Guidance on enhancement of utilisation of Hearts and Minds Tools - especially STOP.
Definitions:

Area is a geographical division e.g. Qarn Alam, Marmul – Areas normally have HSE advisers.
A Unit is a functional section of the operational unit e.g. HXM or PDO RC. These units normally do have HSE focal points or Co-ordinators

Hearts and Minds Tools: STOP ESS, Working Safely and the EPS-HSE tools.
Why this guidance?

To enhance application of Hearts and Minds as pro-active tool in incident prevention. To enhance ownership of hearts and minds tools in line.

To have a supportive system in line (i.e. in an Area or Unit). This will be monitoring, supporting and advising on the aforementioned tools. 
Guidance:

Each area/unit will have to have to have its own Hearts and Minds Committee. At the moment we have STOP committees and ESS champions these should be combined. Members shall be from all spectrums of employees in that Area /Unit. A leader for that area or Unit must be a member (management commitment) does not have to attend all meetings of the committee but must one of the key elements of the Committee. The number of members of the committee will be dependant on the unit or Area employee population and the activities they are involved in. The recommended number is minimum 3 max. 7 members
Meeting Frequency:

The meeting frequency will be dependent on the Unit or Area employee population and the activity risk level in that particular area/unit. In operational areas or units with high risk activities are, meetings should take place at least ounce a week. In low employee population and low activity or units, the committee could be meeting only ounce a month.

Functions of the committees:

     Selection of the Best STOP observer of the month in the area or Unit
     Identifying STOP Reports which are Medium, High Potential and Near Misses and take appropriate action.
     Giving feed back to STOP Observers, Staff in an Area and area management on the analysis of STOP Observations. 
      Recommend and  advice to units or Areas on H&M tools.
      Decide on recognition scheme for H&M tools in the area or unit.
Tools to help committees:
1. STOP Observation Scoring Matrix  - Attachment 1
2. Guidelines for Best STOP Observer Screensavers – Attachment 2
3. Suggestions from the ESS meeting at Bandar Rodha – Attachment 3
4. Best PDO STOP Observer selection – Attachment 4
5. HSE is Team Work – Recognition Guidelines (draft) –Attachment 5
	STOP OBSERVATION SCORING MATRIX

	Card number as entered in the dbase:
	xxxxxxxxx 

	Name of the Observer:
	xxxxxxxxxx 

	Description of the observation as reported on the card:
	 
	 
	 

	Observations scoring  details
	Points per observed act/action
	Total Points
	Score

	Observation Checklist
	 
	 
	 

	Number of safe acts observed (max 2) 
	3
	 
	 

	Number of unsafe acts observed (max 2) 
	2
	 
	 

	Conversation Report
	 
	 
	 

	Safe Acts Observed clearly stated
	1 to 5
	 
	 

	Action taken to encourage continued safe performance
	1 to 5
	 
	 

	Unsafe Acts Observed clearly stated
	1 to 3
	 
	 

	Immediate corrective action clearly stated
	1 to 5
	 
	 

	Action to prevent recurrence clearly stated
	1 to 7
	 
	 

	All data on the card correctly stated
	1 to 5
	 
	 

	Risk Assessment Matrix Evaluation
	 
	 
	 

	Observation in High risk
	30
	 
	 

	Observation in Medium Risk
	20
	 
	 

	Observation in Low Risk
	10
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Guidelines for Best STOP Observer Screensavers.

(These guidelines were issued by HXM)
Context: 

Besides some very basic guidelines, there were no rules or regulations for screensavers and most other internal communication media. This meant that any number of screensavers could be displayed at any one time, the duration that screensavers were aired differed, and not much thought was given to whether the screensaver display was the correct medium to use for the target audience of the message. Some internal communication documents have therefore been drafted to manage these different tools of internal communication, including screensavers, to assist in having effective communication which reaches the intended target audience, and which is relevant and useful to them. Therefore, the below guidelines have been designed for BEST PDO STOP Screen savers and should be followed starting 1st October, 2004.
1. Screensavers should be submitted within the first week of every month. (1st-7th)
2. The screensaver will be ‘aired’ for a maximum of 2 weeks. 

3. As Best STOP Observer screensavers are a monthly event, a template should preferably be used. (Request the template from HXM/26)
4. Screensaver guidelines stipulate that screensavers should be used to convey messages that are directed towards all staff and not to a specific group. For example, we are not placing screensavers for Best FPM personality of the month, as that is specific to the FPM Directorate only. That kind of information is best reflected in either an FPM Newsletter, on their department website, or as an e-mail sent to all FPM staff. Similarly, screensavers should not be used to reflect the Best STOP Observer for a specific area. That is not to say that a Best STOP Observer cannot be chosen for an area; just that a screensaver is the wrong medium to share that information. 

5. The Best STOP Observers personally recognised on screensavers should therefore be selected from all the STOP observers throughout the entire company in any given month. This will add value to the ‘title’ and meaning to the process.  If the screensaver is a gesture of appreciation to staff, then it will mean far more to them if it is given only to those who have displayed exemplary Safety behaviour.   

6. No more than 3 Best STOP Observers should be placed on any one Best STOP screensaver in any one month. 

7. If a further reason for the Best STOP screensavers is for staff in other areas to learn from the Best STOP Observer’s actions, then the template should include the reason the person was chosen (i.e. what Safety behaviour did they display that merited their recognition and that other staff should also be doing). This message should not exceed 16 words.
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Suggestions which emanated from the ESS meeting at Bandar Rodha  2004 
1. Theme of the week

2. Investigate all unsafe acts

3. Track and close all unclosed STOP cards. Follow up.

4. Remind people and coach them on STOP

5. Frequent site visit to site by Supervisors

6. Talk with people ask them their problems in relation to safety

7. Lead by example

8. STOP card Feedback

9. STOP joint field inspections-with workers

10. Feedback on STOP on Weekly meetings e.g. HSE Meetings

11. Proper counselling from HSE Advisers

12. Act on STOP cards and give feedback

13. Emphasize hearts and Minds to people

14. Do more job planning

15. Carry out proper STOP training

16. 360 Feedback on STOP observations should be done

17. Spread lateral learning

18. Follow up on STOP observations

19. Appreciate publicly on safe acts

20. Rise awareness STOP is not Punitive

21. Tool box talks should not only by Supervisors 

22. Overcome language barriers by using people who speak multiple languages.

23. Discuss unsafe acts at the meetings

24. Set minimum number of STOP observations  per Supervisor

25. Analyse STOP reports per area/Unit concerns

26. Analyses of STOP card should show the consequences

27. Display Hearts and Minds Static statistics

28. Display  STOP cards

29. Plan and Prepare for H&M activities

30. Involvement of STOP should for all

31. Incentive for minimum safe acts and unsafe acts observations

32. Supervisors  should be encouraged to do STOP observations

33. Training of Employees company wise in STOP for employees.

34. Compliments rewards in Public

35. Use Spiritual religion to convince people on behaviour modification

36. Awareness of procedures not only Supervisors but Employees too.
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*(The award will be proportional to the potential hazard prevented by the observation. Generally the first award could be RO 50, 2nd RO 25 3rd RO 10.  Or other valuable articles. The Area or Unit has to decide what to offer. )
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PETROLEUM DEVELOPMENT OMAN

“HSE IS TEAMWORK” 

RECOGNITION SCHEME GUIDELINES (GU ####)

January 2004

“HSE IS TEAMWORK” RECOGNITION SCHEME

WHAT IS IT?

“HSE Is Teamwork”  is a team-based, HSE recognition and reward scheme for use by Petroleum Development Oman (PDO) assets/service providers and contractors.  While similar to PDO’s “Shukran” staff recognition and appreciation scheme, “HSE Is Teamwork” focuses on, and rewards team/contractor accomplishments rather than individual efforts.  The criteria for this scheme is based solely on achieving desired HSE related targets and behaviours that have been determined in advance.

The objectives of the scheme are to:

· improve HSE awareness

· encourage safe working practices/behaviour in teams

· recognise and publicise good HSE performance, thereby motivating the workforce

· supplement PDO’s & Contractors’ HSE Management Systems

WHY ARE WE DOING THIS?

As with the “Shukran” program, it is recognised that energised and motivated staff are a key enabler for business performance and improvement.  The benefits of improved team work, better communication, creativity and willingness to work beyond the call of duty are directly translatable into increased value for the companies and their shareholders.

A key element for business performance improvement is HSE.  Improvements in HSE performance are directly and indirectly translated into reduction in avoidable loss, saving of human lives and suffering, cost savings related to injuries/illnesses and damage of assets/equipment, protection of the company’s license to operate, support of Sustainable Development initiatives and, ultimately, increased value to company shareholders.  

The PDO “Shukran” programme recognises individual contributions, including but not limited to HSE performance. In addition, individual HSE performance has been integrated into the annual staff appraisal scheme (see Management Circular dated 24th June 2001, viz.:   http://sww1.pdo.shell.om/dept/cd/csm/blocks/documentation/managementcirculars.html). However, there is no uniform corporate approach that recognises outstanding team/contractor HSE performance. Therefore, one of the major strengths of the proposed “HSE Is Teamwork” scheme will be its ability to recognise team efforts, thereby directly influencing behaviour, and affecting the Hearts and Minds of staff/workforce with respect to HSE.  

HOW WILL IT WORK?

OWNERSHIP

· “HSE Is Teamwork” will be owned by each Directorate/Asset/Service Provider and Contract Holders.  It is for the benefit of all PDO employee teams and contractors.   The “HSE Is Teamwork” scheme should be an integral element of each Directorate/ Asset/Service Provider’s annual HSE plan.  
· Program costs for PDO Asset/Service Provider Teams are borne by the Asset/Service Provider.  In the same token, it is proposed that the program costs for contractor workforce are borne by the Contractor. However, the contract holder has the choice to cover part of the cost for the contractor, subject to approval of his/her contract owner and/or the asset manager.     

· For PDO Management recognition of contractor’s excellent HSE performance, the scheme will focus on overall contractor performance instead of individual contracts. For example, If a contractor has two or more active contracts, HSE performance on each contract will be taken into consideration prior to nomination for award. Therefore, if a contractor achieves a poor HSE performance on any one of the contracts, the contractor shall not be eligible for selection for PDO Director/MD award. CSM shall play an advisory role on this.

· In the same token, where a contractor is recognised under this scheme, PDO staff and contractor workforce who contributed to the milestone achievement will be part of the recognition award and/or celebrations, irrespective of their contract location or area.

· A web-page will be created on the PDO intranet/internet web-site to access this guideline, reactive and proactive indicators, standard recognition letters, checklist for evaluating “HSE-MS in place”, and a list of PDO teams/contractors who have been recognised for “HSE is Teamwork” achievement.   

Whilst not mandatory, Directorate/Asset/Service Providers may find it beneficial to have the “Shukran” Energiser Teams manage the “HSE Is Teamwork” scheme as well.  This will provide a co-ordinated overview and management of both individual and team recognition and reward processes within the Asset/Service Provider Team and will ensure that all allocated funds are properly managed.

HSE PERFORMANCE INDICATORS / MILESTONES

“HSE is Teamwork” recognition scheme will be based on a combination of reactive (lagging) indicators and proactive (leading) indicators, some of which are defined below. As a minimum, any award will be based on assessment of “HSE-MS in place”. Each defined team must establish and publicise targets and desired behaviours at the beginning of the program.  These should be perceived to be achievable by all participants.  Everyone who contributed towards achievement of the targets/milestones should be rewarded.  Examples of targets may include:

REACTIVE INDICATORS:

· Years worked without Lost Time Injury 

· Millions of hours worked without Lost Time Injury

· Loss Time Injury Frequency (LTI per million hours worked) less than 0.3 for exposure exceeding 20 million hours
· Millions of kilometres driven without Loss Time Injury

· Specific Road Traffic Accident Frequency (RTAs per million Km), but less than 0.5 for exposure exceeding 30 million kilometres
PROACTIVE INDICATORS:

· Assessment of “HSE-MS in place”, using web-based scoring checklist

· Percentage of employees/workforce who have attended STOP (for Supervisors and Employee) Training and appropriate Refreshers

· Percentage of planned STOP Observations (STOP Audits) completed, but >80%

· Percentage of supervisors (>85%) who have attended ESS Refreshers during the year.

· Successful execution of HSE Plans (subject to audit verification), and >90%

· Percentage of people in HSE-Critical Roles (>90%) in team who have been assessed competent

· Percentage of HSE Advisers who have completed HSE Skills Portfolio assessment and have been issued appropriate certificates

For use of Proactive Indicators, targets will be set by the asset team (or contract holder) at the beginning of the year, or at start of the contract. For example, an asset team could set STOP Observation Tours for key staff/supervisors and set a minimum target of 80% for monthly average on actual tours executed against plan, and give the award recognition at the end of the year. 

Targets should be achievable in a 6 to 12 month period.  Cumulative targets may be set for longer periods of time, in particular for long term contracts with PDO, e.g. Rigs, Well Pulling Hoists, Engineering Services, etc.  For example, over the course of a four year contract, each 12 month period could constitute a specific target period, and for each 12 month milestone achieved, an increasingly value of reward would be given.  Under the scheme, it is recommended to award staff with long-lasting souvenirs, e.g. wrist watches, T-shirts, face-caps, towels, etc. each with appropriate inscription of type of award. However, contractors may choose limited cash award (e.g. R.O 5/- or 10/-), as the workforce tends to prefer this, but it should not be allowed to becloud objectives of the scheme. Working safely is a condition for employment and does not require to be paid for.

RECOGNITION OF CONTRACTORS HSE PERFORMANCE

HSE Performance has become an integral part of tender evaluation, and one of the conditions for contract renewal. Giving recognition to contractors for the achievement of significant HSE milestones is a positive way to reinforce PDO's commitment to HSE.  In addition to the “HSE is Teamwork” scheme will give the contract holder an opportunity to demonstrate HSE leadership and fulfil his obligations under the contract. The award scheme will be subject to assessment of “HSE-MS in place”, and the contract holder will use a checklist to assist him/her in the assessment.
The scheme should result in increased recognition and awards for good HSE performance, thereby improving workforce attitude and behaviour towards HSE. In order to ensure uniform standards are maintained in the recognition scheme, the following procedure is proposed for “HSE Is Teamwork”: 

· There will be a set of minimum HSE milestones for award presentation by PDO (see table below).

· Upon nomination for award, contract holder will confirm that the contractor has “HSE Management System in place” via using SAQ-type assessment scheme which will be available on the Corporate HSE web-site. If required, CSM department will provide assistance (focal-point is CSM/43). 

· Following “HSE-MS in place” assessment, contract holder will prepare a plaque/shield and letter for presentation by asset manager, line director or appropriate PDO Director, depending on level of milestone (see table below). Standard plaque and letter, which should highlight strengths of the team that need to be sustained and areas requiring improvement, will be available on the Corporate HSE web-site.

· Venue for presentation of plaque/letter will be agreed between contractor, contract holder and line manager/director.

· Subsequently, future presentations by PDO directors will only be made when the same contractor exceeds previous best achievement/milestone. 

· The award by PDO directors will be based on overall contractor performance, and not necessarily single contract/award performance. This will avoid the situation where a contractor is being recognised for good performance on a contractor whilst a poor performance is recorded on a different contract. 

Table showing PDO award scheme for contractor HSE Performance/Milestones


[image: image2.emf]PDO 

Presenter of 

Award

Service Contracts (which accumulate 

1 million manhours in 6 months or 

less), e.g. DCMEI contracts

Major Contracts (accumulate 1 million 

manhours in 12 months or less), e.g. 

maintenance, stand-alone contracts 

or a combination of contracts

Other contracts (do not accumulate 1 

million manhours within 12 months), 

e.g. rigs, stand-alone contracts or a 

combination of contracts

Directorate/Area (PDO & 

Contractors combined) 

milestones

5 or more million Manhours LTI free 4 or more million Manhours LTI free 2 or more million Manhours LTI free  

3 or more years without LTI 3 or more years without LTI 3 or more years without LTI 3 or more years without LTI

4 million kilometres driven without LTI 4 million kilometres driven without LTI 2 million kilometres driven without LTI

3 million manhours without LTI 2 million manhours without LTI 1 million manhours without LTI  

2 year without LTI 2 year without LTI 2 years without LTI 2 years without LTI

3 million kilometres driven without LTI 2 million kilometres driven without LTI 1 million kilometres driven without LTI

2 million manhours LTI free 1 million manhours LTI free 1 year without LTI 1 year without LTI

2 million kilometres driven without LTI 1 million kilometres driven without LTI  

Line Manager

PDO Director

Line Director


It is appreciated that not all contractors will fall into categories indicated in table above. The table will be subject to continued update to cover most contractors/teams working in the PDO community. In addition, the following special recognition, which are not exhaustive, can be initiated by the asset teams or contract holders, with advice/support by CSM Department:

· MD’s Award for Best & Most Complete Incident Investigation
· HSE-SC Award for Contractor with Best Incident Reporting Performance (including Near Misses) 
· MD’s Award for contractor/team that worked continuously over 10 years without LTI or significant (high potential) incident

· MDC Award for contractor/team that works continuously over 15 years without LTI.  

· PDO Director’s Award for Small Contractor that has made notable HSE Improvement

· PDO Director’s Award for contractor that achieves excellent external Audit outcome, the audit being led by PDO or external party.

REWARDS
· Targets should be set upfront and agreed by line manager/director.

· Recognition/Awards should be advertised and presented to winning team/contractor at a public event. It is recommended to use the “Safety Is Teamwork” logo whenever possible in connection with the recognition scheme.  

· Rewards should include a gift or souvenir, and a small monetary value (R.O 5 - 10.) can be considered for contractor workforce. 

· Cumulative rewards should be of increasing value (e.g. R.O 5 – 10 increments).

· Teams or groups should not be penalized or lose their rewards for intentional or wilful failure/default by an individual. 

· Social events should be included as part of a reward when appropriate and feasible.  Types of events, which appropriate PDO manager/director will attend, may include:

· Team/Contractor BBQ.

· Team/Contractor sport events.

· Team field trips.

· Shows/concerts for teams/contractors.

· Boat trips (e.g., Dhow cruise).

· Progress toward achieving a safety reward should be systematically monitored and publicly advertised for all participants. 

· HSE Achievements for which recognition is being made should be publicly acknowledged and 

· Presented in team meetings.

· Publicised in team/company newsletters.

· Publicised on team websites and on bulletin boards.

· Publicised in Al-Fahal as warranted.
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Best PDO STOP Observer selection, timing and awards.





Last week of month











End of the month





First week of the month








Same as above





2nd week





End of the month








Local STOP Committees.





Team Leader





Area HSE Advisor











MAF STOP Comm.





CSM/7 HXM/26





CSM/7





Selection of local best STOP observers will be done by Local STOP Committees.


Award the winner(s)*


Best local STOP observer winning criteria are be sent to CSM/72


Three best PDO  Observers are selected, if required


Three best PDO STOP Observers are screened


The best PDO STOP Observer meets MD
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		PDO Presenter of Award		Service Contracts (which accumulate 1 million manhours in 6 months or less), e.g. DCMEI contracts		Major Contracts (accumulate 1 million manhours in 12 months or less), e.g. maintenance, stand-alone contracts or a combination of contracts		Other contracts (do not accumulate 1 million manhours within 12 months), e.g. rigs, stand-alone contracts or a combination of contracts		Directorate/Area (PDO & Contractors combined) milestones

		PDO Director		5 or more million Manhours LTI free		4 or more million Manhours LTI free		2 or more million Manhours LTI free

				3 or more years without LTI		3 or more years without LTI		3 or more years without LTI		3 or more years without LTI

				4 million kilometres driven without LTI		4 million kilometres driven without LTI		2 million kilometres driven without LTI

		Line Director		3 million manhours without LTI		2 million manhours without LTI		1 million manhours without LTI

				2 year without LTI		2 year without LTI		2 years without LTI		2 years without LTI

				3 million kilometres driven without LTI		2 million kilometres driven without LTI		1 million kilometres driven without LTI

		Line Manager		2 million manhours LTI free		1 million manhours LTI free		1 year without LTI		1 year without LTI

				2 million kilometres driven without LTI		1 million kilometres driven without LTI

		1		Above milestones award scheme will be subject to assessment of "HSE-MS in place"

		2		A sheild and letter is awarded for the first LTI free milestones achieved, but if a contractor had previously achieved that milestone then the next time they achieve the same milestone only a letter will issued and only when they exceed the previous best

		3		The awards will be based on contractor performance and not contract or rig performance.

		4		For Area or directorate achievement will be for both PDO & Contractors (combined)
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