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Foreword
The industrial safety system in the Federal Republic of Germany has attained a very high standard that well bears international comparison. In terms of efficiency, however, it is now reaching its limits. Although the technical causes of accidents and occupational diseases are being controlled ever more successfully, shortcomings in organisation and inappropriate conduct are increasingly taking their place, and these cannot always be identified and remedied by traditional industrial safety mechanisms. Hence, it is now time for a reorientation in the field of occupational health and safety. Besides ensuring that technology is safe, it must also focus attention on raising the awareness of management and employees with regard to safety, health and environment. Management systems are the suitable instrument to meet these demands.

The voluntary introduction of occupational health and safety management systems should, however, go hand in hand with a new approach in administrative regulation: away from detailed statutory control towards system audits of industrial safety management, away from compulsion towards individual responsibility on the part of the organisations and plants that fulfil their regulatory obligations voluntarily as an integral part of their corporate objectives.

The Bavarian Ministry of Labour has accordingly developed an “Occupational Health and Risk Management System” that is based on the conceptual approach adopted in the Bavarian Environmental Pact. 

Its prime aim, however, is to satisfy the demand for continual improvement in the protection of the

health and safety of employees and of surrounding communities by reducing the incidence of work related accidents and occupational diseases. As that also results in a reduction of interruptions to industrial processes and a consequent reduction of the operating costs, this is also seen as a contribution to raising the competitiveness of Germany as an industrial location.

The present approach is to serve those organisations as a guide that do not as yet have an occupational health and safety management system; for those organisations that have already successfully implemented such a system, it is intended to serve as a standard of comparison for amendments and improvements.

The EU Commission is also planning to develop guidelines for the management of occupational health and safety in order to create a uniform basis for improving industrial safety in Europe. With the conception of an occupational health and safety management system as set out in this publication, the Bavarian Ministry of Labour seeks to make a constructive contribution to such efforts.

This Occupational Health and Risk Management System not only addresses larger organisations that have several management levels; it may also be applied in its present form to small and medium size enterprises that represent the majority of organisations. The Occupational Health and Risk Management System is currently being tested in pilot projects for specific sectors and sizes of organisation. The Bavarian Ministry of Labour will analyse the results of these pilot projects and evaluate them with a view to optimising the system elements.

Bavarian Ministry of State for Labour and Social Affairs, Family, Women and Health

Munich, September 1998
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A
OHRIS - the Occupational Health and Risk Management System - 
a new approach to occupational health and safety

A
OHRIS - the Occupational Health and Risk Management System - a new approach to occupational health and safety

Quality and environmental management systems standardised world-wide

Organisations are run on the basis of more or less formalised management systems that primarily aim at profit-oriented business performance (i.e. in terms of products and services) in a stable organisational framework. These management systems differ according to the size of the organisation, the organisational form, and business sector, and are generally the more complex and more difficult to operate, the larger the organisation is. Attempts have been made to resolve this complexity by way of division into dedicated sub-systems, e.g. for quality, marketing, personnel, and investment management. That involves the risk, however, that the original objective of such a system is lost sight of, namely the overall management of an organisation.

In recent years, dedicated management systems for quality assurance and environmental protection, respectively based on the series of International Standards ISO 9000 ff.
 and ISO 14000 ff.
, have been introduced on a large scale in trade and industry. As a result of these standards, quality and environmental protection requirements have been standardised world-wide and the competitive conditions in international trade and commerce have been correspondingly harmonised for the organisations concerned. It is, however, to be regretted that the two series of standards specifying these subordinate management systems were not co-ordinated with respect to their structure and that they are not mutually compatible to the extent required; it would have been better if they could have been derived from a generic management system developed first.

With the implementation of the standards for quality management and environmental management, as well as of the European Commission’s Eco-Management and Audit Scheme (EMAS)
, which was published before the ISO 14000 ff. standards, organisations now have at their disposal formalised management systems which can also assist them in ensuring compliance with their duties under national and European legislation.

Successful initiatives for occupational health and safety management in the organisation

Such standardised management systems have hitherto not been available for the control of occupational health and safety (OH&S, for short; ‘safety’ in this context also refers to the safety of plant and installations). In the last few years, there has been sporadic development and successful implementation in Germany of organisation-specific and sector-specific OH&S management systems, but a generally recognised guidance document for the design and introduction of OH&S management systems applicable to all organisations, irrespective of size and sector, and also, with a view to synergistic effects, oriented and aligned on the standards series ISO 9000 ff. and ISO 14000 ff. has been lacking until now. The "Occupational Health and Risk Management System" (OHRIS) described in this publication has been conceived to fill this gap. OHRIS has been designed and structured so as to meet in all important respects the requirements of a generic management system that still remains to be developed.

It seemed particularly expedient to follow ISO 14001 and the EMAS Regulation with the development of an OH&S management system as there is a considerable overlap between occupational health and environmental protection in the area of plant safety, and as ensuring plant safety is relevant both from the OH&S point of view and from that of environmental protection.

Definition and objectives of a management system

A management system may be defined as a generally formalised and institutionalised executive or business system that enables top management to operate an organisation optimally in line with the objectives set out in its policy and in compliance with external demands, e.g. legal requirements, while at the same time permitting and ensuring the continuous implementation of, and consistent surveillance of compliance with, such internal and regulatory requirements in all functions and at all levels of the organisation.

The aim of OHRIS is to enable organisations to be operated in such a way that the protection of the health of employees and the protection of residents in the vicinity of potentially hazardous plant are viewed as a business goal that is of equal importance alongside and in harmony with the goals of quality-oriented and profit-oriented business performance, and that this goal is consistently implemented in all functions and at all levels. It should here be borne in mind that the protection of the health of employees naturally involves, besides the fulfilment both of primary social commitments and of the legal obligations of the organisation, a profit-oriented aspect owing to the reduction in downtime and absenteeism that it can achieve.

The industrial safety system in the Federal Republic of Germany

The industrial safety system of the Federal Republic of Germany is reflected in the laws and regulations governing occupational health and safety. It has evolved historically as a dual system that is without counterpart in other countries, being based on the statutory industrial safety laws enacted by the state, the independent regulations issued by the statutory accident insurance institutions, and on dual supervision. This dual approach, already instituted in the 19th century, was essentially completed with the amendment of the Reich Insurance Code (RVO) in 1974 in accordance with §712 RVO, now §17 of the Social Code VII
, whereby the statutory accident insurance institutions are no longer only responsible for the enforcement of their accident prevention regulations but are also empowered to issue directives pursuant to statutory industrial safety laws in order to avert particular accident risks or health hazards. As a result, at least as far as the technical aspect of industrial safety is concerned, the terms of reference of the competent government agencies and those of the statutory accident insurance institutions now largely coincide, an ideal precondition for them to be able to move in new directions with regard to the supervision of compliance with industrial safety regulations.

Since enablement in the Treaty on the Foundation of the European Community (EC-Treaty), German industrial safety legislation has been defined by European rulings, these for the most part being based on Articles 118a and 100a. The central legal norm is the Employment Protection Act
,with its statutory provisions, enacted to incorporate in national law the European framework directive on the improvement of the safety and health of employees at the workplace. This central legal norm is complemented by relevant legislation on, i.a., the control of hazardous substances, on equipment and plant safety, on workplaces, by Social Code VII, as well as by the accident protection regulations that are currently in the process of revision with a view to deregulation and the avoidance of regulatory duplication. The prime targets of both Employment Protection Act and Social Code VII are prevention of risk and the continual improvement of health and safety at the work place. 
Successful internal industrial safety organisation 

Industrial safety legislation and the independent regulations of the statutory accident insurance institutions address the employer who, pursuant to the Industrial Safety Act (ASiG)
, is assisted and relieved in this function by occupational safety specialists and industrial physicians. Where in-house services are in place, the tasks devolving from the Industrial Safety Act are assigned to the specialist personnel; otherwise, counselling and supervision are undertaken by occupational safety experts and industrial physicians, organised in external services, within the framework of tours of duty specified in the accident prevention regulations.

In 1995, approximately 72,000 occupational safety experts and industrial physicians were employed in the Federal Republic of Germany in in-house and external OH&S services. This system of industrial safety in the organisation is further supported by the safety representatives who operate in accordance with the accident prevention regulations. Again in 1995, some 334,000 safety representatives were working within the competence of the industrial employers' liability insurance associations (Berufsgenossenschaften) to ensure the optimal implementation in the organisations of the predominantly technical industrial safety regulations.

An important part in industrial safety is also assigned to the employees' representatives, i.e. the members of the works or staff councils, by virtue of the functions of consultation, participation and co-determination laid down in the Industrial Constitution Act and the Personnel Representation Act. 

With the support of the internal OH&S system and of their trade associations, the employers, as those addressed by the relevant legislation, generally meet the requirements specified there in terms of a prudent protection of health and safety at the work place with both motivation and success. 

Labour-intensive inspection and surveillance by enforcement agencies

Article 2 of the German Basic Law requires the state to ensure the right to life and physical well-being at the workplace. It discharges this constitutional duty by way of industrial safety legislation (incorporation of EC law), by the subsidiary, independent regulations of the statutory accident insurance institutions and, within the competence of the Federal Laender (=states) pursuant to Article 83 of the German Basic Law on the execution of federal laws, by monitoring compliance with relevant statutory requirements via the OH&S enforcement agencies of the Federal Laender. The form and intensity with which this latter function is performed, however, differs widely from Land to Land, both in the way that it is organised and in the number of personnel involved.

In 1995, 4,067 factory inspectors were employed at local authority level in the Federal Republic of Germany. In addition, 163 industry medical inspectors, generally organised with a high degree of centralisation, were also employed at local level. These personnel figures show a marked deficit to the disadvantage of the industry medical inspectorates.

The state industrial safety authorities counsel and inspect organisations throughout trade and industry, the intervals between inspections depending on the size of the organisation. The average frequency of inspection is as follows:

Large organisations (200+ employees)
Every 6 - 7 months

Medium-size organisations (20 to 199 employees)
Every 2 years

Small organisations (1 to 19 employees)
Every 7 to 8 years

Organisations, overall
Every 5 to 6 years

Figure 1:
Frequency of counselling and inspection activities of the industrial safety authorities according to size of organisation

In 1995, the industrial safety authorities in Germany carried out more than 391,000 consultations and inspections
 in organisations.

State counselling and inspection activities are supplemented, in quasi-subsidiary fashion, by the more than 3000 inspectors (1995) who operate under the mandate given in § 18 of Social Code VII on behalf of the statutory accident insurance institutions. These institutions are, with few exceptions, national organisations and comprise the 35 industrial employers' liability insurance associations, the 20 agricultural employers' liability insurance associations and the numerous self-sustained accident insurers. In addition to organising diverse training and further training programmes, particularly important for influencing the OH&S attitudes of management and employees, the statutory accident insurance institutions conducted more than a million on-site consultations and inspections in 1995. However, despite the existence of the enforcement agencies of the Federal Laender instituted under the Employment Protection Act, these were not co-ordinated to any significant extent, at most only thematically, with the inspection tours of the state industrial safety authorities. In terms of scheduling, there was virtually no co-ordination.

The German industrial safety system - successful, but also cost-intensive 

The industrial safety system of the Federal Republic of Germany - based on the employers as the addressees of relevant legislation, on the OH&S specialists operating under the Industrial Safety Act, on the safety representatives, on the employees' representatives, on the state industrial safety authorities and the technical inspectorates of the statutory accident insurance institutions - has achieved great success that readily bears international comparison, success that find expression in a high level of technical safety and in a safe and ergonomically designed working environment.

Industrial accidents and work related ill-health nevertheless still cause considerable expense in the form of compensation payments and business interruptions. Thus, in 1995, the statutory accident insurance institutions paid out DM 13.86 billion in compensation for industrial accidents and occupational diseases
. Moreover, given the fact that at present roughly a quarter of the days absent from work in industry and government are the result of unsuitable working conditions
, the above figure is to be increased by DM 17.4 billion for wage continuation payments to a total of DM 31.3 billion in compensation payments

This sum only refers to the immediate consequential costs of industrial accidents and occupational disease; the indirect costs, caused by downtime, production loss, non-delivery of services etc. cannot be substantiated by figures as the consequential losses they cause are difficult to estimate and the advantages gained by operations not being disrupted by accidents and occupational diseases are not exactly quantifiable. 

The following diagram gives an overview of the direct consequential costs in the industrial sector caused since 1990 by industrial accidents, occupational diseases and work related ill-health:
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Figure 2: 
Estimated costs for work-related absence, accidents at work and occupational diseases in the industrial sector from 1990 to 1995 (without individual consequential costs for the persons concerned)

To the direct consequential costs of accidents and work related ill-health as calculated above must be added the personnel costs of the OH&S specialists operating under the Employment Protection Law and of the trade inspectorates which - in the case of the inspectorates determined by means of the pay scales without reference to any costs of materials incurred - may be represented in their order of magnitude approximately as follows.


Internal industrial safety organisation
2.51 bn. DM


State industrial safety authorities
0.56 bn. DM
Industrial accident insurance carriers 
0.61 bn. DM
Total personnel costs (industrial safety 
organisation and inspection)
3.68 bn. DM


Figure 3: 
Costs of internal and external inspection 1995
This gives total costs in 1995 for the industrial safety system in the Federal Republic of Germany of DM 34.9 billion for compensation, for work- related absence, for the organisation of internal and external industrial safety and the OH&S inspectorates. The inspectorates' share in the costs amounts to roughly 3.4%. The costs of materials and administrative costs are not included in that figure.

The industrial safety system is reaching its limits

The industrial safety system in the Federal Republic of Germany has a proven track record. That is reflected, i.a., by the fact that from 1976 (when the Industrial Safety Act came into effect) to 1996 the accident frequency, i.e. the number of accidents per 1000 full-time workers and year fell from some 75 to 43, i.e. by more than 40%. The following diagram illustrates this development.


Figure 4:
Development of industrial accidents per 1000 full-time workers 1972 - 1996 (not including commuting accidents)

Besides being due to improved conditions resulting from automation and enhanced equipment and plant safety, this marked and continuous reduction in the accident frequency is, above all, to be credited to the OH&S specialists operating under the Employment Protection Act, to the industrial physicians, and to the safety representatives and employees' representatives. It must, however, still be recognised that the considerable annual reduction in accident frequency that began in 1976 with the coming into force of the Industrial Safety Act became smaller and smaller in the years between 1986 and 1992, with a further fall only being recorded again since 1992. This has, however, probably been influenced by developments in the labour market with respect to reportable accidents - accidents need only be reported if they involve more than three days absence from work. 

Nevertheless, the average accident frequency still amounts to 45 accidents per 1000 full-time workers and year. Although this figure, when compared with the 1972 figure of more than 90 accidents per 1000 full-time workers and year, may be judged a great success for the industrial safety system, it still does not yet fully satisfy the conception of prevention within the meaning of the Employment Protection Act. This is also borne out by the accident frequency in individual sectors. In 1995, for example, the accident frequency in the wood-processing industry was still 87 accidents, and in civil engineering 107 accidents per 1000 full-time workers. 

The reduction since 1992 for the quotas of reportable non-fatal industrial accidents, possibly influenced by the labour market, is not evident in the case of fatal accidents. The curve of the fatal accident frequencies shows even more clearly that there is a sharp fall after 1974 following the introduction of the Industrial Safety Act, but that since 1986 they have approached asymptotically a limit that is apparently less susceptible to traditional OH&S techniques than the conception of prevention as defined in industrial safety legislation would require. The following diagram shows the development in fatal accidents:


Figure 5: 
Development of fatal accident per 1000 full-time workers 1972 - 1996 (not including commuting accidents)

Another, similarly negative picture can be seen in the case of occupational diseases. Here, as shown in the following diagram, there has been a pronounced upward trend since the mid 1980s.


Figure 6: 
Development of occupational diseases 1972 - 1996 (industrial sector)

Even though allowance must also be made here for a number of determining influences, such as increased health awareness, long latency periods and correspondingly delayed damages, the general trend, especially in the light of the numerical trend for specific occupational diseases, cannot be called satisfactory in terms of a responsible protection of health at the workplace.

The decreasing reduction of the accident incidences, particularly in the case of fatal accidents, and the persistent rise in the number of occupational diseases, suggest that the industrial safety system of the Federal Republic of Germany, and in particular its statutory inspection and supervision, is, for all its success, now reaching its limits in terms of efficiency. It seems unlikely that these limits can be overcome merely by extending the inspection activities of the OH&S authorities.

An expansion could well be contemplated in the case of the industry medical inspection services; a moderate increase of staff over and above the current figure of 163 industry medical inspectors, and structural improvements in the form of medical inspection services being integrated in the trade inspection offices, could certainly achieve a further enhancement of medical prevention within the meaning of the Employment Protection Act. Given a government quota of approx. 49% (1997) and in view of the resulting staff cutbacks in the OH&S authorities already begun in a number of Federal Laender, there are natural limits to any general expansion, limits that comparison with other countries justifies.

Failings in organisation and conduct now more important than technical causes of accidents

Yet there are also other reasons that suggest that an expansion primarily of the technical inspection services and their inspection activities will not in all cases lead to a further, sustained improvement of the situation in occupational health and safety. Analysis of the causes of accidents shows namely that the technical causes of accidents are on the decrease and that they are being increasingly superseded by causes originating in organisational failings and the conduct of employees and management. A study of the British Health & Safety Executive (HSE) on “Successful Health Safety Management”
 supports this finding; it explains this idea in detail as follows:

“Accidents, ill health and incidents are seldom inevitable random events. They generally arise from failures in (internal, author's note) control and often have multiple causes. Although the immediate cause of an event may be a human or technical failure, such events usually arise from organisational failings which are the responsibility of management. Successful policies place heavy emphasis on achieving effective control over both people and technology. They aim to exploit the strengths of employees while minimising the influences of human limitations and fallibilities through the way the organisation is structured and the way jobs and systems are designed.”

A sustained influence on organisational arrangements, above all on the causes for behaviour, cannot, however, always and easily be effected by the inspection services. Their inspection and supervisory activities traditionally focus on the detection and removal of the technical causes of accidents and ill-health. Although accident causes attributable to organisational failings or conduct are naturally taken into consideration, a lasting effect cannot, given the intervals between inspections, always be achieved. Lasting effects can be better and more efficiently realised by way of an advanced internal OH&S system. 

Limitations to the industrial safety system in Germany are also, however, to no small extent due to the fact that OH&S specialists generally hold a staff position from which they must seek acceptance for health and safety at the workplace from line management and thus assert their interests over against the business performance which the line functions have to achieve as their primary objective. These limitations can only be overcome by top management assigning occupational health and safety equal status alongside the other objectives relating to business performance. 

Occupational health and safety as a corporate objective

This purpose is best achieved by the introduction and implementation of an occupational health and safety management system: Under the terms of such a management system, the protection of health at the workplace and plant safety are declared to be corporate objectives that have equal status with the other corporate objectives. In consequence, compliance with government industrial safety legislation and the independent regulations of the statutory accident insurance institutions is no longer comprehended exclusively and primarily as an obligation of the employer as the addressee of the legal norm, but as a means of achieving the corporate objective "Health and safety at the workplace".

On the basis of such a management system, influence can be better brought to bear on the organisation as well as on the conduct of management and employees. It thus permits a consistent development of the approach that began with the implementation of the Industrial Safety Act in 1974 and the deployment of OH&S specialists, i.e. that of continuous internal inspection and supervision of compliance with the relevant laws and regulations. The operative factor here is that all management personnel and employees, particularly in the line functions, are committed in their respective areas of responsibility to comply with the relevant industrial safety laws and regulations, and hence to ensure occupational health and plant safety, as a corporate objective, fulfilment of these obligations being verified by systematic internal inspection and surveillance in the form of regular internal audits (compliance audits).

The following table illustrates the new approach and the new philosophy in industrial safety.

Old approach

Employer

fulfils as the addressee of legal norms the relevant laws and regulations;

fulfilment of legal obligations is imposed by means of detailed inspection by the enforcement agencies conducted at intervals of several years, and in individual cases enforced by injunctions, orders, punishment of administrative offences and prosecution of criminal offences.

New approach

Employer

-
specifies, as addressee of the legal norm of the industrial safety legislation, the protection of the health and safety of the employees and plant safety as a corporate objective of equal status with the other objectives, 

Example:
“in our crisis-proof organisation, high quality products/services are manufactured/delivered with corresponding profit at ergonomically designed workplaces without accidents, occupational diseases or other work related ill-health”

-
implements this declaration of corporate intent in all organisational units and work areas,

-
fulfils, as addressee of the legal norm of the industrial safety legislation, voluntarily the relevant rules and regulations as an instrument serving to achieve the corporate objective.

-
regularly reviews on his own responsibility as an act of “self responsible care” compliance with the relevant laws and regulations, remedies any deficiencies and documents such reviews.

The enforcement agency controls the organisation's OH&S system and its compliance with legal requirements by way of a documentary review. Enforcement of administrative law by injunctions, punishment, is generally not necessary.

Figure 7: 
New philosophy in industrial safety

The protection of the health of employees and surrounding communities thus becomes an integral part of the corporate culture (cf. Section C p. 79). By virtue of the social commitment of the organisation towards its workforce which this objective reflects, there develops an improved identification of the employees with the organisation and its commercial, qualitative goals relating to production, service and quality. This identification is expressed in better motivation, greater willingness to work and higher productivity of the workforce.

System audits and compliance audits: Instruments of OH&S management systems

In the context of the OHRIS conception developed in this publication, organisations regularly undertake voluntary internal reviews, so-called compliance audits, as an expression of “self responsible care” (cf. p. 67). Compliance audit is to be understood as a systematic and documented examination and inspection of an organisation, function or work area with a view to establishing any deviations from the requirements of the relevant laws and regulations, or from a planned status prescribed by the authorities or by the management of the organisation, and to remedy any such non-conformities by the appropriate means. The results of the review are documented and submitted to the management of the company (cf. p. 49). 

In the same way as compliance with laws and regulations is verified by internal compliance audits, the efficiency of the OH&S management system is also checked, analysed, documented, corrected and reported to management by way of internal, so-called system audits that examine the industrial safety policy and its implementation, the organisational structure and processes of the OH&S system as well as the conduct of employees and management.

When such a system of occupational health and safety management is in place, the OH&S specialists and the industrial physicians are assigned a significantly increased range of functions, as they are not only to provide advice to the line functions on all aspects of technical and medical industrial safety and on compliance with the relevant laws and regulations, but also to give advice and support on all questions relating to the organisation and operation of a management system and on the performance of compliance audits and system audits and the further actions to which these may give rise.

OH&S management systems – Possibilities for substitution of statutory obligations

The implementation of OHRIS is voluntary; at the same time there should be some incentive to do so, namely that it can take the place of statutory obligations relating to industrial safety .

If, however, OHRIS is to replace statutory obligations, such as official supervision, individual on-site inspection and compulsory reporting to an extent that remains to be defined, then it must be equivalent (“functionally equivalent”), i.e. it must evince

-
the same objective and
-
the same effectiveness
as the statutory obligations it is to replace.

Although the application of OHRIS and the statutory obligations differ in their control mechanism, they do not differ in respect of their objective: that is identical; it is determined by and derived from the statutory provisions. With regard to the question as to whether OHRIS offers at least the same effectiveness (of control), it may be assumed that the control mechanism of a system-compliant continuous review and surveillance procedure under OHRIS, together with the documentation of this surveillance and of any action taken, will generally produce a higher degree of effectiveness than the inspections carried out by law at long intervals and the injunctions and compulsory reporting connected with them.

It may, then, be generally assumed that a qualified and consistent application of OHRIS will always result in functional equivalence to official inspections pursuant to statutory provisions. In the individual instance of OHRIS being introduced, detailed discussion of the potential substitutions will always be necessary and, based on this, a prognosis of the effectiveness of OHRIS. Subsequent performance of a system audit will also be needed in order to verify whether the organisation is implementing OHRIS consistently and completely, thus ensuring that functional equivalence is indeed achieved. 

With the introduction and systematic application of OHRIS, the employer as the addressee of the legal norm can fulfil his legal obligations on his own responsibility by way of “self responsible care”, voluntarily and without compulsion, and thus in the best way possible. Assuming “functional equivalence”, i.e. that the objectives and effectiveness of the voluntary in-house self-inspection undertaken in connection with a management system by means of system audits and compliance audits is equal in status to the supervision and inspection under national jurisdiction, then the organisation and the authorities may be perfectly legally discharged from such duties as official inspections and compulsory reporting as a step towards a prudent deregulation. Future inspections of an organisation by the enforcement agencies can then take the form of an audit of the effectiveness of the occupational health and safety management system and of a review of the documentation of internal compliance audits. Figure 8 below illustrates the interrelated elements in this system.
Such a “substitution of statutory obligations” relating to industrial safety is also in keeping with the report of a Council of Experts commissioned by the Federal Government and published under the title "Schlanker Staat" (= Lean Government)
. 

The basic decision on the potential substitution of statutory obligations by OH&S management systems must be taken in the separate Federal Laender. A supra-regional substitution of relevant legislation with the same content (equality of treatment) and applicable throughout Germany will not be possible until the substituting OH&S management system and its documentation system have been placed on a uniform legal basis, preferably harmonised throughout the EU, or on another supra-regionally binding foundation (guidelines, standard). 
Potential saving through OH&S management systems

Improving industrial safety by means of a management system has proved to be a promising approach, as demonstrated by the experience of those organisations that have already introduced an OH&S management system, generally integrated in the management systems for quality assurance and/or environmental protection, and that have as a result been able to reduce the frequency of industrial accidents and occupational diseases to values significantly below the values typical for their sector. The accident frequencies in these organisations are on average under 10 accidents per 1000 full-time workers, which is more than 30 accidents per 1000 full-time workers below the overall average for 1996.
The potential saving for individual organisations and for the economy as a whole from the introduction of OH&S management systems can thus be inferred and substantiated on the basis of these differences from the statistical mean. The saving that can be realised is, however, not only the result of a conspicuous reduction in the number of working days lost due to accidents and occupational diseases and of fewer compensation payments, but also a result of the minimisation of other cases of work related ill-health and the corresponding absences from work. Given the fact that currently roughly a quarter of the time off work is caused by unfavourable working conditions
, and that these can be lastingly and continuously improved by an OH&S management system, then it is evident that improvements in working conditions in the broadest sense have a direct and positive influence on the economic efficiency of the organisation.

Potential economies also result from the avoidance of breakdowns and downtime of machinery and plant due to absenteeism that can lead to loss of production and delays in meeting production and services deadlines. The costs involved here cannot generally be quantified, but they can exceed the direct costs of work related ill-health many times over. 

Industrial safety optimised by OH&S management systems may, finally, also be reflected in reduced premiums for statutory accident insurance and private risk insurance.

























Figure 8: 
Substitution of statutory detailed inspections given functional equivalence, 
Bavarian model

*) 
Cf. Section C “Structure, action fields and action elements of an occupational health and safety management system”

The advantages of OH&S management systems at a glance

Effective OH&S management ensures the optimal employment of all available resources. It protects the health of employees and local residents, raises the motivation of employees to be aware of health and safety at the workplace and their willingness to work, improves the economic performance of the organisation and creates secure jobs. Although the introduction of an OH&S management system may well involve increased expenditure on personnel and materials in the short term, in the medium and the long term it makes a direct and lasting contribution to the reduction of incidental labour costs and to the optimal performance of production and services.

Whether OH&S management systems are really necessary and effective is still the subject of controversial discussion in some quarters, but the general consensus of expert opinion is now tending to the view that such management systems can, in terms of “self responsible care” on the part of the implementing organisations, achieve further improvements in industrial safety through the continuous review and surveillance of compliance with legal and in-house requirements and by way of supplementary system audits. It is equally acknowledged that such systems can also make a valuable contribution to national and individual economic development, to increasing the competitiveness of the organisations, and hence to securing the economic viability of Germany as a global player, and not least to easing the burden on the authorities in terms of "lean government". In such management systems, the activities of the occupational safety specialists and industrial physicians, and the participation and co-determination of the employees' representatives as defined in the Industrial Constitution Act
 and the Personnel Representation Act
 are also optimised.

International initiatives for the introduction of OH&S management systems

Support for the introduction of OH&S management systems is world-wide. This is documented by the proposals for standards submitted by the standards bodies Standards Australia (SAA)/Standards New Zealand (SNZ), British Standards Institution (BSI), National Standards Authority of Ireland (NSAI), Norges Standardiseringsforbund (NSF) and Asociación Española de Normalización y Certificación (AENOR).

These standards proposals are to be judged positively as regards their socio-political evaluation of industrial safety and the expediency of introducing OH&S management systems, although their formulation and content cannot meet with complete approval from the viewpoint of the German industrial safety system. The standards proposals, in particular the British Standard BS 8800 “Occupational Health and Safety management Systems” and the draft Spanish standard submitted to CEN by AENOR in February 1997 as a non-mandated standards proposal under the title “Safety and health management at work places”, have been carefully analysed in the course of developing OHRIS. Where comparison with the OHRIS system elements indicated possible improvements in particular sections, then OHRIS was amended and modified accordingly.

European “Guidelines” for OH&S management systems

The Advisory Committee for Safety, Occupational Hygiene and Health Protection at the Workplace of the EU Commission is currently devoting considerable attention to OH&S management systems and intends to specify, as a non-legislative measure, European “Guidelines for Management Systems for Safety and Health Protection at Work” on the basis of national proposals and guidelines for management systems aimed at improving safety and health protection at the workplace
. One purpose of OHRIS is to make a fundamental contribution to this project.

The EU Commission confirms the opinion expressed here of the necessity and economic expediency of introducing OH&S management systems and justifies its action as follows
: 

“Each year, 10 million of the Community's 160 million workers are victims of accidents at work or occupational diseases, while 8000 lose their lives. Studies have shown that accidents at work and occupational diseases are often associated with poor management practice. Good management presupposes the best possible use of available resources, necessitating a safe workplace which will protect the safety and health of workers, improve morale and motivation, enhance the quality of production and thereby contribute to the economic performance of the enterprise. Quite apart from the human aspects, in particular the suffering caused to workers and their families, the economic consequences are considerable. The money paid out each year as a direct result of accidents at work and occupational diseases throughout the Community was estimated in 1992 at 27 000 million ECU.” 

With regard to the problems of the small and medium-size enterprises, the EU Commission makes the following statement in its proposal
:

“Small and medium-sized enterprises have particular needs in relation to health and safety. (...) In particular it will aim to demonstrate that good safety practices and efficient management are intrinsically linked (...) Good management is essential to business survival, especially in today's competitive market place. It is a key element which plays a large role in determining the fate of enterprises, large or small. In this context safety and health measures must become an integral part of best business practice.

The approach used by enterprises to manage their workforce not only affects productivity but also helps to reduce the number of work accidents and the level of absenteeism.”
COMAH Directive demands management systems for plant safety

Demand for the introduction of safety management systems is to be expected in the near future to come directly from the legislator, as well. With the implementation of the COMAH Directive
 (Council Directive 96/82 Control Of Major Accident Hazards involving dangerous substances) of the European Union into a revision of the Hazardous Incident Regulation a large number of organisations will be required to provide evidence of a management system that fulfils detailed and extensive legal requirements. Such a demand can be met by the introduction and application of OHRIS and its system elements. First, however, the current pilot projects and the subsequent discussion of the OHRIS system elements should be completed.

“Common position” sees OH&S systems as an effective instrument

In the “Common position of the Federal Ministry of Labour, the supreme occupational safety authorities of the Federal Laender, the statutory accident insurance institutions and the social partners”, the view is also held that OH&S management systems are effective instruments for improving industrial safety. A number of the main arguments, parameters and OH&S system requirements referred to in the "Common position" derive from the development and trial of the OHRIS system elements. This national position also demands harmonisation of OH&S management systems at European level and backs its demand up with sound arguments.

Commission of LASI to prepare principles for an OH&S management system

The Laender Committee on Occupational Safety and Safety Technology (LASI) took account of international developments and national opinion and requested in April 1997 a commission to be set up for the

“preparation of detailed principles (structures, elements, test routines) for

· an OH&S management system taking into consideration the requirements of the normative, strategic and operative dimensions of a management system as the preliminary stage of a national document and with a view to European standardisation,
· as well as for system and compliance audits to assess the performance of OH&S management systems and to establish the conformance of the situation in the enterprise to the legal requirements relating to occupational health and safety”
. 

The standardisation of OH&S systems is a subject of controversy

Although there is already a broad consensus of expert opinion supporting the introduction of management systems as an expedient method of improving the situation in industrial safety, opinions still differ widely as to the need for such management systems to be standardised.

At international level, in ISO, the possibilities of introducing the standardisation of OH&S management systems as stand-alone management systems alongside quality and environmental management system standardisation were discussed at the request of Great Britain, Australia/New Zealand and Norway. On the basis of a survey of ISO members and a thorough discussion at a workshop convened by ISO in Geneva in September 1996, ISO decided in January 1997 to abstain for the present from standardising OH&S management systems, with the proviso that the international demand for standardisation of OH&S management systems should be observed further and, if necessary, standardisation activities initiated again.

Nevertheless, the Spanish standards institute (AENOR) submitted an application for standardisation of an OH&S management system to the European Committee for Standardisation (CEN) in February 1997. Yet the majority of the members of CEN, including Germany, voted against the standardisation of OH&S management systems in May 1997. CEN followed the recommendation of its members on 22 October 1997 and decided against the adoption of a standardisation of management systems for safety and health protection at the workplace
.

Employers are afraid that standardisation will entail certification constraints 

The employers in Germany also fear that in consequence of standardisation they may be put under pressure to obtain certification, involving costly audits and certification of the OH&S management systems by external, accredited registrars
. Such certification provisions are contained in the standards series DIN EN ISO 9000 ff. and 14000 ff., which take on the form of certification constraints when legal requirements relating to quality assurance and environmental protection are fulfilled by way of compliance with the standards. Certification in this form is not planned in connection with OHRIS.

Trade unions support OH&S management systems 

The German trade unions unreservedly consider the development and widespread introduction of OH&S management systems to be useful, but likewise reject standardisation of OH&S management systems by ISO. They are afraid that it would result in a substitution of European and national statutory obligations and a lowering of standards
. 

The Commission for Industrial Safety and Standardisation rejects standardisation with reference to Art. 118a EC-Treaty

The Commission for Industrial Safety and Standardisation (KAN), which establishes the national consensus of opinion on questions of industrial safety and represents it at an early stage in DIN, the German Institute for Standardisation, also rejects standardisation of OH&S management systems. The KAN here refers to the fact that such standardisation is not provided for under the terms of the EC-Treaty and justifies this as follows: “(...) Hence an OH&S management system falls solely within the scope of Article 118a of the EC-Treaty - Improvement of the working environment - which provides for minimum requirements. Directives issued under Art. 118a of the EC-Treaty must be implemented by Member States as national laws. The national legal requirements may (...) specify higher levels of safety.. No provision is made for the concretisation of Art. 118a-Directives by European Standards, in contrast to the case with product standards ”
. 

Similarly, KAN also rejected in April 1997 the application mentioned above of the Spanish standards institute of February 1997 with the justification that the application for standardisation lay within the scope of Article 118a of the EC-Treaty and that in this area the European Union issues directives which are not concretised by standards, but are to be completed by binding, and in some cases more stringent, regulations of the Member States. Art. 118a Section 2 of the EC-Treaty does indeed enable minimum regulations to be issued that promote the improvement of the working environment; over and above these minimum regulations, a higher level of safety may be specified by way of national regulations. The EU Commission and the European Parliament here maintain an extensive interpretation of the concept "working environment"; it includes besides the safety and protection of health of employees, other working conditions as well, such as the structure and workflow of the organisation, and the duration and content of work, provided such conditions have a close and substantial connection to the area of the working environment. As the introduction of OH&S management systems is directly aimed at improving industrial safety and hence at improving the working environment, they also belong, as special provisions relating to the organisation of industrial safety, within the legal scope of Art. 118a Sec. 2 EC-Treaty.

The fact that the introduction of OH&S management systems at European level comes under the scope of Art. 118a. Sec. 2 of the EC-Treaty does not, however, inevitably preclude standardisation. In the same way as the Member States are authorised to issue more stringent national regulations or to conclude international agreements parallel to the activities of the EU, standardisation of OH&S management systems may also be given consideration as an alternative to arrangements based on a directive or “guidelines” (cf. p.41). This is also substantiated by a comparison with the EU Environmental Management and Audit Scheme (EMAS), No. 1836/93/EEC: The legal basis of this regulation is Art. 130s of the EC-Treaty. As in the case of directives issued under Art. 118a Sec. 2 of the EC-Treaty, the Member States are not prevented by action taken under Art. 130s from making arrangements to reinforce protective measures and from issuing appropriate regulations. Art. 12 of EMAS assumes coexistence of the regulation and international or European standards and links both instruments in such a way that the standards recognised by the Commission count as compliant with the relevant provisions of EMAS.

A final evaluation of the question of the admissibility and expediency of standardisation in connection with Art. 118a Sec. 2 must be reserved for detailed legal assessment elsewhere.

With regard to the other argument of the KAN, namely that standardisation and related certification of OH&S management systems might challenge the legal function of the enforcement agencies, it is to be remarked that the supervisory function under Article 2 of the German Basic Law is not substituted or challenged by a possible certification (that is not provided for in OHRIS). The performance of supervision will in any case need to be redefined, in terms of nature and scope, when OH&S management systems are introduced, independently of standardisation or certification, particularly with regard to the possibilities of substitution that such management systems involve. Supervision will then place higher demands on the enforcement agencies and lead to more effective industrial safety.

Arguments in favour of standardisation

Despite the arguments presented above, a number of reasons can still be adduced in favour of a standardisation of OH&S management systems. Standardisation would enable uniform, harmonised requirements to be optimally specified for OH&S management in the European Union and could thus also - with globalisation in mind - contribute to the further harmonisation of the competitive conditions in respect of industrial safety. Likewise, direct or indirect certification constraints and compulsory third-party auditing could be expressly excluded in a standard. Finally, standardisation would give OH&S management systems formal equal status with environmental protection and quality management systems, and thus lastingly raise the socio-political status of industrial safety. With regard to the development of a generic management system, standardisation could also synergistically combine the various management and audit systems to form a single management system that can be reviewed and assessed on the basis of uniform criteria.

The position of DIN, the German Institute for Standardisation

DIN holds the following view with regard to the question of the standardisation of OH&S management systems:

The applications for standardisation of OH&S management systems submitted to ISO and CEN did not obtain adequate support from the interested parties in Germany and were thus rejected by DIN. The main reasons given were, on the one hand, the fear that as a result certifiable systems would arise that would place a further burden of cost on industry. On the other hand, there was no willingness to let European or international standards fill the national scope of action permitted by Article 118a.

Nevertheless, OH&S management systems are considered by the interested parties to be in every respect an effective instrument for improving industrial safety. DIN respects the opinion of the interested parties, but at the same time wishes to point out that the restraint of the institutional standards developers may well prove detrimental. There is a risk that an undesirable and incoherent diversity of rules and specifications may occur. As an example, reference may be made to the specification SA 8000*), in which social minimum standards were specified. This was developed outside the sphere of institutional standardisation. No provision was made for the participation of all interested parties. However, a document now exists on the basis of which certification is being undertaken. A similar development in the case of OH&S management systems should be avoided at all costs.

*)
Published by the Council on Economic Priorities, New York and London”

OHRIS - an occupational health and safety management system designed for standards conformity

Despite the fact that the question as to the necessity and expediency of the standardisation of OH&S management systems still remains open, the possibility of other, and then perhaps more successful, international standardisation initiatives cannot be excluded. The interested parties in Germany should be prepared for such initiatives. 

The OHRIS system elements described more fully in Section B have thus been drawn up in terms of structure, content and diction so that they may be combined without restriction with the standardised system elements of ISO 9000 ff. and 14000 ff. (cf. Annexes 2 and 3) and can thus serve as a basis both for the fast reaction needed in the case of any international standardisation proposal and for the activities of a German standards committee. 

Guidelines – a first step towards harmonisation of OH&S management systems

Even if the standardisation of OH&S management systems as an instrument of harmonisation is not on the agenda at present, the initiative of the Advisory Committee for Safety, Occupational Hygiene and Health Protection at the Workplace to develop and publish "Guidelines for OH&S management systems” (cf. p. 33) should be firmly supported and promoted. These “Guidelines” are not binding in any way, but - despite the undisputed advantages of standardisation - are able to ensure in principle that when management systems are introduced in the industrial safety sphere there is a certain trans-national harmonisation, especially with regard to equal competitive conditions and comparably high industrial safety standards. Although a “guideline” regulation is not directly a legal basis, it can serve as a useful foundation for gathering comparable international experience on the expediency and economic effectiveness of such management systems before a further specification, e.g. in the form of a statutory regulation, a standard or other document, is issued.

The OHRIS system elements 

The Occupational Health and Risk Management System, in the same way as the management systems for quality assurance and environmental protection, is defined by way of system elements. These system elements are determinative elements and directions for action, by which the targets specified in corporate policy for quality assurance, environmental protection, occupational health, plant safety, can be achieved systematically and in their functional context in the normative sphere, in strategic planning, and in the operative action of an organisation, and their achievement monitored. In the light of the required harmonisation of OH&S management systems and the homogeneity thereby realised, the system element of OHRIS have been structured in such a way that their implementation gives the same form of OH&S system even when implemented in organisations of different size, structure, and sector and obliged to meet different national legal requirements. This similarity in the form of the system can also serve as a basis for surveillance by the state enforcement agencies geared to the substitution of statutory obligations. 

The ten system elements of OHRIS comprise five core system elements and five specific management elements relating to industrial safety. The core elements comprise the directions for action with regard to functions and responsibility of the management of an organisation, for the management system, for the control of records, for personnel and for the audits to be performed in connection with OHRIS. The core elements are - within the scope of a generic management system - structured in the same way for all dedicated management systems and can be applied synergistically. The specific management elements for industrial safety contain the requirements with respect to the obligations to be met, to reviews, surveillance and corrective actions, to the arrangements in case of breakdowns and emergencies, as well as to procurement. 

The system elements of the Occupational Health and Risk Management System were tested as part of a comprehensive pilot study at the Gendorf Works of Hoechst AG. Thanks and acknowledgement are due to all who supported the pilot study and provided critical input. These system elements will be developed and substantiated in the course of further pilot studies.

In the following Section B the OHRIS system elements are presented in detail, explained and described in their functional context. These system elements may be combined synergistically with the system elements of the quality and environmental management systems conforming to ISO 9001 and ISO 14001. The tables in Annexes 2 and 3 provide an overview of the possible combinations.
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The ten OHRIS system elements described in this section are based on the principles of the general theory of management and, in their specific formulation, on the performance criteria of an OH&S management system (cf. Section C ”Structure, action fields and action elements of an occupational health and safety management system”). The 29 action elements deriving from the normative, strategic and operative action fields of an OH&S management system were subsumed under ten system elements. These have been formulated, structured and subdivided in such a way that they can be combined synergistically with the standardised system elements of ISO 9001 and ISO 14001 in terms of an integrated management system. The functional relationship between the action elements developed in Section C and the system elements is shown in Fig. 19 on page 101.

1. 
Tasks and responsibility of the management of an organisation
1.1 
OH&S policy and strategy
Top management specifies its OH&S policy and strategy on the basis of the comprehensive conception of prevention defined in industrial safety legislation. These in turn form the basis for all activities of the organisation that directly or indirectly affect the areas concerned.

The concepts "top management", "organisation" and the other concepts used in Section B are explained on page 70 ff. of this Section under "Definitions".

In connection with the OH&S policy and strategy, it is to be ensured that such policy and strategy

a)
prescribe compliance by all management personnel with the legal duties and any further voluntary commitments relating to occupational health and safety that the organisation is to observe;

b)
commit all employees to similar compliance, and in particular commit them to take an active part in industrial safety and to act always in a safe and health-conscious manner;

c)
comprise the self-commitment of the organisation to minimise impairments of the safety and health of employees and third parties, and also harmful impacts on the environment, to improve the safety and health protection of employees, as well as to ensure the safety of third parties as far as that lies within the power of the organisation to do so; taking into account thereby the state of the art, of occupational medicine and hygiene and other established ergonomic findings;

d)
are appropriate as a basis on which specific and, if possible, quantifiable OH&S objectives may be specified;

e)
are documented in writing, implemented in practice, regularly reviewed and, where necessary, revised;

f)
are communicated to all employees;

g)
are made effective by the signature of top management, and

h)
express the conviction that safety and health protection are not inconsistent with profitability.
The organisation develops from its OH&S policy and strategy specific targets and the measures required for their implementation in the operative area.

Depending on the nature and activity of the organisation and on the non-excludable hazards to third parties, it is recommended that the organisation communicates its OH&S policy to the public.

1.2 
Specification of organisational structures
Top management specifies in writing the organisational and operational structures required for the implementation of its OH&S policy and strategy, as well as the authorities and the associated responsibilities in both line and staff functions and gives notice thereof in the line functions.

Top management appoints a representative for the Occupational Health and Risk Management System and integrates this position in the management of the organisation.

The function of the safety representative may be entrusted to qualified employees such as the representative for the quality or environmental management system or a safety specialist. 

If OHRIS is not implemented as a stand-alone system but in combination with other management systems, only one representative should if possible be appointed with overall responsibility for the combined/integrated management system so that synergistic effects can be exploited and unnecessary redundancies avoided.

Tasks, authorities and responsibilities of the safety representative are specified so as to ensure the conditions needed for the development, organisation, introduction and implementation of the Occupational Health and Risk Management System.

The safety representative of OHRIS must be entitled to report directly to the top management of the organisation.

The safety representative reports to top management on the performance and the success of OHRIS in order to enable top management to assess the system.

1.3 
Assessment of the Occupational Health and Risk Management System

Top management establishes a procedure to assess and, where necessary, to improve the OH&S management system. This shall at least provide that top management regularly, at most at yearly intervals, reviews, or causes to be reviewed, the performance and successes of the Occupational Health and Risk Management System, assesses them itself and documents the results or has them documented. The assessment must indicate whether any action needs to be taken to improve the system.

This assessment thus serves as the basis for improvements to the Occupational Health and Risk Management System as well as for any necessary revision of the OH&S policy and strategy. Improvements needed shall be taken into account when setting individual targets and the measures required for their implementation in the operative area. A re-assessment and, where appropriate, the initiation of an improvement process are required, for example, after serious accidents or cases of damage that are attributable to deficiencies in the management system.

Assessment serves both to detect deficiencies and to develop potential improvements.

The assessment incorporates the reports of the safety representative and the results of internal reviews and surveillance (cf. No. 5.1) as well as the internal and, where applicable, external audits (cf. No. 10). In the assessment, particular consideration is to be given to the conduct and knowledge of the employees, to organisational and technical changes, e.g. changes made to processes and equipment, as well as to new findings in safety technology and established ergonomic findings that relate to OH&S aspects. The assessment of the management system must be readily intelligible and shall indicate the degree to which objectives have been met and the strengths and weaknesses of the system that have been detected.

1.4 
Internal and external communications
Top management establishes procedures for internal communications, i.e. for the information flow within the organisation.

Internal communications shall promote the flow of information from management to employees and vice versa, as well as between employees on the same level. It shall motivate the employees and improve their co-operation, safe conduct and sense of responsibility for the safety of other employees and for the environment.
Top management establishes procedures for communication with external bodies, in particular with public authorities, statutory accident insurance institutions, specialists and testing agencies.

If employees of other organisations (e.g. contractors) are working at common workplaces or in work areas not separated from each other, procedures are to be established for communication with such other organisations in order to co-ordinate OH&S measures.

This last requirement takes effect when employees of a number of organisations including one’s own organisation are working together or when employees of other organisations are operating in one’s own organisation (cf. Appointment of co-ordinators, p. 51).

Top management establishes, where necessary, procedures for communicating with the public, in particular with local residents in order to inform them of matters of general interest, especially with regard to plant safety.

Such procedures regulate, for example, how the public is to be informed in the event of hazardous incidents occurring.

1.5 
Resource management
Top management provides the qualified personnel required for the development, implementation and monitoring of OHRIS as well as the necessary material resources, and enables those connected with the system to have access to the necessary information.

This personnel must be appropriately skilled and trained to perform the activities assigned them in connection with OHRIS and they shall be given the time required to perform them. Material resources also include the rooms and other facilities needed.
2.
Management system

2.1 
Structure of the management system
The organisation structures its management system so that it is suitable for implementing the OH&S policy and strategy and for achieving the individual targets as stated in 1.1 above. The structure of the management system must be adapted where necessary to account for changes, e.g. in the structure of the organisation or in its objectives.

The organisation determines in its organisational arrangements the personnel to whom managerial and advisory functions are to be assigned for the implementation of the OH&S policy and strategy and for monitoring achievement of planned targets, and this personnel must be suitably qualified and competent on the basis of relevant education, training, and experience to perform its activities.

Personnel with primarily advisory functions include in particular OH&S specialists, industrial physicians and safety representatives, e.g. for radiation protection, first aid, emergency services, or fire fighting. Co-ordinators for co-operation between employees form several organisations must, beside their advisory function, also have authority to issue directions within the scope of their competence.
2.2 
Internal committees and working groups

The organisation determines the need for internal committees and working groups, e.g. an OH&S committee, and sets them up. Working groups are set up for limited periods and deal with special tasks connected with OHRIS.

Examples of such tasks are structural alignment and integration of the dedicated management systems for OH&S, quality assurance and environmental protection implemented in the organisation, development of generic audit systems, product development, co-ordination of supra-organisational industrial safety measures.

2.3
Employee participation and co-determination
The organisation introduces suitable procedures that enable and promote participation of employees in the improvement of health and safety and their involvement in the establishment and development of the management system and the prevention and elimination of hazards. This also includes procedures that ensure the rights of participation of the employee representatives as laid down in laws, tariff agreements and in-house agreements.

Procedures serving to promote involvement of employees are, for example, internal suggestions schemes, employee reporting systems for hazards and incidents, incentives for exemplary conduct.

The procedures ensuring participation of employees’ representatives are intended, for example, to provide for co-determination on working hours, on accident prevention arrangements as well as on the performance of internal training, etc.

2.4 
Combining management systems
With a view to establishing as comprehensive a management system as possible, OHRIS is designed to be compatible with other management systems either already implemented in the organisation, in the process of being established, or planned. This enables common features of the individual management systems to be used synergistically in their implementation, and at the same time unnecessary duplication of effort can be avoided.

Such management systems are primarily systems for environmental management and quality management; integration may also be effected with personnel management, financial management or project management. Annexes 2 and 3 provide overviews of the compatibility of the Occupational Health and Risk Management System with ISO 14001 environmental management systems and ISO 9001 quality management systems.

Generic management systems enable the organisation to align its activities with its responsibilities to its personnel, the environment and customers. If quality management and environmental management systems have not yet been introduced in the organisation, it is recommended that these be implemented together with OHRIS, where a need for this is indicated by customer demands or the relevance to the environment of the organisation’s activities.

2.5
Operation of the management system
The organisation defines the co-operation of all line and staff functions specified in connection with the organisational structure in such a way that adequate consideration is given in all areas to required OH&S measures. It further establishes procedures for co-operation between the line and staff functions.

For this purpose, the areas of activity and processes within an organisation are appropriately structured. Arrangements are, for example, to be made for the co-operation of corporate functions for purchasing, the introduction of new work procedures, the design of new products, and for the planning and performance of training schemes, for the planning and preparation of approval procedures, etc.

Arrangements are also to be made for top management of the organisation and management personnel to agree on specific targets based on the OH&S policy and strategy, to specify the action required to be taken to realise them in the operative area and to monitor their achievement.
2.6 
Documentation
The organisation specifies the requirements for the structure, format, minimum content and control of the documents and records required in connection with OHRIS. The documentation serves to ensure the systematic collection, control and storage of all documents and records of the organisation that affect or refer to OH&S aspects. When OHRIS is first introduced, existing documents and records will be included in its documentation to the appropriate extent.

The terms ‘documents’ and ‘records’ are used here in the same sense as in the standards ISO 9000 ff. and ISO 14000 ff.; documents are instructions, records are evidence (cf. Definitions p. 70 ff.)

The documentation system of the organisation shall be so structured that documents and records are accessible at all times and retrievable from a central location. The documentation system of OHRIS is composed of

· the OHRIS manual,

· the documented procedures and directives of OH&S relevance, 

· the associated working instructions and 

· the records (cf. Definitions p. 70 ff. and Annex 4 ”Documentation system of OHRIS”).

The manual contains 

-
the organisation’s OH&S performance criteria,

-
the description of OHRIS on the basis of its system elements, the interaction of the system elements between themselves and with the system elements of other management system disciplines,

-
the operational specifications in the management system (organisation charts),

-
the list of legal requirements to be observed by the organisation (laws, regulations, accident prevention regulations, standards referred to, etc.),

-
the description of the documentation system and of all documents and records of OH&S relevance, with references to where the documented procedures and working instructions are kept.

The manual may be maintained separately or as part of the manual for a general, integrated or generic management system. It may be printed or issued in electronic format.

Documented procedures specify how the procedures required by OHRIS are to be performed and the objectives and programmes implemented. 

Work instructions describe the activities for performing specific jobs/services and for achieving the individual targets of OHRIS. 

Documented procedures and work instructions must be released and kept up-to-date by the responsible personnel at the competent level in the organisation 

The documented procedures and work instructions must specify author, scope, field of application, responsibility, date of issue, distribution, retention periods and release by signature.

The work instructions shall include author, distribution, date when drawn up, retention periods and author's signature. 

Records serve to substantiate and document the performance of OHRIS, namely

-
compliance with legal and other duties

-
monitoring and review activities, and 

-
the current state of plant, installations, etc. (e.g. by means of technical drawings).

The degree of documentary detail depends on the nature and activity (hazard susceptibility) of the organisation and on its size; the documentation must be suitable for describing the structure and processes in OHRIS exactly and to substantiate plausibly the performance of OHRIS and the results of reviews connected with that.

The organisation develops reliable procedures for the necessary and expedient control of all documents required.

In connection with document control, it is to be ensured that

a) the current versions of documents are available at all locations;

b) the documents are periodically reviewed and revised as necessary; in this context, particular care is to be given to updating documents when amendments have been made to laws, regulations, accident prevention regulations, standards and technical rules;

c) the documents are only released by personnel and offices authorised to do so;

d)
those entitled have access at all times to all relevant documents;

e)
the documents are retained for the period specified;

f)
obsolete documents are promptly removed;

g)
any obsolete documents that must be retained for legal or other reasons are assured against unintended use (cf. No. 8, p. 63 for records).

OHRIS can only be implemented successfully on the basis of a systematic, orderly, regularly updated and permanently available documentation system. Such documentation is also the basis on which possibilities may develop for the substitution of statutory obligations (cf. p. 28).

3. 
Legal and other requirements
3.1 
Legal requirements
The organisation develops procedures to identify the current status of all OH&S legal requirements applicable to it. It documents these requirements in a register (cf. No. 2.6).

These requirements derive from laws and regulations, from accident prevention regulations, from relevant codes of practice (e.g. VDI Guidelines), standards referred to, from published administrative provisions and performance standards of the supervisory bodies. Fundamental legal provisions are contained, for example, in the Employment Protection Act, the Accident Prevention Regulation VBG 1 and GUV 0.1 and the Hazardous Incident Regulation.

When determining which legal requirements are relevant to its operation, the organisation takes account of the nature and range of its activities (cf. No. 4), its operational hazards and risks (cf. No. 4.2) as well as its organisational structure.

3.2 
Other requirements
The organisation identifies other OH&S requirements that may derive from tariff agreements or contracts of service, from standards, from the technical rule collections of the industry trade associations, or from in-house codes of practice. These and any other commitments to which the organisation subscribes voluntarily are given the same consideration as its legal obligations.

Technical rule collections of the industry trade associations include, among others, the AD Instruction Sheets of the Pressure Vessel Working Group, the DVGW Work Sheets of the German Gas and Water Association, the VdTÜV Instruction Sheets of the Federation of Technical Control Associations.

Equal consideration is also to be given to the legally established or internally agreed participation rights of the employees' representatives or of the employees themselves.

4. 
Prevention

4.1 
Identification and description of work activities, procedures and processes of relevance to safety
The organisation develops procedures for systematically identifying and describing the work activities, operational procedures and processes which may be a source of harm to employees and third parties, or which otherwise require OH&S aspects to be taken into account.

This is intended to ensure that all tasks, operational procedures and processes, including the performance of services, are in agreement with the OH&S policy and strategy and with the targets and operative actions derived from it.

Identification of these operational procedures and processes takes account of

a) planning, construction and commissioning of plant and equipment, including the performance of services;

b)
routine operation, with the maintenance (servicing, inspection and repair) required for normal operation; set-up operation as well as the start-up and close-down of plant, including the plant and equipment used in connection with services,

c)
technical and organisational changes, including enlargement and renewal,

d)
decommissioning and disposal of equipment and plant.

4.2
Identification of dangers and hazards; identification and assessment of risks

The organisation develops procedures to identify the dangers inherent in its work, procedures and processes and the resulting potential hazards and risks from the OH&S standpoint. These procedures include, where necessary, an assessment of the risks.

When identifying and assessing risks, the organisation shall estimate and allow for all reasonable hazards to which employees and third parties (e.g. neighbours and other parties affected) may be exposed, both under routine and non-routine operation, the probable duration of the hazard or incident, the extent of the damage as well as the likelihood of occurrence and the possibility of discovering and eliminating the cause before harm occurs. For the purposes of risk identification and assessment, the Checklist for System Audits and Compliance Audits (OHRIS Series, Volume 2) may be used, or one of the numerous hazard analysis guides.

4.3 
Minimising dangers, hazards and risks

The organisation develops procedures to specify and undertake measures for preventing and limiting dangers and hazards to employees and third parties (including local residents). If a hazard to the safety and health of employees and third parties cannot reasonably be ruled out, then all suitable steps are to be taken to reduce the likelihood of occurrence and duration of a hazard, or the probable severity of harm, to such an extent that an impairment of the health of employees and third parties may be reasonably excluded. 

In taking such action, the state of the art, occupational medicine, hygiene and other established ergonomic findings are to be observed. If all dangers cannot be eliminated, those remaining shall be documented and notified to the employees concerned together with relevant instructions.

Commercial considerations may also prompt organisations to increase OH&S protection of their employees and third parties; for example, measures that ensure an uninterrupted production process in a chemical plant also reduce the probability of an emission of hazardous substances.

With the aid of the procedures for minimising dangers, hazards and risks, the work activities, procedures and processes are designed in such a way that non-compliance with permitted conditions can be detected in good time and corrected.

If hazards to employees and third parties in the performance of work activities, procedures and processes cannot reasonably be ruled out by technical means, then relevant documented procedures and work instructions must be established and observed, except when the risks concerned are generally known and can be avoided by simple and self-evident behaviour.

These documented procedures and work instructions shall include reference to

a)
the working environment of the employees, i.e. factors that may affect the employees physically or mentally at their workplace;

b)
the personal and technical qualification of the employees;

c)
the operational hazards and hazards involved in the performance of services;

d)
the hazards to third parties (including surrounding communities) from plant and equipment;

e)
the relevant safety precautions and protective equipment;

f)
ergonomic requirements;

g)
the requirements to be met by outsourced goods and services, e.g. work performed by contractors or temporary employees;

h)
assignment of authority and concomitant responsibility in staff and line functions;

i)
measures to promote safety awareness in all employees, including management personnel,

with due observance of the statutory requirements and of any other obligations applying to all these areas.

Specification must in particular be made for breakdown as to whether and when corrective action is to be initiated and performed either by qualified personnel or by automatic measurement and control systems. 
4.4 
Preventive medicine
The organisation identifies the need for medical and hygienic care, in particular the need for any medical check-ups employees may require in the light of the hazards to safety and health at the workplace. It establishes and applies procedures in order to ensure the medical and hygienic care of the employees and the medical check-ups to the extent that the working conditions of the employees and the relevant regulations so require.

When establishing the need for medical and hygienic care and for medical check-ups, consideration shall be given not only to the relevant regulations and compulsory examinations but also to special pressures, such as mental strain, heavy manual labour, change in work load, etc.

Appropriate consideration is also to be given to the justified wish of employees, according to the health and safety hazards at their workplace, to be medically examined.

4.5 
Action programmes
In order to heighten employee awareness of the OH&S objectives of the organisation and to ensure that employees, including management personnel, give consideration to these objectives in their activities, it is recommended that the organisation undertake corresponding action programmes.

Action programmes are intended to have a lasting impact on the health and safety awareness and conduct of the employees both on and off the organisation's premises. The topics covered in such action programmes may, for example, include behaviour at the workplace, wearing personal protective equipment, safe lifting and carrying of loads, general fire protection in the organisation, traffic safety, dangers of addiction.
5. 
Review, surveillance and corrective actions

5.1 
Review and surveillance procedures
The organisation develops procedures for the internal review and continuous surveillance of its compliance with its legal obligations, other OH&S commitments and the OHRIS specifications. These procedures shall be adapted as required in the event of changes being made to the structure of the organisation or to work activities, procedures and processes, plant, equipment and machinery.

The procedures for review and continual surveillance themselves, as well as the follow-up measures deriving from them and their results are reviewed at regular intervals by way of audits (cf. No. 10).

For the terms "review" and "surveillance", see ”Definitions” p. 70 ff. of this section. The procedures for review and continual surveillance also provide for the performance of inspections of workplaces, work areas, and plant by management staff, the occupational safety specialist, the company doctor and the works council; other specialist personnel may be called in where necessary.

The procedures for review and surveillance shall give consideration not only to routine operation but also to the commissioning required for routine operation, to maintenance (servicing, inspection, repair), the start-up and close-down of plant and the set-up operation, as well as to the planning, construction, enlargement, renewal, change, decommissioning of plant and operating equipment. The same applies by analogy to all other tasks, procedures and processes which require OH&S aspects to be taken into account, also especially in connection with the performance of services.

The procedures for internal and, where relevant, external review and surveillance are to be documented. The methods and tools used for review purposes and the results of surveillance are to be recorded in accordance with the existing hazard potential as specified in No. 8 of this section.

The documentation of internal surveillance shall also include the records of accidents at work, near-misses, occupational diseases and other work related ill-health, health strains and harm, breakdowns, any maximum exposure levels exceeded, as well as the records of corrective action and improvements undertaken. See No. 8 for the control of these records.

5.2 
Corrective actions

The organisation analyses the causes of non-compliance with performance criteria, evaluates these deviations using, where necessary, statistical methods, develops alternatives, undertakes, where required, corrective action and monitors its effectiveness. Where the nature of the operation so requires, appropriate procedures are to be specified for this purpose. The corrective actions are documented in accordance with No. 2.6 and 5.1. These records are to be used to develop areas of emphasis and themes for review and surveillance, as well as for prevention purposes (cf. No. 4).

This involves identifying non-compliance with statutory requirements or other obligations, with OH&S policy and strategy and the targets derived from them, and correcting such non-compliance with the aim to improve it. This applies especially to deficiencies in conduct, accidents at work, near misses, occupational diseases and other work related ill-health, health strains and harm, breakdowns, damage, maximum exposure levels exceeded or when hazard points occur. Such deviations frequently have a number of different causes; their careful analysis helps avoid a repetition at similar workplaces or in comparable plant. See No. 8 for the control of the records.

Statistical methods enable the data gathered in connection with the evaluation of accidents at work, breakdowns, damage, limits exceeded, near misses, health strains and harm to be comprehensibly processed. In this way, it is possible to estimate the benefit of OHRIS and to demonstrate the improvements achieved. Statistical methods facilitate the identification and appraisal of the main hazard areas in the organisation and assist the development of measures for prevention and improvement.

6. 
Arrangements for breakdowns and emergencies

The organisation develops procedures to identify potential breakdowns and emergencies that may affect the OH&S aspects of the organisation and specifies appropriate measures to reduce and eliminate possible hazards and impacts on employees and third parties (e.g. surrounding communities).

In such procedures, breakdowns and emergencies that cannot systematically be excluded and are specific to the operation, plant or sector (e.g. fire, explosion, detonation, collapse, falls, machinery accidents, emission of hazardous substances, etc.) shall be identified in order to plan appropriate measures to limit their impact; this may require the participation of internal or external experts.

Appropriate measures are in particular

a)
preparation of contingency plans which, so far as is necessary, must be communicated to the competent authorities and external auxiliary and rescue services and co-ordinated with them;

b)
specifications for First Aid, rescue chains, fire fighting etc.;

c)
training and exercises for internal and external auxiliary and rescue services and for employees in order to qualify them to act safely in emergencies and breakdowns, even when senior staff are not present.
The organisation reviews at appropriate intervals, to be specified in writing, the arrangements for emergencies and breakdowns in terms of their adequacy and completeness, tests them in practice, and revises them where necessary. Exercises for emergencies are to be undertaken together with internal and external specialists, the competent authorities, task forces, and press offices, with the participation of other organisations affected by the exercises being undertaken.
7. 
Purchasing

The organisation establishes procedures in order to take account in the procurement of goods, fabricated materials, and services of the applicable legal requirements and other OH&S obligations, including the ergonomic aspects.

This procedure is in particular to be applied in the

a)
procurement and design of appliances, plant, machines, personal protective equipment;

b)
procurement of materials, mixes, and products;

c)
selection of services;

d)
selection of contractors and suppliers;

e)
selection of notified bodies, external services, and outside experts;

f)
setting up and equipping workplaces, workshops and other rooms;

g)
selection of rooms to be rented.

In terms of comprehensive risk prevention, consideration should also be given when purchasing to the protection of the environment, to waste disposal with minimum residue etc. but also to the commercial interests of the organisation, etc. 
8. 
Control of records
The organisation establishes procedures for the necessary and expedient control of all records needed

a)
as evidence of compliance with legal requirements and other obligations;

b)
as evidence of the performance and the results of review and surveillance and also of the corrective actions and remedies initiated and carried out;

c)
as evidence of the effectiveness of the management system;

d)
as evidence of the current status of the plant installations and facilities.

The organisation also specifies the form and deadlines for any feedback required from the appointed and responsible bodies (cf. No. 2.5 p. 53).

As distinct from documents, records may include audit reports, test certificates of internal or external experts, e.g. for plant coming under § 11 of the Equipment Safety Law, hazard assessments, evidence of the performance of exercises, proof of qualification of employees, reports of on-site inspections, accident analyses and reports on hazard points, as well as technical drawings and flow diagrams. See also No. 2.6 and "Definitions” on page 70 of this section.

In connection with the control of records, it is to be ensured that

a)
current records are available at all locations;

b)
those authorised, in particular the enforcement agencies, can gain access to all relevant records at all times;

c)
the records are traceable and complete;

d)
specifications are in place with regard to storage and retention periods;

e)
the records are stored in such a way that they are protected against damage, deterioration, and loss;

f)
records that are no longer valid or needed are promptly removed or, if they must be retained for legal or other reasons, are assured against unintended use.

9. 
Personnel

9.1 
Rights of employees
Employees have the right to expect that their employer takes all measures required in accordance with the state of the art to ensure and improve their safety and the protection of their health at work in all areas of activity (cf. relevant requirements in the Employment Protection Act and the policy objectives of the organisation).

The organisation informs employees of this right in suitable form. 

The organisation further ensures that the employees

-
are able to submit suggestions relating to any OH&S area to an officer appointed by the organisation or to a superior in the line,

-
receive education, instruction and training with respect to hazards at the workplace,

-
are, at their own justified request and depending on the specific hazards to safety and health in their work, medically examined, and

-
in the event of an immediate and considerable hazard, evacuate the endangered workspace at once.

Appropriate arrangements may be specified in internal rules or work rules. Employees are also to be allowed to participate in the design/preparation of workplaces, work procedures, documented procedures and work instructions, as well as in the selection of tools, equipment and means of protection.
9.2 
Duties of employees
The organisation advises its employees of their responsibility for their own health and for the protection of third parties and commits them to align their conduct within the organisation and also when employed outside the immediate area of the organisation (services) on the OH&S policy and strategy and on the objectives and targets deriving from them.

Employees are in particular committed

a)
to the protection of their own safety and health and to the protection of third parties who are affected by their actions and omissions during their work;

b)
to the proper use of tools, equipment, plant facilities, work materials, protective devices and personal protective equipment, especially when required for OH&S reasons;

c)
to report accidents, near misses, damage, defects, hazards etc.;

d)
to contribute to safer working conditions, for example by eliminating hazards in their own area of activity or by giving appropriate advice for other work areas;

e)
in the event of an immediate and significant hazard, to evacuate the endangered workspace at once.

These obligations may be declared binding in internal rules or work rules, for example.

All management personnel shall set an example to their subordinates in terms of safe conduct and health awareness. They assess and promote in this way the conduct of the employees.

9.3 
Competence of employees

The organisation ensures that employees, on the basis of their professional qualifications, experience and their physical and mental characteristics, are suited to fulfil the tasks assigned them, in particular when required by the OH&S aspects. Such competence, if not already present when the employee is engaged, may be acquired by subsequent training (cf. No. 9.4).

With respect to the competence of employees, consideration is to be given to adequate training and the necessary experience. This applies equally to initial employment and subsequent transfers, and when the scope of the work or the working environment changes.

Suitable professional qualification and experience, as well as the physical and mental competence of the employees for the performance of their allotted tasks reduce risks, for example in the operation of machinery, in handling hazardous substances, or in performing other potentially hazardous tasks.

9.4 
Training
The organisation specifies, on the basis of the training measures adopted in accordance with OH&S policy and strategy, the content of education, ongoing training and exercises in order to make clear to all employees in both line and staff functions and at all levels of the organisation

a)
the importance of the OH&S policy and strategies for the organisation as a whole and for each individual employee,

b)
the relevance of the tasks and responsibility assigned them for achieving the objectives deriving from that policy and strategy and

c)
the potential and real consequences of their behaviour for their health, the health of others, and the safety of plant and surrounding communities.

To specify the content of training programmes, the organisation determines the need for education, on-going training and exercises in the light of the tasks performed by the employees, the operational risks and hazards, the suggestions of the employees and the structure of the organisation; this also applies, to the appropriate extent, to external employees working in the organisation (contractors’ personnel).

The organisation ensures that, in so far as is necessary, the specified training content is communicated to all employees at all levels of responsibility by way of education, on-going training and exercises. To this end, a training plan shall be drawn up, and the performance of instruction and training programmes documented.

These training measures are to be performed initially

a)
on employment, transfer, changes in scope of duties or working environment of the employees, and

b)
on the introduction or alteration of equipment, machinery and plant, or procedures and processes,

and are to be repeated at the intervals prescribed by law or at appropriate intervals specified by the organisation.

The records of the instruction and training programmes shall at least include their content and duration as well as details of those participating.

Exercises designed to promote health and safety awareness in employee conduct are to be performed in areas in which inappropriate conduct leads or may lead to a significant risk of accident, hazard to health or to plant safety. The training measures shall also include the periodic exercises designed to prepare for breakdowns and emergencies (cf. No. 6).

The success of education, on-going training and exercises is assessed by management personnel on the basis of the knowledge and conduct of the employees. The results of this assessment shall be consulted in order to improve the qualification programme. 

10.
Audits of Occupational Health and Risk Management System

In addition to the review and continuous surveillance required in No. 5.1 of this section, the organisation also undertakes, by way of audits, periodic, independent, systematised and documented reviews. These audits serve to verify

a)
the adequacy of the policy and strategy specified in connection with the Occupational Health and Risk Management System,

b)
the pertinence of the strategic objectives derived from them and of the necessary measures in the operational area, 

c)
the organisation and performance of the management system and 

d)
the compliance with statutory requirements and other obligations. 

In connection with such audits, random checks shall also be made of

a) the procedures that are specified, for example, in the documented procedures, 

b) the review and surveillance procedures and the measures introduced on the basis of them (cf. No. 5.1 and No. 5.2 of this section) and 

c) the conduct of the employees.

With a view to realising an overall audit system, the audits of the Occupational Health and Risk Management System shall be linked wherever possible with the audits of other management systems and performed as generic audits. This makes it possible, particularly for reasons of cost, to exploit common principles of the individual audit systems, to obtain synergistically evaluated results and to avoid unnecessary duplication of effort.

The audits of the Occupational Health and Risk Management System comprise a "system section“ and a ”compliance section“; the latter may also be carried out for an operational unit. It is recommended that the audits of the system section and the compliance section are undertaken jointly. Whereas the system section reviews systematically the suitability, scope and performance of a management system or sub-system, the compliance section serves for the systematic monitoring of the agreement of the actual state of the operation with the target state in respect of compliance with statutory requirements and other obligations, the former also including the performance criteria of the enforcement agencies.

The evaluations and results of the risk assessment required by law in accordance with the Employment Protection Act and the safety analyses required by the Hazardous Incident Regulation shall - in so far as these are required - be duly taken into account in the audits. The audits shall as a rule be carried out as internal audits, i.e. by the organisation itself. Third-party audits are not required, but are not precluded if the organisation so desires, if the organisation is not itself able to carry out appropriate auditing, or if this is necessary for other reasons.

An audit plan shall be drawn up for the performance of the audit in which arrangements are specified for the audit procedure and its documentation. The employees' representative council shall be advised that an audit is to be performed and it shall be given the opportunity of taking part in it.

The following details are specified in the audit plan or in the other documents applying to the performance of the audit: membership of the audit team, generally composed of experienced employees of the organisation; qualifications of the auditors, appointment of the lead auditor, frequency of auditing, form and scope of auditing and audit reports, schedule for the audits, timeframe of the audits, audit methods and responsibilities for the performance of the audit and preparation of the documentation (audit reports).

Audits shall be performed on the basis of questionnaires that cover the required review scope and that, by virtue of their formalised structure, ensure a uniform basis for auditing purposes and the reproducible assessment of the audits (to this end, a checklist for system and compliance audits will be published in Volume 2 of the OHRIS Series).

Although the audits and the documentation are to be performed and prepared by the organisation’s personnel, these shall wherever possible be independent of the part of the organisation or activity that is to be audited.

Top management, or the OHRIS representative appointed by it, commit the lead auditor to call on competent or responsible persons and bodies such as occupational safety experts, company doctors, public authorities and experts wherever necessary.

The lead auditor shall have received suitable training as auditor and have auditing experience.

The audit report shall be submitted to top management, which takes this as the basis of its assessment of the Occupational Health and Risk Management System (cf. No. 1.3) and initiates where necessary the appropriate actions to correct it (cf. also No. 5.2).

The written audit report shall be submitted as soon as possible; it lists the deficiencies established and indicates the necessary corrective actions and the deadlines for their implementation. 

The intervals between audits shall be specified in accordance with the hazard potential, with a maximum period between audits of three years. If nonconformities are detected in the course of an audit, corrective action shall be specified and its effectiveness checked at shorter intervals by way of re-inspection, partial audits, or follow-up audits.

Definitions

In order to exploit optimally synergistical effects in the integration of management systems, the system elements of OHRIS and their conceptual content have been specified and defined by analogy with the system elements of the standards ISO 9000 ff. and ISO 14000 ff. Accordingly, the technical terms used in the description of the OHRIS system elements correspond by analogy to the definitions given in the relevant sections of the standards referred to or in the standard ISO 8402 ”Quality management and quality assurance – Vocabulary”. As these definitions are not always formulated so as to be readily comprehensible, the concepts listed below are based on the international standards, but to facilitate comprehension are described and defined with certain modifications.

Audit of the Occupational Health and Risk Management System

Systematic, independent, and documented examination and review to determine 

-
whether and to what extent the actual conditions in an organisation correspond to the requirements of OHRIS in respect of completeness and effectiveness of the management system (system audit) and

-
whether and to what extent the statutory requirements and the obligations to which the organisation subscribes voluntarily are complied with in the organisation (compliance audit).

The audit also includes the communication of the audit results to the organisation's management for review, assessment and approval.

Document
Documents may be printed or in electronic format and require or recommend modes of action or conduct. Documents include guidelines, documented procedures, work instructions. Documents are subject to change control. 

Documented procedure
Binding instruction from those responsible at the respective management level for the performance of discrete procedures and processes, and specification as to what, when, where, by whom with, what materials and with reference to which documents these are to be done, and how that is to be controlled and recorded.

Manual for the Occupational Health and Risk Management System

Separate document, or one incorporated in a comprehensive manual, either printed or in electronic format, in which the OH&S policy and the OH&S management system of the organisation are set forth. It describes the Occupational Health and Risk Management System on the basis of its system elements, states all essential requirements for organisation, structure, activities and conduct, compiles the normative and strategic foundations of OHRIS and contains the references for the retrieval of all documents and records of relevance to the operative level.

Occupational Health and Risk Management System

Stand-alone management system or incorporated in an overall management system which, derived from the OH&S objectives of the organisation, comprises the organisational structures, responsibilities, strategic plans, methods, procedures, processes, resources, conduct, and inspection instruments for the development, assessment and maintenance of the prescribed policy.

OH&S policy

Declaration by an organisation with respect to its intentions and principles for ensuring and improving protection and plant safety that provides a binding framework

-
for the actions of the organisation and its employees relating to health protection and plant safety,

-
for the specification of OH&S strategies and individual targets and for the measures that are to be implemented at the operational level.

Organisation

A company, operation, firm, enterprise, company, institution, or association, or part/combination thereof, whether incorporated or not, public or private, that has its own functions and administration.

Note. For organisations with more than one operating unit, a single operating unit may be defined as an organisation.

Procedures
Binding specification as to how, when, and where processes and tasks are to be executed.

Process
Set of all, generally interrelated, stages, resources and activities which transform inputs into desired outputs.

Records
Evidence on paper or in electronic format of the performance or the results of activities. Example: documents substantiating inspections are records.

Review
Control of an object or state that is conducted on the basis of review criteria at specified intervals or on specific grounds and yields a snapshot of the situation of the object or state under review. Reviews are generally undertaken intermittently and always result in a documented report of the results.

Note. Reviews are performed sporadically or regularly and not continuously. A special form of review is the performance of audits with which the adequacy and effectiveness of the management system and the compliance with statutory requirements or the targets set by the organisation itself are periodically controlled.

Surveillance
Continuous control, or control repeated at short intervals, of an object or state. The results of surveillance are automatically issued at specified intervals and when any non-conformities are detected. Surveillance may, for example, be effected by control systems operating in the background. 

Note. Surveillance also generally includes reviews.

Work instruction
Instruction that describes and specifies in detail for the user, for whom its implementation is obligatory, when, where and how an activity/task is to be executed.

Note. Work instructions are generally issued by management personnel of the middle and lower management levels for their own area of responsibility and generally concretise the more abstract requirements of the documented procedures.
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Structure, action fields and action elements of an occupational health and safety management system

This section deals with the structure, action fields and action elements of an OH&S management system. These have been developed on the basis of the theory of technological management; from them the system elements of OHRIS are derived.

1. 
Action fields of an OH&S management system

The basis of all business activity is a model that determines the guiding principles for business operations and for the activities and conduct of management and employees. This corporate model can reach its full potential when it is consistently implemented by management at all levels of corporate seniority and by the employees in their interaction with plant, installations and operational resources

An expedient means of ensuring optimal implementation of a corporate model is a formalised and institutionalised management system. Such a system enables an organisation to be operated optimally and efficiently in accordance with its planned objectives by establishing, monitoring and updating appropriate organisational structures, procedures and codes of practice. Central to business activity is, as a rule, the mission to produce products or deliver services meeting and satisfying customer expectations and needs in a crisis-proof organisation with maximum economic efficiency.

Business activity is, however, not only determined by productivity, profit, and by the quality of products and services; business activity must also be guided by the justified interests of the workforce and surrounding communities, by corporate and natural resources, and by the legal requirements and public policy that relate to them; this applies in particular to the safety and the protection of the health of the workforce, to the safety of local residents, and to the protection of the environment. In order to achieve the objectives of business activity, in part also due to the influence of legislation, dedicated management systems, e.g. for quality assurance and environmental protection, have been developed and standardised. Thus, quality management systems generally conform to the International Standards ISO 9000 ff., the EN 45000 series of standards and to the EU Directives issued under Art. 100a EC-Treaty, while environmental management systems are based on ISO 14000 ff. and the “Eco-Management and Audit Scheme” (EMAS). Organisations subject to the Hazardous Incident Regulation will in future have to bring their management into line with the COMAH Directive issued by the Council of the European Commission.

On the basis of a commission from the Council of Ministers, the Bavarian Ministry of Labour has developed a conception for an “Occupational Health and Risk Management System” (OHRIS, for short) as a means of integrating the health protection of the workforce and the safety of the surrounding communities in the corporate objectives and of incorporating compliance with legal requirements in terms of comprehensive prevention in the business activity. This system can ensure the optimal management of a organisation with respect to the protection of the health of the employees and plant safety 

-
as a stand-alone management system,

-
in conjunction with a quality management or environmental management system, 

-
or as a component of an overall, generic management system.

OHRIS follows the model for a generic management system developed at the University of St. Gallen
 (Ulrich/Bleicher/Seghezzi) but defines this management conception in the specific terms of corporate OH&S targets. The following description of a management system and of the OHRIS system elements derived from it are applicable to organisations of all sectors and size.

In accordance with the model of the University of St. Gallen, three planes of action may be defined and described for a management system, namely

-
a normative plane of action, in which the corporate constitution, the basic principles of the organisation, its corporate policy with the corporate objectives are specified, and which is the source of corporate culture,

-
a strategic plane of action, in which the goals specified in the normative plane of action are concretised in the form of medium and long term strategic plans and programmes for organisation, business performance, and external relations, and 

-
an operative plane of action, in which the strategic plans and programmes are implemented, the actual operational activities are undertaken, and the business output, i.e. products and services, is realised and marketed.

These three planes of action may be arranged in three columns, namely

-
a column for corporate structure and organisation,

-
a column for corporate activities, and 

-
a third column for the conduct of top management, management personnel and employees.

The middle column of the three thus specifies the corporate activities on the normative, strategic and operative planes of action. These activities are supported on the one hand by the corporate structures (left column) and on the other hand are strongly influenced by the conduct of top management, of management personnel and the rest of the workforce in connection with the operational processes, as well as by their conduct towards each other and to the general public (right column).

At the intersections between the planes of action and the three columns, there are, in accordance with the Bleicher/Seghezzi model, nine action fields for management systems, namely

-
in the normative plane of action, deriving from the corporate model, the action fields

· corporate constitution, corporate policy, and corporate culture
-
in the strategic plane of action, the action fields

· corporate structure and architecture of the organisation,

· production and marketing strategies for products and services, including investment planning and strategies for the development of personnel and
· relations to the general public and to the environment, and

-
in the operative plane of action, the action fields

· planning of the development and creation/performance of processes, products and services,

· control of business performance, and

· conduct in terms of work performance and co-operation.

Figure 9 provides an overview of the planes of action and the action fields derived from them.



Corporate structures and organisation
Corporate activities
Conduct of top management, management personnel and the rest of the workforce

Normative plane of action


Corporate constitution
Corporate policy
Corporate culture

Strategic plane of action
Structure and architecture of organisation, securing resources
Production and marketing strategies for products and services, investment planning
Relations to the public and environment, development of conduct/personnel

Operative plane of action 
Planning of development and creation/performance of processes, products and services
Control of business performance
Conduct in terms of work performance and co-operation

Figure 9: 
Action fields of a generic management system (by analogy with Bleicher/ Seghezzi)

These nine action fields will now be individually addressed and described, then defined in terms of occupational health and safety, and the action elements and system elements of the Occupational Health and Risk Management System derived from them.

1.1
Action fields of the normative plane of action

The corporate constitution is established in the normative plane of action. By means of the corporate constitution the organisation is legally constituted, i.e. all fundamental decisions with regard to the nature of the undertaking are determined by the choice of the legal form, the fixing of the location, and by the specification of applicable commercial and corporate law and employees’ co-determination rights. In this way, the regulatory framework in which the organisation is constituted is defined. This regulatory framework, which is beyond the control of the organisation, may be further concretised by way of internal, autonomous, i.e. non-regulatory, arrangements, e.g. by including additional commitments in the constitution or by introducing incentive schemes or sanctions. 

In the normative plane of action, the given corporate model is implemented by corporate policy specifications; i.e. the corporate model is formulated more precisely in the corporate policy in the form of corporate principles that specify in detail the economic, operational, social and general interests and values to which the organisation considers itself committed. By means of the corporate policy, then, the internal, generally commercially oriented values and targets guiding the activities of the organisation in the achievement of its business goals may be aligned with the social and environmental interests of the workforce, the surrounding communities, and society as a whole.

The corporate principles in the corporate policy, developed from the corporate model, are in the long term embodied and reflected in the corporate culture, i.e. in the conduct of top management, management personnel and the rest of the workforce. The corporate culture thus moulds the attitude of management personnel and workforce towards the organisation, work process, products, internal and external procedures, environment and society. It is itself decisively shaped by top management and by management personnel; they orientate their conduct on the values and standards that characterise the corporate culture and transmit these to their subordinates. The employees implicitly adapt their conduct accordingly and communicate the values conveyed by management personnel to fellow workers and new employees. 

The following diagram provides an overview of the (general) normative action fields of a management system.









Figure 10: Normative action fields of a management system

When the action fields of the normative plane of action are defined for an OH&S management system, the following action fields specifically relating to occupational health and safety are obtained

-
the OH&S constitution,
-
the OH&S policy and

-
the OH&S culture.

The OH&S constitution is that aspect and part of the corporate constitution which incorporates the general regulatory framework for occupational health and safety to the extent that this is relevant to the legal constitution of an organisation. It includes, for example, the rights to participation and co-determination as laid down in the Industrial Constitution Act and Employment Protection Act. Autonomous internal arrangements in the form of incentive schemes and sanctions may also be adopted in the OH&S constitution as a means of promoting consistent compliance both with the organisation’s OH&S performance criteria and with legal and internal OH&S requirements.

The OH&S policy is directly derived from the corporate model. In the medium and long term, it is embodied in the organisation’s OH&S culture. The top management of an organisation declares in its OH&S policy, on the basis of an OH&S-oriented model, that, as a basic principle, independent of legal constraints, the protection of the health of its workforce and of surrounding communities is an important corporate objective alongside the profit-oriented achievement of business performance. The OH&S policy lays down the fundamental (ethical, but also commercial) values of the organisation with respect to the protection of health at the workplace and to plant safety, the aim being to implement these values consistently both in its strategic programmes and in its business operations. Such an OH&S policy is the decisive precondition for an OH&S management system that goes beyond the compulsory fulfilment of legal duties towards voluntary, self-supervisory and hence self-responsible compliance with the relevant regulations and provisions. 

The OH&S policy must be declared valid in the organisation. In this way, top management voluntarily institutionalises a declaration of high ethical value, but one that is also to be motivated and justified in economic terms by the goal of reducing the number of lost workdays and of maintaining trouble-free operations.

Only on the basis of such an OH&S policy can an OH&S management system be established and the protection of health be implemented as a corporate principle throughout the organisation in terms of a philosophy of “self-responsible care”. The OH&S policy must be an integral part of every OH&S management system; it represents the essential distinction between OH&S management systems on the one hand and checklist-based audit systems on the other, whether these are performed internally or by external experts.

The conduct of management and workforce of an organisation towards each other and towards the public must be consistently guided by the OH&S policy. The modes of conduct developed from it are reflected in the medium and long term in the OH&S culture of the organisation. Thus, in the OH&S culture, the fundamental values of the organisation with regard to the protection of the health of its workforce and surrounding communities develop into a general code of conduct. The conduct of top management, management personnel and the rest of the workforce must be brought into line with this code of conduct by way of strategic performance criteria (strategic action fields) for the operative area of the organisation.

Figure 11 below provides an overview of the occupational safety aspects of the normative action fields of an OH&S management system.











Figure 11:
Normative actions fields of an OH&S management system

1.2
Action fields of the strategic plane of action

The basic approach of the organisation as derived in the form of corporate policy and culture from the corporate model is implemented in the strategic plane of action by corresponding medium and long term strategies that relate to individual aspects such as organisation, market (i.e. product or services) and conduct.

These individual strategies aim above all at an optimal development in line with corporate policy of the internal corporate structure, of its organisation, and of the management and business systems, and may be subsumed under an action field Corporate organisation and architecture.

In the area of operational activities, corporate strategies concentrate on production and marketing strategies for products and services and cover the development of products and services and their market relations as well as planning and securing of resources, which includes personnel and technology planning.

Strategic planning must also include an action field for the planning of relations to the public (i.e. to customers, trade associations and public authorities) and to the environment; the same applies to the strategic specification of corporate response, i.e. the reaction of the organisation to sales and market problems, cases of damage and hazardous incidents, in other words its problem handling.

In order to ensure the optimal alignment of the conduct of the workforce at each level within the organisation with regard to the fulfilment of corporate objectives, the action field personnel development shall include strategic planning for the training of management as well as for the instruction and training of the employees at the operative level.

These five strategic action fields must be co-ordinated, combined into an overall strategy and further developed. Figure 12 provides an overview over the general action fields of the strategic plane of action.









Figure 12: Strategic action fields of a management system

For the OH&S area, this gives three action fields in the strategic plane of action, by which the organisational structures, the resources, the marketing activities of an organisation as well as the conduct of all involved in it are brought in the medium and long term into line with the protection of the health of the workforce and the safety of surrounding communities.

The basis for optimal implementation of OH&S objectives is the establishment of a suitable organisational structure for an OH&S management system, and its systematic integration in other existing or planned management systems, in particular for quality assurance and environmental protection. Thus, the structural and operational organisation of the OH&S management system must be specified in the strategic plane of action. In so doing, the line functions, and not just the staff functions, must be integrated at all levels in the organisational structures of the OH&S management system. A limitation of the management system merely to staff functions would not adequately meet the intentions of an OH&S management system and would ultimately mean no more than the perpetuation of the structures instituted under the Industrial Safety Act.

Only an OH&S organisation that relates to both staff and line functions enables the necessary OH&S strategies to be developed within the meaning of prevention as conceived in the Employment Protection Act, the Hazardous Substances Regulation, the Ordinance on Workplaces, the Equipment Safety Act and other relevant statutory provisions. These OH&S strategies cover 

-
purchasing of “safe” equipment, machinery, plant, (primary) products and working materials,

-
development of processes and procedures on the basis of optimal working materials and minimum hazards,

-
co-operative development of primary products and process plant together with the manufacturer/supplier,

-
planning of “safe” production, operational and procedural stages for the manufacture of products and the delivery of services,

-
medium and long term - OH&S optimised - planning of new buildings, extensions and other structural alterations, of internal transport systems, and of the safe storage of hazardous goods,

-
optimisation of storage, including just-in-time systems, while at the same time ensuring compliance with the limits on time at the wheel,

-
development of medical schemes for the prevention of occupational disease and the promotion of health,

-
development of long term, binding targets for the minimisation of accident rates,

-
participation in the sectoral development of safeguards and personal protective equipment,

-
supra-regional and supra-plant contingency planning, and

-
planning and development of “safe” products within the meaning of the Equipment Safety Act.

This strategic planning must also incorporate an OH&S-related personnel planning and the development of an OH&S training and instruction system, as well as, where appropriate, of systems of incentives and sanctions by which the safety and health consciousness of the workforce can be suitably rewarded or faulted.

The core elements of this system of further training and instruction should be defined by the development and communication on well-founded principles of industrial psychology of appropriate strategies to promote the safety and health consciousness of the workforce, including management, at each function and level within the organisation, and thus to reflect the given OH&S culture and hence the conception of prevention as defined in industrial safety legislation. In terms of strategic prevention, the object of this instruction system is also the conduct and response of the organisation, its reaction and that of its workforce to industrial accidents, cases of damage and hazardous incidents.

The training system and the instruction curricula should also include medium and long term obligations with regard to the structuring of the organisation’s relations to external bodies, such as public authorities, statutory accident insurance institutions, specialists and their organisations, industry-wide safety and medical services, and disaster task forces.

Figure 13 provides an overview of the aspects of strategic OH&S action fields.









Figure 13: 
Strategic action fields of an OH&S management system

* Applies primarily to large corporations

1.3
Action fields of the operative plane of action

The object of the operative plane of action is to plan, control and execute activities in terms of economic performance in the corporate functions of research and development, purchasing, achievement of business performance (production, services) and sales. This plane serves to implement the corporate objectives and to concretise the strategic programmes and plans.

Accordingly, operative management primarily extends over short timeframes and has as its target the optimal realisation of business, technological and market potentials, i.e. to ensure business success and liquidity. The results thus achieved must be objectified financially by appropriate controls. In so doing, the targets and potentials for success established in the medium and long term strategic plane of action must not be jeopardised by measures aimed at short term profit maximisation.

The operative plane of action thus covers the planning of the development of processes, products and services, the control of investments, materials and human resources and the delivery and control of business performance. This area is evaluated by profit-and-loss accounting.

The activities of the operative plane of action are also decisively influenced by the strategic performance criteria for conduct that must be consistently implemented, continually reviewed and further developed in line with corporate objectives by management personnel and employees both in their conduct within the organisation, during production and in the delivery of services, and also in their conduct towards the general public. Only if the conduct of the entire workforce is in line with the strategic targets can the success of the organisation in terms of its corporate objectives be secured and a positive corporate culture be durably established that also finds external approval. Conduct in the operative plane of action may be subsumed under the action field work performance and co-operation.

Figure 14 provides an overview of the general action fields of the operative plane of action.













Figure 14: Operative action fields of a management system
In the operative plane of action of an OH&S management system, the corporate objectives and the individual OH&S strategies derived from them are implemented by corresponding actions and conduct in production and in the delivery of services, reviewed in terms of their success on the basis of audits, documented and evaluated with respect to efficiency and the costs expended or saved. Crucial to successful implementation is the preparation of appropriate OH&S oriented documented procedures and work instructions for production and for the delivery of services. The documented procedures shall reference, besides the internal performance criteria, the legal duties relating to the work levels. These instructions may be combined synergistically in the case of integrated management systems with other targets and other legal duties, e.g. for quality assurance and environmental protection.

Compliance with documented procedures and work instructions is reviewed and monitored regularly, i.e. at appropriate intervals, at all levels and functions by means of compliance audits. The results of these internal audits, performed as an expression of "self responsible care", are entered in individual documents relating to the work levels and combined in an overall documentation. This overall documentation, which must be reviewed and confirmed by top management, is also the precondition of, and the appropriate instrument for, substitution of statutory obligations and corresponding deregulation (cf. p. 28). The review and documentation procedures presuppose the institution of appropriate control and monitoring systems.

The compliance audits must be complemented by system audits which serve to review, evaluate and develop the structural and operational OH&S organisation, the efficiency of the OH&S management system, and its implementation of corporate objectives and strategic goals.

The operative plane of action is decisively influenced by the conduct of management and workforce; only conduct that is aligned on the safety and health protection of the workforce and surrounding communities can lead to the efficient implementation of the documented procedures and work instructions and thus to the successful realisation of the OH&S management system. The incentive schemes and sanctions introduced in the strategic plane of action permit interventions in the operative plane of action to control and ensure efficiency.

Figure 15 provides an overview of the OH&S aspects of the operative plane of action.














Figure 15:
OH&S aspects of the operative plane of action

2.
Action elements of an OH&S management system

The action fields of an OH&S management system described under No. 1 of this section must be specified more closely in terms of content, and defined, interpreted and described in the form of action elements. This may result in individual action elements comprising a number of action fields.

2.1
Action elements of the normative plane of action (N)

The following action elements (N1 to N5) are derived from the action fields of the normative plane of action (Fig. 16).

Actions fields of a general management system 
Corporate constitution
Corporate policy 
Corporate culture






Action fields of an OH&S management system 
OH&S constitution


OH&S policy


OH&S culture








Action elements of an OH&S management system
N1
Establishment of org. structures

N2
Provision of resources

N3
Legal requirements;

N4
Other requirements
N5
OH&S policy and strategy


Figure 16:
Derivation of requirements relating to the content of an OH&S management system (action elements of the normative plane of action)
2.2
Action elements of the strategic plane of action (S)

The following action elements (S1 to S5) are derived from the action fields of the strategic plane of action (Fig. 17).

Action fields of a general management system
Corporate organisation and architecture 
Production and marketing strategies for products and services
Relations to the public and environment,

Problem handling






Action fields of an OH&S management system
Organisational structures

OH&S management system
Strategies to achieve safety at work


Development of safety and health -conscious conduct








Action elements of an OH&S management system
S1
Establishment of management 
system;

S2
Integration of management 
systems;

S3
Operation of management 
system 
S4
Assessment of OHRIS
S5
Training and training curricula

Figure 17:
Derivation of requirements relating to the content of an OH&S management system (action elements of the strategic plane of action)
2.3
Action elements of the operative plane of action (O)

The following action elements (O1 to O19) are derived from the action fields of the operative plane of action (Fig. 18).

Action fields of a general management system
Planning and control of development of processes, products and services
Investment control; 
planning and control of business results
Work performance and co-operation






Action fields of an OH&S management system
Organisation of the control loops
Documented procedures and work instructions
Planning and acting in line with safety and health


Self motivation with respect to safety at work








Action elements of an OH&S management system
O1
Internal committees and working groups;

O2
Determination and description of jobs, stages and processes of relevance to safety;

O3
Identification of dangers and hazards; identification and assessment of risks;

O4
Review and surveillance procedures;

O5
Record control;

O6
Rights of employees;

O7
Duties of employees;

O8
Competence of employees.
O9
Internal and external communications;

O10
Documentation;

O11
Minimisation of hazards and risks;

O12
Preventive medicine;

O13
Corrective actions;

O14
Arrangements for breakdowns and emergencies;

O15
Purchasing;

O16
Audits of OHRIS.
O17
Participation and co-deter-mination;

O18
Action programmes;

O19
Training.

Figure 18:
Derivation of requirements relating to the content of an OH&S management system (action elements of the operative plane of action)
3. 
System elements of an OH&S management system

The 29 action elements of an OH&S management system derived from the action fields were subsumed under 10 system elements. These system elements were defined, arranged and structured in such a way that they can be combined synergistically with the system elements of other dedicated management systems, either already in place or to be introduced at the same time. The combination of the action elements to form system elements is shown in the following overview (Fig. 19).

Action elements of the normative (N), strategic (S) and operative (O) planes of action
OHRIS system elements


OH&S policy and strategy (N5)
Establishment of organisational structures (N1)
Assessment of OHRIS (S4)
Internal and external communications (O9) 
Provision of resources (N2)
1
Tasks and responsibility of the management of an organisation

Establishment of the management system (S1)
Internal committees and working groups (O1)
Participation and co-determination (O17)
Integration of management systems (S2)
Management system operation (S3)
Documentation (O10)
2
Management system

Legal requirements (N3)
Other requirements (N4)
3
Legal and other requirements

Identification and description of jobs, stages and processes of relevance to safety (O2)
Identification of dangers and hazards; identification and assessment of risks (O3)
Minimisation of dangers, hazards and risks (O11)
Preventive medicine (O12)
Action programmes (O18)
4
Prevention

Review and surveillance procedures (O4)
Corrective actions (O13)
5
Review, surveillance and corrective actions

Arrangements for breakdowns and emergencies (O14)
6
Arrangements for breakdowns and emergencies

Purchasing (O15)
7
Purchasing

Record control (O5)
8
Record control

Rights of employees (O6)
Duties of employees (O7)
Competence of employees (O8)
Training (O19)
Training, training curricula (S5) 
9
Personnel

Audits of OHRIS (O16)
10
Audits of the Occupational Health and Risk Management System

Figure 19:
Functional relationship of the action elements of the normative, strategic and operative planes of action and the OHRIS system elements; with action elements subsumed under system elements

Thus, for OHRIS, 10 system elements have been derived from the action fields and action elements of an OH&S management system, namely five core elements of system organisation:

-
Tasks and responsibilities of the management of an organisation,

-
Management system,

-
Record control,

-
Personnel,

-
Audits of the Occupational Health and Risk Management System.
and five specific OH&S system elements

-
Legal and other requirements,

-
Prevention,

-
Review, surveillance and corrective actions,

-
Arrangements for breakdowns and emergencies,

-
Purchasing.
These 10 system elements have already been described in detail in Section B and the possibilities of their integration with the system elements of quality and environmental management systems demonstrated.


D
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D 
Introduction of OHRIS, the Occupational Health and Risk Management System

The approach and procedures to be adopted when introducing an OHRIS management system are determined by the size of the organisation, its structure and the sector to which it belongs, and also by whether the management system

-
is to be set up initially as a stand-alone management system,

-
is to be introduced together with and at the same time as a quality, environmental or other dedicated management system as an integrated management system, or

-
is to be incorporated in an existing dedicated or cross-discipline management system.

As already explained (cf. p. 41), the OHRIS system elements, their structure and organisation, have been specified so that they can be readily combined and integrated with the system elements of existing management systems, e.g. for quality and the environment (cf. also the correspondence tables in Annexes 2 and 3).

A decisive factor in the approach to introducing an OHRIS management system is the form and structure of the existing system of occupational health and safety in the organisation, in particular the procedures implemented to ensure compliance with the requirements of

-
§§ 2 and 5 Industrial Safety Act (appointment of OH&S specialists and industrial physicians), 

-
§ 22 Social Code VII in connection with § 9 of the Accident Prevention Regulation VBG 1 (appointment of safety representatives) and 

-
§§ 1, 3, 5, 6, 15 Employment Protection Act (prevention, obligations of employers, obligations of employees).

The introduction of the OHRIS system is generally effected in three stages:

First stage:
Decision to introduce OHRIS

If an organisation is intending to introduce an OHRIS system, top management should first gather detailed information on the procedures, on the financial and personnel resources required, and on the advantages of such a management system from suitably qualified and informed OH&S specialists, from the staff of the enforcement agencies or from consultants with OH&S expertise.

The first and fundamental precondition for the introduction of an OHRIS management system is the decision and declaration of intent of top management

-
to establish the protection of the health of the employees and the safety of plant and equipment, over and above the fulfilment of legal duties, as a corporate objective and corporate guideline of equal importance with the other corporate objectives that are generally aimed at ensuring profitability, the quality of products and services, and the commercial survival of the organisation, 

-
to document this corporate objective and to communicate it within the organisation and, where appropriate, to the general public, and 

-
to implement consistently this corporate guideline in connection with a formalised OHRIS management system in all functions and work areas by way of appropriate organisational, normative, strategic and operative specifications and by committing all management personnel and employees to compliance with them.

At the same time, the works or staff council should be involved and allowed to participate in the planned decision. The establishment of an OHRIS management system affects, within the meaning of the Personnel Representation Act, the organisation of work and the conduct of the workforce. Depending on the nature of the organisation, the works or staff council is to be given the right to participate pursuant to the provisions of the Industrial Constitution Act or the Personnel Representation Act.

As a rule, all functions and work levels within the organisation are to be allowed to participate in the planning and introduction of the new management system. Accordingly, the management personnel should first be advised of the decision to introduce an OHRIS system at an information meeting and committed to participate in its planning.

As one purpose of introducing an OHRIS management system, with the corresponding system audits and compliance audits, is to ensure the regular internal review, surveillance and documentation of compliance with legal duties under OH&S legislation, it is recommended that, in the light of the functionally equivalent substitution of statutory obligations that such a system makes possible, the enforcement agencies should be involved at the decision stage, i.e. from the very beginning, in an advisory capacity. 

Second stage:
Tailoring OHRIS to the organisation 

It is recommended that a project representative or , especially in the case of large organisations or a greater hazard potential, a project team be appointed for the further planning and identification of the action to be taken in connection with the introduction of an OHRIS management system. The representative or team should be commissioned and officially mandated to develop plans for a tailored or, where relevant, integrated management system. The project team should comprise management personnel familiar with questions of technology management (cf. Section C, p. 75 ff.), industrial safety personnel (OH&S specialists, industrial physicians) and members of the works or staff council and also (with regard to the performance of audits, their documentation, and the possibility that offers for the substitution of statutory obligations on the basis of the required functional equivalence) representatives of the enforcement authorities in an advisory capacity.

The task of the project representative or project team is to compare the existing internal system of industrial safety and the system elements of any existing dedicated management systems in the context of an actual/target study with the organisational measures and performance criteria incorporated in the ten OHRIS system elements, and to analyse and evaluate the results. 

The corrective action, improvements and amendments resulting from such comparisons of the existing industrial safety system with the performance criteria of the ten OHRIS system elements shall be systematically and precisely planned in detail, especially for the areas

-
tasks and responsibilities of top management,

-
management organisation in terms of structure and operation,

-
system audits and compliance audits, and

-
drafting of the manual, documented procedures and work instructions.

The design of an OHRIS system developed in Section C on the basis of the theory of technological management can serve as a guide and support at the planning phase. 

Any improvements and amendments should be specified in systematic and functional connection with an existing management system or with that to be introduced concurrently (e.g. a dedicated management system for quality assurance or environmental protection).

Care is to be taken to ensure that the contents of the system elements thus described can actually be found in the management system; the proposed structure of OHRIS serves as an example; every organisation can decide for itself whether it wishes to introduce OHRIS with the system elements structured and organised as shown in Section B, or to adapt it to a cross-discipline management system already in place or planned. Preference should thereby be given, in agreement with the management personnel with designated responsibility for the projected measures, to practical solutions rather than to more bureaucratic approaches that do not evince any indirect or direct improvements in terms of industrial safety.

The project work shall be completed by the elaboration and specification of an assessment mechanism with which the efficiency of the planned OHRIS system can be determined and demonstrated. Only on the basis of such an assessment mechanism can the possibilities for the substitution of statutory obligations be analysed.

On completion of the planning phase, discussion with the enforcement agency is recommended to clarify whether its expectations have been met by the OHRIS management system in terms of a possible substitution of statutory inspection and surveillance activities and with respect to reporting obligations. The possible substitutions
 are then to be specified finally and with binding force. 

Third stage:
Implementation of the project and introduction of OHRIS

The corrective actions and amendments resulting from the comparison of the existing industrial safety system with the OHRIS system elements shall be carried out and implemented at all functions and levels in the organisation by way of an exact delegation of responsibilities in the line and specification of the documented procedures and work instructions. 

On initiation of the planned measures, the workforce must be fully informed about the OHRIS management system. Here, it shall be firmly impressed on all employees that

-
the protection of their own health at the workplace,

-
the protection of the health of their colleagues,

-
the protection of the health of surrounding communities

need to be understood as a voluntary and dedicated code of conduct which should guide their actions in every situation when at work. The motivation for this conduct, to which all employees are to be committed and which must always be in evidence, may be reinforced by ideal, financial or pecuniary incentives. It should, however, not be based solely on such incentives, but should become second nature and thus an expression of corporate culture. In individual cases, it may be necessary to announce sanctions in the event of the targets defined on the introduction of the management system not being consistently implemented. 

The successful introduction of OHRIS must be reviewed by an initial system audit and compliance audit; where necessary, the planning of the management system shall be corrected.

In organisations which, for example with respect to environmental protection, maintain regular communications with their surrounding communities, consideration might also be given to supporting and rounding off the introduction of OHRIS by way of a PR-event in which the public is informed about the concept of prevention in occupational health and safety as an integral part of corporate culture.

After introduction and implementation, OHRIS requires iterative development, not only on the basis of reforms and amendments in laws and regulations or within the organisation, but also on the basis of the experience gained in connection with the application of OHRIS which must used to enhance the system. An exchange of experience should also be instituted with other organisations that have implemented OHRIS or comparable management systems in order to draw on their experiences. As part of such system enhancement activities, consideration may also be given to extending the scope of OHRIS - as is already common practice, for example, in quality assurance and environmental protection - to cover contractors, since it is often contractors that can introduce accident risks and health hazards, e.g. by way of primary products or hazardous substances, into the organisation. With the inclusion of contractors, the OHRIS management system will be placed on a broader and more efficient basis. 

The OHRIS management system requires continual surveillance that is to be so devised that the (designated) members of top management report at regular intervals on the success and efficiency of the management system in their area of competence. 

The individual stages for the introduction of OHRIS are shown in sequence in the following flow chart:
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Annex 2 

Combination of OHRIS system elements with ISO 14001 system elements

Occupational Health and Risk Management System -OHRIS-
ISO 14001

System element / sub element
No.*
No.
System element / sub element

Tasks and responsibility of top management 

OH&S policy and strategy

Specification of organisational structures

Assessment of the Occupational Health and Risk Management System

Internal and external communications

Resource Management 
1.

1.1

1.2

1.3

1.4

1.5
-

4.2

4.3.3

4.4.1: 1. and 3. clause

4.6

4.4.3

4.4.1: 2.cls.
-

Environmental policy

Objectives and targets

Structure and responsibility

Management review

Communications

Structure and responsibility

Management system

Structure of the management system

Internal committees and working groups

Employee participation and co-determination

Combining management systems

Operation of the management system

Documentation


2.

2.1

2.2

2.3

2.4

2.5

2.6


4.1

-

-

-

4.1

4.4.4

4.4.5
General

-

-

-

General

Environmental management system documentation 

Document control

Legal and other requirements
Legal requirements

Other requirements
3.
3.1

3.2
-

4.3.2

4.3.2
-

Legal and other requirements




Prevention
Identification and description of work activities, procedures and processes of relevance to safety

Identification of dangers and hazards; identification and assessment of risks

Minimising dangers, hazards and risks

Preventive medicine

Action programmes
4.
4.1

4.2

4.3

4.4

4.5
-

4.4.6

4.3.1

4.3.1

-

4.3.4
-

Operational control

Environmental aspects

Environmental aspects

Environmental management programme(s)

Review, surveillance and corrective actions

Review and surveillance procedures

Corrective actions
5.

5.1

5.2
4.5.1

4.5.2
Monitoring and measurement

Non-conformance and corrective and preventive action

Arrangements for breakdowns and emergencies

6.
4.4.7

4.5.2
Emergency preparedness and response

Non-conformance and corrective and preventive action

Purchasing
7.
4.4.6 c)
Operation control

Control of records
8.
4.5.3
Operation control

Personnel
Rights of employees

Duties of employees

Competence of employees

Training
9.
9.1

9.2

9.3

9.4
-

-

-

4.4.2

4.4.2

4.4.3 a)
-

-

-

Training, awareness and competence

Training, awareness and competence

Communications

Audits of Occupational Health and Risk Management System
10.
4.5.4
Environmental management system-audit

Annex 3
Combination of OHRIS system elements with ISO 9001 system elements 

Occupational Health and Risk Management System -OHRIS-
ISO 9001

System element / sub element
No.*
No.
System element / sub element

Tasks and responsibilities of top management

OH&S policy and strategy

Specification of organisational structures

Assessment of the Occupational Health and Risk Management System

Internal and external communications

Resource Management 
1.

1.1

1.2

1.3

1.4

1.5
4.1.1

4.1.2.1

4.1.2.3

4.1.3

-

4.1.2.2
Quality policy

Responsibility and authority

Management representative

Management review

-

Resources

Management system

Structure of the management system

Internal committees and working groups

Employee participation and co-determination

Combining management systems

Operation of the management system

Documentation


2.

2.1

2.2

2.3

2.4

2.5

2.6


4.2.1

4.2.3

-

-

-

4.2.3

4.2.2

4.2.1

4.5
General

Quality planning

-

-

-

Quality planning

Quality system procedures

General

Document and data control

Legal and other requirements
Legal requirements

Other requirements


3.
3.1

3.2
4.3

-

4.2.3
Contract review

-

Quality planning

Prevention
Identification and description of work activities, procedures and processes of relevance to safety

Identification of dangers and hazards; identification and assessment of risks

Minimising of dangers, hazards and risks

Preventive medicine

Action programmes
4.
4.1

4.2

4.3

4.4

4.5
4.14.1

4.14.3

4.2.2

4.4

4.9

4.15

4.19

-

-

-

4.2.3
General

Corrective and preventive action

Quality system procedures

Design control

Process control

Handling, storage, packaging, preservation and delivery

Servicing

-

-

-

Quality planning

Review, surveillance and corrective action
Review and surveillance procedures

Corrective actions 
5.
5.1

5.2
-

4.10

4.11

4.14.1

4.14.2

4.20
-

Inspection and testing

Control of inspection, measuring and test equipment

General

Corrective action

Statistical techniques

Arrangements for breakdowns and emergencies 
6.
4.13
Control of nonconforming product

Purchasing


7.
4.6

4.7

4.8
Purchasing

Control of customer-supplied product

Product identification and traceability

Control of records
8.
4.16
Control of quality records

Personnel
Rights of employees

Duties of employees

Competence of employees

Training
9.
9.1

9.2

9.3

9.4
-

-

-

4.18

4.18
-

-

-

Training

Training

Audits of Occupational Health and Risk Management System
10.
4.17
Internal quality audits

Annex 4

OHRIS documentation system

Document type 
Content
Field of application
Scope
Evaluation of effectiveness of document

OHRIS manual
· Corporate objectives/OH&S strategy 

· Description of OHRIS

· Structure and operation in terms of OH&S

· Tasks and responsibilities relating to protection targets

· Legislation and rules relating to organisation 
Throughout organisation, business unit (company, works, profit centre, administration)
Implementation of OH&S policy*, OH&S culture**

System audit*


Documented procedures* 
Rules for organisation of work, operations and processes 
Specific areas of the organisation, plant sections, departments
Ensuring that the working environment 
System audit* (analysis of deficiencies); where appropriate, compliance audit*


Work instructions with inspection instructions
Performance criteria for work and activities, including monitoring compliance with them in achieving business performance (job engineering, production, services, distribution, etc.)
Workplace, or work area, special field


and the conduct of the workforce are optimised in terms of industrial safety
Compliance audit*, system audit*, Reporting of near misses, accidents, breakdowns, work related ill-health, hazard points, etc.; internal suggestion scheme

Based on Seghezzi, H.D., Integriertes Qualitätsmanagement (=Integrated Quality Management), cf. “Further reading” 
*
Cf. Section B, “Definitions”


**
Cf. Section C, p. 79
Further reading
Bleicher, K.
Das Konzept Integriertes Management (= The integrated management concept), Frankfurt/Main, New York, 4th edition, 1996



Ritter, A.

Langhoff, Th.
Arbeitsschutzmanagementsysteme, Vergleich ausgewählter Standards (= Occupational health and safety management systems, Comparison of selected standards), Schriftenreihe der Bundesanstalt für Arbeitsschutz and Arbeitsmedizin, 
Volume Fb 792, Dortmund/Berlin, 1998



Seghezzi, H. D.
Integriertes Qualitätsmanagement - Das St. Galler Konzept (= Integrated quality management - The St. Gallen conception), Munich, Vienna, 1996



Seghezzi, H. D.

Caduff, D.
Aufbau integrierter Führungssysteme, Orientierung (= Establishing integrated management systems, Guidance), Edition 106, Zürich, 1997
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Information of management personnel


-	Reasons for and any constraints on introducing management system


-	Goals and structure of management system


-	Commitment to cooperate in planning, introduction and implementation of management system


-	Commitment to exemplary leadership


-	Planning schedule of management system







































































Corporate �vision





OH&S oriented corporate model


Profit-oriented production and marketing/delivery of products/services meeting demand in a crisis-proof organisation with safe workplaces, healthy employees and environmentally compatible plant and equipment, without accidents and occupational diseases (OH&S grounded on ethical and economic principles)





moulded by





moulded by





Concretised and supplemented by non-regulatory autonomous arrangements of the organisation (commitments, incentive schemes and sanctions)











Legal constitution of the organisation in regulatory framework








( Corporate law


( Commercial law


( Co-determination law


( ...








Directions for activities of the organisation to achieve the business objective within the scope of the legal and commercial possibilities








Corporate policy








Corporate culture





towards 


-	the organisation


-	(other) employees


-	the product


-	the market


-	the customer


-	society and the public (local residents)


by good work, loyalty, consideration, social competence





Corporate constitution





Corporate model


(corporate principles, 


and identity) 








Conduct of management





Conduct of workforce





implemented in





Development of a corporate code of OH&S oriented conduct, effective internally and externally, with a view to orienting the conduct of top management, of management personnel and workforce on this code of conduct by way of strategic performance criteria for the operative area of the organisation 





Conduct of employees





Conduct of �management





Regulatory framework





High level of participation in OH&S protection e.g. § 81 Sec. 1, § 87 Sec. 1 No. 7 and 12, § 89, § 90 Sec. 1 No. 3 and 4 Industrial Constitution Act�§ 10 Sec. 2 clause 3, § 17 Sec. 1 clause 1 Employment Protection Act�§ 9 Sec. 3, § 11 Industrial Safety Act�§ 21 Hazard. Subst. Reg.





Specification of fundamental values of the organisation with regard to health and plant safety with a view to implementing these values consistently in strategic corporate programmes and plans as well as in the operative actions of top management, of management personnel and the workforce





Autonomous arrangements





Incentive schemes, sanctions, e.g. sanction on non-compli-ance with OH&S provi-�sions





OH&S policy





OH&S culture





OH&S constitution





implemented in





Overall strategy of organisation





Management systems,


business systems, formalised (stand-alone) management systems or integrated management systems








Development


Purchasing


Investment planning











Production


Sales


Services





Planning relations to interested parties, customers, trade associations, public authorities, etc.





Training: management personnel








At operative levels: instruction and training of employees





Relations to the public and environment; problem handling





Corporate organisation and architecture





Personnel development





Securing resources for


technology


personnel


plant


raw materials








Production and marketing strategies for products and services





Corporate policy objectives





implemented by





strategic programmes





by analysis and planning �development of indvidual strategies �for





The fundamental OH&S values of the organisation developed in the normative plane of action are implemented consistently and continuously in the strategic objectives (individual strategies) of the organisation.





Individual strategies to establish and ensure �occupational health and safety





Strategies for development and communication, on sound principles of industrial psychology, of instruction system for OH&S oriented conduct*


Strategies for structuring relations of the organisation to 


-	trade inspectorates, medical inspection services.


-	statutory accident insurance institutions


-	(OH&S) specialists


-	sectoral safety and medical services


-	certification bodies


-	disaster task forces








Strategies for purchasing of "safe" equipment, machinery, plant, (primary) products, and working materials


Strategies for the cooperative development (with manufacturers/suppliers) of primary products, process plant*


Participation in sector-specific development of protective devices and personal protective equipment*


Development of medical check-ups and health promotion schemes


Development of incentive/sanctions systems to promote compliance with relevant laws and rules





Strategies for planning, development (organisational structures) and combination of an (integr.) OH&S management system as the basis for the implementation of the OH&S objectives.


Strategies for supra-plant contingency planning





Long term targets for minimisation of accident rates





Development of processes and procedures with OH&S optimised materials and minimised risk, etc.


Planning of "safe" production, operations and procedures for the manufacture of products and delivery of services


Medium and long term OH&S optimised planning of 


-	new buildings, extensions and structural alterations


-	internal transport systems


-	safe storage of hazardous substances


-	optimised storage (just in time) and compliance with max. time behind the wheel


-	safe and ergonomic working (environment) conditions


-	"safe" products (GSG=Equipment Safety Act)





Products/�services





Corporate


relations





Resources





Organisation





Overall OH&S strategy of organisation





Operative plane of action





Money plane





Goods plane




















Work performance and 


co-operation 



































Production �Services�Sales


-control





Investment 


	- control


(machinery, �plant, �buildings)


	- planning


Material


	- control


	- planning


Human resources


	- control





Planning of development of processes, products and services





Long term financial (credit) plan





Profit/loss accounting


Cost/performance planning





documented procedures and work instructions for planning and control of


research and development


purchasing, information


production, services


sales





implemented by





Single and overall strategies �of the organisation





Overall and individual corporate OH&S strategies





-	Safety and health-conscious conduct of management and workforce


-	motivation of management and workforce to behave safely by means of autonomous incentive systems and sanctions 





-	Management, control and monitoring of production and services in all work areas and by all management levels in order to reach strategic goals and ensure compliance with relevant OH&S legislation and rules by way of compliance audits,


-	Individual and overall documentation of audits





-	Development of "safe" production and services processes


-	documented procedures and work instructions


purchasing of "safe" equipment, machinery, plant and furnishing of ergonomic workplaces and work rooms


purchase of "safe" materials and primary products


-	documented procedures and work instructions for "safe" production and delivery of services


-	instruction of personnel





-	Organisation of the monitoring systems


-	control and assessment of the OH&S management system by system audits


-	from these: improvement of organisational structures of the OH&S management system








Efficiency review (evaluation)


-	incidence: accidents, occupational diseases, work related ill-health, cases of damage


Profit and loss accounting


-	lump-sum costs, 


-	< insurance contributions


-	< disability costs


-	< incidental wage costs


-	> smooth operation





Cost balance


"Industrial safety"


"Plant safety"


"OH&S management systems"





Financing of additional development costs for "safe" products / services


Financing by costs due to OH&S (additional) costs





*)





Any orders to correct the management system or� to comply with laws and regulations





External review of the overall and/or separate documentation of the� management system by the OH&S inspectorate


If “functional equivalence” is not established, the traditional method of detailed spot check inspection will be employed.





Duties under public law and other obligations





Targets set by structure �(system elements) of OHRIS





Separate documentation in the �business (work) areas





Internal, continuous review and surveillance





Compliance audits





System�audits





Internal audits





Conduct





 Activities





Structures





“Occupational Health and Risk Management System”





Overall


documentation

















Overview of OHRIS system elements





Purchasing





Personnel





Audits of Occupational Health and Risk Manage-ment System�(documentation)





Prevention





Review, surveillance and corrective actions





Arrangements for breakdowns and emergencies





Management system





Tasks and responsibility of top management of an organisation





Requirements 





Control of records





OH&S policy and strategy 





Rights �of employees





Review and surveillance procedures (documentation)





Identification and description of activities, stages and processes of safety relevance





Legal requirements





Establishment of management system





Corrective actions�(documentation)





Internal committees and working groups





Duties �of employees





Identification of dangers and hazards, risk identification and assessment





Other requirements





Specification of organisational structures





Participation and co-determination





Assessment of OHRIS





Competence�of employees





Minimisation of dangers, hazards and risks





Combination of management systems





Training





Preventive medicine





Internal and�external communications





Action programmes





Provsion of resources





Overall�documentation �as subject of review by�authorities with a view to�the substitution of statutory inspections, given functional equivalence





Operation of management system





Documentation





* cf. Section B





* cf. Section B








Participation of authorities


-	Specifications for system and compliance audit performance


-	Documentation specifications 


-	Clarification of possible substitution of statutory obligations





Decision phase





Participation of workers' and/or staff representatives


-	Information of works/staff council about the introduction of a management system


-	Specification of participation


-	Consultation on action and its impact on the workforce





Definition of interfaces to other management systems and decision on addition, merging or integration of OHRIS





Joint, concurrent introduction�of OHRIS, combined with other management systems 





OHRIS combined with existing manage-�ment system(s) 





OHRIS �as stand-alone system





Structure of the management system


Specification of management structure





Decision phase





Decision of top management


-	Declaration of intent: occupational health and safety is as important as the other corporate objectives


-	Resolution to introduce the management system


-	Announcement of introduction in organisation with time frame


-	Decision on implementation (internally or by external consultants)


-	Provision of personnel and financial resources for planning and introduction


-	Appointment of a representative for management system





Information for top management


-	Initiative from trade associations, public authorities, internal specialists or business consultants 


-	Explanation of reasons for the necessity and expediency of introducing a management system


-	Information about aims, structure, contents and benefits of the management system


-	Proposals for planning and introduction 





Interest in the introduction of an


 Occupational Health and Risk Management System


- OHRIS -





Money plane





Goods


plane





Planning of project


-	Appointment of project representative/project team �(Participants: management system representatives, works council, OH&S specialists, company doctor, selected management personnel [dept. heads, phps. plant manager], OH&S enforcement agency, accident insurance carriers, phps. external consultants)


-	Drafting budget plan (approval of top management)


-	Task assignment


-	Time frame for planning and introduction up to first audit


-	Time frame for information events





Planning phase





Specification of documentation structure


-	Documentation structure: management system manual, documented procedures, work instructions, records (scope, area of validity, responsibilities, operation, other applicable documents); cf. Annex 4 "OHRIS documentation system"


-	Integration of manual, documented procedures and work instructions with other management systems





Appraisal of status quo - Target/actual comparison


-	Analysis of existing industrial safety system and audit systems; comparison with OHRIS system elements


-	Identification of existing parts of dedicated management systems; comparison with the OHRIS system elements


-	Identification of degree of compliance with and deviations from the prescribed system elements


-	Report on results with assessment and submission to top management





Planning of the management system


-	Specification of amendments and supplements to be made in line with the requirements of the ten OHRIS system elements, especially for the areas:


Tasks and responsibility of top management


Management system organisation (structure and operation)


System audits and compliance audits


Manual, documented procedures and work instructions


-	Planning of organisational sequence and time frame of introduction


-	Submission of project to top management


-	Approval of top management





Any amendments or further action required





Planning phase





Information of workforce


-	Information of employees about


corporate OH&S objectives


introduction of (integrated) OHRIS management system


planned time frame for introduction


-	commitment of workforce to participate


-	possible systems of incentives/sanctions





Implementation of ...





Execution of planned action


Implementation of the results of target/actual comparison in the levels concerned and execution of the amendments and any further action required in line with the OHRIS system elements





Any amendments or further action required





System audit�
Compliance audit�
�
-	Review of systematic introduction of the mnagement system and compliance with the OHRIS system requirements �
-	Review of compliance with OH&S legislation, with the safety provisions of supplementary laws and regulations, and of internal rules�
�









Implementation of planned targets





Have all measures required been specified and implemented?


Is there organisation-specific conformance to the system elements?





no





yes





Information of general public, of the authorites and the accident insurance institutions about the successful introduction of the management system





Introduction of management system successfully completed





Application





Application and iterative development of the management system; routine review of the system by control of target achievement and evaluation of efficiency





Normative





Strategic





Operative





Corporate model �Protection of health of �employees and local�residents




















�	For example: DIN EN ISO 9001, Quality management system, Model for quality assurance in design, development, production, installation and servicing (ISO 9001:1994), Berlin, 1994


�	For example: DIN EN ISO 14001, Environmental management systems, Specifications with guidance on use (ISO 14001:1996), Berlin, 1996





�	EMAS: Eco-Management and Audit Scheme, Regulation 1836/93 of the EC Council of 29 June 1993 on the voluntary participation of industrial companies in a Community system of environmental management and audit, EC Official Journal No. L 168 of 10 June 1993. p. 1 ff.


�	Social Code, Volume VII - Statutory accident insurance , of 7 August 1996, BGBl (Federal Legal Gazette) I p. 1254 ff.


�	Law on the execution of industrial safety measures to improve the safety and health protection of employees at the workplace (Employment Protection Act - ArbSchG) of 7 August 1996, BGBl (Federal Legal Gazette) I p. 1246 ff.


�	Law on industrial physicians, safety engineers and other occupational safety specialists (Industrial Safety Act - ASiG) of 12 December 1973, BGBl. (Federal Legal Gazette) I p. 1885 ff.


�	Report of the German Federal Government on the state of occupational health and safety and on accident rates and occupational diseases in the Federal Republic of Germany in 1996 – Accident Prevention Report 1996 – Publication 13/9259 of 20.11.97, p. 38.


�	Occupational safety ´96, Accident Prevention Report, Report of the German Federal Government on the state of accident prevention and accident rates in the Federal Republic of Germany in 1995, Federal Ministry of Labour and Social Affairs, Bonn, 1996, p. 38 ff.


�	Expenditure of the industrial accident insurance institutions for curative treatment, occupational assistance, pensions, subsidies, lump sum settlements, accommodation in homes, reimbursements, and death grants (exclud. administrative costs); Source: Geschäfts- u. Rechnungsergebnisse der gewerblichen Berufsgenossenschaften, 1995, Hauptverband der gewerblichen Berufsgenossenschaften, St. Augustin 


�	Kiesau, G., Europa: Sicherheit and Gesundheitsschutz rechnen sich (Europe: safety and health protection are worthwhile) in: Sicher ist sicher, 9/97, p. 423 ff.
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�	Health and Safety Executive, Successful health and safety management, HS(G) Series, Vol. 65, London, 2nd edition, 1992


�	Quoted in the German translation of the HSE publication "Successful health and safety management", edited by the Verein zur Förderung der Arbeitssicherheit e.V. and published in Bericht der Kommission Arbeitsschutz and Normung: KAN-Bericht 11, Sankt Augustin, 1997, p. 201 ff.


�	Cf. Beschluß des Sachverständigenrates “Schlanker Staat” vom 29.11.1996 zur “Stärkung der privaten Eigenverantwortung: Öko-Audit and Möglichkeiten der Übertragbarkeit außerhalb des Umweltbereichs”, (Resolution of the Council of Experts on "Lean government" of 29.11.1996 on the "Strengthening of personal responsibility: Eco- audit and the possibility of its transference to areas outside environmental protection") Bundesanzeiger (Federal Gazette) No. 29a of 12.02.1997, p. 13 ff.


�	Kiesau, G., loc. cit.





�	Betriebsverfassungsgesetz (BetrVerfG - Industrial Constitution Act) of 15.01.1972, BGBl I p. 13 ff.


�	Bundespersonalvertretungsgesetz (BPersVG - Personnel Representation Act) of 15.03.1974 BGBl I p. 693 ff.; executed in laws of the individual Federal Laender


�	European Commission, Occupational Health and Safety Management System (Doc. 0871/97 EN), and draft mandate as discussion paper for the 55th plenary meeting of the Advisory Council on Safety, Occupational Hygiene and Health Protection at the Workplace, 28 and 29.10.1997 in Luxemburg


�	Commission Communication on a Community Programme for Safety, Hygiene and Health at Work (1996 - 2000), Proposal for a Council Decision adopting a programme of non-legislative measures to improve health and safety at work (1996-2000), of 12.07.1995, p. 46


�	ibid., p. 12 f.


�	Council Directive 96/82/EC of 9 December 1996 on the control of major accident hazard involving dangerous substances, Official Journal EC No. L 10 of 09.12.1996, p. 13 ff; - frequently referred to as the Seveso II-Directive


� 	Minutes of the 28th LASI-Meeting from 15 to 17 April 1997 in Mainz, Item 2: Notice of Federal Ministy of Labour, 2.2 Standardisation of OH&S management systems (Comments on a proposal of the Spanish standards institute, basic point for a mandate of the EU Commission)


� 	Cf. also: Verein zur Förderung der Arbeitssicherheit e.V. (Editor), Bericht der Kommission Arbeitsschutz und Normung: KAN-Bericht 20 (Report of the Commission for Industrial Safety and Standardisation: KAN Report 20), Tätigkeitsbericht der KAN (Report on KAN activities) for 1 May 1996 - 30 April 1998, Sankt Augustin, 1998, p. 51


� 	Cf. Verein zur Förderung der Arbeitssicherheit e.V. (Editor), Bericht der Kommission Arbeitsschutz und Normung: KAN-Bericht 11 (Report of the Commission for Industrial Safety and Standardisation: KAN Report 11) Zur Problematik der Normung von Arbeitsschutzmanagementsystemen, Position der deutschen Arbeitgeber - Die Position der deutschen Wirtschaft zur Problematik der Normung von Arbeitsschutzmanagement systemen (Problems of the standardisation of OH&S management systems - The position of German industry on the problems of the standardisation of OH&S management systems), Sankt Augustin, 1997, p. 19 ff.


� 	ibid., Position der deutschen Arbeitnehmer, Die Position der deutschen Gewerkschaften zur Normung von Occupational Health and Safety Managementsysteme durch die ISO (Postion of German employees and German trade unions to the standardisation of OH&S management systems by ISO), 1997, p. 29 ff.


�.	ibid., Hintergründe der deutschen Position zur Normung im Bereich von Artikel 118a EG-Vertrag (Background to German position on standardisation within the scope of Article 118a of the EC-Treaty), 1997, p. 59


�	For further references to the St. Gallen management conception, see also “Further reading” section at the end of this publication.


�	The fundamental decision on possible substitutions of statutory obligations must be taken by the Federal Laender on the basis of functional equivalence (cf. p. 28).






