FROM THE HSE, JULY 2003

IMPROVING HEALTH & SAFETY:  SOME DEVELOPMENTS AND NEW APPROACHES TO INCIDENT INVESTIGATION MANAGEMENT AND A REVISION OF THE INCIDENT SELECTION CRITERIA

BACKGROUND

1. Time spent on investigation work by FOD has risen substantially since the revised criteria were introduced in April 2001.  With finite resources, this work has been completed at the expense of preventive work.  

2. To get a better balance FOD has looked at both its management of investigations and the incident selection criteria.  FOD envisages an increase in proactive activity to halfway between the current position and that in 1995/96.   This should still meet the pressure to investigate a higher proportion of reported injuries (than HSE did in the late nineties) while restoring a largely preventive focus.  

3. A reduction in reactive work would enable front-line staff to increase time on activities that more directly impact on the revitalising targets, e.g.:

a) preventive inspection targeted at organisations where the priority topics are significant causes of injury and ill health;

b) in-depth interventions with poorly performing large organisations which have disproportionately high incidence rates; and

c) enforcement-led initiatives based on analysis of reported incidents, local knowledge or other intelligence, e.g. targeted ‘blitzes’ with a high enforcement content.


Incident Investigation management

4. We have introduced some changes to our Quality Improvement Procedure dealing with the management of investigations.  The changes introduce performance standards on three issues:

a)
Inspectors to maximise their investigation activities at the first site visit and conclude investigations as early as possible;

b)
Principal Inspectors to manage the process, in particular through a review with the investigator within two weeks of the first site visit;

c)
Recording of the outcome of first and subsequent reviews.

5. These changes are intended to complement the sharpening of the incident selection criteria described below and to lead to significantly better impact and use of resources.  They will also assist FOD in managing external expectations and pressures.

Revised incident selection criteria

Purpose of piloting revised incident selection criteria 

6. The revised criteria for the pilot are attached as appendix 1.  To highlight the changes, new text is in italics, and amendments to the current criteria are shown in strikethrough.  FOD expects that the revised criteria will enable us to:

a. free resource for preventive work;

b. improve the targetting of investigation effort, targetted blitzes etc;

c. maximise band 6 resource in managing incident notifications, pre-filtering reports and utilising incident intelligence in support of field teams;

d. ensure better consistency in selection;

e. reduce band 2 resources expended in incident selection

7. The new criteria will result in fewer investigations being initiated.  The majority of the reduction would previously have been selected under the discretionary part of the current incident selection criteria.


Impact of the revised criteria

8. The key changes are:


a. Restricting selection of incidents “where there is likely to have been a serious breach of the law” to fatals and major injuries;   

b. Exclusion of discretionary selection (previously Part C).  Although this will exclude over three day reports following injuries from such causes as manual handling and slips, trips and falls, FOD proposes to use this sort of incident data to target proactive interventions with employers;

c. Sharper criteria to reduce investigations in some areas, e.g. multiple fractures will only be selected if they result from crushing, or are associated with priority topics, workplace transport, falls from height, etc.

d. Introduction of harm potential e.g. finger amputations will only be selected where the potential was much more severe.


9. The new criteria will enable the selection procedure to be simplified, and allow band 6 staff to filter all notifications, only passing those meeting the specified injury/incident criteria or requiring judgements over harm potential, seriousness and disqualification to the band 2.

Piloting arrangements

10. The full effect of the revised criteria will only be known once they are applied in practice.  FOD will monitor this carefully and make adjustments during the course of the pilot if necessary.  We will need to run this trial for 6-9 months to be enable us to capture sufficient data to allow a preliminary evaluation of the benefits and consequences.
Appendix 1

INVESTIGATION OF INCIDENT NOTIFICATIONS

REVISED SELECTION CRITERIA

(EXCEPT GAS INCIDENTS REPORTED UNDER RIDDOR REG 6(1) AND 6(2))
The main purpose of our investigations is to determine cause and identify the appropriate action to prevent recurrence and deal with breaches of the law.  These selection criteria are intended to concentrate investigation effort on incidents which had the greatest potential for harm and are likely to have involved a serious breach of health and safety law.

The following incidents should be selected for investigation subject to the disqualification criteria in paragraph 6 below.  

(A) Defined circumstances

Fatalities

1 
All fatalities, whether RIDDOR reportable or not, as a result of an incident arising out of or in connection with work activities. This specifically excludes suicides, deaths from natural causes, and work-related road traffic incidents where HSE has no investigation role (see OM 2000/124). 

Major injuries

2 
The following RIDDOR-defined major injuries to all persons, including non-employees, irrespective of cause: 

1) 
all amputations of digit(s) past the first joint where the incident involved potential for more than one finger or for hand/arm amputation;


2) amputation of hand/arm or foot/leg;

serious multiple fractures (more than on bone, not including wrist or ankle);

3) crush injuries leading to serious multiple fractures (more than one bone, not including wrist or ankle), or internal organ damage, e.g. ruptured spleen;

4) head injuries involving loss of consciousness;

5) burns and scalds covering more than 10% of the surface area of the body;

6) permanent blinding of one or both eyes;

any degree of scalping; and

7) asphyxiations.

3 
Incidents that result in a RIDDOR-defined major injury in the following categories: 

1) 
workplace transport incidents;

2) falls from a height of greater than 2 metres; 

3) manual handling incidents resulting in sprains and strains and requiring admittance to hospital for more than 24 hours; 

4) electrical incidents electric shock or burn leading to unconsciousness, requiring resuscitation or admittance to hospital for more than 24 hours.

any incident that arose out of working in  a confined space.
See OM2000/124 for consideration of investigation or work-related road traffic incidents.

Occupational diseases

4
All reports of cases of occupational disease that meet the criteria of reportability under RIDDOR, except those arising from circumstances/situations which have already been investigated.

(B)  Circumstances requiring judgement as to seriousness

Serious public concern

5
All incidents likely to give rise to serious public concern. This reflects the views of the public at large not just those of an individual. Give particular consideration to incidents involving children, vulnerable adults, and multiple casualties where the outcome or potential outcome or breach is serious.

6
Dangerous occurrences with the potential for directly causing the deaths of or major injuries to a number of people, or a large number of cases of occupational disease, severe human infection or illness.

Breach of health and safety law

Any incident where there is likely to have been a serious breach of health and safety law.

C)  Circumstances allowing discretionary selection

Any incident which contributes through the FMU workplan to an HSC/E priority programme, eg. manual handling.

Any incident which involves new process or plant which could enhance HSE’s knowledge.

Training of B4s/B3s new to an FMU.

Disqualification criteria
Consider the following circumstances in relation to incidents notifiable by the quickest practicable means.

7
Any of the following circumstances will disqualify the incidents and diseases in paragraphs 2-4 above from investigation.  Circumstances 2 and 5 below will not disqualify incidents likely to give rise to serious public concern or with the potential for the outcomes in paragraphs 5 and 6 above.

1) inadequate resources or other developing priorities prevent investigation - in this circumstance the incident must be referred to the Head of Operations;


2) the related breach of health and safety law is unlikely to have been serious. (ie. where the Enforcement Management Model national enforcement expectation would not determine a notice or a prosecution);


3) no reasonably practicable precautions available for risk reduction;


4) investigation is impracticable (e.g. witnesses or evidence are unavailable, or disproportionate effort would be required to obtain them); 


5) investigation is unlikely to achieve results (e.g.. significantly improve, or secure sustained compliance); 


6) work-related road traffic incidents where HSE has no investigation role - see OM 2000/124; or


7) incidents of non-fatal injuries in paragraphs 2 and 3 or occupational diseases to members of the public, and where any of the following apply:


a) HSW Act Section 3 cannot be applied; 


b) there is another agency with adequate enforcement powers to deal with the incident; 

c) the incident does not involve a topic or sector falling within one or more of the HSC Priority Programmes.

