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Purpose

There is a need to define the parameters of a Safe System of Work. The predetermined approach described in this document, will promote structural clarity and understanding for anyone wishing to develop plans for tasks or activities.


Scope

This document describes the hierachy of regulatory instruments from State Acts down through the response via University statutes, regulations and rules. It demonstrates the context of the documentary process used to manage Safe Systems of Work in response to the governing parent regulations. It does not seek to comment on individual regulatory documents.

For a detailed description of the means by which the University of Western Australia manages its Safe System of Work, refer to our website, specifically, the pages under Safety Management. In particular, refer to Task and Activity Planning.


Introduction

A standardised and structured approach to task planning assists in the dissemination of guidance provided by Safety and Health. Some variation from this approach will be found in various areas of the University through historical development. When redeveloping or creating new systems, this and related documents should be used as guidance. 



Glossary: Document Hierarchy


In the context of the State


Act

This is a formal law or decision made by a Federal or State legislature.




In the context of UWA


	Statute


A law or rule intended to be of a permanent or long-lasting nature that governs the internal affairs of the University and prescribes its structure and practices.  The Statutes of the University establish the major sub-structure of the University and deal with matters of central importance. They can be amended only with the approval of the Governor of Western Australia in Executive Council.


	Regulation


This is a principle designed to control or govern procedure or conduct. Regulations of the University are a response to a Statute. They can be made, amended or rescinded only with the approval of the Senate.


	Rule


This is a subordinate regulation governing a particular matter.  The University General Rules, which govern the courses of the University, require the approval of the Academic Board.



In the context of Safety & Health and Safe Systems of Work


Policy

This is a statement of the principles governing decision-making. They can only be changed by the University Safety Committee and are mandatory. 



	Procedure


Describes the functional steps used to implement policies. Examples are those used by UWA Safety and Health to promote adherence to university policy and are mandatory.



	Guidelines


Describe specific aspects of working to the requirements of procedures where extended explanation is required and provided by UWA Safety and Health. They contain recommended methods and statements with the objective of achieving certain standards or outcomes.



	Safety Handbooks and Manuals


These documents can provide both procedural instructions and guidance on a specific subject. They are intended to describe a generic approach (e.g. UWA Contractor Safety Handbook) and may describe activities which are routinely carried out as part of the normal functioning of the area (e.g. Laboratory or Workshop manuals). 



	Safety Management


This is a summary of the appropriate Safety and Health policies, procedures and guidelines which govern all aspects of task planning. It provides a framework within which tasks or activities can occur. The UWA Safety Risk Register is a good source for this information.



	Job Safety Analysis


This is the process of describing the proposed activity and then analysing the risks associated with the indentified hazards. The area supervisor ensures that task and activity planning is carried out in accordance with the processes described in the UWA website under Safety Management, specifically, under the Task and Activity Planning webpage. 



	Permission

An authorised person makes the decision for a task or activity to proceed as a separate step to endorsement of the associated documentation. 









Safe System of Work and Task Planning

This exists principally as a result of development and management of a safety culture throughout the organisation. It involves the integration of management, people, procedures, environmental factors, materials, plant and equipment. It can be characterised by a positive response to the legislative instruments and, as a result, proactive creation of reliable control and monitoring processes. In terms of task or activity planning it encompasses the three functional processes:

·	Creation of a reliable Safety Management Plan
·	Job Safety Analysis (JSA)
·	Obtaining permission to carry out the task or activity


Extract from: Occupational Health & Safety Practitioner, Safe Systems of Work; January 2009, Section 2: Systems and Safety, published by WorkSafe WA. 
Refer to http://bizline.docep.wa.gov.au/safetyline/media/Safe%20systems%20of%20work.pdf    

No commonly accepted definition:
One of the problems with any description of a "safe system of work" is that there is no commonly accepted definition of a "system" or a "system of work". A system can mean many different things. Sometimes it is used to simply describe something that is done in an orderly way. It may be an "information system", either computerised or in the form of manuals and written procedures. There may also be engineered systems, such as those relating to process plant, or systems that rely on human activity, such as communication systems. Sometimes the failure of a system can result from these many different expectations of what it is, how it will work and what it will do. 


A Safe System of Work is the end result of effective safety management: 
The requirement for a "safe system of work" embodied in work health and safety legislation, may be confused with the process of managing safety or the "safety management system". It could be argued that the actions required to manage safety cannot be separated from the other aspects of the system of work. Management could be part of a safe system of work. On the other hand, there is the view that a safe system of work is the outcome or end result of effective safety management. One could lead to the other. Establishing and maintaining control is central to all management functions including safety and health. The adoption of a particular approach to safety management does not, in itself, guarantee the best health and safety outcomes. Conversely, the absence of a recognisable, systematic approach to safety management does not necessarily result in work-related injury and disease, even though the risks may be greater. 




Safety Management Plan

Any activity carried out at UWA is subject to the relevant policies and procedures. Task planning must always commence with an understanding of UWA requirements. The Safety Management Plan must exist in the form of a written statement of those policies and procedures. It defines the safety management processes, how they are planned, implemented and monitored. It includes responsibilities, accountabilities, policies, procedures and guidelines. The plan provides a framework within which tasks or activities can occur with the requisite controls for review and management. It assists both employer and employee (or contractor) to meet their respective legal obligations. 







Job Safety Analysis (JSA)

This describes how to do the work, use of equipment, associated hazards and how to complete the job safely with the desired outcome. It should incorporate the following processes although the use of Standard Operating Procedures is optional.



	Risk Management


This is the overall process of estimating the magnitude of risk and deciding what actions will be taken. This is achieved by

·	Hazard identification
·	Risk Assessment (RA)
·	Referencing of existing  supporting documents
·	Specifying, implementing and monitoring of control measures

Examples of existing supporting documents are Standard Operating Procedures (SOP) for equipment and Chemical Risk Assessments which are prepared and available for referencing. They address specific aspects or sub-activities of the task avoid the need to repeatedly re-assess for multiple tasks. 
For all tasks, a single RA approach will be employed throughout using the three elements of consequence, likelihood and exposure. Exposure must be included as a task could involve multiple exposures for the same person i.e. repetition of a task on a daily basis or many people exposed in a short time - this is particularly the case in a university environment. 

Further reading: “A Risk Based Approach to Compliant Task and Activity Planning” on the Task and Activity Planning webpage.



	Standard Operating Procedure (SOP)


This is an optional, secondary document which contains guidance on the safe use of equipment used for the task. It consists of pre-operational checks, safety guidance for use, post-use guidance, potential hazards and forbidden uses. The absence of SOPs for equipment can be accounted for by detailed consideration in the Risk Assessment but their availability for referencing from the RA obviates the need to repeatedly assess use of the same equipment from one RA to another whilst reducing the burden on the risk assessor. Workshops, laboratories and other work areas should develop a local library of SOPs for the equipment used by personnel. This may initially be regarded as a hurdle but in the longer term it will become an advantage by helping to streamline the RA process. Contractors are expected to be responsible for maintenance and correct, safe use of their own equipment. In this case the absence of SOPs will be accounted for by inclusion of covering statements in the risk assessment which demonstrate the competence of the Contractor to carry out the work.



	Method Statement


This document contains the instructions for carrying out the job. It breaks the task down into discrete steps and includes who is responsible for each (i.e. operator, supervisor, manager). This document will fully account for safety aspects of the work by incorporating the control measures which have been identified for mitigating risks associated with specific hazards.  The ‘scope’ section describes anything from placing a ladder to more major multi-faceted tasks.



Permission to carry out the task

Managers and supervisors have control of and are responsibility for areas and are authorised to give permission on behalf of the University. This may be via a Permit to Work or based on demonstrable competency of the persons carrying out the work. 



	Demonstrable Competency 


A combination of endorsement of the method statement, appropriate supervision and verbal permission may be sufficient as a basis for granting permission provided it can be demonstrated that the persons who carry out tasks are able to meet the following criteria:

·	They have received appropriate information, industry induction, instructions and training.
·	They have the necessary qualifications and/or the necessary knowledge, skills, ability and experience as appropriate.
·	They are fit for duty and competent to safely carry out the task.


	Permit to Work 


This is a formal ‘administrative’ control for additional safety. It is a written authority to persons with appropriate training to carry out tasks where particular hazards or adverse conditions are involved. It grants permission on the basis that all aspects of the job have been considered and the safety precautions to be taken are clearly defined. It also allows for time extension subject to further formal authorisation. 

Contractor Work Permits are required for all work by external contractors. This is a fundamental part of demonstrating the required ‘control’ (see Section 4.1 Legislation) and can be produced by the contractor as proof of permission to be on University premises carrying out tasks.

Specific hazards are addressed by Hot Work Permits and Confined Space Work Permits.

Permits to work can be accessed via http://www.safety.uwa.edu.au/policies/permit" http://www.safety.uwa.edu.au/policies/permit






Appendices

(a) Example method statement

(b) Flowchart: Development of a safe system of work when task planning
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How to Prepare a Job Safety Analysis (JSA) and Carry Out a Task

Author: 


Date:
Endorsed by: 


Date:
Reference No: 


ABC123 (issue1)



Page 1 of 1


Scope

This instruction outlines the steps to be taken in defining, documenting and carrying out a task whilst undertaking University business. It applies to both UWA staff and approved contractors who have attended a formal UWA Safety Induction. Persons who are not UWA staff and/or have not been safety inducted may not carry out these instructions. 

Regulatory Aspects

Refer to Safety Management on the UWA Safety and Hralth website.


Instruction
Responsible
1
On the basis of the Safety Management Plan, consider and record the sub-tasks involved in the work by visiting the site and seeking local knowledge from other experienced personnel as required.
Author
2
Produce a Risk Assessment which considers any hazards associated with the sub-tasks identified in 1 and minimise risks by defining control measures.

Author


3
Define the ‘scope’ of the instruction by considering it’s boundaries, what it applies to, who it applies to, which circumstances it applies to. Also consider whether it is necessary to define apparently related areas where it cannot be applied. This is particularly important for routine tasks.
Author

4
Quote the legislation which the instruction answers to and which may need to be referenced prior to commencement of the job. By quoting a UWA procedure one implicitly refers upwardly to higher formal legislation and provides a paper-trail to follow as required.
Author / Manager
5

Describe, stepwise, how to do the task, which resources, such as equipment, the operator should use and incorporate the risk control measures which were identified in step 2.

Author
6
Have the Risk Assessment and Method Statement been peer checked (i.e. persons familiar with the task to be carried out) and endorsed by the work area Supervisor. 

Work Area Supervisor / Manager
7
If required, complete a Permit to Work of the type suitable for the task. Note that in case of VERY HIGH risk the task may not be allowed to proceed. 

Author
8
Obtain formal permission to carry out the task from a supervisor or more senior authorised person.

Designated Permit Endorser
9
Carry out the job in accordance with the Method Statement.
UWA Operator / Contractor
10
Carry out any post-work clearing up operations as required and ensure that the workplace is left in a safe state.
UWA Operator / Contractor
11
If a Permit to Work was issued, return it to the original endorser to be closed off so that the job is recorded as completed.
Designated Permit Endorser


SAFETY
PLAN
MANAGEMENT
Development of a safe system of work when task planning

Hazard Identification, Risk Assessment,
 Definition of control measures and
 Monitoring methods
SAFETY
WORK
OF
SAFE
SYSTEM
Permits are required for contractors, hot work and working in confined spaces
Incorporating risk control measures including elimination, substitution, engineering, administrative controls and PPE
Consultation between stakeholders including Employer, S&H Representative and Employees
SAFETY MANAGEMENT PLAN
DEMONSTRABLE COMPETENCY or PERMIT TO WORK
N
Y
Y
N
Assess task documentation.  Have further hazards been identified?
Does the Safety Man. Plan account for all aspects of the task?
Visit the task location and seek local knowledge as a basis for the Safety Management Plan
METHOD STATEMENT
PERMISSION
JOB
ANALYSIS
RISK MANAGEMENT
Justify not Risk Assessing in the Work Instruction.
N
Develop the Safety Risk Assessment for the task accounting for all associated hazards and include all relevant risk management documentation.
Y
N
Y
Obtain permission to carry out the task.
Are there supporting risk management documents which can be referenced from the Safety Risk Assessment?
Prepare Working Instruction incorporating any control measures arising from a related Risk Assessment and have it checked and verified
Does the task involve hazards which must be considered?
Specify the applicable Safety and Health Policies, Procedures and Guidelines (including Manuals)






























Documents which address specific aspects or sub-activities of the task avoid the need to repeatedly re-assess for multiple tasks. These may include:

	Standard Operating Procedures for items of equipment without which each must be addressed in the Safety Risk Assessment.


	Chemical Risk Assessments for hazardous substances without which tasks may not be carried out.



































