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Abstract

This paper gives a description of a new method to inspect the management of safety and health at workplaces (Internal Control), how it has been implemented among inspectors and the experiences that have been collected.

1. INTRODUCTION

In 1989 the Swedish Labour Inspectorate initiated a programme for the development of new inspection methods and subsequent training of inspectors.  Inspections had for a long time been focused on details in the working environment and less on the systems and procedures of the employer. There was a feeling that the traditional approach was not enough to result in long lasting improvements for the workers. The aim was to focus much more on the management’s responsibilities to handle the working environment in a proactive way.

2. A NEW WAY OF INSPECTION

The new method implied that the inspector scrutinized the management of safety and health such as policies, action plans, routines, resources and organisation. It also included random checks of the actual working environment to make sure that the mentioned conditions added up to a satisfactory result. The method was inspired by tested methods to audit quality systems.

The new method required a great deal of planning and preparation. Normally the inspectors had to contact the company to inform about the layout of the inspection, and to make appointments with the top managements and other key persons who were to take part in the inspection. 

The management got time to prepare for the inspection, e.g. by compiling  organisation charts, statistics  etc. The inspection did not only include the scrutinizing of documents but also finding out whether the organisation and routines functioned well, and whether important factors relating to the working environment were followed up. The inspection always resulted in a written report, addressed to the employer and containing stipulations and recommendations. These could for example include demands on training, better information routines, elucidation of responsibilities within the organisation, improved planning routines, testing routines,  policies and action programmes and practical  measures.

3. TRAINING OF INSPECTORS

All 400 inspectors were trained in the new method during 1989-91. The training consisted of the following steps:

· Introduction, 1 day. Basics, discussions and preparation of subsequent field activities.

· Basic training, two days. Theory and the preparation, performance and follow-up of an inspection. Training on writing a report. 

· Field activities, during a period of six months. The inspectors where performing sharp inspections under guidance.

· Follow-up seminar, 1 day. General feedback and discussions. 

The training and the applications were evaluated in 1991. The evaluation  consisted of a questionnaire to all inspectors and interviews with a selected group of inspectors. It was found that there was a general positive view among inspectors, although there were some who were not so favourable to the new ideas. The new approach seemed to increase the quality of inspections and made it more systematic and holistic. Normally the inspections were performed by a team consisting of at least two inspectors. It appeared that the inspectors were trained to work together and to use the knowledge of colleagues in a more efficient way.

It was also clear that inspectors met key persons and top managers much more often now, which focused on the need of training of inspectors. It was mainly knowledge of systems for management and organisation, communication skills and techniques for interviews that was asked for by the inspectors. The critical aspect of the method was of course that it was considered  time-consuming. It was also clear that there still was a need of further development of the inspection method in order to adapt it to a variety of situations.

The basic training was followed by a 2 days’ seminar aimed at subjects that were identified in the evaluation of the training, such as interview technique and management systems. 

4. EVALUATION OF THE INSPECTION METHOD

The inspection method was evaluated in 1992 by an independent institution associated with the University of Uppsala.

The evaluation concluded that successful inspections were distinguished by:

· The inspector had at first hand addressed the top management and, in the second place, middle management.

· The inspection had focused on the systematics of the management of safety and health, followed by thorough inspections at some activities to evaluate the effectiveness of the system. 

· The report had clearly stated identified deficiencies and remedial activities and results expected by the inspector. 

In the cases where the inspection was ineffective, one or several of the following factors  were at hand:

· The inspector had approached the middle level of the organisation.

· The inspection had only been formal discussions in the meeting-room.

· The demands on the management had been too procedural and lacking an overall view.

· The inspector had not been consistent in his presentation of deficiencies or during the subsequent follow-up of the inspection.

The overall assessment showed that the method must be applied consistently in its various steps to be effective. 

5. FURTHER DEVELOPMENT

Parallel to the implementation of the new inspection method the Swedish National Board of Occupational Safety and Health was preparing legal provisions for the internal control (the safety and health management system). The provisions entered in force on 1st January 1993.

Today the inspectors are rather experienced in the inspection of safety and health management systems. The methods have been further developed and the training has continued. The number of such inspections today is approx. 1 200 per annum. This also means that there are some very experienced inspectors who can perform advanced inspection on organisational and managerial aspects, for example in the context of Seveso II. 

The trend today is to merge internal control of the working environment with other managerial systems, such as ISO 9000 and EN 14 000. In Sweden it is now possible to get a third party certification of the Safety Management System as an extension of ISO 9000 or ISO 14 000.

Another line of development is to design methods to be used in small companies. A new method of this kind has been specially developed and tested in small companies. This work has recently been evaluated.  
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