aware of health and safety responsibilities through meeting the
Directors during their induction process. They also receive an employee handbook
which contains a copy of the corporate H&S policy.

•

Staff also receive follow up H&S training sessions on relevant topics. These would all
be done within 3-6 months of their induction.
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(f) Who would employees consider to be responsible for implementing H&S in the
organisation.
•

People take personal responsibility but know that Stephen Traynor is responsible for
implementing health and safety (especially on the occupational health side) with
operational support from Health and Safety Officers (Michelle Maloy and Andrew
Watson)

•

Operational Services (e.g. cleaning, street cleaning, parks, highways, etc) all have H&S
representatives.

When making the arrangements for health & safety, did you…

Yes

No

Unsure

…seek consultancy advice?
…benchmark yourself against other organisations?
Partly by comparing ourselves to best practice.
…read HSC/E guidance?
This was a major factor
…go through a process of “iteration” in the development of your
arrangements?
Change was based on an audit.
…consult with safety representatives / the workforce?
And unions
…consult a solicitor?
H&S officers provided legal advice.
…read guidance on corporate governance?
…take guidance from previous experience of CEO / MD and / or other
board members?

Did you create a new seat on the board to fulfil the role of H&S Director?

Yes

Did you merge the responsibility with another directorial role, e.g. HR, Risk, YES
Operations?

(g) Any other comments on how you decided the correct board arrangements for H&S:
None
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NO
No

Strongly
agree

To what extent do you agree that?

Agree

Unsure

Disagree

Strongly
disagree

It was straightforward to decide how to
develop an effective set of board
arrangements.
Once the audit process was completed
It was relatively undemanding in deciding
how best to provide board level H&S
direction.
There was a lot of debate, it was one of a
number of options
We have had to improve our board level
arrangements due to initial problems with our
arrangements

(h) Can you please describe lessons learnt from during the development or operation of your
board level H&S arrangements?
None
5.26.2

Reasons for developing or having board level direction

To what extent did you increase H&S
direction because of the following
reasons?
The perception that H&S is a significant corporate risk,
e.g. risk posed by a major incident, prosecution, etc.
We wanted to manage this risk
A perception that productivity could be improved by
better, e.g. reduction in absence and better staff morale
The need to respond to one or more specific H&S
regulations / the growing body of H&S regulation
The need to respond to growing demands for corporate
governance, e.g. Turnbull
A wish to be socially responsible
Demands from a new owner / change in management / new
CEO or MD
The possibility of a new law on directors H&S
responsibilities
The possibility of corporate manslaughter prosecutions
Response to requirements of investors, business clients or
insurers
Any other reasons:
Response to Revitalising H&S Strategy
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Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

To what extent do you agree with…

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

You would not have developed your arrangements
without the prospect of legal mandation of directors
H&S responsibilities
You would not have developed your arrangements
without the increased risk of directors being
prosecuted for manslaughter / negligence etc.
You developed your board arrangements despite
advice from solicitors/consultants/advisors that this
may increase the risk of individual directors being
held liable for H&S failures
No advice taken.

Can you please elaborate on your answers above?
•

The Council wanted to review processes and took on board requirements for continual
improvement and best value which were driven by government pressure

•

It put health and safety at the top of the corporate agenda and wanted to embody
changes in day to day processes so they were sustainable

•

The Council needed to have a corporate governance structure in place that enabled them
to demonstrate improvements

•

The Council knew, from events in other local authorities, of the potential for things to
go wrong. They had also experienced increasing costs e.g. from sickness and absence,
incidents in the post. There was an awareness that the cost of things going wrong is
much more that cost of implementing good governance.

(a) Can you please say in your own words why was H&S considered important enough to
deserve and require board level direction?
•

The ‘Revitalising H&S Strategy’ said that this was best practice

(b) Can you please say in your own words why it is important that boards manage H&S rather
than delegating it to (say) H&S managers?
•

To manage risk, H&S is a major part of this

•

The buck stops at the CEO

•

All business decisions go through the board so health and safety has to be integrated
into this

•

The board can take a strategic perspective of health and safety.
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5.26.3 Description of current arrangements
Directorial arrangements
Approximately what proportion of the named director’s time is devoted to H&S?

*See
comment
below

Approximately what proportion of the board’s time is devoted to H&S?

*See
comment
below

*It is impossible to give the percentage of time, health and safety is integrated into the business
and has a very high priority. The Council responds to the need to manage risk.
Summary of board level leadership and direction
(a) Can you please describe the way in which the board and the director for H&S provide
leadership and direction on H&S?
•

The monthly Service Managers Meeting is chaired by Stephen Barnes and H&S is
regularly on the agenda

•

Lead H&S advice to the monthly executive meetings

•

Directors participate in the European Safety Week events e.g. presenting and giving key
note speeches

•

Open door policy to deal with feedback

•

All new staff meet the Directors as part of their induction process

•

Directors are available to staff on road show events.

Stephen Traynor:
•

Chairs H&S Representatives Working Group (quarterly). This is an opportunity for
reps to raise issues and make decisions on issues that are raised. It is a consultation
forum for new working practices but is not just a talking shop, it has the authority to
make decisions.

•

Presents new H&S initiatives (e.g. stress, work life balance) to Scrutiny Committees
and to monthly Executive Meetings (anything that has to be approved by them)

•

Leads H&S initiative training/workshops/consultations/reviews etc with service
managers

•

All service managers and directors did half day H&S training in 2003 and a further half
day on managing stress in 2004

•

Directors are the public face in health promotion initiatives e.g. health checks for staff
which are offered every 2 weeks
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•

Promoting European Safety Week events via presentations to service managers and the
Management Team.

(b) If you have a named director responsible for H&S, can you please say in your own words
what the advantages and benefits are of having a named director rather than having H&S as a
shared responsibility of the board as a whole?
•

There is someone championing H&S in board level decisions. The directors are readily
identifiable of anyone has an issue to raise and people know who to contact.

Specific arrangements regarding HSC action points
Can you please summarise your board level arrangements for each of the following specific
points:
(a) Publicising the board’s role in H&S
•

The Health and Safety Policy document is available and is published on the Intranet.

(b) Each member of the board recognising their personal responsibilities for H&S
•

The Health and Safety Policy document sets out responsibilities

•

Health and safety is part of the performance management process for service managers

•

The board and managers undergo health and safety training.

(c) Ensuring board decisions on procurement and contracting reinforce H&S intentions
•

H&S is an element of the procurement strategy and ensures that H&S is considered

•

Contractors have to meet specified H&S requirements.

(d) Board engaging with the workforce on H&S
•

A director chairs the Risk Management Working Group

•

Directors meet all new employees during the induction process

•

Directors are available to staff at Road show events

•

Directors chair and present at Service Manager Meetings.

(e) Board level arrangements for reviewing H&S performance, keeping H&S policy aligned
with board priorities, being informed of H&S failures, ensuring H&S management systems are
in place and remain effective and are monitored / review
•

H&S data is reported to Risk Management Working Group. Minutes of their quarterly
meeting go to the board

•

Sickness absence is a Best Value performance indicator

•

Results of annual risk assessment audits (one third of service areas are audited each
year) are reported to the board.
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5.26.4

Impact of board level direction

Perceived Benefits
In what way do you believe your board
level H&S direction and leadership has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

(a) Helped to reduce your corporate risk
Comments:

Directors are more accessible and it has increased the speed of decision making. The
Management team meets every week

(b) Reduced the disruption to your organisation
created by H&S problems
Comments:

The procedures put in place have produce consistency across the business and this
reduces the risk of H&S problems

(c) Helped to improve business performance,
e.g. less absence, more sales
Comments:

New procedures and systems mean that issues can be identified and acted upon. E.g.
work/life balance, working at home initiatives

(d) Helped
to
fulfil
corporate
responsibility aspirations
Comments:

social

The Council has created a safer working environment both for employees and the public

(e) Helped
to
improve
corporate
communications and public relations
Comments:

The structure defines the culture. The Council has improved communication and
accessibility within the organisation and raised the profile of Pendle BC. Pendle is becoming a
benchmark (“Pendle Mode”) through the LA leaders pilot scheme. Pendle participated in a
seminar for HSE and demonstrating what they had put in place.

(f) Improved relations with the HSE and
other external regulators
Comments:

Pendle was selected as a participant in that LA leaders pilot scheme for the HSE. The
Council participated as an example of how LA’s could respond to HSE guidance and assisted the
HSE in understanding the LA perspective
HSE asked Pendle to do a presentation and seminar for other LA’s in the North West (directors
and members)

(g) Improved relations with investors, insurers
and other external financial stakeholders
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In what way do you believe your board
level H&S direction and leadership has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

(h) Improved relations with trade unions and
the workforce
Comments:

The H&S Representatives Working Group was created to include all union
representatives from Unison and GMB. Before reorganisation there was no opportunity for
getting reps together and they had no direct access to the board

(i) Helped in the response to HSE
improvement / prohibition notices and/or
prosecutions
Comments:

Not had any

(j) Led to H&S improvements, e.g. fewer
injuries
Comments: Systems and action plans are in place and the new procedures have led to H&S
improvements e.g. Reduction in accidents

Specific example(s) of benefits and data to demonstrate
(a) Can you please describe specific example(s) of how your board level H&S direction has
benefited H&S?
•

The establishment of Andrews post (H&S officer) provides hands on operational help
for service managers managing H&S and has strengthened the training that can be
provided in house.

•

Reorganisation (stemming from HSE guidance) has led to H&S being part of the
business. It is now integrated in managing the risks of the business. Pendle act as an
example to other Local Authorities.

•

Stephen Traynor being nominated H&S director (and champion) ties health and safety
into HR issues. The focus on HR helps to meet the aims of the HSE guidance (targets
are being implemented now).

•

Work/Life Balance Strategy was implemented in 2003 to cover a range of issues such as
flexible working time, home working, career breaks, extended maternity schemes etc.
A staff attitude survey revealed this had improved staff morale, helped in attracting new
employees, increased staff retention, reduced absenteeism and increased productivity.

•

Introduction of health promotion events monitoring issues such as cholesterol, breast
cancer, testicular cancer, diet, heart health, smoking etc has increased health awareness
and provided early diagnosis and prevention of illness for some staff.

346

•

Support from board level has enabled staff to attend sessions at events for the European
Week for Safety and Health and helped raise the profile of health and safety. Council
events are opened up to external organisations such as SME’s, other LA’s, police,
PCTs, fire service. This has raised the profile of Pendle BC and enables us to act as an
exemplar and create partnerships.

(b) Can you please provide data that demonstrates the H&S benefits of board level direction?
•

Staff attitude survey show reduced absenteeism, improved staff morale, better staff
retention and increased productivity

•

Annual risk audits were introduced for every service area and annual health and safety
action plans are developed from these, which has led to increased health awareness and
early diagnosis and prevention of illness.

Risks posed by board arrangements
(a) To what extent do you believe that your board level arrangements have affected the
possibility of individual directors being sued or prosecuted for a health and safety problem?
Please explain your answer.
•

The board fully understand their responsibilities. They own H&S and manage the
business with all the risks in mind. This reduces the risk of individual prosecutions

(b) To what extent do you believe that your board level direction of H&S has affected the risk
posed to your organisation by health and safety failures? Please explain your answer.
•

There is a process for dealing with H&S issues and risks are properly assessed and
acted upon. We have therefore decreased the risk of failures.

(c) Has the board’s and/or your involvement in H&S stopped you or the board from properly
managing other important aspects of the business, if so what and how?
No. Health and safety helps the management of business as everything is integrated.
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Strongly
agree

To what extent do you agree that?

Agree

Unsure

Disagree

Strongly
disagree

The time and effort required of the board to
direct H&S is justified by the business benefits
The time and effort required of the board to
direct H&S is reasonable
There is a wish to reduce the amount of time
devoted by the board to H&S

Your message to other directors
What would you say to directors and boards that do not provide leadership and direction on
occupational health and safety?
“Risk management has to be at the heart of business management and health and safety is a
major element of that process. It must be incorporated into the day to day running of all service
areas.”
The most important things
Of all the things that your board has done to direct H&S, please cite the most important:
1) The creation of annual H&S action plans developed from risk assessment audits in every
service area
2) Induction of new staff in H&S requirements
3) Creating ownership at all levels
4) Involving the workforce and unions (cooperation and coordination).
Recommendations to other organisations
Would you recommend your board level H&S arrangements to other organisations?
Yes, particularly other local authorities.
Further improvements and future plans
(a) If you could improve further your board level arrangements, what would you change and
why?
H&S needs continual review as things moving forward all the time.
(b) What are your plans for the future development of your board level direction of H&S?
•

In February 2005 the Council entered a public/private partnership with Liberata to
provide some council services . A joint H&S plan is being developed to make sure they
maintain the same focus and leadership in H&S
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•

The new arrangements are being driven by CPA and best value and the modernising
agenda for LA’s which has come from government

•

Liberata will have its own board but will still have a seat on the Council Management
Team

•

Stephen Traynor will be part of Liberata and provide strategic H&S advice to the
council

•

These arrangements were only 2 weeks old at the time of the interview.
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5.27 Renfrewshire Council
Renfrewshire Council provides public services across the county. It is a large employer with
9,500 staff.
5.27.1 History of the development of board arrangements
(a) Please describe the organisational context of this case study: who is being considered “the
Director”, and “the Board”, and how they fit in the overall organisational structure
Organisational context
Renfrewshire Council is situated in the West Central region of Scotland, with its headquarters in
Paisley. It is the ninth largest council in Scotland. The council is responsible for the provision
of all local authority services to about 178,000 people in the county and employs about 9,500
people to achieve this. Scotland in general has a poor public health record, and Renfrewshire
was in the top 20 unhealthiest areas in Scotland (1999-2000 NHS figures). Because of this, a
focus of the council has been improving the health of its employees and their families, both as a
way of reducing absenteeism and to achieve more general improvements within the area. As a
result it has a strong focus on “health, safety and wellbeing”.
In 1995 local government arrangements were changed in Scotland, from being a mix of regional
and district councils to 32 unitary authorities. As part of this Renfrewshire council was formed
from a mix of regional and district council staff, who were located in different areas and had
very different cultures and expectations of their employer.
Renfrewshire Council “Board” arrangements for H&S
Tom Scholes as CEO for Renfrewshire Council has overall responsibility for H&S. All
members of the Corporate Management Team (CMT) - the equivalent “the Board of Directors”
– have formally delegated responsibility for managing H&S within their areas of operations.
The Director for Corporate Services, Margaret Quinn, has specific responsibility for the
development and implementation of H&S policies and initiatives as she manages the central
Personnel, Administrative and Legal functions. She is responsible for ensuring that H&S is
managed and progressed at the CMT and also the General Management Policy Board (GMPB).
The GMPB consists of elected members. Members of the CMT are invited to attend the GMPB
board meetings as required by GMPB members.
Margaret also has responsibility for ensuring that the council meets its legal obligations in
providing services to its resident population. This includes legal responsibilities relating to the
safety of these services. As manager of the H&S, Personnel, Administrative and Legal
functions, and with her own legal background, she is well placed to perform this role
effectively.
The CMT discuss, agree and approve H&S standards and reports. H&S initiatives and policies
also have to be presented to the elected members for their approval. The convener of the GMPB
has specific responsibility for employee relations and issues across the council relating to health,
safety and welfare.
The GMPB convener is also joint chair of the Council’s Joint Consultative Board (JCB), which
comprises five elected members, trade union representatives and senior council officers. Chair
of the JCB alternates between the GMPB convener and a trade union officer. The Personnel
Manager (Health and Safety) formally reports to this board, which discusses strategic H&S
issues, raised by the council or via the corporate H&S committee, which is made up of council
and Union representatives from the various departments.
The central H&S function consists of the Personnel Manager (Health and Safety), Brian
Mitchell, five professional H&S officers and a contracted in Occupational Health Service.
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There is a corporate H&S policy and a plan. These are updated as required, usually being done
every three to five years. These are modified on a departmental basis to develop plans to meet
particular service needs. These plans are developed and H&S performance monitored and
reported by departmental planning groups that meet quarterly. The groups also produce an
annual report and action plan for H&S for each department.
(b) How have the current arrangements developed over time, in particular the last few years
The organisational aim, set by the CMT and described in the H&S plan, is to move
responsibility and management of H&S from the central function to the line management in the
organisation. The central H&S group is now assuming a support and evaluation role, providing
advice and support as required, and focusing on the strategic H&S issues.
This action was decided upon in order to address recommendations made in the Turnbull report,
which stated that boards should report on the effectiveness of their systems of internal control
and risk management, as well as a desire to be a leader in H&S practices as a local government
body.
As part of this the CMT has committed to attain OHSAS18001 certification across all
departments. Three departments have already achieved certification. It is the first council in the
UK to start this process.
As a council, Renfrewshire is unusual in that the political balance of elected members is very
close. Most elected members belong to one of two political parties and decisions are usually
passed with a narrow majority. This makes getting elected members agreement to council
policies critical to defining the council’s activities. As a result the council stays very focused on
getting agreement to policies by ensuring that they cannot be “faulted” by the opposition, and
ensuring that they deliver them appropriately.
(c) Why has responsibility for H&S been given to this post rather than, say, the Operations
Director or Finance Director?
To set the tone that the “head” of the organisation sees H&S as important, thereby setting an
example to others, Also, through his actions and policy statements, Tom ensures that
organisational managers and others on the CMT are aware that he expects H&S improvements
and adoption of the actions proposed in the policy and plan across all council activities.
(d) What is the organisational structure for the implementation and monitoring of H&S?
As described in section (a) there is a “paper trail” for H&S in the organisation, starting with the
corporate policy which leads to the corporate plan, with specific action points. The corporate
plan is used to generate specific departmental action plans. There is a parallel set of
organisational committees to develop, discuss and review the results of the H&S policy and
plans at corporate and departmental levels of the organisation.
There is a corporate H&S committee, chaired by the Head of Personnel Services, then a series
of departmental H&S committees, each chaired by a senior departmental manager. Both levels
of H&S committees are attended by union safety representatives. The Unions represented are:
UNISON, GMB, Renfrewshire Manual and Crafts, EPIU, GWU, UCATT, EIS, AMICUS,
SSTA, NASUWT.
Tom and Margaret, as members of the CMT are not involved in any of the formal committees.
See Figure 1 for an organisational diagram.
(e) Which of your employees would know who has the ultimate responsibility for H&S? How
would they know this?
Employees would know about H&S responsibilities through documentation for H&S issues /
complaints. The H&S department is “visibly” in charge of H&S, to employees in the
organisation through its auditing and policy development activities.
(f) Who would employees consider to be responsible for implementing H&S in the organisation.
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While all employees have a stated responsibility for H&S, employees would tend to regard their
line managers as being responsible for implementing H&S, particularly at more remote council
sites. Those at central sites may also be inclined to look to the H&S department and Unions.

When making the arrangements for health & safety, did you…

Yes

No

Unsure

…seek consultancy advice?
…benchmark yourself against other organisations?
…read HSC/E guidance?
…go through a process of “iteration” in the development of your
arrangements?
…consult with safety representatives / the workforce?
…consult a solicitor?
…read guidance on corporate governance?
…take guidance from previous experience of CEO / MD and / or other
board members?

Did you create a new seat on the board to fulfil the role of H&S Director?

Yes

No

Did you merge the responsibility with another directorial role, e.g. HR, Risk, Yes
Operations?

No

All given responsibility – through their operational responsibilities
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Figure 1 – Organisational framework diagram
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(g) Any other comments on how you decided the correct board arrangements for H&S:
Renfrewshire Council also operates corporate and departmental risk registers in addition to
H&S reports. This is a requirement on all Scottish unitary authorities in light of
recommendations made in the Turnbull report and adopted by Audit Scotland.
All the council’s major operational systems are currently being reviewed.
Strongly
agree

To what extent do you agree that?

Agree

Unsure

Disagree

Strongly
disagree

It was straightforward to decide how to
develop an effective set of board
arrangements
It was relatively undemanding in deciding
how best to provide board level H&S
direction
We have had to improve our board level
arrangements due to initial problems with our
arrangements
(h) Can you please describe lessons learnt from/during the development or operation of your
board level H&S arrangements?
•

There is a clear need for top level H&S commitment which is visible to employees for it to
be taken seriously. Involving the CMT in the policy development stage ensures that they are
behind the proposals before they are raised with the GMPB and agreed as council policy.
Deciding to give overall responsibility for H&S to the CEO and responsibility for
developing H&S policy to the Corporate Services Director was designed to give H&S a
high degree of prominence within the organisation.

•

Corporate documents need to include references to H&S – but as part and parcel of
providing a “good working environment” rather than putting H&S as a “stand alone”
activity.
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5.27.2 Reasons for developing or having board level direction
To what extent did you increase H&S
direction because of the following
reasons?
The perception that H&S is a significant corporate risk,
e.g. risk posed by a major incident, prosecution, etc.
Also run corporate risk register to assist in managing risks
A perception that productivity could be improved by
better, e.g. reduction in absence and better staff morale
Seeking to reduce absenteeism.
The need to respond to one or more specific H&S
regulations / the growing body of H&S regulation
The need to respond to growing demands for corporate
governance, e.g. Turnbull
A wish to be socially responsible
Is part of corporate statement that the council wish to
improve the lives of those who live in the area.
Demands from a new owner / change in management / new
CEO or MD
Council arrangements in Scotland were altered in 1995 as
all councils moved to unitary authorities
The possibility of a new law on directors H&S
responsibilities
Is being monitored by Margaret Quinn as a potential issue
The possibility of corporate manslaughter prosecutions
Response to requirements of investors, business clients or
insurers
Any other reasons:
To keep staff turnover as low as possible, council wish to
ensure their employees are happy, healthy and here.

To what extent do you agree that?
You would not have developed your arrangements without
the prospect of legal mandation of directors H&S
responsibilities
You would not have developed your arrangements without
the increased risk of directors being prosecuted for
manslaughter / negligence etc.
You developed your board arrangements despite advice
from solicitors/consultants/advisors that this may increase
the risk of individual directors being held liable for H&S
failures
In Scotland there has always been individual liability, so
possible changes in English law do not apply in Scotland
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Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

(a) Can you please say in your own words why was H&S considered important enough to
deserve and require board level direction?
•

Council required to be an “exemplar” to other organisations and to their communities
under “Revitalising H&S” programme

•

As enforcers, the council feels it has to lead by example

•

The Council can have a significant influence in the area as a large, visible employer.

(b) Can you please say in your own words why it is important that boards manage H&S rather
than delegating it to (say) H&S managers?
•

The CMT has explicitly decided to move responsibility for H&S increasingly from
“H&S managers” into the business management directly. So directors need to be
involved to ensure it happens.

•

Sets example within organisation, helping to ensure that others take on ownership.

5.27.3 Description of current arrangements
Directorial arrangements
Approximately what proportion of the named director’s time is devoted to H&S?
Tom Scholes (CEO) - “It’s embedded in almost everything I do.” Time spent is
increasing due to launching of specific health initiatives.

10-15 %
10-20 %

Margaret Quinn (Director Corporate Services)
Approximately what proportion of the board’s time is devoted to H&S?

10-20 %

In formal meetings

Summary of board level leadership and direction
(a) Can you please describe the way in which the board and the director for H&S provide
leadership and direction on H&S?
•

Board have specific H&S tasks that are agreed by the CMT in the service plan. Tom
ensures at CMT level that the actions are being carried out and ensures that they are
driven down through the organisation. Also that there is on-going CMT support and
action on the H&S policy and plan.

•

Tom pushes managers to achieve charter marks in their service areas to ensure that the
council is checked externally on its performance.

•

Tom is getting directly involved in Public-Private Partnerships (PPP) contracts, as the
council is having 10 schools built, 2 community nurseries and a community learning
centre. There are a range of H&S issues that are being addressed; namely the safety of
the construction and that of the finished school for the users. Therefore Tom is ensuring
that the council gets all stakeholders involved to ensure issues are identified as early in
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the process as possible e.g. teachers and Unions (EIS, Unison, GMB, T&G,
Renfrewshire Manual and Crafts) are on the PPP management group. This has led to the
council sponsoring a construction safety seminar and providing H&S “tips” on its
website.
•

Margaret actively monitors safety performance throughout the council via the safety
performance reports from the H&S team and gets involved in monitoring incidents
when they occur. She also seeks ideas for safety improvements, and pushes the ideas up
to the CMT and GMPB for adoption by the council.

•

Tom accepts safety awards for the council – provides photo opportunities to show his
involvement in H&S.

•

Monitoring of H&S performance statistics via minutes of meetings and reports.

•

CMT discussion of H&S performance

•

Adoption of an “escalation” process within the Council. This requires action from
increasingly more senior managers within the organisation right up to CEO, if and when
departmental H&S actions are not being carried out.

(b) If you have a named director responsible for H&S, can you please say in your own words
what the advantages and benefits are of having a named director rather than having H&S as a
shared responsibility of the board as a whole?
The council has a “mixed” approach- the Director of Corporate Services has explicit
responsibility for H&S policy development and service provision within the council. But all
CMT members are responsible for the effective implementation of H&S practices in their
service areas.
Specific arrangements regarding HSC action points
Can you please summarise your board level arrangements for each of the following specific
points:
(a) Publicising the board’s role in H&S
•

Via corporate policy, plan and council statement to employees

•

Photo opportunities with awards

(b) Each member of the board recognising their personal responsibilities for H&S
•

Stated in H&S policy and plan

•

Through the development of a working plan which is agreed by the CMT – this gives
explicit objectives, actions and responsibilities to individual CMT members.

(c) Ensuring board decisions on procurement and contracting reinforce H&S intentions
•

Council contractors are all vetted in terms of their H&S performance
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•

There are H&S clauses in tender statements

•

Purchasing requirements include H&S – e.g. in situ trials of vibrating tools and personal
protective equipment prior to purchase

(d) Board engaging with the workforce on H&S
Unlike many other organisations Renfrewshire Council does not feel it is necessary for the CEO
or the Director of Corporate Services, who both have specific responsibilities for H&S in the
council, to personally attend the corporate H&S committee. They feel that this would be
disempowering for others further down the organisation, which is where they are trying to
develop a culture of personal responsibility for H&S. It is felt that the organisation is aware that
the CEO and CMT expect action on H&S – through their actions throughout their business
activities, and it is clearly communicated through the organisation through the use of the
corporate plan.
However, some CMT members will attend general Union meetings as required, but do not
attend H&S committees. Feedback from H&S committees is provided to CMT members via
H&S liaison officers who attend the committees.
(e) Board level arrangements for reviewing H&S performance, keeping H&S policy aligned
with board priorities, being informed of H&S failures, ensuring H&S management systems are
in place and remain effective and are monitored / review
The CMT reviews:
•

The annual departmental plans and reports on H&S. These are also reviewed by the
GMPB (or the appropriate Council board which the department reports to).

•

The council risk register

•

Accident, audit and investigation reports, and will intervene if appropriate action has
not already been taken.
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5.27.4 Impact of board level direction
Perceived Benefits
In what way do you believe your board
level H&S direction and leadership has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

(a) Helped to reduce your corporate risk
Comments:

CMT ensures that risks are put on the risk register to enable them to be monitored
effectively

(b) Reduced the disruption to your organisation
created by H&S problems
Comments:

Ensuring that H&S is considered at the beginning of major projects.

(c) Helped to improve business performance,
e.g. less absence, more sales
Comments:

Absenteeism has been reduced over the last few years

(d) Helped
to
fulfil
corporate
responsibility aspirations

social

Comments:

The council employees and their families make up about 10% of the council’s
population. So improving their health and awareness has a significant impact on the area as a
whole.

(e) Helped
to
improve
corporate
communications and public relations
Comments:

Has been extensive consultation with employees and Unions on how to implement
H&S policies e.g. recently a smoking ban in all council workplaces and work activities.

(f) Improved relations with the HSE and
other external regulators
(g) Improved relations with investors,
insurers and other external financial
stakeholders
Comments:

Hopefully will reduce insurance premiums as new buildings are meeting building
standards (use of fire systems)
The council’s track record on health improvements assisted it win a £6M “Have a heart” health
initiative for the area.
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In what way do you believe your board
level H&S direction and leadership has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

(h) Improved relations with trade unions and
the workforce
Comments:

The council is against having specific “champion” roles as it wants all managers to take
responsibility for H&S rather than leaving it to others who have been given specific additional
responsibilities for H&S.

(i) Helped in the response to HSE
improvement / prohibition notices and/or
prosecutions
(j) Led to H&S improvements, e.g. fewer
injuries
Comments:

CMT focuses on absenteeism and injuries and acts to improve them. E.g. staff training,
use of occupational health provider which also includes on site physiotherapy and counselling.

Specific example(s) of benefits and data to demonstrate
(a) Can you please describe specific example(s) of how your board level H&S direction has
benefited H&S?
Impact of various initiatives, including health programmes and occupational health support has
been a reduction in absenteeism (Year 01/02 - 116,251 working days lost. Year 03/04 - 104,755
working days lost.
Tom is known to be driving the CMT to act as he wants, so their focus on H&S is seen to reflect
his leadership on the issue.
Improving General Management Policy Board understanding and management of H&S:
•

Getting elected members to undertake H&S training so that they can better understand
issues and review H&S action plans effectively.

•

Checking policies/initiatives etc. before going to board.

Improving employee, and others’, health:
•

First Scottish unitary authority to implement a complete smoking ban in place

•

1000 health screens carried out on council employees, following setting up of “Have a
Heart” programme which then led to a wider “your health matters” campaign for
employees seeking to identify health issues and advice on appropriate lifestyle
improvements.
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Improving H&S standards and awareness:
•

Opening Council H&S training courses to local businesses – by offering free places.

•

Following on from PPP contracts, the CMT approved running a construction awareness
raising day for employers and contractors to seek improved H&S on their sites and
others in the area. There is now a construction H&S “tips” area on the council website
which is being well used. Across the period July 2004 – January 2005 there have been
1415 hits on the home page.

(b) Can you please provide data that demonstrates the H&S benefits of board level direction?
Management of absenteeism:
•

CMT focus on the management of absenteeism has produced results. Renfrewshire was
rated 29 out of 31 of Scottish councils in 01/02 Audit Scotland report. Within the report
dated 03/04 the Council is now rated 20 out of 30.

Year

Renfrewshire Council

Scottish Local Authority

2000/2001

6.3%

5.4%

2001/2002

6.5%

5.4%

2002/2003

6.1%

5.4%

2003/2004

5.6%

5.3%

Renfrewshire Council / Scottish Local Authority Absence
2000 - 2004

10.0%

8.0%
6.0%
4.0%
2.0%
0.0%

2000/01

2001/02

2002/03

2003/04

Renfrewshire Council Absence Rate
Scottish Local Authority Average Absence Rate
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•

•

The use of occupational health support services has produced significant cost savings
for the council.
o

Occupational Health Service: outlay approx £110,000, estimated savings of
more than £1.1M for 2003-2004.

o

Counselling service: outlay £19,000, estimated saving of £23,000 in 2003-2004

These savings can also be seen in their impact on absenteeism ( for year to March 04):
o

For employees treated while still at work, it is estimated that the occupational
health support resulted in savings on wages of over £500,000, equating to 1,880
man weeks over a year, or 36 full-time positions

o

For employees being treated while off work, it is estimated that the
occupational health support resulted in savings on wages of about £650,000,
equating to 2,360 man weeks, or 45 full time positions. This represents about a
0.5% reduction in absenteeism.

Management of injuries - 01/02 – 03/04
The council has focused on meeting national targets for reducing accidents. They have exceeded
these targets and this is felt to be due to increased awareness of risks and improved safety
management within the organisation.
•

In the last 4 years 00/01 – 03/04 working days lost due to industrial injuries has been
reduced by 35%.

•

In the last four years there has been an overall trend in the reduction in accidents of
16% . This is in line with the HSC ‘Revitalising Health and Safety’ strategy to reduce
working days lost due to injuries and ill health by 15% by 2004/2005.
Year

Number

00/01

531

01/02

417

02/03

383

03/04

443 (campaign run to encourage the
reporting of accidents)
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Risks posed by board arrangements
(a) To what extent do you believe that your board level arrangements have affected the
possibility of individual directors being sued or prosecuted for a health and safety problem?
Please explain your answer.
None, it is already enshrined within Scottish law.
(b) To what extent do you believe that your board level direction of H&S has affected the risk
posed to your organisation by health and safety failures? Please explain your answer.
It is perceived to have decreased the risk, through awareness of responsibility and costs of
getting safety wrong. Safety failures are seen to incur financial costs, impact on the council’s
reputation, and required the use of resources that could have been used elsewhere.
(c) Has the board’s and/or your involvement in H&S stopped you or the board from properly
managing other important aspects of the business, if so what and how?
No - H&S management is seen as integral to daily business and not an “add-on”. It is managed
through agreeing policies and actions through the CMT and the GMPB, so the expectations are
clearly set for managers in the organisation to follow.
Strongly
agree

To what extent do you agree that?

Agree

Unsure

Disagree

Strongly
disagree

The time and effort required of the board to
direct H&S is justified by the business benefits
The time and effort required of the board to
direct H&S is reasonable
There is a wish to reduce the amount of time
devoted by the board to H&S

Your message to other directors
What would you say to directors and boards that do not provide leadership and direction on
occupational health and safety?
My message to directors and boards that do not direct H&S is.......
Tom:
“You should think very seriously, any director can face liability under criminal law – it is
happening now”
Margaret:
“Here we take it as read that H&S is so important that it can only be led at “board” level;
showing an employer’s commitment to their employees through endorsing organisational
investment to achieve the benefits that can be delivered to employees – making them feel valued
- which then benefit the organisation through increased employee commitment and
performance.”
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The most important things
Of all the things that your board has done to direct H&S, please cite the most important:
Brian Mitchell – Personnel Manager (H&S)
1) Introduction of Occupational Health service
2) Commitment to obtain OHSAS 18001
3) Use of corporate policy and plan to set direction to organisation
4) Getting elected members agreement to H&S actions as well as the CMT
Tom Scholes - CEO
5) CMT recognition of need for central H&S unit, and ensure it was resourced when council
having to make cuts.
6) Putting H&S and Union consultation formally into corporate policy and committee structures
in the organisation before required to by law when council set up in 1995.
7) Putting H&S into Corporate Service department – where the director covers both personnel
issues and legal responsibilities for the council – appropriate overview for identifying H&S
priorities for the council.
8) Setting up a “Community Plan” ensuring council integration with health providers, thereby
improving delivery of council services to sectors of the community, and improving the health of
their employees and general workforce for the organisation.
9) Co – location of all head of services in one building. This has lead to good communication
and collaboration between the various departments, following the re-organisation of local
government in 1995. It also provided a “clean – sheet” start for developing the culture of the
new organisation and its practices.
Margaret Quinn – Corporate Services Director
10) Proactive management of H&S and development of policies with managers, on the CMT,
and Unions through formal and informal consultation has resulted in better organisational
adoption of H&S initiatives.
11) Leadership by CEO and CMT on H&S has greatly increased the prominence and integration
of H&S in the business of the council, and also ensures that they are acted on by elected
members and local managers.
12) Consulting widely, across departments, on issues has ensured that all relevant perspectives
are included in council H&S policy.
13) Formal union consultation processes, and visible CMT action on H&S has resulted in good
Union relations and their active engagement at both senior and local management levels.
14) Improved employee relations due to council actions
Recommendations to other organisations
Would you recommend your board level H&S arrangements to other organisations?
Yes, especially for the public sector. Key to have CEO directly responsible, all managers
involved in the implementation and to have appropriate legal and personnel specialists in the
organisation to ensure requirements are being met.
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Further improvements and future plans
(a) If you could improve further your board level arrangements, what would you change and
why?
Would not change the basic council structure at the moment, but need to ensure on-going
reviews to check that they are still appropriate for circumstances.
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5.28 Rhodia UK Ltd
Part of the French global company Rhodia, Rhodia UK Ltd is located at Oldbury, West
Midlands and employs 500 at the site. The company manufactures chemicals.
5.28.1 History of the development of board arrangements
(a) Can you please summarise the sequence of events and decisions over the past few years that
led you to create your current board level arrangements for H&S?
General description
Rhodia is a French multi-national, listed on stock exchanges in France and the USA. It has
about 23,000 employees world wide and a turnover of about €6 billion. It is organised into
eight global business units, responsible for operations, sales and marketing. The business units
are supported by central functions groups; such as HR, Legal, HSE, R&D and Purchasing,
which provide shared services to all the businesses. The Presidents heading each business unit
report back to the Executive Committee, based in France which is made up of representatives of
the business units and the function groups. This Executive Committee reports to the main
Board, or CDG (Comite Direction du Groupe), which meets weekly.
Corporate standards are set to meet the most stringent standards of a country in which any
Rhodia business operates in. In the case of health and safety, standards are set to meet European
legislation as a minimum. To ensure that all businesses are operating appropriately within each
country, Rhodia also operate country management teams, made up of managers from the global
businesses that operate in that country, with representatives of the functions groups as invited
attendees to the management meetings. Here corporate standards can be adapted to fit particular
requirements for operating in a country.
Individual sites are managed by site managers who report to the business units. They are
advised by representatives of the function groups. So, for health and safety, sites will have
specific internal specialists to provide advice to the site manager, and also to ensure that
corporate standards, as defined by the functional group and endorsed by the CDG are
maintained. These specialists report both to the site manager and to their manager within the
function organisation.
The context for this case study
In 2000 Rhodia acquired Albright and Wilson PLC, a long established UK chemical company,
and ChiRex, which was a NASDAQ-listed company with some UK manufacturing sites. There
followed a period of divestments and re-organisation, placing various sites into different
business enterprises. John Scott was made Industrial Director of Phosphorus and Performance
Derivatives (PPD), with direct operational responsibility for all PPD sites. One of these,
Oldbury, is in the UK. Oldbury is the largest manufacturing site within the Rhodia Group in the
UK. John is responsible to the President of PPD with respect to the safety performance of his
sites.
Rhodia has a UK Council which supervises all Rhodia’s UK operations. It consists of a
Country Manager, Alistair Steel, and representatives from all the major Rhodia businesses in the
UK. John Scott is on this Council. He and Alistair Steel, and the HR Director have direct legal
responsibility for H&S under UK law as they are registered directors of the UK registered
company, Rhodia UK Ltd.
Dave Hodgson, who is the Responsible Care Director, part of the functional group that is
responsible for managing health safety and environment within Rhodia, attends the Council and
is directed by it, but is not a full member. He provides feedback from the council both upwards
and downwards to ensure standards of HSE are maintained within the business unit operations.
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John Scott is a very experienced manager and due to this, and the size of the Oldbury site
compared to other Rhodia sites in the UK, he has a degree of “seniority” within the UK Council.
As a result of this and his strong focus on safety he has taken on the governance role for other
UK sites operating under other business units, seeking to ensure that they all operate to the
required standards and share best practices. He works closely with the Responsible Care
Director to achieve this and good safety performance at the Oldbury site.

When making the arrangements for health & safety, did you…

Yes

No

Unsure

…seek consultancy advice?
…benchmark yourself against other organisations? Informally through UK
Council members experience in other similar organisations
…read HSC/E guidance?
…go through a process of “iteration” in the development of your
arrangements?
…consult with safety representatives / the workforce? GMB, AMICUS
…consult a solicitor?
…read guidance on corporate governance?
…take guidance from previous experience of CEO / MD and / or other
board members?

Did you create a new seat on the board to fulfil the role of H&S Director?

Yes

No

Did you merge the responsibility with another directorial role, e.g. HR, Risk, Yes
Operations?

No

(b) Please describe in your own words, how you decided what your board H&S arrangements
should be:
The responsibility was given to the Industrial Director of PPD to ensure that he, having both
control of the financial resources for the site as well as the responsibility for ensuring that it met
its profit and production targets, could ensure that sufficient and appropriate resources were
provided to ensure that work was done safely and regulatory compliance was achieved.
Strongly
agree

To what extent do you agree that?
It was straightforward to decide how to
develop an effective set of board
arrangements
It was relatively undemanding in deciding
how best to provide board level H&S
direction
We have had to improve our board level
arrangements due to initial problems with our
arrangements
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Agree

Unsure

Disagree

Strongly
disagree

(c) Can you please describe lessons learnt from during the development or operation of your
board level H&S arrangements?
See 2b.
5.28.2

Reasons for developing or having board level direction

To what extent did you increase H&S
direction because of the following
reasons?

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

The perception that H&S is a significant corporate risk,
e.g. risk posed by a major incident, prosecution, etc.
Possibility of a major incident given the hazardous nature
of processes on sites is the key driver. .
A perception that productivity could be improved by
better, e.g. reduction in absence and better staff morale
Also reducing disruptions to processes and the resultant
impact on revenue.
The need to respond to one or more specific H&S
regulations / the growing body of H&S regulation
The need to respond to growing demands for corporate
governance, e.g. Turnbull
A wish to be socially responsible
Is an active part of company ethos
No specific reason
Demands from a new owner / change in management / new
CEO or MD
The possibility of a new law on directors’ H&S
responsibilities
The possibility of corporate manslaughter prosecutions
Response to requirements of investors, business clients or
insurers

To what extent do you agree that?
You would not have developed your arrangements without
the prospect of legal mandation of directors H&S
responsibilities
You would not have developed your arrangements without
the increased risk of directors being prosecuted for
manslaughter / negligence etc.
You developed your board arrangements despite advice
from solicitors/consultants/advisors that this may increase
the risk of individual directors being held liable for H&S
failures

Can you please elaborate on your answers above?
(a) Can you please say in your own words why was H&S considered important enough to
deserve and require board level direction?
•

Maintaining the licence to operate with all stakeholders – regulators, employees, and local
residents around sites - is critical for business performance, as well as wishing to be socially
responsible and ensure the safety of employees and the public. Therefore it is taken
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seriously at director level as it is seen as a fundamental business requirement for this type of
business.
•

It is seen as important to lead by example. Managers from the main Board and global
businesses are required to make a number of site safety visits each year.

•

Having a high level direction on H&S enables lessons and best practice to be spread across
sites, thereby raising the overall level of H&S towards that of the best sites.

•

Making visible the Board’s commitment to sustainable development.

(b) Can you please say in your own words why it is important that boards manage H&S rather
than delegating it to (say) H&S managers?
1. The failure to comply with HSE standards would be significant to the company,
therefore it should be managed at Board level.
2. Ensuring that HSE managers have sufficient backing and resources to achieve the
standards of HSE performance that are desired.
3. To demonstrate the degree of commitment senior managers have towards HSE, in
particular that it can be put before profit.

5.28.3

Description of current arrangements

Directorial arrangements
Do you have a named director responsible for health and safety?

Yes

No

(a) What is the job title of the director responsible for H&S?
Industrial Director PPD
(b) Why did the H&S leadership role go to this post rather than (say) the Operations Director or
Finance Director?
The relevant expertise resides with John Scott, the person who has been nominated to take this
role.
(c) Can you please summarise or provide a copy of their H&S responsibilities or the
organisation’s safety manual that describes their role, or any other appropriate document?
Rhodia has a variety of safety statements and documents issued by the main Board and endorsed
by the UK council. These are implemented as the basis for all policies and procedures in the
Rhodia group, being used as appropriate by site managers.

Approximately what proportion of the named director’s time is devoted to H&S?

15%

Approximately what proportion of the board’s time is devoted to H&S? UK
Council

10%
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Summary of board level leadership and direction
(a) Can you please describe the way in which the board and the director for H&S provide
leadership and direction on H&S?
As Industrial Director, John Scott is responsible for ensuring that safety management systems
are in place and of a good standard at all sites in PPD, that the sites are kept fully compliant
with regulations, and of ensuring that a detailed audit is carried out once every three years of all
processes. In addition there is a five yearly process of detailed risk review for all processes that
occur on sites. These are based on corporate standards, set by the main Board.
To achieve suitable HSE performance at Oldbury, John Scott holds monthly meetings with his
site manager, reviews safety statistics, and allocates resources to safety matters as he feels
necessary. He has sent clear messages as to the level of safety performance he expects at
Oldbury, setting targets for performance on the 3 yearly safety audits, and additional
performance indicators he wishes to be collected and reported to him to assist in understanding
potential HSE risks and improving their control.
A key way in which he ensures that safety concerns are adequately aired is by asking about
what resources are needed to achieve compliance with HSE standards, and ensuring that the
necessary resources are provided where a clear need is agreed.
(b) If you have a named director responsible for H&S, can you please say in your own words
what the advantages and benefits are of having a named director rather than having H&S as a
shared responsibility of the board as a whole?
Clarity! It is very clear who is “in charge” and responsible for both HSE standards and for the
resources decisions relating to them. Also, for lines of reporting HSE information.
Specific arrangements regarding HSC action points
Can you please summarise your board level arrangements for each of the following specific
points:
(Text in this section supplied by Rhodia)
(a) Publicising the Board’s role in H&S
1. HSE policy, which is agreed and mandated by the Board, is outlined in Rhodia’s
company management book. It sets out the essential key procedures to be followed
worldwide to ensure compliance with the expected standards of performance with
regard to sustainable development, legal requirements and corporate governance. HSE
is covered under one of the group’s ten key processes – “industrial”.
2. Safety audits undertaken by the main Board and the management committees of each
global ‘enterprise’ or business unit.
3. A UK Health, Safety and Environment policy statement signed by the UK Managing
Director.
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(b) Each member of the board recognising their personal responsibilities for H&S
Remuneration is directly related to Health, Safety and Environmental performance, with for
example, a significant part of the CEO’s variable remuneration based on HSE criteria (one of
four priority criteria for 2003).
(c) Ensuring board decisions on procurement and contracting reinforce H&S intentions
1. The five and three yearly audit of sites includes sections on procurement and contractor
control.
2. Capital expenditure requests requiring board level approval are required to include a
HSE study/completed checklist
(d) Board engaging with the workforce on H&S
1. Regular audits are carried out by main board members and the enterprise management
committees
2. European works council meetings and UK works council meetings (the latter include
representatives from each site in the UK) held at regular interviews throughout the year
(e) Board level arrangements for reviewing H&S performance, keeping H&S policy aligned
with board priorities, being informed of H&S failures, ensuring H&S management systems are
in place and remain effective and are monitored / review
The Group's Industrial Process (part of the Group's Management Book) lists the functions
objectives relating to HS&E:
- Control risks related to manufacturing activities
- Maintain a world class safety level throughout the product life
- safety at work
- process safety
- safety for external people (product stewardship, transport safety, process safety, environmental
improvement etc)
- anticipation of new regulations and expectations of society
- Continue to protect Rhodia's performance and image through continuous improvement
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5.28.4 Impact of board level direction
Perceived Benefits
In what way do you believe your board
level H&S direction and leadership has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

(a) Helped to reduce your corporate risk
Comments:

By actively ensuring that the main Board safety audits and the three yearly corporate
audits are carried out.

(b) Reduced
the
disruption
to
your
organisation created by H&S problems
(c) Helped to improve business performance,
e.g. less absence, more sales
Comments:

Improved through reduced down time of chemical processes.

(d) Helped to fulfil corporate
responsibility aspirations

social

Comments: There is a 2 monthly communication exercise throughout the sites, where HSE issues
are cascaded through the organisation.

(e) Helped
to
improve
corporate
communications and public relations
(f) Improved relations with the HSE and other
external regulators
(g) Improved relations with investors, insurers
and other external financial stakeholders
(h) Improved relations with trade unions and
the workforce
(i) Helped in the response to HSE
improvement / prohibition notices and/or
prosecutions
(j) Led to H&S improvements, e.g. fewer
injuries
Comments:

Yes, over time.

Specific example(s) of benefits and data to demonstrate
(a) Can you please describe specific example(s) of how your board level H&S direction has
benefited H&S?
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No. reported learn

600
400
200

0
1. Ensuring
that safety management audits are carried out (three yearly audit)
2001

2002

2003

Year
2. Move from reviewing accident statistics to
leading indicators and learning incidents.
Leading to a better understanding of risks to be managed and addressed. Employees at
Oldbury are encouraged to enter incidents on a database. Once entered items have to be
responded to by supervisors and managers. The status of all entries on the database is
available to all employees on a “read only” basis.

John set a target of two learning incidents per year per employee at Oldbury to increase
employees focus on considering what could have gone wrong. This has lead to a great
increase in the number of reports entered in the system.
3. Commitment from the main Board to resolve all identified “Risk 1’s” (i.e. the highest
levels of risk) identified in detailed risk audits within 12 months.
4. Board and Enterprise management members visibly carrying out safety audits
5. Board setting up Rhodia responsible care awards for employees to compete for across
the company.
6. Group communication/HSE information cascade system to all employees
(b) Can you please provide data, such as injury rates, that demonstrates the H&S benefits of
board level direction?
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Risks posed by board arrangements
(a) To what extent do you believe that your board level arrangements have affected the
possibility of individual directors being sued or prosecuted for a health and safety problem?
Please explain your answer.
The company does not believe that there is an increased risk of individual directors being sued
or prosecuted.
(b) To what extent do you believe that your board level direction of H&S has effected the risk
posed to your organisation by health and safety failures? Please explain your answer.
It has reduced it.
(c) Has the board’s and/or your involvement in H&S stopped you or the board from properly
managing other important aspects of the business, if so what and how?
No.
Strongly
agree

To what extent do you agree that?

Agree

Unsure

Disagree

Strongly
disagree

The time and effort required of the board to
direct H&S is justified by the business benefits
The time and effort required of the board to
direct H&S is reasonable
There is a wish to reduce the amount of time
devoted by the board to H&S

Your message to other directors
What would you say to directors and boards that do not provide leadership and direction on
occupational health and safety?
My message to directors and boards that do not direct H&S is.......
“Good HSE management/standards are a key business success factor. It has to be got right to
ensure we maintain our “licence to operate”, both legally and through the goodwill of our
employees and local residents.
Three most important things
Of all the things that your board has done to direct H&S, please cite the 3 most important:
1) Ensuring suitable standards and procedures are set
2) Ensuring suitable standards and procedures are maintained across sites over time e.g. use of
process indicators, providing sufficient resources.
3) Learning from incidents, and acting on that learning.
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Recommendations to other organisations
Would you recommend your board level H&S arrangements to other organisations?
Yes in principle. But each organisation has to define the model that best suits them.
Further improvements and future plans
(a) If you could improve further your board level arrangements, what would you change and
why?
Once such arrangements are in place it is important to ensure they remain fresh. This is the
reason that regular auditing is carried out. Improvements may include a presentation at board
level of "what went wrong" when incidents occur and regular review of "learning incidents".
(b) What are your plans for the future development of your board level direction of H&S?
No further development plans at present. Currently the employee related performance is at the
"best in class" level. Plans are in place however to improve contractor performance.
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5.29 RW Green
RW Green Ltd is a family based company working in the agricultural & forestry sector. The
company employs 27 staff in the provision of specialist tree work and landscaping services in
south east England.
5.29.1 History of the development of board arrangements
(a) Please describe the organisational context of this case study: who is being considered “the
Director”, and “the Board”, and how they fit in the overall organisational structure
Richard Green and his wife Alison are joint directors of the company and form the Board.
Richard is Managing Director and is the director responsible for H&S. Alison is Company
Secretary and Financial Director. Their management team also includes:
Matthew Duncan – Arboriculture Manager
Paul Clowser – Landscape Manager (also responsible for H&S implementation and induction)
Dorothy Planck – PA (she is also qualified in LOLER [Lifting Operations & Lifting Equipment
Regulations 1998] and is the company first aider)
The management team learn from each other.
(b) How have the current arrangements developed over time, in particular the last few years
Richard has been running the company for 23 years and Alison has been a joint director for the
last 10 years. RW Green has been a limited company for the last 4 years.
The company has expanded over the last 3 years and they have developed a management
hierarchy with H&S responsibilities set out as staff numbers increased.
In June 2003 RW Green started on the ‘Investors in People’ program that has helped them
develop the staff management structure, plan staff management training and implement a staff
assessment system. Staff involvement and company communications have also been developed
and improved through this program. RW Green were awarded their Investors in People
certification in 2004.
(c) Why has responsibility for H&S been given to this post rather than, say, the Operations
Director or Finance Director?
This is a small family business and Richard has the background, experience and training in
H&S. He wants to look after his staff as he would want his own children looked after at work.
(d) What is the organisational structure for the implementation and monitoring of H&S?
Each site has a Team Leader or site operative who is in charge of H&S on that site. The Team
Leader/site operative reports to the Foreman or Assistant Foreman who sort out any H&S
issues. The Foreman/Assistant Foreman reports to Paul (the Landscape Manager) or Matthew
(the Arboriculture Manager) who, in turn, report to Richard.
Richard meets with his managers each morning to discuss operations and H&S requirements for
that day.
Each member of staff fills out a weekly LOLER check sheet. These are reviewed by Dorothy.
Each member of staff has documentation issued at induction which includes the H&S General
Statement and the Company Safety Policy (Parts 1, 2, 3 & 4)
H&S is part of the company Mission Statement:
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“R W Green Limited aim to continue to provide the best possible value to our clients alongside
a quality service and respect for both client and the environment. We aim to continue to do this
by creating a respectful and safe environment in which our staff can work mindful of our
responsibilities to both staff and public in all areas of Health and Safety.”
(e) Which of your employees would know who has the ultimate responsibility for H&S? How
would they know this?
All staff go through an induction and are issued with an Employment Handbook which includes
copies of the H&S policy statements and lists lines of reporting for H&S. Richard signs the
H&S General Statement.
(f) Who would employees consider to be responsible for implementing H&S in the organisation.
Matthew Duncan and Paul Clowser implement H&S ‘on the ground’ but staff know that
Richard takes personal responsibility and he is accessible on a day to day basis.

When making the arrangements for health & safety, did you…

Yes

…seek consultancy advice?

3

No

Unsure

On the H&S policy
3

…benchmark yourself against other organisations?
Not really but some exploration done by word of mouth. RW Green wants
to be leaders in their field.
3

…read HSC/E guidance?

…go through a process of “iteration” in the development of your 3
arrangements?
Investors in People helped the company formalise its structure.
…consult with safety representatives / the workforce?

3
3

…consult a solicitor?
The company had legal advice from the consultants

3

…read guidance on corporate governance?
…take guidance from previous experience of CEO / MD and / or other 3
board members?
Richard was able to draw on his experience in Germany where H&S is
very structured and very high on the agenda.
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Did you create a new seat on the board to fulfil the role of H&S Director?

Yes

No

Did you merge the responsibility with another directorial role, e.g. HR, Risk, Yes
Operations?

No

The MD is responsible.

(g) Any other comments on how you decided the correct board arrangements for H&S:
The Investors in People program provided an opportunity to put existing good practice into a
more formal structure.

Strongly
agree

To what extent do you agree that?

Agree

Unsure

Disagree

Strongly
disagree

It was straightforward to decide how to 3
develop an effective set of board
arrangements
It was relatively undemanding in deciding 3
how best to provide board level H&S
direction
We have had to improve our board level
arrangements due to initial problems with our
arrangements

3

(h) Can you please describe lessons learnt during the development or operation of your board
level H&S arrangements?
•

Improved communication with staff makes H&S easier to manage.

•

The company didn’t consider that it was possible to ‘do it all yourself’ once the
company expanded and employed more people. Bringing in management staff from the
outside who had the appropriate skills, enabled RW Green to support the H&S
structure. They believe the investment was worth it.

•

The firm consider that it needs the right structure and to make use of the skills of all
staff.
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5.29.2 Reasons for developing or having board level direction
To what extent did you increase H&S
direction because of the following
reasons?

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

3

The perception that H&S is a significant corporate risk,
e.g. risk posed by a major incident, prosecution, etc.
This was an important consideration but the motivation is
deeper than that.
A perception that productivity could be improved by
better, e.g. reduction in absence and better staff morale

3

The need to respond to one or more specific H&S
regulations / the growing body of H&S regulation

3

RW Green are compliant but not responding to regulation.
The company is guided by people not regulation.
The need to respond to growing demands for corporate
governance, e.g. Turnbull
A wish to be socially responsible

3
3

RW Green cares about its people and the environment.
These are part of our its values and Mission Statement.
Demands from a new owner / change in management / new
CEO or MD

3

The possibility of a new law on directors H&S
responsibilities

3

The possibility of corporate manslaughter prosecutions

3

This is important but not a main motivator.
Response to requirements of investors, business clients or
insurers

3

The firm must comply with client requirements for H&S
Any other reasons:

3

The key motivation is doing a good quality job undertaken
safely.

To what extent do you agree that?
3

You would not have developed your arrangements without
the prospect of legal mandation of directors H&S
responsibilities
We would do it anyway
You would not have developed your arrangements without
the increased risk of directors being prosecuted for
manslaughter / negligence etc.

3

The company would do it anyway
You developed your board arrangements despite advice
from solicitors/consultants/advisors that this may increase
the risk of individual directors being held liable for H&S
failures
RW Green hasn’t had any advice on this
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3

Elaborating on the answers given above:
This is a high risk industry and someone has to be responsible for the safety of the staff. RW
Green is run with social and moral awareness and responsibility for H&S as a key part of the
business. The company is not driven by compliance but develops procedures to protect and look
after the people that work for them, their clients and the environment. RW Green would still do
what it does on H&S even if there was no legislation.
(a) Can you please say in your own words why was H&S considered important enough to
deserve and require board level direction?
In a small company, H&S responsibility has to be at board level as the directors are part of the
day to day running of the business.
Richard has extensive experience in H&S and wants to take personal responsibility.
(b) Can you please say in your own words why it is important that boards manage H&S rather
than delegating it to (say) H&S managers?
Directors have to set an example that they are committed to H&S and committed to their staff.
5.29.3 Description of current arrangements
Directorial arrangements
Approximately what proportion of the named director’s time is devoted to H&S?

50 %

Approximately what proportion of the board’s time is devoted to H&S?

50 %

H&S is a key part of the business. In discussions about the business between Richard and
Alison, at least half are H&S related.
Summary of board level leadership and direction
(a) Can you please describe the way in which the board and the director for H&S provide
leadership and direction on H&S?
Richard:
•

Chairs management meetings which always discuss H&S

•

Holds daily morning meetings with staff to run through daily worksheets and review
H&S requirements for the day (attended by foremen and senior employees but may
include other staff);

•

Assesses H&S requirements of major contracts and prepares risk assessments and
method statements;

•

Updates risk assessments and method statements every 3 months;

•

Selects H&S training course for management staff (e.g. HSE courses)

•

Regularly reviews new industry information about H&S (e.g. literature, H&S guidance
and advice) and relays this to staff via information sheets, staff meetings or appraisals;
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•

Makes decisions about updating equipment to keep up to date with latest H&S advances
and phase out older equipment.

(b) If you have a named director responsible for H&S, can you please say in your own words
what the advantages and benefits are of having a named director rather than having H&S as a
shared responsibility of the board as a whole?
•

People respect Richard because he is hands-on and can personally give advice – he
knows what he is talking about, both with clients and staff;

•

Richard is the company (RW Green) so he is happy to be responsible for H&S. Staff
know they are being looked after from the top. Clients have more confidence in the
quality of H&S in the company because it comes from the top.

Specific arrangements regarding HSC action points
Can you please summarise your board level arrangements for each of the following specific
points:
(a) Publicising the board’s role in H&S
•

It is in the Employment Handbook issued to all staff.

(b) Each member of the board recognising their personal responsibilities for H&S
•

Richard signs all H&S policy documents and the General Statement.

(c) Ensuring board decisions on procurement and contracting reinforce H&S intentions
•

This is a fast moving industry so Richard reviews and updates method statements and
risk assessment forms every 3 months. Risk assessments and method statements are
done for all contracts and completed personally by Richard for larger contracts.

•

LOLER arrangements are reviewed every 6 months.

(d) Board engaging with the workforce on H&S
•

Staff appraisals are carried out every 6 months;

•

Richard gets personal feedback from staff at the morning meetings and at the end of the
day. There is also feedback at the end of each job;

•

For larger contracts there is a pre-contract briefing meeting for all staff;

•

Richard has an ‘open door’ and staff can just walk in and chat at any time.
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(e) Board level arrangements for reviewing H&S performance, keeping H&S policy aligned
with board priorities, being informed of H&S failures, ensuring H&S management systems are
in place and remain effective and are monitored / review
•

Method statement and risk assessment forms reviewed every 3 months

•

LOLER equipment formally inspected every 6 months

•

Daily briefing meetings

•

Personal feedback

•

Reporting and monitoring of accidents.

5.29.4 Impact of board level direction
Perceived Benefits
In what way do you believe your board
level H&S direction and leadership has:

Strongly
agree

Unsure

Disagree

Strongly
disagree

3

(a) Helped to reduce your corporate risk
Comments:

Agree

Insurance premiums were not increased last year.

(b) Reduced the disruption to your organisation
created by H&S problems

3

(c) Helped to improve business performance, 3
e.g. less absence, more sales
Comments:

The company gets better quality and higher value work with bigger clients because it
can comply with their strict H&S requirements. In doing so, company turnover has increase by
27.7% from 2000-2004. Turnover the first six months of 2005’s trading is up 21.5% on the same
period in 2004. Net profit has increased by 11% to the end 2004 and is expected to increase
further this year based upon the first six months figures. The company is convinced that their
commitment to Health and Safety and Training has enabled it to extend its client base and win
quality and value works.
Absence has reduced in the last 2 years

(d) Helped
to
fulfil
corporate
responsibility aspirations
Comments:

social 3

Good H&S is part of the culture of the company.
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In what way do you believe your board
level H&S direction and leadership has:

Strongly
agree

(e) Helped
to
improve
corporate
communications and public relations
Comments:

Agree

Unsure

Disagree

Strongly
disagree

3

Improving the company structure has improved communications.

Staff H&S equipment and behaviour is very visible, this is good for PR as it reassures clients and
gives them confidence that RW Green is doing a good and safe job.
(f) Improved relations with the HSE and 3
other external regulators
Comments:

RW Green has a very good working relationship with the HSE. The company considers
they have good communication with them and get good advice and technical assistance.

(g) Improved relations with investors, insurers
and other external financial stakeholders
Comments:

3

Insurance premiums were not increased last year.

(h) Improved relations with trade unions and 3
the workforce
Comments:

Staff know this is a high risk industry but they know H&S is a high priority for the
company and that they are being looked after and trained properly.

(i) Helped in the response to HSE
improvement / prohibition notices and/or
prosecutions
Comments:

3

This is not really an issue. The company has only had one prohibition notice in 20

years.
(j) Led to H&S improvements, e.g. fewer 3
injuries
Comments:

There are fewer accidents and injuries and ongoing improvements to practices and

equipment.

Specific example(s) of benefits and data to demonstrate
(a) Can you please describe specific example(s) of how your board level H&S direction has
benefited H&S?
Examples include organisational changes, specific initiatives and their outcomes, actions by
individual, perceived impact of actions.
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•

Introduction of mobile elevated work platforms for work with larger corporate clients
has led to less physical stress for staff, less fatigue and therefore safer working

•

Participating in the Investors in People scheme has improved the organisational
structure and introduced a formal appraisal structure. It has also allowed Richard to sit
down with each individual and assess their strengths and where they can best contribute
to the team, review their training needs and H&S equipment needs. All staff have had
additional training as a result of the scheme. This makes for a safer working
environment and has reinforced the company culture of good H&S.

•

Training Dorothy (Richard’s PA) in LOLER has provided in house expertise in this
area. Staff do weekly equipment checks (statutory requirement is 6 months) which is
enforce by Dorothy and equipment can also be assessed on-the-spot before staff go on
site.

•

Regular reviews of risk assessment and method statement forms means these are
advanced and high quality documents.

•

CAT (cable avoidance tool) scan training for relevant staff has reduced risks of cutting
through cables and potential for costs of repair;

•

Introduction of low vibration equipment (in progress) will reduce the risk of hand/arm
vibration problems for staff in the future;

•

Introduction of the practice of using hand tools in place of machinery reduces noise and
physical strain on the operators;

•

Equal opportunities are provided to give all staff the chance to obtain H&S
qualifications. The company provide Dorothy as a writer for staff who have learning or
writing difficulties. These staff often have no other formal qualifications or training.

•

Richard being a champion of H&S gives assurance to staff and clients;

•

Richard is a qualified trainer for the British Agriculture and Garden Machinery
Association (BAGMA)

(b) Can you please provide data that demonstrates the H&S benefits of board level direction?
The company’s RIDDOR statistics are zero in 2001, 2002, 1 in 2003 and 1 in 2004 – although
there’s been an increase in staff numbers through this period
Risks posed by board arrangements
(a) To what extent do you believe that your board level arrangements have affected the
possibility of individual directors being sued or prosecuted for a health and safety problem?
Please explain your answer.
It does not make a difference as Richard is ultimately responsible anyway.
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(b) To what extent do you believe that your board level direction of H&S has affected the risk
posed to your organisation by health and safety failures? Please explain your answer.
It reduces the risk of incidents.
(c) Has the board’s and/or your involvement in H&S stopped you or the board from properly
managing other important aspects of the business, if so what and how?
No. H&S is such an integral part of the business.
Strongly
agree

To what extent do you agree that?

Agree

Unsure

Disagree

Strongly
disagree

The time and effort required of the board to 3
direct H&S is justified by the business benefits
The time and effort required of the board to
direct H&S is reasonable

3

There is a wish to reduce the amount of time
devoted by the board to H&S

3

Your message to other directors
What would you say to directors and boards that do not provide leadership and direction on
occupational health and safety?
My message to directors and boards that do not direct H&S is.......
“They are missing out on the respect of their employees at grass roots level. If you take
responsibility and show leadership you will get the full backing of your staff.”
Three most important things
Of all the things that your board has done to direct H&S, please cite the 3 most important:
1) Training of staff and seeing them pursuing their careers in the industry.
2) Ongoing improvement of safety and working conditions for staff.
3) Reducing accidents and incidents.

Recommendations to other organisations
Would you recommend your board level H&S arrangements to other organisations?
Yes, then MDs can talk to their staff at grass roots level as a responsible director. It is important
for a small company that a director is involved in H&S.
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Further improvements and future plans
(a) If you could improve further your board level arrangements, what would you change and
why?
The next step is to look at ways to improve office facilities at RW Green.
(b) What are your plans for the future development of your board level direction of H&S?
Richard would like to extend his knowledge and train in other areas of H&S to introduce into
the company. e.g. more occupational H&S including personal development and training of staff.
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5.30 Sapporo Teppanyaki
Sapporo Teppanyaki is a Japanese restaurant in Liverpool, employing around 50 staff.
5.30.1 History of the development of board arrangements
(a) Please describe the organisational context of this case study: who is being considered “the
Director”, and “the Board , and how they fit in the overall organisational structure
Vince Margiotta is the Operations Director and MD of the company. The Board consists of
Vince and 3 other partners (who are not involved in the day to day running of the business).
The management team consists of the general manager, the restaurant manager, the Head Chef
and the Reservations Manager (who is also the H&S Officer).
Vince started his working lift in the catering industry; he was then in sales and marketing for 20
years (within the food industry), and left 3 years ago. He started Sapporo 14 months ago.
Having worked in companies where employees are seen as disposable, Vince wants to create an
environment where employees feel part of the business
(b) How have the current arrangements developed over time, in particular the last few years
The company was only formed 14 months ago. Vince, as Operations Director from the start,
has responsibility for H&S. He manages the day to day business and is therefore accountable
for H&S.
(c) Why has responsibility for H&S been given to this post rather than, say, the Operations
Director or Finance Director?
Vince manages all day to day operations.
(d) What is the organisational structure for the implementation and monitoring of H&S?
The H&S policy sets out the reporting lines for H&S within the organisation. It documents the
roles and responsibilities of the director and others. Vince signed the H&S policy.
The H&S officer was appointed in January 2005, and she is part of the management team. She
is involved in weekly team meetings and addresses any H&S issues.
H&S information/updates are passed to all staff via written and verbal communication. The
staff notice board is kept up to date on H&S matters.
The H&S manager reports any issues to Vince in a weekly management meeting. This was
originally chaired by Vince but is now led by the General Manager. H&S part of the meeting
agenda.
(e) Which of your employees would know who has the ultimate responsibility for H&S? How
would they know this?
Everyone knows that Vince is responsible. It’s in the employee handbook and is included in the
induction process. Vince signs the H&S policy which is on show in the staff room.
(f) Who would employees consider to be responsible for implementing H&S in the organisation.
The restaurant has a H&S officer – Katie O’Sullivan. Full time staff are briefed weekly on
H&S issues.
Fulltime staff empowered to support each other in keeping up to date and ensure that their
teams and part-time staff know about any new developments.
New H&S information is posted on the staff notice board and all staff must tick off their names
once they have read it.
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H&S is part of manager’s appraisals, including how they manage and implement H&S
procedures.

When making the arrangements for health & safety, did you…

Yes

No

Unsure

…seek consultancy advice?
…benchmark yourself against other organisations?
…read HSC/E guidance?
…go through a process of “iteration” in the development of your
arrangements?
…consult with safety representatives / the workforce?
…consult a solicitor?
…read guidance on corporate governance?
…take guidance from previous experience of CEO / MD and / or other
board members?

Did you create a new seat on the board to fulfil the role of H&S Director?

Yes

No

Did you merge the responsibility with another directorial role, e.g. HR, Risk, Yes
Operations?

No

(g) Any other comments on how you decided the correct board arrangements for H&S:
Vince is the only operational director
Strongly
agree

To what extent do you agree that?

Agree

Unsure

Disagree

Strongly
disagree

It was straightforward to decide how to
develop an effective set of board
arrangements
It was relatively undemanding in deciding
how best to provide board level H&S
direction
We have had to improve our board level
arrangements due to initial problems with our
arrangements

n/a

(h) Can you please describe lessons learnt from during the development or operation of your
board level H&S arrangements?
It’s too early to tell yet. At the next restaurant launch the company will have all the H&S
procedures and policies in place from day one and make sure these are detailed.
Taking proper advice is critical, e.g. Using consultants for the wording of documents.
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5.30.2 Reasons for developing or having board level direction
To what extent did you increase H&S
direction because of the following
reasons?

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

The perception that H&S is a significant corporate risk,
e.g. risk posed by a major incident, prosecution, etc.
A perception that productivity could be improved by
better, e.g. reduction in absence and better staff morale
The need to respond to one or more specific H&S
regulations / the growing body of H&S regulation
The need to respond to growing demands for corporate
governance, e.g. Turnbull
A wish to be socially responsible
Demands from a new owner / change in management / new
CEO or MD
The possibility of a new law on directors H&S
responsibilities
The possibility of corporate manslaughter prosecutions
Response to requirements of investors, business clients or
insurers
Any other reasons:

To what extent do you agree that?
You would not have developed your arrangements without
the prospect of legal mandation of directors H&S
responsibilities
You would not have developed your arrangements without
the increased risk of directors being prosecuted for
manslaughter / negligence etc.
You developed your board arrangements despite advice
from solicitors/consultants/advisors that this may increase
the risk of individual directors being held liable for H&S
failures

Can you please elaborate on your answers above?
Vince knows that if staff know they are being looked after and cared for they are going to feel
better about being part of the company. He considers that happier staff = happier customers =
more productivity and better business. His main motivation is looking after staff and customers
and seeing this turn into better business.
(a) Can you please say in your own words why was H&S considered important enough to
deserve and require board level direction?
Vince believes that there was no option – it has to be in place. It’s important to Vince
personally – it’s a key driver to the business, and he’s responsible for customers and staff well
being.
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(b) Can you please say in your own words why it is important that boards manage H&S rather
than delegating it to (say) H&S managers?
The directors need to think through what is expected in H&S terms from the organisation. They
set the standards that the company expects.
5.30.3 Description of current arrangements
Directorial arrangements
Approximately what proportion of the named director’s time is devoted to H&S?

10%

Approximately what proportion of the board’s time is devoted to H&S?

20%

H&S is an agenda item at board meetings.
Summary of board level leadership and direction
(a) Can you please describe the way in which the board and the director for H&S provide
leadership and direction on H&S?
Initially, Vince chaired management meetings. These are now chaired by the general manager
but Vince attends these.
Vince involved the company in a pilot study by Tourism HR (consultants). This ensured that
the restaurant was compliant on HR and H&S issues. Vince has signed up for second year’s
involvement. He also approached Health at Work to help develop H&S policies and
procedures.
When he’s in the restaurant, Vince gives feedback to staff on H&S issues. This is both praise
for good procedures and addressing any issues that may be wrong.
At the weekly management meetings Vince highlights H&S as a major issue. H&S is always an
agenda item.
Vince will attend the weekly staff meeting to reinforce new key H&S issues (supporting
managers).
(b) If you have a named director responsible for H&S, can you please say in your own words
what the advantages and benefits are of having a named director rather than having H&S as a
shared responsibility of the board as a whole?
Vince manages operations on a day to day basis so H&S is his responsibility.
Specific arrangements regarding HSC action points
Can you please summarise your board level arrangements for each of the following specific
points:
(a) Publicising the board’s role in H&S
The H&S policy is signed by Vince. All operations are part of Vince’s job description. His role
is clearly set out in the employee handbook.
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(b) Each member of the board recognising their personal responsibilities for H&S
See above.
(c) Ensuring board decisions on procurement and contracting reinforce H&S intentions
Vince ensures that suppliers are reputable companies, but H&S is not checked formally.
(d) Board engaging with the workforce on H&S
Vince maintains a personal presence in the restaurant. He attends weekly staff meetings when
key H&S issues need to be reinforced but managers are also empowered to deal with H&S
matters themselves.
(e) Board level arrangements for reviewing H&S performance, keeping H&S policy aligned
with board priorities, being informed of H&S failures, ensuring H&S management systems are
in place and remain effective and are monitored / review
Vince keeps up to date with new H&S guidance, and feeds this back to managers and staff
(weekly bulletins from restaurant association, tourism HR info.) He would be informed daily
about any H&S accidents/ issues. He’s also informed about any entries in the accident book at
weekly management meetings.
A H&S audit was conducted by Health at Work. This will be an annual audit, but initially the
restaurant had two in the first 14 months to make sure it was compliant.
All incidents, issues, complaints, etc. go into the H&S incident book.
Vince verbally reports any key H&S issues back to the board. There’s no formal H&S
reporting back to the board.
5.30.4 Impact of board level direction
Perceived Benefits
In what way do you believe your board
level H&S direction and leadership has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

(a) Helped to reduce your corporate risk
Comments:

It’s important that there is a figure head accountable and responsible. By being
compliant with the law and by having procedures are in place to deal with any issues, potential
claims can be countered. Everyone knows what to do. This gives Vince peace of mind.

(b) Reduced the disruption to your organisation
created by H&S problems
Comments:

By reducing exposure to problems. By having procedures in place and being compliant
with the law staff and customers are less exposed to risk.
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In what way do you believe your board
level H&S direction and leadership has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

(c) Helped to improve business performance,
e.g. less absence, more sales
Comments:

d. Lower staff absence because people behave safely
e. A happier work force that feels that they are looked after
f.

Genuine concern for welfare = better service to customers = better business
throughout

g. A good working environment = good quality service

(d) Helped to fulfil corporate
responsibility aspirations

social

Comments:

•

Vince feels he has a happier work force than many in the industry – they feel they are
looked after

•

Happier work force = better service to customers = better business

•

Staff loyalty and wellbeing are increased

(e) Helped
to
improve
corporate
communications and public relations
Comments:

•

Communication is an important aspect of the business. It’s build on openness

•

Staff can communicate directly with Vince

•

PR – Health at work/ Tourism HR/ etc. – there’s been lots of interest and exposure about
what Vince is doing in H&S and HR

•

Creating a good work environment and employing happy staff = good quality service
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In what way do you believe your board
level H&S direction and leadership has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

(f) Improved relations with the HSE and
other external regulators
Comments:

Established good relationship from the start with the local environmental health
department. They have a good dialogue and are compliant

(g) Improved relations with investors, insurers
and other external financial stakeholders
Comments:

Recognised as being a serious business operator.
premiums have decreased by 8%, saving around £1000.

Employers Liability insurance

(h) Improved relations with trade unions and
the workforce
Comments:

Established good relations – staff feel cared for

(i) Helped in the response to HSE
improvement / prohibition notices and/or
prosecutions
Comments:

N/a

(j) Led to H&S improvements, e.g. fewer
injuries
Comments:

•

1 incident (cut finger in last 12 months)

•

established good H&S from the start so accidents/ incidents are very low

•

as the company implemented its arrangements right from the start, they don’t know what
their results would have been without the H&S policy

Specific example(s) of benefits and data to demonstrate
(a) Can you please describe specific example(s) of how your board level H&S direction has
benefited H&S?
Involvement in a Tourism HR pilot scheme which assisted in putting together the employee’s
handbook, including all aspects of HR procedures. Consequently, each member of staff is
clearly aware of the parameters that they are required to work within. There is no doubt about
what is expected of the staff, manager and directors.
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A voluntary organisation called ‘Health at work’ helped put together a robust H&S policy and
provided assistance in conducting courses (e.g. first aid, health and hygiene, manual handling).
Having a good H&S policy and having access to consultants for advice and staff training helped
considerably. Staff understand H&S and the policy and take ownership of policies and
procedures. This has been of benefit to them and to customers.
Vince appointed one member of staff as the H&S officer. This has raised the profile of H&S in
the business.
Weekly staff and managers meetings help to keeps H&S high on the agenda.
(b) Can you please provide data, that demonstrates the H&S benefits of board level direction?
Staff retention is at a high level (93%) for the hospitality business. This because the restaurant
provides a nice working environment. This is a key benefit as finding good staff is an issue in
the business.
There’s only been one staff incident in the 14 months of business so far (a cut finger), and only
one client incident in the same period. There hasn’t been any absenteeism due to work related
incidents.
Risks posed by board arrangements
(a) To what extent do you believe that your board level arrangements have affected the
possibility of individual directors being sued or prosecuted for a health and safety problem?
Please explain your answer.
Vince believes it’s reduced them as the restaurant is well run in H&S terms.
(b) To what extent do you believe that your board level direction of H&S has affected the risk
posed to your organisation by health and safety failures? Please explain your answer.
Vince believes that it’s reduced them, as he believes the organisation is in control of its risk
factors.
(c) Has the board’s and/or your involvement in H&S stopped you or the board from properly
managing other important aspects of the business, if so what and how?
No.
Strongly
agree

To what extent do you agree that?
The time and effort required of the board to
direct H&S is justified by the business benefits
The time and effort required of the board to
direct H&S is reasonable
There is a wish to reduce the amount of time
devoted by the board to H&S
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Agree

Unsure

Disagree

Strongly
disagree

NB: no formal board as such – Vince is the only operational director
Your message to other directors
What would you say to directors and boards that do not provide leadership and direction on
occupational health and safety?
My message to directors and boards that do not direct H&S is.......
•

They are missing out on a happy motivated workforce who feel they belong

•

They are loosing out on benefit to their customers

•

They’re not minimising (financial) risks to their business, and the subsequent peace of
mind that brings

•

They need to put in place policies and procedures that they would be happy to work
under

Three most important things
Of all the things that your board has done to direct H&S, please cite the 3 most important:
1) Communicating the H&S policy and procedures to staff via the handbook, training, etc.
2) Seeking guidance of external consultants (Health at Work)
3) Doing ‘what we say we will do’ by actively living the H&S policy – it’s not just a document.
Implementing it on a day to day basis is vital, as is feedback to staff
Recommendations to other organisations
Would you recommend your board level H&S arrangements to other organisations?
Yes.
Further improvements and future plans
(a) If you could improve further your board level arrangements, what would you change and
why?
Vince would just put a representative/ officer in place; someone at management level to give a
contact for staff.
(b) What are your plans for the future development of your board level direction of H&S?
There aren’t any plans to change board level arrangements.. As the business expands it will
have dedicated a HR and H&S manager.
Vince’s also planning to form a H&S committee.

395

5.31 Stoke On Trent College of Further Education
Stoke on Trent College of FE is involved in the education sector, providing vocational training,
academic courses and work place training in the Stoke on Trent area, and employs 1,500 people.
5.31.1 History of the development of board arrangements
(a) Can you please summarise the sequence of events and decisions over the past few years that
led you to create your current board level arrangements for health and safety?
Health and safety used to be the responsibility of the Finance Director until 1997. Prior to this,
the focus was very much upon site safety only. Relationships between the Director and
employee reps were unsatisfactory and there was very little representation from managers,
hence it had limited influence and penetration throughout the organisation. Although we had a
health and safety policy, it was not written in a form that would be acceptable today as per
current guidelines. It was not provided to all staff, hence it was very difficult for staff to know
if they were compliant.
A major restructuring exercise took place in 1997 as a result severe financial difficulties, which
was indicative of a poorly managed business, with health and safety being just one aspect of
this. The management team was reduced and a new Finance Director was appointed. It was felt
at this stage that health and safety would be more strongly supported and restructured if it fell
within the remit of HR. The HR Director now responsible had no prior knowledge of managing
health and safety, and embarked upon a series of training courses to address this. Alongside the
increase in legislation, a strong emphasis was now placed on health and safety which involved a
total restructure of how health and safety operated the college.
The HR Director now responsible was concerned about the lack of representation from
employees and general lack of commitment towards health and safety. A change of approach
was needed which involved and encouraged more open communication. In essence, a culture
shift was necessary.

When making the arrangements for health & safety, did you…
…seek consultancy advice?
…benchmark yourself against other organisations?
Tried, however there was very little information available from other
colleges. No system in Further Education sector
…read HSC/E guidance?
…go through a process of “iteration” in the development of your
arrangements?
…consult with safety representatives / the workforce?
…consult a solicitor?
…read guidance on corporate governance?
…take guidance from previous experience of CEO / MD and / or other
board members?
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Yes

No

Unsure

Did you create a new seat on the board to fulfil the role of health and safety Yes
Director?

No

Did you merge the responsibility with another directorial role, e.g. HR, Risk, Yes
Operations?

No

(b) Please describe in your own words, how you decided what your board health and safety
arrangements should be:
We reconstituted our whole Health and safety management to bring in key line managers who
have responsibility for vocational areas. It was felt that because of the shift in culture that was
needed, HR was the most appropriate department to lead this.
Strongly
agree

To what extent do you agree that?

Agree

Unsure

Disagree

Strongly
disagree

It was straightforward to decide how to
develop an effective set of board
arrangements
It was relatively undemanding in deciding
how best to provide board level health and
safety direction
We have had to improve our board level
arrangements due to initial problems with our
arrangements
The major difficulty involved getting line managers on board and trained. Also, there was the
issue of the time spent convincing them to spend time on health and safety. A further difficulty
was getting safety reps to work alongside, rather than in conflict with, management.
Relationships were built upon promoting mutual respect. Advisors and representatives were
listened to and their concerns were acted upon. Without action we would not have moved
forward.
(c) Can you please describe lessons learnt from during the development or operation of your
board level health and safety arrangements?
Never think you’ve got it sorted. Accept that mistakes will be made along the way, but these are
learning curves. We are continuously looking to make improvements. This is not something you
can do and consider it done.
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5.31.2 Reasons for developing or having board level direction
To what extent did you increase health
and safety direction because of the
following reasons?

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

The perception that health and safety is a significant
corporate risk, e.g. risk posed by a major incident,
prosecution, etc.
A perception that productivity could be improved by better
health and safety, e.g. reduction in absence and better staff
morale
The need to respond to one or more specific health and
safety regulations / the growing body of health and safety
regulation
The need to respond to growing demands for corporate
governance, e.g. Turnbull
A wish to be socially responsible
No specific reason
Demands from a new owner / change in management / new
CEO or MD
The possibility of a new law on directors health and safety
responsibilities
The possibility of corporate manslaughter prosecutions
Response to requirements of investors, business clients or
insurers

To what extent do you agree that?
You would not have developed your arrangements without
the prospect of legal mandation of directors health and
safety responsibilities
You would not have developed your arrangements without
the increased risk of directors being prosecuted for
manslaughter / negligence etc.
You developed your board arrangements despite advice
from solicitors/consultants/advisors that this may increase
the risk of individual directors being held liable for health
and safety failures

Can you please elaborate on your answers above?
After the restructuring in 1997, the college had to change and become more efficient to remain
financially viable. As such, a tightly managed efficient business needed to happen, and a
change in culture was needed.
In terms of being socially responsible, we have strong links with the community. We train
people, who then go out into the workplace and who need to work safely in order to protect
themselves and others. It is part of the education programme and our reputation is based upon
being professional in all activities, health and safety being one aspect of this.
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(a) Can you please say in your own words why was health and safety considered important
enough to deserve and require board level direction?
In order to make sure our day to day practices reflected the standards we set, it was felt that this
had to be led from Director level in order to move forward. In essence, to make the changes
necessary, it needed to be led from the top because ultimately this is where the power and
influence to make changes is held.
(b) Can you please say in your own words why it is important that boards manage health and
safety rather than delegating it to (say) health and safety managers?
It requires overall strategic direction and co-ordination. It is an integral part of management
responsibilities. Without the seniority, there is a risk that health and safety may not be given the
attention it requires in a consistent manner across the college.
5.31.3 Description of current arrangements
Directorial arrangements
Do you have a named director responsible for health and safety?

Yes

No

(a) What is the job title of the director responsible for health and safety?
Director of Human and Physical Resources
(b) Why did the health and safety leadership role go to this post rather than (say) the Operations
Director or Finance Director?
Most of the health and safety issues relate to people and the environment.
(c) Can you please summarise or provide a copy of their health and safety responsibilities or the
organisation’s safety manual that describes their role, or any other appropriate document?
Strategic responsibility for leadership and co-ordination of health and safety across the college.

Approximately what proportion of the named director’s time is devoted to health
and safety?

5%

Approximately what proportion of the board’s time is devoted to health and safety?

1%

Summary of board level leadership and direction
(a) Can you please describe the way in which the board and the director for health and safety
provide leadership and direction on health and safety?
•

Making sure new requirements or developments are pushed forward

•

Ensuring that any concerns raised by staff or safety reps are taken seriously and responded
to

•

By continuously looking for new ways of strengthening the profile and awareness of health
and safety (It is a standard agenda item on Board meetings, faculty meetings)
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•

Intranet site

•

Having an ‘open door’ policy. For example, a student with mental health problems cut
themselves badly. It was early evening, virtually all cleaners had gone. The health and
safety advisor called the HR Director to attend the incident and arrange the clean up. This
level of communication between employees and Directors is common.

(b) If you have a named director responsible for health and safety, can you please say in your
own words what the advantages and benefits are of having a named director rather than having
health and safety as a shared responsibility of the board as a whole?
It gives a clear focus, as to ensure a strategy works, someone needs to take ownership of it at
strategic level. However, all Board members do have health and safety responsibilities.
Specific arrangements regarding HSC action points
Can you please summarise your board level arrangements for each of the following specific
points:
(a) Publicising the board’s role in health and safety
All staff know informally of the arrangements. It is stated within the health and safety policy,
which all staff are given a copy of upon induction.
(b) Each member of the board recognising their personal responsibilities for health and safety
It forms part of their job descriptions.
(c) Ensuring board decisions on procurement and contracting reinforce health and safety
intentions
There is an approved list of suppliers, and as part of the approval process we ensure that they
produce their health and safety policy and management arrangements.
(d) Board engaging with the workforce on health and safety
Monthly staff newsletters contain health and safety items.
(e) Board level arrangements for reviewing health and safety performance, keeping health and
safety policy aligned with board priorities, being informed of health and safety failures,
ensuring health and safety management systems are in place and remain effective and are
monitored / reviewed
•

Annual health and safety report to the corporation

•

Accident stats are collated monthly

•

HR Director personally Commissioned consultants to conduct stress audit to benchmark for
future. An action plan has been produced, based upon risk assessment of areas of concern
highlighted within the results.
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5.31.4 Impact of board level direction
Perceived Benefits
In what way do you believe your board
level health and safety direction and
leadership has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

(a) Helped to reduce your corporate risk
We now manage risk better, hence in the unlikelihood of a serious incident occurring. We believe
that we will have taken all reasonable preventative actions.
(b) Reduced the disruption to your organisation
created by health and safety problems
Comments:

Our RIDDOR reportable accidents have steadily reduced over the past three years.

(c) Helped to improve business performance,
e.g. less absence, more sales
Comments:

Our staff and students feel that they are in a safe environment.

(d) Helped to fulfil
responsibility aspirations

corporate

social

Comments:

Because health and safety is given such a high profile, plus we are confident that it
permeates every area of our college and it is strongly promoted. Health and safety is an inherent
part of the increasingly positive working culture.

(e)
Helped
to
improve
corporate
communications and public relations
Comments:

We need to improve this area. We are aware that our communication could be better and
this has formed part of our action plan.

(f) Improved relations with the HSE and other
external regulators
Comments:

We have extremely positive relationships with the Learning Skills Council, whom we
work closely with as these provide approx 70% of our funding. Our relationship with the HSE is
also very open and positive. However, we have less contact with them.

(g) Improved relations with investors, insurers
and other external financial stakeholders
Comments:

We have a one million pound plus contract with employability plus. They came to us
with a concern re overcrowding and the implications for learning. As a result, we have relocated
this department to larger premises. This illustrates the level of partnership working and
collaboration that we enjoy.
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In what way do you believe your board
level health and safety direction and
leadership has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

(h) Improved relations with trade unions and
the workforce
Comments:

We previously (prior 1997) had a very antagonistic relationship with Trade Unions. This
has improved beyond belief because we listen and act upon their concerns.

(i) Helped in the response to HSE improvement
/ prohibition notices and/or prosecutions
Comments:

We haven’t had any since these arrangements were put in place (1998).

(j) Led to health and safety improvements, e.g.
fewer injuries
Comments:

There has been an increase in reporting, which we believe is indicative of greater
awareness amongst students and employees, hence we see this as a positive.

Specific example(s) of benefits and data to demonstrate
(a) Can you please describe specific example(s) of how your board level health and safety
direction has benefited health and safety?
This has particularly been in relation to managing employee stress.
(b) Can you please provide data, such as injury rates, that demonstrates the health and safety
benefits of board level direction?
•

Number of reportable accidents has reduced year on year over the past three years.

•

No HSE improvement notices

•

Passed learning and skills council health and safety audit with ‘flying colours’.

Risks posed by board arrangements
(a) To what extent do you believe that your board level arrangements have effected the
possibility of individual directors being sued or prosecuted for a health and safety problem?
Please explain your answer.
“We believe our arrangements our better, hence the risk of prosecution is decreased. We are in a
better position to defend ourselves should any serious incident occur.”
(b) To what extent do you believe that your board level direction of health and safety has
effected the risk posed to your organisation by health and safety failures? Please explain your
answer.
We believe that we have significantly reduced the risk of a serious health and safety failure. It is
an integral part of our risk management and is no longer seen as an isolated part of the business.
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(c) Has the board’s and/or your involvement in health and safety stopped you or the board from
properly managing other important aspects of the business, if so what and how?
Not at all. It has improved the overall running of the business. We are now in a strong financial
position because of a well managed business.
Strongly
agree

To what extent do you agree that?

Agree

Unsure

Disagree

Strongly
disagree

The time and effort required of the board to
direct health and safety is justified by the
business benefits
The time and effort required of the board to
direct health and safety is reasonable
There is a wish to reduce the amount of time
devoted by the board to health and safety

Your message to other directors
What would you say to directors and boards that do not provide leadership and direction on
occupational health and safety?
My message to directors and boards that do not direct health and safety is...
“The effective management of health and safety is of key importance in achieving business
success and reducing or eliminating major risks to the survival or viability of the business.”
Three most important things
Of all the things that your board has done to direct health and safety, please cite the 3 most
important:
1) Appointing and training co-ordinators in every area of the organisation
2) Appointing an additional learning health and safety manager to focus specifically on
customer health and safety, in addition to providing health and safety advice.
3) Transforming the culture of employee relations by demonstrating a genuine commitment at
board level to health and safety as it effects staff on a day to day basis. We now work in
partnership in an open manner.
Recommendations to other organisations
Would you recommend your board level health and safety arrangements to other organisations?
Fundamentally, yes. However, we are always looking to improve the basic structure works very
well. We cannot afford to stagnate though.
All members of the Board have half day training on managing health and safety.
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Further improvements and future plans
(a) If you could improve further your board level arrangements, what would you change and
why?
We could put health and safety issues to the board more frequently. Even though it is a standard
agenda item, quite often there are no points for discussion raised. Even though health and safety
documentation is constantly revised, it might help if policy was afforded to this.
(b) What are your plans for the future development of your board level direction of health and
safety?
We are planning a regular report back from health and safety committee meetings to the board.
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5.32 TTE Training
TTE Training is a training and educational organisation with strong links to industry. The
company is based in Ellesmere Port and employs over 160 staff.
5.32.1 History of the development of board arrangements
(a) Please describe the organisational context of this case study: who is being considered “the
Director”, and “the Board”, and how they fit in the overall organisational structure
TTE was founded in 1990 in a joint venture enterprise with ICI, Shell and Octel (high profile
blue chip company) and Etese.
TTE provides training in engineering maintenance and processing operating and CCNG,
NEBOSH, IOSH and NVQs in caring. Trainees work for TTE for 3-4 years, but all are
sponsored by their own companies. They spend 2 years full-time at TTE and their remaining
time on the site of their sponsoring company.
CEO is Neil Davis who has responsibility for Health and Safety (H&S). He has been on the
board for 5 years and is championing H&S. Neil joined TTE in August 2004 after running his
own manufacturing company (cakes) for 15 years.
Neil takes all his legal responsibilities as a director very seriously. He’s motivated by
responsibilities to protect employees. He gained his knowledge and experience gradually
through running his own business.
TTE’s board include representatives from Shell, Ineos Chlor (used to be ICI), Associated Octel,
Neil and the company secretary.
(b) How have the current arrangements developed over time, in particular the last few years
The company always took H&S seriously but it was not a key performance indicator (KPI).
Roy Granton has worked for TTE for 11 years as a training officer but also took on the roll of
safety co-ordinator.
Neil joined in 2000 when previous CEO retired. Six months before Neil joined there were
changes in the board due to non-executive changes as it was the end of their time with the
company.
These new non-executives brought fresh news on the priority of H&S.
Consequently, the Board made H&S one of the main business KPIs. Board member companies
took the opportunity to raise profile of H&S with a new CEO in charge.
Neil’s brief was to raise profile of H&S and improve performance as, historically and culturally,
there was acceptance of minor injuries. In the summer of 2001 Neil put Roy into a full time
H&S manager role.
(c) Why has responsibility for H&S been given to this post rather than, say, the Operations
Director or Finance Director?
Neil is the only executive director of TTE.
(d) What is the organisational structure for the implementation and monitoring of H&S?
3 Departmental Managers – manage H&S in their departments and report through to Roy. Roy
reports to the CEO but can go directly to the board if needed. For reporting lines within
organisation, see diagram at end of the case study.
The roles and responsibilities of directors and others are set out in the safety policy documents
etc.
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(e) Which of your employees would know who has the ultimate responsibility for H&S? How
would they know this?
All. Everyone has safety induction on induction. The H&S policy is brought directly to their
attention. The H&S policy is also on the intranet and all staff have access to this. This has a
dedicated H&S file which contains all H&S documentation. Also there is a dedicated H&S
notice board in the building. On each of the notice boards there’s a H&S policy signed by Neil
every year.
(f) Who would employees consider to be responsible for implementing H&S in the organisation.
Roy – all part of documentation & induction.

When making the arrangements for health & safety, did you…

Yes

No

Unsure

…seek consultancy advice?
…benchmark yourself against other organisations?
…read HSC/E guidance?
…go through a process of “iteration” in the development of your
arrangements?
…consult with safety representatives / the workforce?
…consult a solicitor?
…read guidance on corporate governance?
…take guidance from previous experience of CEO / MD and / or other
board members?

Did you create a new seat on the board to fulfil the role of H&S Director?

Yes

No

Did you merge the responsibility with another directorial role, e.g. HR, Risk, Yes
Operations?

No

(g) Any other comments on how you decided the correct board arrangements for H&S:
It was an opportunity for cultural change with a new CEO and a re-location. The culture of the
board also changed, for example with the arrival of Clive Shields from Shell.
Strongly
agree

To what extent do you agree that?
It was straightforward to decide how to
develop an effective set of board
arrangements
It was relatively undemanding in deciding
how best to provide board level H&S
direction
We have had to improve our board level
arrangements due to initial problems with our
arrangements
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Agree

Unsure

Disagree

Strongly
disagree

(h) Can you please describe lessons learnt from during the development or operation of your
board level H&S arrangements?
•

Prioritising H&S and making it the first item on every board agenda.

5.32.2 Reasons for developing or having board level direction
To what extent did you increase H&S
direction because of the following
reasons?

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

The perception that H&S is a significant corporate risk,
e.g. risk posed by a major incident, prosecution, etc.
A perception that productivity could be improved by better
H&S, e.g. reduction in absence and better staff morale
The need to respond to one or more specific H&S
regulations / the growing body of H&S regulation
The need to respond to growing demands for corporate
governance, e.g. Turnbull
A wish to be socially responsible
Demands from a new owner / change in management / new
CEO or MD
The possibility of a new law on directors H&S
responsibilities
The possibility of corporate manslaughter prosecutions
Response to requirements of investors, business clients or
insurers
Any other reasons:

To what extent do you agree that?
You would not have developed your arrangements without the prospect of
legal mandation of directors H&S responsibilities
You would not have developed your arrangements without the increased
risk of directors being prosecuted for manslaughter / negligence etc.
You developed your board arrangements despite advice from
solicitors/consultants/advisors that this may increase the risk of individual
directors being held liable for H&S failures

Can you please elaborate on your answers above?
The old culture was of training managers coming from industry with an acceptance of minor
injuries – this was giving young apprentices the message that minor injuries were acceptable.
This culture of acceptance was felt to lead to an increased risk of exposure to more serious
incidents. Training officers were often undermining the training given to trainees.
The changes were driven by Neil wanting to make sure the young people trained are safe in the
high risk environments they might work in. He felt a personal value to care for employees/ staff
and particularly young people who will potentially be exposed to high risks in their work place.
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(a) Can you please say in your own words why was H&S considered important enough to
deserve and require board level direction?
•

To underline the importance of H&S as a key agenda for the business

•

Different focus for the board – they wanted the CEO to be directly accountable

(b) Can you please say in your own words why it is important that boards manage H&S rather
than delegating it to (say) H&S managers?
•

The Board can not abdicate its responsibility through delegation

•

Board management must retain control

•

The Board sets H&S policy and must be in touch with the business

•

The Board sets the tone for the whole organisation (i.e. cultural changes)

•

The importance of leading by example – no culture of blame

5.32.3 Description of current arrangements
Directorial arrangements
Approximately what proportion of the named director’s time is devoted to H&S?

n/a%

Approximately what proportion of the board’s time is devoted to H&S?

n/a%

Neil is committed to H&S. It’s going very well and so does not take much time, but 100%
of Neil’s time is available if there is a H&S incident or need. H&S is a key agenda item at
board meetings – it gets the attention it requires.

Summary of board level leadership and direction
(a) Can you please describe the way in which the board and the director for H&S provide
leadership and direction on H&S?
Neil and the board members do unannounced visits once a month to different areas of the TTE
premises to check safety.
Neil takes a group of trainees into another area of TTE to inspect H&S aspects in that workshop
environment where another group is working. Together they conduct SUSA (safe/ unsafe acts)
audits.
H&S is always the first agenda item at board meetings. The company H&S policy is renewed
by the board every year
H&S is also an agenda item on the weekly management committee meeting. Neil chairs
monthly H&S committee meetings. He also chairs the monthly staff communication meeting
which is open to all staff; it informs them of H&S issues and staff can raise any concerns.
Neil did his IOSH training in 2004. He gives 100% support to Roy and his role.
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(b) If you have a named director responsible for H&S, can you please say in your own words
what the advantages and benefits are of having a named director rather than having H&S as a
shared responsibility of the board as a whole?
The structure of the board means Neil must be responsible. All other (non-exec) directors
are based off-site.
Specific arrangements regarding HSC action points
Can you please summarise your board level arrangements for each of the following specific
points:
(a) Publicising the board’s role in H&S
The H&S policy is posted on the intranet, and its part of induction training. Neil’s H&S
responsibilities are a key function of his job description.
(b) Each member of the board recognising their personal responsibilities for H&S
As all board members are from industry they’re very aware that H&S is of critical importance.
(c) Ensuring board decisions on procurement and contracting reinforce H&S intentions
This is set out in the H&S policy and there’s an expectation that people follow the policy; it’s
part of the culture.
(d) Board engaging with the workforce on H&S
Neil chairs meetings (see 4.2a) and conducts safety audits. Another board member also attends
monthly communications meetings.
(e) Board level arrangements for reviewing H&S performance, keeping H&S policy aligned
with board priorities, being informed of H&S failures, ensuring H&S management systems are
in place and remain effective and are monitored / review
•

The Board renews the H&S policy every year

•

The Board reviews H&S performance every month

•

Monthly reports from Roy – bulletin and management report

•

British Safety Council (BSC) audit

•

KPI for business – that of ‘zero incidents’ – is cascaded down through the whole
company via staff appraisals

•

Graded by Learning and Skills Council
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5.32.4 Impact of board level direction
Perceived Benefits
In what way do you believe your board
level H&S direction and leadership has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

(a) Helped to reduce your corporate risk
(b) Reduced the disruption to your organisation
created by H&S problems
Comments:

No real disruption but now have fewer incidents – staff time used more fruitfully. See
data at end of case study re accident numbers.

(c) Helped to improve business performance,
e.g. less absence, more sales
Comments:

See above

(d) Helped
to
fulfil
corporate
responsibility aspirations

social

Comments:

Culture change has been achieved. Extremely high H&S standards – benefit (socio
economic) to trainees and therefore local community

(e) Helped
to
improve
corporate
communications and public relations
Comments: Improved through the change of culture. Made communications meetings work.
Improved relations with sponsoring companies as H&S performance has improved and they get a
better product. Improved co-operation

(f) Improved relations with the HSE and
other external regulators
Comments:

Roy delivers courses to H&S hazard inspectorate. Never been an issue with H&S

(g) Improved relations with investors, insurers
and other external financial stakeholders
Comments:

Members and sponsoring companies pleased with H&S performance. A 20% reduction
in Employers Liability insurance premiums – making significant savings as a result of TTE’s
performance

(h) Improved relations with trade unions and
the workforce
Comments:

Culture change, co-operation, collaboration, improved communications

(i) Helped in the response to HSE
improvement / prohibition notices and/or
prosecutions
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In what way do you believe your board
level H&S direction and leadership has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

(j) Led to H&S improvements, e.g. fewer
injuries
Comments:

Cultural change makes H&S improvement sustainable. People take ownership.

Specific example(s) of benefits and data to demonstrate
(a) Can you please describe specific example(s) of how your board level H&S direction has
benefited H&S?
•

They appointed a full time H&S manager (Roy) and sponsored him to do his NTU
Diploma in H&S. He is now the in-house expert to advise Neil and the Board.

•

BSC audits introduced on an annual basis. This gives an independent external view of
H&S performance of the company (2000–3). This highlighted potential improvements
and these were implemented (2001- 5). 2004’s score was near perfect (97.6%) and
resulted in a personal letter of commendation from the auditor. TTE now has a new
H&S management system that is top class in their BSC audit.
Benefits include
enhanced reputation/ external relationships/ commercial benefits.

•

Occupational Healthcare (included stress management) introduced in 2003 to manage
the health and well-being of staff. This has resulted in lower staff sickness absence,
happier, healthier, more motivated workforce, increased morale. Now a return to work
process is part of TTE’s staff healthcare and wellbeing policy. The company undertakes
an annual wellbeing audit.

•

All training managers did IOSH training in 2004. This has contributed to improved
performance on H&S (injury figures) and raised awareness of H&S as a business
priority. i.e. corporate/ legal.

(b) Can you please provide data, that demonstrates the H&S benefits of board level direction?
•

Annual BSC audit based on 82 different elements (TTE’s copy of 2004 report provided)

•

In-house safety bulletin published by Roy – includes all incidents, etc. and compares
against previous years (pre-2000). See accident data at end of case study.

•

Previous acceptance “of a certain number of injuries each year” – now TTE’s view is
that all incidents are preventable and none are acceptable.

•

Annual wellbeing audit – only one year’s data so far.
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Risks posed by board arrangements
(a) To what extent do you believe that your board level arrangements have affected the
possibility of individual directors being sued or prosecuted for a health and safety problem?
Please explain your answer.
Risks have been significantly minimised.
(b) To what extent do you believe that your board level direction of H&S has affected the risk
posed to your organisation by health and safety failures? Please explain your answer.
Risks have been significantly minimised.
(c) Has the board’s and/or your involvement in H&S stopped you or the board from properly
managing other important aspects of the business, if so what and how?
No.
Strongly
agree

To what extent do you agree that?

Agree

Unsure

Disagree

Strongly
disagree

The time and effort required of the board to
direct H&S is justified by the business benefits
The time and effort required of the board to
direct H&S is reasonable
There is a wish to reduce the amount of time
devoted by the board to H&S

Your message to other directors
What would you say to directors and boards that do not provide leadership and direction on
occupational health and safety?
My message to directors and boards that do not direct H&S is.......
•

Good H&S is good business

•

All Boards have a responsibility to minimise risks to staff and visitors and make sure
everyone has a safe working environment

•

Good H&S performance enhances organisational value to all stakeholders as well as
more direct commercial benefits such as reduced insurance premiums and enhanced
reputation in ones market place

Three most important things
Of all the things that your board has done to direct H&S, please cite the 3 most important:
1) Raising awareness of H&S across the business/ change of emphasis and focus on H&S
(cultural change)
2) Appointment of H&S manager
3)BSC audit to externally validate H&S performance
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Recommendations to other organisations
Would you recommend your board level H&S arrangements to other organisations?
Yes.
Further improvements and future plans
(a) If you could improve further your board level arrangements, what would you change and
why?
TTE doesn’t believe there is much more it can do.
(b) What are your plans for the future development of your board level direction of H&S?
They are under constant review, but the BSC audit said that TTE is “best in class”.

Annual Injuries 2000 - 2004
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5.33 VisitBritain
VisitBritain operates in the public sector promoting tourism to Great Britain and England.
Worldwide there are 509 employees, with 250 being located in the UK.
5.33.1 History of the development of board arrangements
(a) Can you please summarise the sequence of events and decisions over the past few years that
led you to create your current board level arrangements for health and safety?
Originally overall responsibility was with the HR Director. However, the Facilities Manager
was responsible for the overall safety of the building. The Facilities Manager reported to the
Company Secretary, and not to the HR Director. As health and safety is linked to the physical
environment, these crossed reporting lines reduced effectiveness. In order to give it greater
priority and focus the decision was made to bring health and safety under the responsibility of
the Company Secretary, as this would allow for greater continuity and visible leadership and
support for health and safety.

When making the arrangements for health & safety, did you…

Yes

No

Unsure

…seek consultancy advice?
…benchmark yourself against other organisations?
…read HSC/E guidance?
…go through a process of “iteration” in the development of your
arrangements?
…consult with safety representatives / the workforce?
…consult a solicitor?
…read guidance on corporate governance?
…take guidance from previous experience of CEO / MD and / or other
board members?

Did you create a new seat on the board to fulfil the role of health and safety Yes
Director?

No

Did you merge the responsibility with another directorial role, e.g. HR, Risk, Yes
Operations?

No

We have linked health and safety with risk and HR

(b) Please describe in your own words, how you decided what your board health and safety
arrangements should be:
Health and safety was seen to be an important aspect of good corporate governance. It made the
most sense, as the Facilities Manager, Peter, was responsible for the safety of the environment
that his direct reporting line should be to Ros, as Company Secretary.
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Strongly
agree

To what extent do you agree that?

Agree

Unsure

Disagree

Strongly
disagree

It was straightforward to decide how to
develop an effective set of board
arrangements
It was relatively undemanding in deciding
how best to provide board level health and
safety direction
We have had to improve our board level
arrangements due to initial problems with our
arrangements

(c) Can you please describe lessons learnt from during the development or operation of your
board level health and safety arrangements?
It is believed that a top down, bottom up approach works. It is also seen as being equally
important to have Board level commitment, alongside employee commitment. To this end, the
Health and Safety Committee was revamped to ensure extensive workforce involvement. A
consultant was employed to talk to the Board and employees. This also served to raise
awareness and showed a strong commitment to taking health and safety seriously to all
employees.
“Sometimes you need to start from scratch and get external help to give the guidance.”

415

5.33.2 Reasons for developing or having board level direction
To what extent did you increase health
and safety direction because of the
following reasons?

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

The perception that health and safety is a significant
corporate risk, e.g. risk posed by a major incident,
prosecution, etc.
A perception that productivity could be improved by
better health and safety, e.g. reduction in absence and
better staff morale
The need to respond to one or more specific health and
safety regulations / the growing body of health and safety
regulation
The need to respond to growing demands for corporate
governance, e.g. Turnbull
A wish to be socially responsible
No specific reason
Demands from a new owner / change in management /
new CEO or MD
The possibility of a new law on directors health and safety
responsibilities
The possibility of corporate manslaughter prosecutions
Response to requirements of investors, business clients or
insurers

To what extent do you agree that?
You would not have developed your arrangements
without the prospect of legal mandation of directors
health and safety responsibilities
You would not have developed your arrangements
without the increased risk of directors being prosecuted
for manslaughter / negligence etc.
You developed your board arrangements despite advice
from solicitors/consultants/advisors that this may increase
the risk of individual directors being held liable for health
and safety failures

Can you elaborate on the answers given above?
One recognised driver was the desire to be morally and socially responsible to all employees.
Another driver was that owing to an increase in legislation, a greater understanding of health
and safety needed to be gained in order to understand how it affects the business (low
hazard/risk).
(a) Can you please say in your own words why was health and safety considered important
enough to deserve and require board level direction?
Staff are considered the biggest resource in the business, and the Executive believes that it has a
duty to provide a positive, safe working environment. There is substantial evidence correlating a
safe physical and psychological working environment and increased staff productivity.
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(b) Can you please say in your own words why it is important that boards manage health and
safety rather than delegating it to (say) health and safety managers?
“It’s got to be seen to be owned from the top. Managers need to see this commitment. You need
the resource in terms of time and finance (allocated from the Board). However, you then need a
Director who is willing to ‘champion’ the cause and bring health and safety to life.”
5.33.3 Description of current arrangements
Directorial arrangements
Do you have a named director responsible for health and safety?

Yes

No

(a) What is the job title of the director responsible for health and safety?
Secretary to the Board, who reports directly to CEO. The CEO is very clear that ‘the buck
stops’ with him.
(b) Why did the health and safety leadership role go to this post rather than (say) the Operations
Director or Finance Director?
The Secretary to the Board is in a better position to provide cohesion and clarity because of the
direct line reports. Furthermore, the Director responsible is more visible and accessible to
employees than other Directors whom tend to be away from the office on a more frequent basis.

Approximately what proportion of the named director’s time is devoted to health
and safety?

5%

Approximately what proportion of the board’s time is devoted to health and safety?

1%

Summary of board level leadership and direction
(a) Can you please describe the way in which the board and the director for health and safety
provide leadership and direction on health and safety?
This is done by:
•

Attending and chairing monthly health and safety briefings, and so is seen to take an
interest.

•

Talking regularly to employees, e.g. the CEO does regular breakfast meetings, where health
and safety can be discussed. Also, health and safety officers talk to safety reps.

•

Taking an interest in health and safety and providing the funding “…to allow us to deliver
to a high standard”.

The team is always on call for the slightest problem and there is an open door policy.
“We walk the floor and encourage open discussion on health and safety and are victims of our
own success, to the extent that employees now pick up on everything. There is strong workforce
involvement.”
The company intranet has a health and safety section. There is also a ‘bulletin’ which is sent out
each week. After every health and safety meeting, the minutes are published through the
bulletin.
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Health and safety is also part of the induction process. When a person starts working with the
company, the health and safety rep will talk and walk the new employee through. Workforce
involvement is seen as being the best way of communicating and allows them to take
ownership.
The culture is that health and safety reps are well respected throughout the organisation from
Board down.
Examples of the health and safety improvements are as follows:
•

Installed new fire alarms in;

•

Replaced all lighting installed emergency lighting;

•

Bomb proof film on windows;

•

CCTV, access control, and;

•

Replaced riser cupboards.

The company also:
•

Installed new ergonomic workstations for all employees;

•

Installed a gym and trained employees in its use;

•

Re-lined swimming pool;

•

Allow flexible working hours;

•

Installed an intercom (to be used in emergencies);

•

Purchased an X-Ray machine, for use in the post room to screen incoming post, and;

•

Replaced heating and ventilation to provide a more comfortable working environment.

(b) If you have a named director responsible for health and safety, can you please say in your
own words what the advantages and benefits are of having a named director rather than having
health and safety as a shared responsibility of the board as a whole?
Although it is a shared responsibility it needs to be championed by one individual. Without this,
no one takes responsibility.
Specific arrangements regarding HSC action points
Can you please summarise your board level arrangements for each of the following specific
points:
(a) Publicising the board’s role in health and safety
It is within the health and safety policy and is referred to in annual health and safety talks that
an external consultant gives. Directors address health and safety as an integral aspect of the
business when talking to employees.
(b) Each member of the board recognising their personal responsibilities for health and safety
This is done through training, but is not a formal part of their job description.
(c) Ensuring board decisions on procurement and contracting reinforce health and safety
intentions
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They empower Ros, who in turn empowers Peter, to take responsibility and control of,
procurement and contracting. There are permits to work that are issued by either a maintenance
engineer or Peter.
(d) Board engaging with the workforce on health and safety
The Board are extremely pro-active, e.g. regarding potential terrorist alerts in demanding action.
VisitBritain in the USA had hoax anthrax alerts. This raised the Board level interest across all
sites.
The Board engaged an external consultant to advice on business continuity. However, this also
incorporated risk assessments on potential incidents / attacks.
(e) Board level arrangements for reviewing health and safety performance, keeping health and
safety policy aligned with board priorities, being informed of health and safety failures,
ensuring health and safety management systems are in place and remain effective and are
monitored / reviewed.
Reviewing health and safety performance is within the domain of the Safety Committee. This is
then brought to the attention of the Board for review. A quarterly report is sent to the Board on
the health and safety audit of the premises.
If there was a major health and safety failure, a report would be sent immediately and be
brought to the Board’s attention.
5.33.4 Impact of board level direction
Perceived Benefits
In what way do you believe your board
level health and safety direction and
leadership has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

(a) Helped to reduce your corporate risk
Comments:

Funding is provided, and in this way the workforce sees that there is an interest from the

top.
(b) Reduced the disruption to your organisation
created by health and safety problems
Comments:

Problems are spotted at an early stage, hence disruption is minimised.

(c) Helped to improve business performance,
e.g. less absence, more sales
Comments:

Cannot quantify this; however employees report that they enjoy working here. In the
last ten years, only one member of the 10 member team has moved on from the organisation.

(d) Helped to fulfil
responsibility aspirations
Comments:

corporate

social

Moral duty

419

In what way do you believe your board
level health and safety direction and
leadership has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

(e)
Helped
to
improve
corporate
communications and public relations
Comments:

There is a pleasant working environment, which gives a good impression. This is
particularly as the organisation is promoting a quality product (UK), so it would be embarrassing
to have poor working environment.

(f) Improved relations with the HSE and other
external regulators
Comments:

8 years ago, the fire officer wanted to place an enforcement order because the building
was not considered a safe environment. As a result there was an attempt to build relationships and
pro-actively bring about the necessary changes, which has improved the working relationship
immensely. The company has moved from being on the verge of enforcement action to that of
being one of the top three offices for fire prevention within the Hammersmith area.

(g) Improved relations with investors, insurers
and other external financial stakeholders

N/A

(h) Improved relations with trade unions and
the workforce
Comments: Work in collaboration with the PCS (Public Civil Servants Union) and the workforce is
represented by the Health and Safety Committee (which meets quarterly)

(i) Helped in the response to HSE improvement
/ prohibition notices and/or prosecutions
Comments:

N/A

Helped in the response with fire services (Safety Officer)

(j) Led to health and safety improvements, e.g.
fewer injuries
Comments:

Strive to make a safe working environment. Without the level of investment and
commitment to health and safety, it is believed that there would be more incidents.

Specific example(s) of benefits and data to demonstrate
(a) Can you please describe specific example(s) of how your board level health and safety
direction has benefited health and safety?
•

Funds and resources have been made available;

•

Staff are more motivated to take responsibility for health and safety;
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•

Health and safety reps are paid £300 per annum to take this responsibility. Funds are
available to train these reps in fire and work station assessments.

(b) Can you please provide data, such as injury rates, that demonstrates the health and safety
benefits of board level direction?
Incident rates have been given that show a decrease in the number of incidents over a seven year
period.
The difference has been shown in recruitment. Up until 7 years ago, our working environment
was not conducive in attracting high calibre recruits because of the poor physical environment.
However, potential recruits are now attracted and want to work here (e.g. gym facilities, pool,
good heating and ventilation).
Risks posed by board arrangements
(a) To what extent do you believe that your board level arrangements have affected the
possibility of individual directors being sued or prosecuted for a health and safety problem?
Please explain your answer.
The likelihood has been reduced because the arrangements are more effective.
(b) To what extent do you believe that your board level direction of health and safety has
affected the risk posed to your organisation by health and safety failures? Please explain your
answer.
As above.
(c) Has the board’s and/or your involvement in health and safety stopped you or the board from
properly managing other important aspects of the business, if so what and how?
“Not at all! It’s an integral part of running the business.”
Strongly
agree

To what extent do you agree that?

Agree

Unsure

Disagree

Strongly
disagree

The time and effort required of the board to
direct health and safety is justified by the
business benefits
The time and effort required of the board to
direct health and safety is reasonable
There is a wish to reduce the amount of time
devoted by the board to health and safety

Your message to other directors
What would you say to directors and boards that do not provide leadership and direction on
occupational health and safety?
My message to directors and boards that do not direct health and safety is...
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“If you invest in health and safety it improves morale, which in turn leads to increased
productivity. If you are in the business of promoting a quality product, your working
environment should reflect the same.”
Three most important things
Of all the things that your board has done to direct health and safety, please cite the 3 most
important:
1) Provision of funding.
2) Bringing in an external consultant to advise and train employees and management teams on
health and safety.
3) Revamping the Health and Safety Committee – injecting life into it by involving the
workforce. By having this involvement has helped to ensure that health and safety is part of the
working culture.
“Having a committed workforce is your strongest asset in delivering a good health and safety
performance.”
Recommendations to other organisations
Would you recommend your board level health and safety arrangements to other organisations?
Yes – for the funding and understanding. The Board doesn’t need to have working knowledge
of health and safety, they just need to have commitment to it, and seek advice from people with
technical expertise.
Further improvements and future plans
(a) If you could improve further your board level arrangements, what would you change and
why?
Not at this stage – the organisation is content with how things are currently operate.
(b) What are your plans for the future development of your board level direction of health and
safety?
Keep reviewing the arrangements in place on an ongoing basis and seek to respond to changing
circumstances as the need arises.
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5.34 Zurich
Zurich is a large company operating in the financial services sector, providing insurance,
investment, protection and pension products. It employs 12,000 people and is located in
Cheltenham.
5.34.1 History of the development of board arrangements
(a) Can you please summarise the sequence of events and decisions over the past few years that
led you to create your current board level arrangements for health and safety?
In 1998, BAT sold BAFS to Zurich Insurance creating Zurich Financial Services. The Eagle
Star and Allied Dunbar operations were transformed into the general business and life business
units having a significant shared services function. This led to three policy making committees,
each following slightly different agendas. Good progress was made but the approach was quite
bureaucratic and fragmented. In August 2002 a main board director agreed to chair a single
committee and disband the three previous committees. The aim was to bring the Health and
Safety into alignment with the business and have a more consistent approach.
As the UK’s leading liability insurer, it is vital that we ‘practice what we preach’ about health
and safety, furthermore we believe Zurich are the only financial services organisation where a
main board Director actually chairs the health and safety meetings.
Zurich is a founder member (back in 1988) of the Office Health and Safety Group for Financial
Services and secretary for the first five years. Currently, there are 66 members including banks
etc. and we meet three times a year. We are also members of SHEBA safety health and
environment intra industry benchmarking association. We share policy documents and accident
stats in a trusting and honest manner.

When making the arrangements for health & safety, did you…

Yes

No

Unsure

…seek consultancy advice?
…benchmark yourself against other organisations?
…read HSC/E guidance?
…go through a process of “iteration” in the development of your
arrangements?
…consult with safety representatives / the workforce?
…consult a solicitor?
…read guidance on corporate governance?
…take guidance from previous experience of CEO / MD and / or other
board members?

Did you create a new seat on the board to fulfil the role of health and safety Yes
Director?

No

Did you merge the responsibility with another directorial role, e.g. HR, Risk, Yes
Operations? We have linked health and safety with risk and HR

No
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(b) Please describe in your own words, how you decided what your board health and safety
arrangements should be:
HR had always held responsibility for health and safety, hence it was important that leadership
at Director level came from here. However, other risk Directors with strong links to the
business, are now involved with policy.
Strongly
agree

To what extent do you agree that?

Agree

Unsure

Disagree

Strongly
disagree

It was straightforward to decide how to
develop an effective set of board
arrangements
It was relatively undemanding in deciding
how best to provide board level health and
safety direction
We have had to improve our board level
arrangements due to initial problems with our
arrangements
(c) Can you please describe lessons learnt from during the development or operation of your
board level health and safety arrangements?
The need to realign HSE through business units, previously even with single policy, these
would be interpreted differently amongst business units.
Fewer people are now involved in health and safety, but with higher status within the business.
In 2002 we decided to split away Environmental Management, which has a separate policy and
organisation. Health and safety was placed in the context of Corporate Social Responsibility.
The health and safety policy makes the MD’s of each business unit accountable, so they, in turn,
require quarterly reports from locations under their control.
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5.34.2 Reasons for developing or having board level direction
To what extent did you increase health
and safety direction because of the
following reasons?

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

The perception that health and safety is a significant
corporate risk, e.g. risk posed by a major incident,
prosecution, etc.
A perception that productivity could be improved by better
health and safety, e.g. reduction in absence and better staff
morale
The need to respond to one or more specific health and
safety regulations / the growing body of health and safety
regulation
The need to respond to growing demands for corporate
governance, e.g. Turnbull
A wish to be socially responsible
No specific reason
Demands from a new owner / change in management / new
CEO or MD
The possibility of a new law on directors health and safety
responsibilities
The possibility of corporate manslaughter prosecutions
Response to requirements of investors, business clients or
insurers

To what extent do you agree that?
You would not have developed your arrangements without
the prospect of legal mandation of directors health and
safety responsibilities
You would not have developed your arrangements without
the increased risk of directors being prosecuted for
manslaughter / negligence etc.
You developed your board arrangements despite advice
from solicitors/consultants/advisors that this may increase
the risk of individual directors being held liable for health
and safety failures

Can you please elaborate on the answers given above?
Since Zurich is the UK’s leading liability insurer, we have to practice what we preach. We also
sell consultancy services through Risk Services in Rubery, which has 600 qualified engineersurveyors and technical staff. Our reputation and credibility depends upon it.
(a) Can you please say in your own words why was health and safety considered important
enough to deserve and require board level direction?
See above. “We’ve always tried hard to be good corporate citizens.”
(b) Can you please say in your own words why it is important that boards manage health and
safety rather than delegating it to (say) health and safety managers?
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It's down to the way we interpret the Health and Safety at Work act and the HSE's "Successful
health and safety Management" HS(G) 65. We believe the law requires directors to be in this
position. This also links with the advice we give to the companies which we insure for
Employer's Liability. Visible commitment from the top of the organisation needs to be
evidenced in order for it to infiltrate throughout the organisation. The Directors hold the budget
and the authority to make the right things happen.
5.34.3 Description of current arrangements
Directorial arrangements
Do you have a named director responsible for health and safety?

Yes

No

(a) What is the job title of the director responsible for health and safety?
Capabilities and Communications Director
(b) Why did the health and safety leadership role go to this post rather than (say) the Operations
Director or Finance Director?
Since 1987 the Company CEO has always signed-off our policy statement and delegated
responsibility to the Group HR Director. HR Directors based in the business units have chaired
the committee meetings and so there has been no reason to change this. In recent years the title
of Group HR Director has evolved into Capabilities and Communications Director.
Whilst the Capabilities and Communications Director provides leadership, this does not detract
in any way from the responsibility of other directors, such as the Operations Director or Finance
Director. Clearly, each director must ensure the health and safety Policy Statement is fully
implemented in their own functions.

Approximately what proportion of the named director’s time is devoted to health
and safety?

3%

Approximately what proportion of the board’s time is devoted to health and safety?

1%

Summary of board level leadership and direction
(a) Can you please describe the way in which the board and the director for health and safety
provide leadership and direction on health and safety?
The CEO of the general business became aware that employees may not have motor insurance
covering them for business use. As a result of his personal involvement, this became an agenda
item to be actioned.
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The widely publicised fire walking incident! To expand, after nine months of sales training, a
manager and eight members of staff attended a four day course from 6th – 9th July 1998 at the
Moathouse Hotel near Cheltenham. The climax of the course was a motivational session,
including a firewalk (barefoot across hot embers) presented by Michael Carroll of Infinite
Breakthrough Technologies. Two Managers and eight Sales Trainees completed the firewalk,
but seven of them received burn injuries to their feet requiring immediate hospital treatment.
There was national media coverage, which generated letters of concern from a few
policyholders. A prosecution was taken by Tewkesbury Borough Council. Summonses to
appear at magistrates court were served on the home addresses of several Directors of British
American Financial Services. This led to a huge internal investigation at Board level. In the
end, the case collapsed before it went to court.
Vyv Attwood is a strong champion of health and safety. He carries the weight to ensure that
policy is put into practice.
(b) If you have a named director responsible for health and safety, can you please say in your
own words what the advantages and benefits are of having a named director rather than having
health and safety as a shared responsibility of the board as a whole?
Accountability and personalising the subject. However, the other Directors don’t get away
without responsibilities.
Specific arrangements regarding HSC action points
Can you please summarise your board level arrangements for each of the following specific
points:
(a) Publicising the board’s role in health and safety
•

Health and safety Policy Statement showing board level commitment is published on notice
boards in every building and on the UK Intranet.

•

Annual Report published on
http://www.zurich.co.uk/home/aboutus/healthandsafety/measures.htm

•

Minutes of HSSMG are published quarterly on UK Intranet for all our people to see

(b) Each member of the board recognising their personal responsibilities for health and safety
•

The culture implies that "health and safety comes with the territory" of Director's
responsibilities

•

Our Corporate Governance Manuals for General and Life Business Units reproduce the
HSE's booklet http://www.hse.gov.uk/pubns/indg343.pdf

(c) Ensuring board decisions on procurement and contracting reinforce health and safety
intentions
•

Since 1988, we have enforced an internal procedure (“Safety Document for Contractors"),
which is based on HSE's "Use of contractors" INDG368

•

Our systems for outsourcing are currently being reviewed in the light of HSE's "Working
Together" INDG268
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(d) Board engaging with the workforce on health and safety
•

We have adopted HSE's "Successful health and safety Management" HS(G)65, in particular,
the "4 Cs" - control, communication, consultation and co-operation.

•

The General Business Unit has a partnership agreement with the Union of Finance Staff,
which means there are discussions at local level

•

The Life Business Unit consults through the Life and Region Employee Forum

•

The Health and Safety Strategic Management Group (SMG) has seats for both the Union of
Finance Staff and Life and Region Employee Forum.

(e) Board level arrangements for reviewing health and safety performance, keeping health and
safety policy aligned with board priorities, being informed of health and safety failures,
ensuring health and safety management systems are in place and remain effective and are
monitored / reviewed.
•

Reviewing health and safety performance - MDs require each of their locations to submit
quarterly reports on health and safety and the health and safety SMG produces an Annual
Report.

•

Keeping health and safety policy aligned with board priorities - The health and safety SMG
sponsors an annual health and safety Risk Profiling Exercise in consultation with Risk
Services at Rubery, who have 600 Engineer-Surveyors working across policyholders. This
identifies the top five health and safety risks and sets the health and safety SMG's agenda
for the next 12 months.

• Being informed of health and safety failures - the board is notified immediately in the event

of:
•

Death (immediate or subsequent to an accident)

•

Any non-fatal accidents which you believe may have significant national media coverage

•

Loss of limb(s)

•

Loss of one or both eyes

•

Likely permanent disability (limbs, eye sight)

•

Burns of 25% or more to the body

•

Hospitalisation for more than 24 hours following an accident (e.g. arising from body
damage, exposure to toxic substances, etc.)

•

Any cases of Legionnaire's Disease

•

Escape of gas/toxic substances which affect the environment of the surrounding
area/community

•

Any dangerous occurrence involving the notification or attendance of emergency services
(e.g. fire brigade, ambulance or police)

•

Any accidents, dangerous occurrences or diseases which are expected to have significant
media coverage
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•

Ensuring health and safety management systems are in place and remain effective and are
monitored / reviewed - the HS&E Adviser conducts periodic audits of the health and safety
management system using the RoSPA "Quality Safety Audit" and the reports are fed back
via the MD's.

5.34.4 Impact of board level direction
Perceived Benefits
In what way do you believe your board
level health and safety direction and
leadership has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

(a) Helped to reduce your corporate risk
Comments:

The MDs awareness of what's happening in the marketplace, e.g. Employer's Liability
and Motor Fleet insurance provides helpful direction for our internal operations. We must be seen
to practice what we preach!

(b) Reduced the disruption to your organisation
created by health and safety problems
Comments:

The Directors constitute the Gold Team for business recovery purposes and this gives a
strong context for health and safety activities e.g., the SARS risk in March 2003.

(c) Helped to improve business performance,
e.g. less absence, more sales
Comments:

The leadership role of HR in the health and safety committee structure makes a link
between work-related health and safety and sickness absence, leading to the introduction of tools
such as the "Bradford Index".

(d) Helped to fulfil
responsibility aspirations
Comments:

corporate

social

Zurich participates in the Corporate Impact Reporting Initiative

http://www.bitc.org.uk/programmes/key_initiatives/corporate_impact_reporting_initiative/index.h
tml.
(e)
Helped
to
improve
corporate
communications and public relations
Comments:

We may have potential to improve in this area.

429

In what way do you believe your board
level health and safety direction and
leadership has:

Strongly
agree

Agree

Unsure

Disagree

Strongly
disagree

(f) Improved relations with the HSE and other
external regulators
Comments:

Zurich has a good relationship with the HSE and has already featured in best practice
guides e.g.:
•

Stress (1995)

•

Call Centres (2002)

•

Violence at work (2003).

(g) Improved relations with investors, insurers
and other external financial stakeholders
Comments:

We may have potential to improve in this area.

(h) Improved relations with trade unions and
the workforce
Comments:

Union expectations are high, even in an office based organisation. Therefore, strong
leadership at board level continues to be vital.

(i) Helped in the response to HSE improvement
/ prohibition notices and/or prosecutions
Comments:

We rarely experience any enforcement action. The famous Firewalking incident in 1997
certainly got the Directors attention, as Tewkesbury Borough Council served summonses to
Magistrates Court on their home addresses.

(j) Led to health and safety improvements, e.g.
fewer injuries
Comments:

Our accident statistics (already supplied) show a marked improvement in the incidence
rate, which can be partially attributed to Director's leadership e.g., quarterly reporting regime.

Specific example(s) of benefits and data to demonstrate
(a) Can you please describe specific example(s) of how your board level health and safety
direction has benefited health and safety?
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It's very unusual in UK financial services for a main Board Director to chair the health and
safety committee. We are not aware that any of the other 65 members of the Office health and
safety Group have this advantage. Vyv Attwood has provided this leadership since August
2002, which has certainly challenged the CEO's and MD's to get more committed.
(b) Can you please provide data, such as injury rates, that demonstrates the health and safety
benefits of board level direction?
Year
2000
2001
2002
2003
2004

No. of Accidents
290
370
355
240
155
No. of Acc idents

400
350
No. of Accidents

300
250
200
150
100
50
0
2000

2001

2002

2003

2004

Year

Risks posed by board arrangements
(a) To what extent do you believe that your board level arrangements have effected the
possibility of individual directors being sued or prosecuted for a health and safety problem?
Please explain your answer.
Vyv leads, but each board member is still legally accountable for their own business area. Vyv
coordinates without being a resident scapegoat. Vyv and the board have significantly improved
the health and safety culture, which reduces the risk of a HSW Act s37 prosecution or
negligence claim.
(b) To what extent do you believe that your board level direction of health and safety has
effected the risk posed to your organisation by health and safety failures? Please explain your
answer.
We are now focussing our resources in the high risk areas, instead of dissipating them too
widely.
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(c) Has the board’s and/or your involvement in health and safety stopped you or the board from
properly managing other important aspects of the business, if so what and how?
Not at all, health and safety is good for business!
Strongly
agree

To what extent do you agree that?

Agree

Unsure

Disagree

Strongly
disagree

The time and effort required of the board to
direct health and safety is justified by the
business benefits
The time and effort required of the board to
direct health and safety is reasonable
There is a wish to reduce the amount of time
devoted by the board to health and safety

Your message to other directors
What would you say to directors and boards that do not provide leadership and direction on
occupational health and safety?
My message to directors and boards that do not direct health and safety is...
“Be careful, you may be saving on visible costs of health and safety, but have you checked your
hidden costs of accidents, illness and reputational damage?”
Three most important things
Of all the things that your board has done to direct health and safety, please cite the 3 most
important:
1) Consistent direction across the whole business
2) Adopting and putting into working practice the HS(G) 65 approach
3) MD’s quarterly reporting from all locations (see Appendix A of this case study for the
proforma used)
Recommendations to other organisations
Would you recommend your board level health and safety arrangements to other organisations?
Certainly, the principles of HS (G) 65 are universal
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Further improvements and future plans
(a) If you could improve further your board level arrangements, what would you change and
why?
Each Director would be seen to promote health and safety in a more visible way within their
own areas of business.
(b) What are your plans for the future development of your board level direction of health and
safety?
We are planning to make a board level presentation about current risks and opportunities now
that physical security is being integrated into the health, safety and environmental management
system.
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5.34.5 Appendix A: Health & Safety action plan for the whole building

To:

(Managing Director)

From:

(Senior Manager)

Location:
Date:
The Senior Manager for local premises is responsible for implementing the agreed action
plan and providing their Managing Director with quarterly updates on the action plan for
the whole building (see below).

The MDs should arrange for reports from several

locations to be collated into a summary (Appendix 2) for the health and safety SMG.

KEY QUESTIONS

ANSWERS COMMENTS

SBU’s sharing same location:
•
•
Date of most recent local implementation
committee meeting
Senior Manager or Deputy’s training:- date of
attending “Managing Safety in Office Premises”
Senior Manager or Deputy’s training:- date of
attending “Controlling Contractors”
HS&E survey of the building – date of most
recent survey
HS&E survey - % compliance (ignoring N/As)
HS&E survey - % of action points still to be
completed
health and safety Manual (Part 4) – evidence of
being used for record keeping e.g. date last
reviewed
Accident Book – date of most recent entry
Housekeeping inspections – date of most recent
report.
Date of most recent induction training course
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DSE risk assessments – number completed in
last quarter
DSE risk assessments – number still to be
completed
Safety Marshals – number required
Safety Marshals – number appointed and trained
Date of most recent fire drill
First Aiders – number required
First Aiders – number appointed and trained
Date of checking Health & Safety risk
assessments for on-site activities (health and
safety Manual – Part4, Health & Safety
Guidance Note 15.1)
Date of most recent Health & Safety risk
assessments for off-site activities (e.g. Health &
Safety Guidance Notes 14.3, 14.4, 14.6 and
15.2)
Health, Safety and Environmental Management
Group ’s latest initiative

Signature: ………………………………………………
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