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reproduce and distribute this guide, subject to the following limitations:

1. Each chapter must be reproduced in its entirety, without alterations. Each Appendix
may be copied separately.

2. All copies of the work must include this page (CMA’s *“ Copyright Notice™)
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FOREWORD AND DISCLAIMER

The guide is intended for the safety manager or professional familiar with safety and
health management. It suggests a process that may be used to manage safety and health
during organizational change, and provides sample worksheets and checklists as
appendices. Although directed specifically to safety and health at the plant level, the
concepts may also be adaptable to related areas such as environmental protection, quality
assurance, occupational health, and more.

This guide is necessarily general in nature and leaves resolution of site-specific
circumstances to the user. The samples and figures presented in this guide are intended
to illustrate the principles discussed and represent only one option for managing safety
and health during organizational change. The guide is not intended to represent
uniform or mandatory industry practice, and its use is purely voluntary. Users of
this guide have an independent obligation to ascertain that their actions comply with
existing federal, state and local laws and regulations, and should consult with legal
counsel concerning such matters. Users of this guide also have an independent obligation
to ascertain that their actions represent sound practices, and should evaluate
organizational change in light of the specific facts and circumstances of their particular
case.

The information contained in this document is current as of the date of publication. The
reader should be alert to changes in any applicable standards and regulations after the
publication date of this document.

This guide was prepared by EQE International, Inc. (EQE) for the Chemical
Manufacturers Association (CMA). It may have been modified by the user, however.
Neither EQE or CMA, nor any of their officers, directors, employees, agents or other
assigns make any guarantee or warranty, expressed or implied, or assume any liability or
responsibility, regarding the accuracy of the information contained in the guide, or for the
use, or the results of such use, of any information, product or process disclosed in this
guide, or represent that its use would not infringe privately owned property rights.
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INTRODUCTION

1.0 General

Change is an important and necessary part of a vital and growing organization, and many
chemical plants are undergoing or contemplating significant organizational change. Such
changes may be the result of redesign (re-engineering) of the workplace, new technology,
downsizing, changing workforce, acquisitions, mergers, or regulations. Regardless of the
cause, organizational change can cause permanent or transitory changes in work load,
roles and responsibilities, and the manner in which work is done. Such changes can
affect formal and informal work processes and the employees, with attendant stress on
the organization. In addition, the organizational change may result in disruption of safety
and health management, changes in available human and financial resources, reduction in
experience levels, and revisions to safety-critical work processes. These factors could
lead to inadvertent deterioration of safety and health performance.

“Process safety management of change” for operating facilities is now generally well-

understood and work processes and procedures for evaluating such changes are widely
used. However, the application of similar work processes for organizational change is
not as well developed or widely used.

1.1 Objective

The resource and tool kit is intended for use by the safety and health professional or
manager in a facility facing organizational change. It describes a process that may be
used to plan for and manage safety and health during organizational change, and provides
useful worksheets and checklists as appendices. The process in this guide is only one
option for managing safety and health during organizational change. The process should
be adapted as appropriate for the facility and can be integrated into any overall plant
effort to plan and implement the change.

1.2 Potential Benefits

Without planning, significant organizational change may result in inadvertent lack of
emphasis on safety and health management, the loss of established formal and informal
safety processes, and deterioration of performance. With proper planning, safety and
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health performance can be maintained, and the organizational change can even become
an opportunity for improvement.

In addition to its intended purpose of assisting management of safety and health during
specific organizational changes, the concepts and tools contained herein - once practiced
- may become part of the plant’s culture, just as management of other types of change is
now well established.
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SCOPE AND APPLICATION

2.0 General

This publication is intended for manufacturing facilities (plants) where significant
organizational change may be pending or underway. It is primarily a planning tool, but
may also be used to evaluate change already in progress. Although directed specifically
to safety and health at the plant level, the concepts may also be adaptable to related areas
such as environmental protection and quality assurance. With suitable adaptation, it may
also have use in other parts of an organization.

2.1 Potentially Affected Positions and Work Processes

Depending on nature and scope of the organizational changes, a number of safety-critical
positions may be affected. For example:

Operator positions may be consolidated

Self-directed work teams may be established

Supervisory positions may be eliminated

The span of control for supervisors or other managers may be increased
Maintenance (craft) assignments may be revised, or multi-craft teams
established

Manager positions may be reduced and areas of responsibility changed
e Technical and quality assurance assignments may be revised

e Safety and health positions may be eliminated

As aresult, many traditional roles and responsibilities may change, affecting the manner
in which work is done, by whom, and the system of checks and balances that have
evolved within a plant’s culture. These changes in roles and responsibilities may affect
formal and informal work processes and procedures, such as:

Safety and health management systems

Operating procedures

Safe work authorization and permitting

Special work authorizations (hot work, confined space, lockout/tagout, hot
tapping, flare entry)

Safety and health training needed or delivered

e Emergency response capability

e Undocumented or informal safety cultures, practices, and norms
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The above lists illustrate some potential areas of concern and are not meant to be
inclusive.

2.2 Relationship to Overall Plant Effort

In many cases, a special plantwide effort may be underway to plan and implement the
organizational changes being contemplated. Managing safety and health should be
considered as an integral part of that effort. This resource and tool kit is intended for the
safety and health manager or professional (hereinafter “safety liaison”) who should be an
integral part of the overall “change team.” Depending on the scope and nature of the
change, the application or use of the materials in this publication may also involve other
plant personnel.

2.3 Adapting to Specific Needs or Limited Scope

The scope and nature of organizational change being contemplated can vary significantly.
For example, in some cases the organizational change may be limited to specific
departments, or otherwise limited in scope and potential safety and health impacts.

While the process and tools provided were designed with significant or plantwide
changes in mind, they may also be useful for changes of limited scope. The process and
tools suggested in this publication may be adapted as appropriate to the need.
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A PROCESS FOR MANAGING SAFETY AND
HEALTH DURING ORGANIZATIONAL CHANGE

3.0 General

The overall process for managing safety and health during organizational change consists
of three broad areas of activity. These are:

e Understanding the change
¢ Planning for the change
e Implementation and monitoring

A more detailed eight-step process is outlined. The steps are described below, and shown
in Figure 1. In addition, sample worksheets and checklists are provided in the
appendices. The process described in this guide is only one option for managing
potential impacts to safety and health during organizational change. The steps, figure,
sample worksheets and sample checklists are not intended to represent uniform industry
practices. Rather, they are intended to illustrate the principles discussed in the example
framework provided in this guide.

3.1 Understanding the Organizational Change

The first step in managing safety and health during organizational change is to
understand the nature and scope of the pending change. One starting point may be to
obtain management direction and input on the purpose, scope and potential timing of the
change. A next step is to confer with the plant “change team” to obtain its input. In
some cases, a single meeting between management, the “change team” and the safety
liaison may be preferred.

Using this input and working as part of the overall plant “change team,” the plant safety
liaison should consider characterizing the planned changes by establishing a written
description of the purpose and scope of the change, the potentially affected positions and
work processes, and the timing. Understanding the organizational change is fundamental
to anticipating possible problems and safety improvement opportunities. The written
description can also be used to promote communication and common understanding
between the overall “change team” and the safety liaison.

It is also likely that the plant’s vision of the organizational changes may continue to
evolve while the process of evaluating safety-related aspects of the change is underway
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(i.e., the change may be a moving target). Any written description can be updated as
appropriate as the planned changes evolve.

The first page of the sample worksheet Understanding the Organizational Change
(Appendix A) is intended to help the safety liaison and the plant “change team”
understand and communicate the nature and scope of the pending change.

3.2 Identifying Potential Safety and Health Impacts (Screening)

Next, the facility can determine the personnel (positions) affected by the change and
consider performing a preliminary screening to identify the affected work processes,
prioritizing the importance of each. This suggests a systematic approach to consider the
effects of the change on all aspects of safety and health, aided by an inventory checklist.
This step produces a “going-in” assessment of the potential safety and health impacts of
the organizational change. This assessment can help to identify the most important
concerns and the areas where more detailed evaluation using the other worksheets and
checklists may be appropriate. Pages 2-3 of the sample worksheet Understanding the
Organizational Change (Appendix A) can assist this process. A simple “high-medium-
low” prioritizing system can be used to set priorities.

Good documentation skills should be used in creating documents of this nature and
appropriate personnel should be involved to approve the document as final. The
emerging Appendix A worksheet should be reviewed with the “change team” and
management as appropriate. In addition, involvement of other appropriate functions or
disciplines, including legal, is critical prior to completion. When completed, the
Appendix A worksheet may be used to summarize a common front-end vision of the
safety and health aspects of the organizational change.

Depending upon the nature and scope of the change, the Appendix A worksheet may be
prepared by the safety liaison (for small changes), or completed by a group in a
brainstorming session as appropriate. The group could be the plant’s “change team” or a
special group assembled for the purpose, with representatives of various levels from
affected departments (safety, operations, maintenance, etc.).

3.3 Integrating Safety and Health Management into the Organizational Change Design

As discussed, significant organizational change may be under the direction of a plantwide
team established by and reporting to local management. Communications with
employees regarding the planned changes and the process being used to manage the
changes will likely be coordinated through this plantwide effort. Since concern for
maintaining or improving safety and health during the change may be of interest to many,
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consideration should be given to communicating the planned approach to safety and
health as part of the overall dialogue or communication with the workforce.

3.4 Assessing Potential Safety and Health Impacts and Opportunities

The next step may be to assess the potential safety and health impacts and opportunities
for improvement resulting from the change. Building upon step 3.2, the facility should
consider performing a more detailed assessment. Again, any written assessment should
be drafted in accordance with good documentation skills and should involve the
appropriate functions including legal, prior to completion.

Depending upon nature and scope of the change, areas to be addressed may include, but
are not limited to, the following:

Safety and Health Management

Safety and Health Training

Safe Work Practices

Process Safety Management (PSM) Elements
Contractor Safety

Emergency Response

Safety and Health Regulatory Compliance
Occupational Health

Operations Safety Effectiveness

Craft Safety Effectiveness

To assist assessment of safety and health impacts and opportunities, sample checklists for
each of the above are provided in the Safety and Health Checklists (Appendix B). The
appropriate portions of the Appendix B checklists could be completed by the safety
liaison or by a special group assembled for this purpose, with representatives of various
levels from affected departments. The safety liaison should consider adding to the
checklists as appropriate for the facility.

In the course of completing the Appendix B checklists, it may become apparent that a
more detailed analysis (exceeding the depth of the checklist) is needed, or additional
safety-sensitive concerns may be identified for which no checklist is provided. In such
cases, one approach is to assemble a team with the appropriate expertise to conduct a
more in-depth review of the issue, functioning in a manner much like a process hazards
analysis (PHA) team. For example, some aspects of work authorization and permitting
may require input from a multidisciplinary team, exploring issues not reached by the
questions on the sample checklist. As another example, craft safety effectiveness may
require more detailed analysis, benefiting from the synergism of an appropriate team. A
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sample generic worksheet for a more in-depth review is in the General Purpose
Worksheet (Appendix C).

The completed worksheets can then be used to prepare a list of proposed actions to
address any potential impacts as appropriate.

3.5 Developing an Action Plan and Monitoring

The Appendix worksheets and checklists described above are constructed in a manner to
assist facilities in identifying potential concerns and listing possible actions. Using the
completed worksheets, the safety liaison or team can prepare a proposed action plan. The
safety liaison should consider reviewing the proposed actions with the plant “change
team” and management, as appropriate. Agreed-upon actions can be assigned and target
completion dates established.

Another planning step for consideration is monitoring the change process through the
identification of leading safety and health indicators or key work processes and
preparation of a plan for monitoring these during implementation of the change. For
example, the change team may decide that work authorization and permitting and craft
safety effectiveness should be monitored as important leading indicators of success or
potential problems. The plan should incorporate monitoring such leading indicators.
While this monitoring will be performed in Step 3.8, the monitoring protocol can be
designed before implementing the change. The sample worksheet Monitoring
Implementation (Appendix D) is a tool for planning the monitoring process.

The final action plan, consisting of agreed-upon actions and an approved plan for
monitoring, is then ready for implementation.

3.6 Communicating the Plan

As a logical continuation of the workforce communication begun in step 3.3, the
approved safety and health management action plan can be summarized and
communicated to the workforce as appropriate. This communication can occur within
the framework and tenor of other communications regarding the overall change or as a
separate safety initiative to deal with the change. The potential benefits of an informed
workforce include easier and faster implementation of the actions, familiarity with (and
feedback on) the planned monitoring process, and even improved understanding and
support for the change itself.
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3.7 Assessing Readiness

Prior to implementing the change, the facility should consider conducting the equivalent
of a “pre-startup safety review” to assess the state of readiness for the planned change.
This review could address the status of the agreed-upon action items and the plan for
monitoring the success of the change. Appropriate personnel, e.g., plant management,
should review the state of readiness and give final approval to implement.

3.8 Monitoring Implementation

When the change has been initiated, the plan for monitoring implementation should be
followed, as discussed in section 3.5.

New issues or concerns may become apparent during implementation, requiring
additional action items or adjustments to the action plan. These should be addressed as
they emerge to identify suitable actions.

It is important to reach an appropriate closure on the special effort to manage safety and
health during organizational change and to consider communicating that closure to the
workforce. This might entail a summary communication to employees regarding the
lessons learned, new procedures or responsibilities which will become part of the culture,
and actions still pending (if any).
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Appendix A

Sample Worksheet
Understanding the Organizational Change

Appendix A contains sample worksheets. These samples are intended to serve as a tool for
understanding the organizational change and identifying potential safety and health impacts.
Users should adapt these worksheets to meet their particular needs. These samples are not
intended to be all-inclusive.

The samples in this appendix are intended to illustrate the principles discussed and represent only
one option for managing safety and health during organizational change. These samples are not
intended to represent uniform or mandatory practices.

In addition, these worksheets should be drafted in accordance with good documentation skills.
All appropriate functions or disciplines, including legal, should be involved prior to completion.
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Appendix B

Sample Safety and Health Checklists

Appendix B contains sample checklists. These samples are intended to serve as a tool for
assessing safety and health impacts of organizational change and identifying potential corrective
actions. Users should adapt these checklists to meet their particular needs. These samples are
not intended to be all-inclusive.

The samples in this appendix are intended to illustrate the principles discussed and represent only
one option for managing safety and health during organizational change. These samples are not
intended to represent uniform or mandatory practices.

In addition, these worksheets should be drafted in accordance with good documentation skills.
All appropriate functions or disciplines, including legal, should be involved prior to completion.
Facilities should also consider documenting resolution for each potential issue identified during
the process. The resolution may be an action plan or the conclusion that no additional action is
necessary.

CONTENTS

Health & Safety Management Checklist..........ccooviiieriiieiiiiieiiccieece e B-2
Health & Safety Training Checklist...........cociiiiiiiiiiiieniiiieee e B-4
Safe Work Practices Checklist...........oouiiiiiiiiiiiiie e B-5
Process Safety Management (PSM) Checklist .........cccooieriieiiiniiiniiiiieiecieeeeeieee B-6
Contractor Safety CheCKIiSt........covuiiiiiiiiiiieciie e e B-7
Emergency Response Checklist........ccuiviiiiiiiiiiiieiiieiieceeteee et B-8
Safety and Health Regulatory Compliance Checklist

for Selected ReZUIATIONS ........coviiiiiiiieeiieiie ettt B-9
Occupational Health Checklist .........cccviiiiiiiriiieiiie e B-12
Operations Effectiveness Health & Safety Checklist ..........cccoeiieiiiiiiiiniiiiiieiieeeee, B-15
Craft Safety Effectiveness Checklist ...........cooiiiiiiieiiiiieiiieceeeeeee e B-21
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Attachment B
Management of Organizational Change
Date: June 15, 2011

Appendix C

Sample General Purpose Worksheet

Appendix C contains a sample worksheet. This sample is intended to serve as a tool for a more
detailed analysis of selected topics (exceeding the depth of the Appendix B checklists), or for
assessing safety-sensitive concerns for which no checklist is provided. Users should adapt this
worksheet to meet their particular needs. This sample is not intended to be all-inclusive.

The samples in this appendix are intended to illustrate the principles discussed and represent only
one option for managing safety and health during organizational change. These samples are not
intended to represent uniform or mandatory practices.

In addition, these worksheets should be drafted in accordance with good documentation skills.
All appropriate functions or disciplines, including legal, should be involved prior to completion.
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