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Swedish International Development Cooperation Agency (SIDA).

The project promotes the improvement of occupational safety and health for all workers through the
development of global products addressing the methodological and informational gaps in this field,
and through the mobilization of national stakeholders towards the implementation of practical meas-
ures at national, local and enterprise levels. The outputs of the project include training materials,
practical tools and policy guidance to reinforce national and local capacities in occupational safety
and health, and to help constituents design and implement occupational safety and health policies
and programmes.







Preface

Governments, employers and workers now recognize the positive impact on productivity, and on
the reduction of hazards and risks, of introducing occupational safety and health (OSH) manage-
ment systems at the organization level.

In 2001 the ILO therefore developed the ILO Guidelines on Occupational Safety and Health
Management Systems, ILO-OSH 2001, to help governments, employers and workers to cont-
inually improve their OSH performance.

This user guide has been designed to help auditors in measuring the effectiveness of an
organization’s OSH management system, and should be used in tandem with the mplementation
Guidance for the ILO Guidelines on Occupational Safety and Health Management Systems, ILO-
OSH 2001. Auditing is one of the key steps in both implementing an OSH management system
and evaluating its performance. This guide is a practical tool that will help in identifying the
strengths and weaknesses in an organization’s OSH management system, and in highlighting
opportunities for improvement.

By using the guide, auditors will be able to measure an organization’s OSH performance, and
compare it against the 16 items described in ILO-OSH 2001, with a view to identifying weak-
nesses, providing solutions for improvement, and continually improving OSH performance.

It would not have been possible to develop this audit guide without the financial contribution
from the Swedish International Development Cooperation Agency (SIDA). Mr Tony Smith,
Manager, Smith EHS Services, drafted the guide. Mr Pavan Baichoo and Mr Tsuyoshi Kawakami
from the ILO SafeWork Programme provided technical contributions for finalizing the contents.
Ms Amélie Schmitt, Chief Technical Adviser of the SIDA-funded project, coordinated the devel-
opment of the guide.

I am sure that this guide, in conjunction with /LO-OSH 2001 and the Implementation Guidance
for the ILO Guidelines on Occupational Safety and Health Management Systems, ILO-OSH
2001, will provide a valuable set of tools for employers’ and workers’ organizations, as well
as for those responsible for OSH within their organizations, for continually improving their
OSH performance.

Seiji Machida, Director,
SafeWork.
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User guide

This audit matrix has been designed to measure the effectiveness of an organization’s occupa-
tional safety and health (OSH) management system and OSH performance, and to compare
them against the Guidelines on Occupational Safety and Health Management Systems, ILO-OSH
2001. 1t is designed to identify the strengths and weaknesses that exist in an organization’s OSH
management system, and to highlight opportunities for improvement. The matrix incorporates
the requirement to complete a SWOT analysis for each item of the ILO-OSH 2001 guidelines.
This will show the strengths, weaknesses, opportunities and threats that exist within the organi-
zation being audited.

The matrix is intended to help auditors measure the 16 items recommended in the ILO-OSH
2001 guidelines, and which make up the OSH management system in an organization:

Policy
— Occupational safety and health policy
— Worker participation

Organizing

Responsibility and accountability

Competence and training

Occupational safety and health management system documentation

Communication

Planning and implementation
— Initial review
— System planning, development and implementation

— Occupational safety and health objectives

Hazard prevention

— Prevention and control measures

Management of change

Emergency prevention, preparedness and response

Procurement

Contracting

Evaluation
— Performance monitoring and measurement

Investigation of work-related injuries, ill health, diseases and incidents, and their impact on

safety and health performance
— Audit

— Management review

— User guide 1
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Action for improvement
— Preventive and corrective action

— Continual improvement

In order to assess the OSH management system and OSH performance accurately, the audit
measurements should be honest and accurate. Marks need to be allocated carefully, and should
be given only when the organization closely matches one of the five statements on each hori-
zontal line of the matrix. In total, 159 separate lines of statements are used in the matrix, which
provides an overall maximum score of 795 marks.

Although the audit matrix expresses the auditor’s opinions about the OSH management system
and OSH performance, these opinions should, wherever possible, be supported by reliable evi-
dence. Auditors need to start the audit with an open mind, and to not pre-judge the situation.
They need to maintain an investigative approach, and seek evidence and draw conclusions that
are supported by facts, wherever possible.

Evidence generally falls into four broad categories:

=» Documentation. In making the assessments required by the matrix, auditors should use a
wide range of evidence sources. This will include an examination of documents relating to
policies, procedures, processes, organizational communications, incidents and OSH perfor-
mance records.

=» Inquiry. The auditors should ask questions both formally and informally. Many questions
will be asked verbally, in an informal manner. These are often supported by more formal
questions, which might for example be asked in the form of a written request for informa-
tion, or as questionnaires and surveys. Auditors should treat evidence gained in this way as
“soft”, because the answers they receive are the opinions of third parties, and may not be
impartial, or may even be given to mislead the auditors.

=» Observation. Auditors will also collect evidence through what they have heard, seen or
touched during the audit. Observations and physical examinations are very reliable sources
of audit evidence, and carry extra weight because the auditors have gathered the evidence
themselves.

=» Testing and verification. Auditors will normally perform both system tests on the OSH
management system and checks on the physical work environment, equipment and tools.
This involves checking that the OSH management system and the physical work environ-
ment and equipment, tools and safety systems are working as they are supposed to. Auditors
will also need to check that the organization is complying with national and state laws.

The auditors need to conduct interviews with workers, supervisors, managers, senior management,
contractors, contract workers, the safety and health committee, workers’ representatives, and also
other specialist functions such as a company nurse or doctor, or industrial hygienists. Physical
inspections and walk-throughs are also essential, to ensure that the information gained from
documents, records and interviews is true and accurate.

Audit Matrix for the ILO Guidelines on Occupational Safety and Health Management Systems



How to use the matrix

The basic principle is that, for each of the 159 horizontal lines of the matrix, the auditor will
choose the statement that most closely fits the organization’s status. The auditor will then allocate
a mark that corresponds to the column to which the statement belongs. As explained above, these
lines of statements are grouped in 16 tables, which correspond to the 16 thematic items recom-

mended in /LO-OSH 2001.

As an example, let us examine item 3.1, Occupational safety and health policy.

NONE (1)

The organization
does not have a
written OSH policy.

. POOR (2)

The organization
has a written OSH
i policy, but it does
i not comply with
national laws and
regulations.

i The written

i OSH policy is
inadequate,

i although it does
i provide a limited
description of

i management

i attitudes to OSH.

| FAIR (3)

The organization
has an OSH policy
i that complies
with national laws
and regulations,
but does not

i comply with ILO
guidelines.

i The policy briefly
i outlines the
management

i attitude to OSH

i and a commitment

to prevention

: of work-related
i injuries and ill
i health.

| GOOD (4)

The organization
has an OSH policy
i that complies

i with national laws
and regulations,
and also with ILO
i guidelines.

i The policy
i describes the

management

i attitude to OSH
i and the total

commitment to

i protecting workers
i by preventing
i injuries, ill health,

diseases and

i incidents.

{ EXCELLENT (5)

The organization
has an OSH policy
i that complies with
i all national laws
and regulations,
ILO guidelines,

i and collective
agreements.

i The policy

i describes the
management

i attitude to OSH

i and the prevention

of injury, illness,

i diseases and
!incidents, and it i
i has been agreed in

consultation with

i workers and their
i representatives.

{ RATING

If the organization has no written OSH policy then the correct score would be 1 mark. If the
organization has an OSH policy that meets national laws and regulations and ILO guidelines,
then it would score 4 marks, unless it has also agreed the policy with workers and their repre-
sentatives, in which case it would score 5 marks. We then proceed to the second line and again
decide which statement most closely fits the organization’s status. We proceed through each line
in this way until we have completed section 3.1 of the matrix.

In order to make these judgements, auditors need to be able to find reliable evidence that ensures
they can allocate the correct scores. This will allow them to identify the strengths and weaknesses,
and also to identify both opportunities for improvement and possible threats to the business that
need to be brought senior management’s attention. This SWOT analysis will figure in the “audi-
tor’s feedback” at the bottom of each scored thematic item.

Two completed samples of item 3.2, Worker participation, are provided in Appendices 1 and 2
as examples of how to use the matrix.

User guide 3
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We suggested that an “audit summary” be established at the end of the audit period, which takes
the actual total scores of the organization for each of the 16 items audited and compares them
with the maximum possible scores. A “traffic light” — red, orange or green — can then be allocated
to each of the items, to highlight areas where improvement is necessary. Appendix 3 provides a
completed sample of such an audit summary.

General considerations in preparing pre-audit planning

Auditors need to conduct considerable planning before starting the audit. They need to decide
when the audit should take place, and establish a sensible schedule for the work. They will need
to agree on this workplan with the senior management of the organization being audited, unless
it is an unannounced audit.

Auditors need to plan who they want to interview, what they want to see, and what documents
and records they need to examine. As the audit progresses they may want to talk to people who
were not on their interview list when they made the audit plan.

Auditors should ascertain exactly what documents they will need to examine as part of their audit
preparation. A sample audit preparation document is attached as Appendix 4.

Auditors need to have obtained copies of the relevant national OSH laws (both federal and
state), and have a copy of the ZLO-OSH 2001 guidelines, plus documents relating to industry
best practices and the standards expected by certification bodies. They need to have examined the
organization’s OSH policy document to determine whether it meets the requirements of national
OSH laws, regulations, approved codes of practice and the /LO-OSH 2001 guidelines.

Auditors will need to use multiple sources of evidence in order to audit and score the OSH per-
formance of an organization accurately. Evidence will come from examining documents relating
to plans, programmes, processes, policies, procedures, rules, records, statistics and data. This
information should tell them what should be happening in the business, and the performance
that is expected. They can measure then performance against these expectations.

Having examined the above documentary sources of information, they then need to measure
whether what was described in the documents is actually happening in reality. Interviews with
senior and middle management, supervisors, workers, contractors, contract workers, and OSH
and medical personnel should help check their understanding of and compliance with the OSH
policy and OSH management system. Interviews should also be held with unions and workers’
representatives, and with safety and health committee members.

Auditors also need to conduct comprehensive observations of the workplace, and look at house-
keeping, and the condition of facilities, machinery, equipment, tools, and devices. They should
examine closely all safety equipment and devices, fire and evacuation measures, personal pro-
tective equipment (PPE), and the storage and use of hazardous materials. They will use their
observations to identify “at-risk” behaviours, and look at supervision and the organization and
control of work.

Auditors should also look at the procedures for controlling energy sources, machine guarding
and materials handling, and at whether there is an appropriate system for managing change, and
communicating changes to the workforce.

Audit Matrix for the ILO Guidelines on Occupational Safety and Health Management Systems I



Auditors should examine worker behaviours to identify “at-risk” behaviours. They should check
compliance with standard operating procedures, and that work is being performed in the way
prescribed by the job safety analysis or task analysis. They should question workers to ascertain
their knowledge of OSH policy, procedures and rules. They should also ask workers and supervi-
sors about the communication of OSH expectations and OSH results.

Audits must focus on identifying weaknesses and looking for improvements. Where problems
are identified, corrective actions need to be formulated and remedial measures put in place in a
timely manner.

Audits should lead to the correction of weaknesses in the OSH management system and its appli-
cation in the workplace. Where weaknesses exist, an improvement plan needs to be formulated
and put into action. Auditors should look to see whether weaknesses identified by previous audits
and inspections have been corrected.

On-site audit activities

The OSH audit is intended to assess and verify the strengths and weaknesses of the OSH man-
agement system, and to improve both this system and OSH performance. It is vitally important
that everyone understands the purpose of the audit, and that it is seen as a positive measure to
improve OSH management and performance. This should ensure higher standards of OSH, and
a reduction of incidents and “at-risk” behaviours.

Opening interview

It is normal audit practice to begin the audit with an opening conference with senior site man-
agement. This allows the auditors to introduce themselves and explain the audit process. They
will define the scope of the audit, and explain its purpose. They will also discuss the audit sched-
ule. The schedule of activities is agreed with senior management, and communicated to each part
of the organization that will be audited.

Auditors are briefed on any hazardous conditions that exist on the site, and on the controls that
are used to protect workers. Auditors need to wear appropriate personal protective clothing and
equipment for their on-site activities. Arrangements need to ensure that these are available, unless
the auditors have their own that provides the same levels of protection.

Auditors and senior management agree a timetable for the exit interview that will be used to
present the preliminary findings of the audit. Site management will be given an agreed amount
of time to examine the preliminary report, and to challenge any audit findings that they disagree
with, or wish to challenge, or on which they need further clarification.

Typically, at the end of the opening interview, auditors will be given an orientation tour of the site
with an explanation of expected safety behaviour, emergency response and evacuation procedures.
OSH control measures and required PPE are explained as well.

Programme assessment and verification

The OSH audit then moves on to programme assessment and verification by starting a com-
prehensive review of OSH programme documentation. The auditors will examine policies, pro-
grammes, procedures, risk assessments, standards and related documents.

T User guide 5
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They will examine accident and incident reports, first-aid injury records, safety inspection records,
citations and warnings from regulatory bodies. They will look at previous audit reports, certi-
fication assessments, industrial hygiene survey reports, task analysis, job safety analyses (JSAs),
material-handling assessments, process safety management documentation, and risk assessments.
They will examine absence, illness and sickness rates. Supporting statistical data and corrective
action logs should be reviewed.

The documentation review will be followed by a wide range of interviews with plant managers,
departmental managers, supervisors, team leaders, union representatives, safety and health com-
mittee members, medical personnel and a wide range of workers. They should be questioned
on their awareness of the OSH programme and its implementation. Auditors should look for
concerns, and for opportunities for improvement.

The auditors should spend sufficient time on examining the workplace, and this will involve
the activities of the various departments. This is when auditors should identify the degree of

acceptance and the quality of implementation of OSH policies, programmes, procedures and
OSH activities.

During an audit the auditors will collect a huge amount of information and data. It will be
impossible for them to remember it all unless they have taken notes as the audit progresses.
So, irrespective of the experience of the auditors, it is absolutely essential that they take detailed
field notes.

Auditors should look at the housekeeping to see whether a clean, tidy, healthy and safe work
environment exists. They should also observe work processes to see whether procedures are fol-
lowed, and that hazards have been identified and are properly controlled. If the auditors have
specific concerns, they may require specialist testing to be undertaken, and will then review the
test reports.

Auditors should also spend some time observing both task and non-task-related behaviours.
They should compare the task-related behaviours with those that are described in the task analy-
sis, job safety analysis or permit to work.

Exit interview

An exit interview is held with senior and site management in order to share the preliminary
audit results and the observations of the audit team. Site management is given the opportunity
to respond to these findings and observations, and to seek or provide clarification of issues aris-
ing from the report. A date is agreed for the receipt of any responses or challenges to the audit
findings that the site management wish to make. The organization is normally thanked for its
cooperation and help, and a date is agreed upon for the delivery of the final report.

Final audit report

The final audit report should include the date and location of the audit, and identify all the par-
ticipants who took part in or contributed information for the audit. The report should identify
clearly which parts or activities of the organization were audited.

The report will include the audit findings, results and observations. It will also propose correc-
tive actions, and set deadlines by which corrective actions or audit responses are to be completed.
This would include the means of verifying corrective actions.

Audit Matrix for the ILO Guidelines on Occupational Safety and Health Management Systems



Audit response

When the audited organization has received the final audit report, it should respond by describing
what corrective actions have been taken and what actions are planned. It is essential that every
weakness, every opportunity for improvement, and every threat identified in the audit report is
subject to corrective actions and improvements. A log should be created that lists all the items that
need to be addressed. This should set the timelines for improvements and corrections of each item
needing such action, with responsibility allocated to a designated person for that action.

Audit closure

The audit file is not normally closed until a closure statement has been prepared. This should
comprise of a listing of the audit findings, together with the corrective actions relating to each
one. Closure occurs only when corrective actions are complete, and have been verified.

- — User guide 7
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