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To
All FOD Professional Staff
THE ROLE OF THE LEAD PI
This OC explains the need for a lead PI system and its purpose. It provides guidance about the selection of organisations to be inspected under this system, and of lead PIs. It also covers the drawing up and review of a plan of inspection for multi-site organisations.


STATUS OF THE INSTRUCTIONS CONTAINED IN THE OC

1 The proposals contained in para 5 onwards will put in place the DFO/RDFO-HOB agreement to a lead PI system. Implementation of the proposals may need to be reviewed in the light of experience.

THE REASON FOR AND THE PURPOSE OF THE LEAD PI SYSTEM

2 
FOD needs to be able to co-ordinate its inspection effort at multi-site organisations. Currently FOD inspects national and regional organisations largely on an area basis. We do not know whether too much or too little attention is being paid to an employer overall, or whether the same advice is being repeated (in place and time) at various sites throughout the country. This concern was raised in the Impact Report and has since been reinforced by the National Audit Office (NAO) statement about the need for consistency, and the Review of Regulation conclusions that HSE needs to demonstrate consistency, transparency and proportionality. FOD proposes to meet these concerns by establishing a lead PI system. 

3 
This is being developed in conjunction with the FOD Guide to the Inspection of Health and Safety Management (the Guide) and since FOD's National Objectives for 1995/96 commit staff to adopting the inspection strategy set out in the Guide for the chemical manufacturing sector, priority will be given to setting up a lead PI system for selected organisations in this sector. However, inspectors and NIGs dealing with other sectors are also encouraged to adopt these proposals in appropriate circumstances.

4 
The lead PI will be required to draw up an inspection plan for selected multi-site organisations, in conjunction with other interested parties. The plan will be binding, but there will be defined circumstances when the plan may be departed from. The plan should cover at least a rolling 3-year period and should identify the sites that will be visited and the key topics and issues that are to be assessed and the order in which they are to be dealt with.

SELECTION OF ORGANISATIONS AND LEAD PIs

5 
The relevant NIG will be the key player in advising on the selection of candidate organisations within the sector and should lead the discussion with the various interested parties on the selection of the appropriate lead PI for each selected organisation. Where an organisation's activities span more than one sector, the relevant NIG Leaders should agree the lead NIG.

Selection of organisations
6 
An essential starting point will be to obtain accurate information about organisations' structures, activities and locations. This should help determine the appropriate level of the organisation at which to intervene and give some idea of the possible size and complexity of the intervention. Depending on the way the organisation is structured and run, it may be appropriate to establish a lead PI for the whole organisation, for an operating company or division, or for a regional unit. At the same time, information concerning the organisation's performance and hazard profile will need to be collated from a variety of sources (eg. internally, from SHIELD/FOCUS and local (FOD) opinion, and externally from company annual reports) to help determine priorities when making selections. 
Selection of lead PI

7 Factors which need to be taken into account when selecting the lead PI include: 

1) the location of the main site or activities; 
2) the working knowledge of the organisation by the various interested PIs;
3) the location of those sites that perform poorly;
4) the number of lead PIs already existing in any one region or area;
5) the location of the head office and any existing HOPI; and
6) the numbers and clusters of locations.

8 In certain circumstances it may be appropriate for the NIG to carry out the lead PI function.

WHEN TO PLAN

9 Plans should be prepared once a lead PI has been agreed and then each year in January or February after the Regional Operating Plan Guidelines and the NIGs' Sector Strategic Plans have been received. 

CONSULTATION BETWEEN THE LEAD PI AND OTHER INTERESTED PARTIES

10 The contents of the plan should be guided by HSC/E and divisional priorities and the relevant sector plans but it is also equally important to take account of local issues. The consultation process should therefore involve, as appropriate, all the interested PIs, as well as the NIG (via the NIG liaison inspector) and the FCG, EMAS, relevant parts of THSD (for example, MHAU). It may also be important to take account of other divisions' priorities and appropriate consultation should take place.

11 Where the numbers concerned are small it would be sensible for all parties to meet to discuss the contents of the plan. Where the numbers are large (for example, where the organisation has sites in many areas) it would be sensible for the majority to be invited to forward their views in writing to the lead PI. The meeting would then be restricted to the major "stakeholders" - for example in the chemical manufacturing sector, the PIs of the top-tier CIMAH sites and NIHHS sites, appropriate FCG and EMAS representatives and MHAU.

CONTENTS OF THE PLAN 
12 The plan should identify the topics which are to be assessed, which sites are to be inspected and the timetable for inspection. The underlying philosophy, based upon the sector plan should be to target key risk areas and to make the most effective use of resources. This may mean that no inspection is planned for some sites in some years of the 3-year cycle (except in the circumstances laid down in para 18). Additional guidance is provided in the Guide.

13 The plan should deal with proactive work, set criteria for reactive work and may set down an enforcement policy where appropriate, taking account of the Commission's and FOD's guidance on enforcement. The level of prescription of the plan may vary (for example, establishing rigid guidelines for reactive work may be unworkable) but the plan must establish an agreed proactive inspection programme.

FAILURE TO AGREE

14 In the event of a failure to agree, the area directors of the respective PIs would in the first instance be asked to arbitrate. If resolution at this level was not possible, the RD (if both PIs were in the same region) or RDs (if the PIs were in different regions) would decide, consulting the RD with responsibility for the relevant NIG if appropriate. Any failure to agree between the major stakeholders would be dealt with in a similar manner.

LIAISON WITH THE ORGANISATION

15 When the plan has been drawn up, the lead PI may liaise with the organisation and inform them of HSE's planned programme of inspection. Where the plan involves any significant withdrawal from inspection of parts of the organisation's sites, the organisation and its employees should be informed. If it is appropriate, the organisation's views may be sought about the contents of the plan. Although it is important to ensure that HSE retains the right to inspect as and when it considers appropriate, some modifications (for example to timing) which assist the organisation and ensure greater co-operation may be appropriate. Further, some organisations may be in a better position than HSE to identify their areas of weakness and if the organisation is co-operative the lead PI may wish to consider inviting their views at the planning stage.

16 The lead PI may confirm the programme in writing with the organisation and ask that all sites are informed of HSE's proposals. It should be made clear that the plan may be departed from in certain circumstances (see para 18). It is important to ensure that the relevant trade unions are kept informed of our proposals. A copy of the plan should be forwarded to all the interested parties in HSE, and it should include the agreed list of circumstances which warrant departure from the plan (see para 18).

17 Liaison arrangements with the organisation following inspection should be agreed between all the interested parties and the lead PI. For example, it may be decided that the lead PI will co-ordinate the response to the organisation where common issues are being inspected. Alternatively, where agreed, the individual PI may write direct to the organisation, copy to the lead PI. Whichever approach is chosen, it is important that HSE demonstrates consistency and co-ordination.

ADHERING TO THE PLAN

18 It is important to ensure that the plan is followed by all the interested parties; a departure without good reason would render HSE liable to criticism. There are, however, certain circumstances where it would not be appropriate to adhere rigidly to the plan, for example in the event of a major incident. The lead PI and the other interested parties should agree the circumstances which warrant departure from the plan and these should be recorded and included as part of the plan. 

UPDATE AND REVIEW OF THE PLAN

19 The plan should be reviewed and updated by the lead PI at the end of each operating year. It is likely that the consultation process outlined in paras 10 and 11 and liaison with the organisation (para 15) will need to be repeated. If the aim of the plan has not been achieved in particular areas - for example because the target was unrealistic or because of staff shortages, it is important to keep the organisation informed and let them know of proposed changes to the plan. There may be circumstances where earlier review and update is appropriate. For example, a major incident occurring early in the work-year at a site not included within the inspection programme may mean that the plan needs to be amended, and it would be sensible to flag this up at the earliest opportunity.

MONITORING AND REVIEWING THE LEAD PI PROPOSALS

20 It is recognised that there are initial resource costs associated with the setting up of such a system, that outputs will fall and that it will be some time before a comprehensive system is in place.

21 In the first year, it will be important to monitor the implementation of the proposals and keep records of costs incurred in setting up and running the system. At the end of the first year of the trial, the lead PIs in the chemical manufacturing sector should report to the CM NIG on the successes and failures of the proposals and the costs incurred, seeking views from candidate organisations where appropriate. The CM NIG should collate the returns and forward them to ORU who will present the findings to the DFO forum. 

22 In the case of lead PI trials in other sectors, where the relevant NIG has taken the lead in organising the trial, similar arrangements will apply and the NIG should send a return to the ORU. In other circumstances, the lead PI should send the return direct to the ORU. 
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ASI headings
Corporate audit: inspection: inspectors.
 

