STOP Implementation Guide for PDO Contractors (by CSM/72)

STOP Implementation for PDO-Contractors:
A guide to assist STOP Implementation coordinators and team leaders

1. Purpose of this document

This document provides STOP for Supervision (STOP)  Implementation Coordinators and STOP-leaders with information and guidance required for implementing STOP in their Company, department or section. This document assumes that the reader is fully familiar with the STOP program. For those  not familiar with STOP program, CSM/72  is ready to organise  a  “STOP implementation workshop”,  on request by the contract holder.  

Each Company should develop a “Company STOP implementation Plan”. The chapters below define subjects that need to be covered in this plan and provide the necessary guidance.

For any further clarifications or queries/questions on STOP please contact PDO CSM/72  (Ali Al Mahrooqi  tel 673218, GN-074) , CSM/71 (Saif al Sadi, Tel 677585, GN-070), or  CSM/7 (Ali  Al Maskery tel. 67 8924)  We are ready to assist.

2. Decide WHO will be included in the STOP training cascade:

Each Company has to decide WHO in their organisation is to be included in the STOP training cascade. The STOP program is targeted at “Supervisors”. The word “Supervisor” as used by DuPont means everyone from the MD, through to the last Foreman.

The decision who is to be included in the STOP training cascade shall be made by individual Companies. As a minimum this should be all staff that manage or are involved in the safe execution of work. Staff that visit interior or coastal work locations, even if irregular (say ones every 2-3 months), must be included. 

For Employees in non-supervisory position could take training in STOP for Employee program which is available in English and Arabic.

3. Prepare a plan and schedule of the training cascade

After the decision has been made whom to include in STOP, a timetable and plan needs to be prepared for the training cascade. Here are some issues that need to be addressed in this plan:

When to start?
Take in consideration of shifts and employee availability. The holiday months of  June to August are not the best months to start the training as many staff are on leave by then.

How long per unit?:
There are 7 units that need to be covered. Theoretically this could be done at a speed of 1 unit every 1, 2 or 3 weeks. One unit per week is too fast, it reduces the learning retained. A major element of the learning is the slow repetition in each book. One unit every 3 weeks is too slow! It would take too long to complete the program. Therefore the strong advise to Contractors is to complete one unit every two weeks. The program can be completed in 7 x 2 = 14 weeks.

Standard method for the training cascade:
The standard STOP cascade works as follows:

· Senior division manager or Managing Director starts on unit 1 with his department heads. They all read unit 1 at their own speed before coming together for a group discussion and video review in which the Manager is the leader. Department heads are participants.

· Within 1-2 days the each department head does the same with his section heads: they each read the self-study unit and come together in a session to watch the video and discuss application in their own work. Department head leads this session, section heads are participants.

· Again within 1-2 days Section heads do the same with personnel working in their section. They now become a leader. 

· ETC, ETC until the last line of targeted personnel (e.g. Foreman) is reached. The last group should have completed unit 1 within two weeks of the start by the Division Manager.

· When the full Division has completed unit 1 (within 2 weeks) the Division Manager starts with his department heads with unit 2. First self-study of the unit booklet followed by discussion meetings and video review. Note that units 2-7 have two discussion meetings per unit! Department heads continue with their section heads, section heads with their supervisors, etc, etc.

· The above is repeated 7 times until the last unit is completed. With 2 weeks per unit it will take 7x2=14 weeks to achieve full implementation. 

How to jump from the coast to the interior
The jump from the interior to the coast needs to be solved. The problem is obvious: coast works 5/2 (or 6/1) most interior personnel work different shift patterns.:

· Get the top interior persons to attend the session (discussion meeting) at the coast. He can then lead the cascade sessions in the interior.

· Coastal man goes to the interior to lead the sessions on the spot.

Each Company will have to decide for them-selves what the preferred solution is. It could well happen that the interior is 1-2 units behind the coast at a certain stage but there is no real problem in this.

Variations on the standard cascade:
The standard cascade described above can be adapted to match the need of each specific Division or Company. A few possibilities are described below. One word of caution though: DuPont strongly advise (after many years of experience!) not to change the system.

· Combine sections: When the number of participants gets too small it could be worthwhile to combine 2-3 sections to make it more efficient and get a better discussion going.

· Attendance of a section head at the department head level sessions.

· Division manager to lead one or two sessions at section head level in interior.

These variations can be very helpful in the detailed planning and attendance of the meetings. If a person can not attend the session for his team he can join one of the other teams that are on the same unit.

4. What STOP material is needed and how to order/obtain.

The following material is required to implement STOP. A brief description is given first followed by the ordering details.

· STOP Self Study Workbooks: These come as a set of 7 units (booklets) plus a booklet with tear-out special STOP-training cards. One set is required for each person that takes part in the STOP-training cascade. Each unit contains simple questions that are answered by the reader/user. Correct answers are given on a separate page at the end of each unit. Self-study/reading of each unit takes 45 to 90 min depending on the reading speed of the person.
Sets of workbooks are kept on stock by PDO supply department and can be drawn with an MIR/MIV STOP FOR SUPERVISION SELF STUDY A SET SEVEN WORKBOOKS ENGLISH SAP NO. 1000066325 available at MAF store 1 for a price of 54.- US$. Allow 10 days for delivery. Your PDO-Contract Holder may help you to get the books and will be charged at cost.  PDO has a bulk discount contract with DuPont.

· STOP Administrator’s and Leaders Guide: This book provides the ”recipe” for STOP implementation. It has been written for two roles/purposes: 

“Administrator” which PDO has named “STOP Implementation Coordinator”. Each Company must nominate one person. Pages 8 to 18 of the guide explain his tasks. 

“Leaders”: Each person who introduces STOP to the persons that report to him is a “Leader” and requires a copy of this manual. Make sure they ALL get one. The role/task of the leaders is described on pages 19-27. The rest of the guide gives instructions/suggestions on how to lead each unit (1 to 7).

Administrator’s and Leaders Guide: are kept on stock by PDO supply department and can be drawn with an MIR/MIV: SAP NO. 1000063323  available at MAF store 1 for a price of 33.- US$. Allow 10 days for delivery. Your PDO-Contract Holder may help you to get the books and will be charged at cost.  PDO has a bulk discount contract with DuPont.

· STOP Videos: There are two types of Video’s which are used in the training cascade meetings:
- The original set of 8 cassettes. One introduction plus one for each of the 7 units. It is essential to have this set available in every unit meeting.
- The“Offshore” video, which gives details for each of the 7 units combined on one cassette. This video is an excellent addition to the set of 8. It gives similar information but it is set in EP oilfield environment. Also the language/style is English rather than American which might be better understood/accepted by some cultures.
The video’s are expensive and should be kept in a secure place. Video’s will be available at cost and can be collected from CSM/72/71 Green - 074/070, tel: 673218/677585 ). The set of 8 cassettes is priced at 1,600 US$ (after 40% discount!). The offshore video is 350 US$. For a typical Company, 1-2 copies of each would be advisable (one copy at the coast, one copy in the interior).
· STOP publicity material: Various publicity material can be made available to Contractors by PDO to assist in making personnel aware of the STOP program. This will be in the form of VU-graph packages that can be used in presentations, posters, decals for on helmets, STOP certificates (handed out on completion of training in December), etc. 
Material will be available through CSM71/72

· STOP boxes: STOP cards will need to be gathered at different sites. This can be done in STOP-boxes (dispensing cards and collecting). A standard bright red box is being manufactured and can be available through PDO supply on an MIV/MIR (at cost). MESC: 93.84.09.302.9. The boxes can off-course be self-fabricated also.
· STOP cards: During the implementation of the training cascade all participants should use the special cards that apply to each unit. These cards are included in a booklet that is issued as part of the 7 unit training set. The cards can be torn out.
After the training is completed STOP cards will be available through supply department. PDO will print their own cards with transaltions  in arabic and hindi  specific information such as “Company”, “Function” and “Area” where the observation was made. Users should always ensure that sufficient cards are available so as never to run out of stock. 1)English Arabic Transalation SAP NO. 1000069667     2) English Hindi transaltion SAP. NO. 1000069691

 Contractors could use the same cards or could decide to make their own for larger sites.

5. Getting PDO and Contractors on board

STOP can only be effective if applied in the field. As most field work is done by Contractors it is essential for PDO to get Contractors on board to implement STOP in their own organization. PDO can not do this for them.

It is now mandatory for Contractors to introduce their own STOP program for supervisors or equivalent  in their companies.

6. STOP to employees 

It is strongly recommended that Employees who do not take part in the STOP for Supervisors programme do a training of STOP for Employees.  It is a package of four participant’s workbooks, One Administrators and Leaders guide and a Refresher unit. There is an overview of the program on HSE STOP web site.

7. What to do with the STOP cards after they have been filled in

During the training cascade period special “training cards” are used for each of the units 1 to 6. These cards are returned to the STOP leader of each group so that the findings can be discussed at the next unit session (see page 15/16 of the leaders guide). When the cascade is completed the normal cards will come into use.

The STOP card is the written record of a STOP conversation between a supervisor and an employee. The Supervisor reports writes his findings on a STOP card. The STOP card should be given to the person responsible for the activity/area where the conversation took place. Often it will not be possible to find this person on the spot. The simplest way to collect the cards will probably be via the “STOP-Box”. This is a small “mail-box” where staff can place their completed card and stock up on new empty cards. Companies need to carefully think out the following issues with respect to the “STOP-boxes” and the STOP cards that will be collected::

· Boxes should be strategically placed so that they are easy to find where and when needed: work locations, office entrance, mess, recreation area, etc. Think this out carefully, order or make the boxes (see 4 above) and install them when the system is to start running.

· Someone must be tasked to fill up the boxes with new empty cards and collect the cards with comments. This clerical wok must be done at least every 2-3 days or even more often as a function of the location: immediate action and feedback is key to the success of STOP.

· A database will be made available to Contractors to enhance the use of STOP and to provide a user friendly tool to keep an overview of the cards at local level. Supervisors can input straight into it rather than write on a card. Those cards that are collected in the STOP-box need to be entered into the database. A clerk should be tasked to do this job (NOT the Safety Advisor who already has too much admin work). It is important to do this every day as cards come in. Identify the person and task him. 

· The collected cards (on paper and into database) need to be reviewed frequently by the area responsible persons and supervisors. He should use the cards on the daily and weekly meetings with his team. A review of the findings and corrective actions on the STOP-cards must become a standard discussion item on these meetings. This is where the value of STOP really comes to bear: daily and weekly discussions at a small local level on what needs to be improved in their day to day work.


8. STOP and Near Miss reporting

In the April 99 PDO HSE-IC meeting it was decided to replace the current PDO procedures for Near Miss reporting of low potential Near Misses with a simple STOP card. 

The current “Incident Notification, Investigation, Reporting and Follow-up Procedures and Guidelines (HSE/97/01)” requires that every Near Miss is reported as a real incident. This means that as a minimum a “Notification” fax/mail is completed within 24hrs. Further action is a function of the potential of the Near Miss. In practice this procedure is not followed. In 1998 only 130 such reports were received. The main reason is the over complicated procedure itself.

With the introduction of STOP any low potential Near Miss can be dealt with via a minimum of administrative burden by completing a simple STOP card. The formal introduction of this ruling will only be possible when STOP is rolled out into an organisation.

For medium and high potential Near Misses the existing procedure will remain even after introduction of STOP.

9. Database

To assist users in managing the possibly large number of STOP cards that are generated in an area a user-oriented database can be provided to Contractors at no cost. This database has been developed by BP for their Magnus platform in the UK. BP has made this database available at no cost. A copy of the database software (Microsoft Access) can be collected from CSM/72/71 (MAF, Green-074/070, tel 673218 and 677585)

The functionality of the database is best explained in a description of how the different types of users can work it:

STOP Supervisor: This is any person that reports STOP observations. Before starting a STOP tour the user wants a print out of any STOP observations he has made in the past and that still have an open action (not closed out). He gets a print, reviews them a makes a mental note of those he needs to feedback to staff on the tour he is about to make. After his tour he puts in new observation directly into the database.

Area Responsible Person: A person responsible for an area (Area coordinator, rig superintendent, engineering coordinator, supervisor, etc.) needs to have an overview at hand of the STOP cards that have been raised in his area. The database will provide different reports that will be of use. Examples are:

· List of all observations that have actions that have not yet been closed out.

· Analysis on the type of cards being raised in his area. Where are the problems?: PPE or procedures. Pie chart shows PPE. Action is to make PPE the subject of the next weekly/monthly HSE meeting.

10. Implementation Challenges and Solutions

To make a program like STOP work in PDO and Contractors is not a simple task. It requires full commitment of all participants. The program is not about filling in little cards and administrating them. STOP is a back to basics, simple human values program that provides supervisors with a tool to achieve safe behavior of their staff in a structured and systematic manner. This sounds simple to implement. However, experience with PDO (PSAP), Shell (Unsafe Act Auditing) and DuPont has pointed out a number, pitfalls and challenges that need to be addressed to ensure success of the program. Below is list of the key ones

Pitfalls to avoid: what has gone wrong with others and suggestions on how to avoid the trap.

· Lack of COMMITMENT: This applies to anyone in the line. Top middle and bottom.

· Changed the training method: Stick with the cascade as explained in the leaders-guide and this note. Do not change it. 

· STOP viewed as punitive: STOP will only work if we keep blame, fear (which is currently present) and punishment out of it. It is very easy to destroy 6 months of effort in one “it is your mistake and I will punish you” case. Employees must trust the program or it will not work.

· Not using the STOP observation cycle: Each element it the cycle has its purpose. Take one out and you brake the circle. Do take the time to ACT (speak WITH the person about your observation).

· Failure to take action to reinforce safe work practice

· Failure to take immediate corrective action

· Failure to take action to prevent recurrence

· Lack of feedback to staff after STOP observations: You must ensure you give personnel feedback on your actions/findings.

· Setting unhealthy competition on card numbers and quotas

· Management or Supervisors not setting a good example. This is YOU.

· Staff not attending unit training sessions: team leaders to check plus write into tasks and targets and keep attendance list of each meeting. For staff that are on leave or absent for good reasons create some form of catch-up sessions. New personnel that join will also require a full cascade program (might have to be done alone with checks/guidance by his supervisor).

· Staff not reading unit training sessions: team leaders to check plus write into tasks and targets.

Page 1 of 1
Rev 2 
6/7/2002

