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First Bites
An introduction to our System
‘perform’ is the acronym ‘Just Health and Safety’ uses for setting up a
basic H&S Management System.
It’s a logical, structured system of tasks for compliance with legislation and
best practice.

Systems take time to implement in any organisation and so

Why use a System?

System is what is done in practice.

A Note about Documents
As you’d expect, keeping records is a critical part in monitoring
improvements and the effectiveness of what you’ve done, so you need to
make sure that the H&S records you keep are identified as such and are
readily retrieved. Where necessary, management documents should make
specific reference to other, more detailed day-to-day operational records.
Documents generated can then be put to work as the basis for: discussing
risks between interested parties and refining ideas on the control of
unacceptably high risks; providing employee H&S reference material;
training those with H&S responsibilities, and starting to put together
auditable standards.

On using Consultants
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Managing Health & Safety is a duty for all managers, although
using external Consultants can often make it a lot easier.
Remember, even if you’ve chosen to use a Consultant, Managers
will need to be actively involved – both jointly with the consultant,
as well as independently when the consultant isn’t around.

not to lose sight of the fact that the real H&S Management

perform HEALTH & SAFETY MANAGEMENT SYSTEM

This outline system was developed to address the need to provide Small to
Medium Sized Enterprises (SME’s) with a template for H&S improvement in
a way that didn’t overcomplicate things.
In particular, it should help organisations to comply with the requirement
in the ‘Management of Health and Safety at Work Regulations 1999’ to put
in place arrangements for the effective ‘planning, organisation, control,
monitoring and review of the preventive and protective measures’.

efforts should be placed on achieving one bite at a time. Try

System Steps

Our System

Policy

Writing a Health & Safety Policy is a process where you check over your
responsibilities and layout who’s going to do what.

Evaluate

Enables you to establish what the general H&S risks are and what you’ll
need to begin to tackle them.

Resource
The stage where you put the resources in place (e.g. staff training,
equipment etc.)

Focus
You set out the safety standards you want. Where necessary you’ll
need to determine these by carrying out specific risk assessments.

Operate

Use the resources to implement the standards, whilst monitoring and
supervising progress.

Review

This is where your management Team decides how well it’s going.

Modify

Changes are made as necessary to ensure continual improvement.

Consultants or Advisers can put these systems in place for
you which means that you’ll have all the tools to be legally
compliant
These tasks are best achieved using a combination of your
knowledge and the expertise of a Consultant or Adviser
You have to carry out these tasks as they rely on your
management skills and interaction with your own
workforce
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Throughout the perform system there
are checklists for you to follow:

Here are the symbols to look out
for showing who does what...
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Policy
here is your
checklist

General Policy Statement

Action By

Compiling a H&S Policy is like putting a car through its MOT
– you find out strengths and weaknesses and work to make
it safe if it needs it. After it’s been written it helps to set the
standard, legitimises actions and is a valuable communication
tool

Set out your overall H&S goals and objectives which should
include providing staff with the information, instruction, training
& supervision that they need and providing adequate resources
to keep everyone healthy and safe. Lastly, your Statement
should embrace the concept of continual improvement and to
avoiding complacency.

Organisation Structure

Action By

Define your H&S Organisation Structure
Lay out who does what to contribute towards your H&S goals
and objectives
Nominate a top manager to oversee the process
Appoint a ‘Competent Person’ to advise

Arrangements to Manage Risk
Identify legislation and Codes relating to company activities
Responding to the above, write out your arrangements to
manage risk - taking care to differentiate between ‘Policy’,
‘Procedure’ and ‘Guidance’
Set up a good system for 2-way consultation with staff as well
as for communicating H&S messages
Review your arrangements annually
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Clarify any task-specific responsibilities e.g. relating
to specific areas, equipment etc.

Action By
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Write out a Statement of your Policy on Health and Safety,
giving a personal commitment to high standards and to show
visible leadership and energy in managing H&S.

Policy

Evaluate
here is your
checklist

Evaluate
Establish a suitable method for evaluating H&S risks
company-wide

Start  with a General Risk Assessment (‘GRA’)
Arrange to keep up-to-date on H&S requirements
(legal, industry)
Consult with representative levels of staff (Management,
professional,specifically skilled, frontline etc.) during the General
Risk Assessment process
Identify relevant industry standards and good practice
Ensure significant changes within the business are evaluated
without delay, and decisions are taken in the light of risk
awareness

Evaluate
Health and Safety is less prescriptive these days so it’s up to you
to diagnose what the general Health & Safety risks are in your
organistion. There’s loads of information out there that can be
drawn on to make this analysis, and as ever it’ll work better if you
prioritise…
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Include a system for assessing any contractors you use

Action By
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Resource
here is your
checklist

Resource
Provide general H&S training - from the top down

Put in place  a procedure to induct new workers in sound H&S
practices
Decide on  and implement a scheme for specific H&S training
e.g. skill-specific training such as required for specific machinery
Nominate  additional ‘Competent/Authorised Persons’ as
necessary
Take steps  to include H&S in recruitment criteria
Provide  any physical resources which have been identified as
hindering progress (e.g. necessary improvements in premises,
equipment etc.)

Resource
When we say ‘Resource’, we don’t just mean money. Other
resources are also vital, such as properly trained staff, the provision
of clear information, adequate supervision arragements, correct setup of machinery etc.
By proper marshalling of these resources you can ‘up your game’ so
you’re able to tackle risks more effectively.
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Identify  and organise useful company information resources
e.g. guides/procedures

Action By
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Focus
here is your
checklist

Focus

Carry out  highest priority Specific Risk Assessments, ensuring
worker involvement throughout process
Specify  Risk Control measures, following ‘General Principles of
Risk Prevention’
Write out and communicate clear, recorded safe working
procedures for staff, making sure to involve workers and
incorporate their ideas
Decide on Key Performance Indicators for high risk activities
with staff and supervisors, and where appropriate for
contractors
Make adequate preparations for foreseeable emergencies
Specify the paper-trail - what data/reports need to be
collected & reported to the various levels of management

Focus
By now you’re only too aware of the general ‘risk landscape’, and
you’ve put in place the resources to call upon. Now you need to
drill down to the nitty gritty on your topmost risks, the things that
might keep you awake at night.
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Establish  methods for carrying out Specific Risk Assessments
and appropriate use is made of ‘Generic’ and ‘Dynamic’ risk
assessment

Action By
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Operate
here is your
checklist

Operate
Investigate  incidents and accidents, determining the root
causes

Make  regular checks to ensure documents reflect practices both for your staff and any work covered by contractors
Manage  the day-to-day implementation of your Policy and
control procedures - as developed through risk assessment to
reduce risk
Use  informal methods of monitoring progress (e.g. ‘spot
checks’,supervisor reports etc.) to see if new risks arise and if
existing risks have changed
Give  feedback – include positive encouragement as well as
corrective actions
Collect  data & organise records

Operate
“Let’s just get on with it” you’re saying? Fine, but instead of
putting your feet up you’ll need to do some managerial-like
checks along the way. This is where you put the previous thinking
and writing to work and encourage ‘lift-off’ from procedures to
practices.
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Measure  against your key H&S performance targets as you
go, appropriate to the level of risk

Action By
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Review
here is your
checklist

Review
Evaluate  compliance with applicable Regulations and Codes
& record results

Review  the effectiveness of corrective actions and risk
assessments involving new/changed controls
Examine  whether the data/reports concerning risk
management have been effectively communicated to Senior
management
Determine  whether lessons have been learnt and suitable
adaptations made following incidents/accidents
Arrange  for an independent audit of performance
Manage  the inputs routinely coming up to Senior
management
Trumpet  success (without being complacent) in terms that
reflect the value that improving H&S has made to the whole
organisation

Review
Along the way, you’ve made some changes…but are they having
the desired effect? The important thing is for management to
check whether there have been the expected improvements, and
if not, what are the barriers they can help to overcome?
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Find  out whether your risk profile has reduced through the
tackling of your topmost risks

Action By
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Modify
here is your
checklist

Modify
Update H&S Policy and ‘GRA’ as necessary

Streamline arrangements found to be redundant or overburdensome
Arrange for proposed modifications to be tested prior to
implementing
Provide additional resources as necessary
Communicate any modifications clearly
Set up informal and formal monitoring of modifications

Modify
All good things come to an end….except Health & Safety
Management Systems.
You’ve got to learn from the whole experience, tweak what
needs tweaking and go through it all again. The more times you
go through this process, the easier it will become as your H&S
Management System matures.
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Research solutions to issues raised from ‘Review’ stage

Action By
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Other Ingredients
The essential ingredients you will need to
have in place are:

Senior Management Involvement

Health & Safety initiatives can easily go into decline if there
aren’t the right background ingredients in place that serve
to keep the improvements going.

H&S Expertise and Competent Employees
to provide focus; ideas from an independant source; keeping upto-date; a watch on quality, and additional validation for decisions

Workforce Involvement
consultation with employees is a legal requirement, but also
invaluable for providing ideas on what to work on, and giving
feedback on initiatives. People support what they help to create

Internal Publicity
because what gets made public and explicit often gets actioned,
and can also be used to recognise achievement

System ‘Machinery’
planned events during the organisation’s year that serve
as a stimulus for action and which have their own defined
methodology, for example:
• Pre-sheduled meetings minuted and distributed to all
• Diarised inspections against well designed checklists
• Annual independent audits
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to provide authority, to set out a clear vision and action plans, set
deadlines, lead by example, crack heads together(!), and provide
incentives (rewards,recognition, celebration of achievements etc.)
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We hope you find this outline system a useful planning aid in the tackling of Health & Safety tasks relevant to your organisation.
By following its steps, your actions will be consistent and proportionate so can be easily explained to other stakeholders e.g. employees, contractors,
inspectors, insurers etc.
..all of which should help you sleep soundly at night.
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