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Moving From Stop Work Authority
to Start Work Authority

Larry Pearlman
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My Background

Employed by

“:} bp @ Pﬁzer DIAGEO “pepsico ®®Marsh JMJ Y SAFESTART'

'

B.B.A. UniverSity Of lowa. M.A. UniverSity Of |”|nO|S Clients: Aquon, BP’ Conodicn thioncﬂl Comfort

Adjunct Professor at University of lllinois. Systems, Chevron, Chick-Fil-A, Delta Air Lines, Direct
Energy, Entergy, Exxon, FedEx, Fugro, First American

Six Sigma / Lean Master Black Belt. Financial, Hess, Hitachi, HSBC, MasTec, National Grid,

Northrop Grumman, Pfizer, Shell, Suncor, Terra-Gen,

Trinity Rail Car, and Toyota.
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Why Safety Consulting?

March 23, 2005

Bolton — Cruz - Herrera — Hogan — Hunnings — King Linsenbardt -
Ramos - Rodrigues -Rowe, J. - Rowe L
Smith — Taylor — Thomas - White



Safety is
About

People
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= Acting courageously

= The origins of Stop Work Authority

= Fatalities still happen

= JSAs and JHAs aren’t getting the desired results
= A different perspective: Start Work Authority

= Getting Start Work Authority to work



ACTING COURAGEOUSLY

= When facing a risky situation, why
won’t people speak up?

= When facing a risky situation, why
will people speak up?
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THE ORIGINS OF STOP WORK AUTHORITY
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Piper Alpha

July 6, 1988

167 people did not return
home.




COMMON ISSUES WITH STOP WORK AUTHORITY WSAFESTART FORUM 224
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= What needs to be working well to have
employees use Stop Work Authority?
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= Trust that their voice will be heard

I AM Responsible for HSE

= Likely to get rewarded (and not punished)

Make today a

B ER @ Perfect HSE Da
= The leader will thank them and not yell at them UGeHes —

= The issue will be taken seriously, despite
production pressures

= The job won’t re-start until the issue(s) are I A I I W i Ll

resolved RESPONSIBLE or safe operations

= Even if it wasn’t necessary to call a Stop Work FOR HSE T rn.s —

Authority, the courageous decision will be
celebrated
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" Integration with training and

. i The 5 Steps of
onboarding Stop Work Authority Stop Work Authority

= Move from anti-retaliation to
active encouragement

1 Stop the activity/behavior

Notify the person in charge (i.e.,
2 Supervisor, HO, HM to address

As an employee or contractor for Chevron, you are

u N Ot j u St a po I icy’ b ut pa rt Of responsible and authorized to STOP any work that the issue)

does not comply with our Tenets. Your actions to

support the Tenets are fully supported by the STEP . .
t h e C u It u re Chevron Richmond Refinery Management Team. 3 Involve the right pGOp_Ie (discuss
e Allissues will be addressed promptly. concerns/correct the issue)

* All levels of refinery management support you.
| CI 1 f p d Using Stop Work Authority is your responsibility. STEP

a rlty O roce u res On We always comply with the Refining Tenets that are Resume work
based on the two principles: 4

exe rCiSing SWA ® Do itsafely or not at all

e There is always time to do it right

Share lessons learned (i.e.,

That is our commitment to you. 5 potentially impacted employees &

= Technologies making it easier %/ i
to track and report SWA

10
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International Oil & Gas Producers 11



FATALITIES ARE STILL HAPPENING - ALL INDUSTRIES ~ ¥SAFESTART FORUM a2

Despite our best efforts to reduce
fatalities, rates are staying about the
same.
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Rate of fatal work injuries per 100,000 full-time workers, 2013—-22

4.0

3.0
2.0
1.0
0.0

2013 2014 2015 2016 2017 2018 2019 2020 2021 2022

Hover over chart to view data.
Source: U.S. Bureau of Labor Statistics. *

These data are from the Injuries, Ilinesses, and Fatalities program. To learn more about fatal work injuries, see "National Census 12
of Fatal Occupational Injuries in 2022." Also see charts of fatal occupational injuries data.



https://www.bls.gov/iif/
https://www.bls.gov/news.release/archives/cfoi_12192023.htm
https://www.bls.gov/charts/census-of-fatal-occupational-injuries/number-of-fatal-work-injuries-by-employee-status-self-employed-wage-salary.htm

JOB SAFETY ANALYSIS HELPS WISAFESTART FORUM a4 &
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What needs to be working well
to have employees use JSAs
correctly?

Do human factors like rushing,
frustration, fatigue of
complacency contribute to JSA
effectiveness?

Are human factors explicitly
included in your JSA forms?

Photo: Larry Pearlman

13



A SHIFT TO SIF ELIMINATION YISAFESTART FORUM 244
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Did the event involve LOTO? BE—

i

Did the event involve confined space entry? | VES

i

Did the event involve pinched between or in line of
fire with a release of significant mass or energy? m Serious Injury or Fatality (Sl F) .

i

Did the event involve vehicle collision? BEEl— An incident or near miss that has the
[ No_| potential to, or does, result in a fatal
Did the event involve working at elevations? YES SIF Exposure or life-altering injury or illness.

g

Did the event involve barricades/machine guards? BE—
Sometimes this is called STKY:

Did the event involve NFPA 70E Arc Flash? BEE— The ‘Stuff’ That Kills You.

H:

Was the event related to working under a m
suspended load?

’

Was it an actual SIF event? Could a fatality or life m
altering/threatening injury/illness have resulted?

NO SIF Exposure
Source: HIS Whitepaper SIF: Serious Injury or Fatality Incident Determination and Reporting Guidelines, 2023 14

i




USING HOP TO REDUCE STKY

Y SAFESTART FORUM 2a2

People make mistakes

Failures can occur safely

Context influences behavior

Violations are rarely if ever malicious

Incidents can stem from normal deviations

Management’s response to failures matter

Learning is a deliberate improvement strategy

FOR HUMAN FACTORS PRACTITIONERS v

| like the principles, but
how does this go down

with the front-line?

15



TO PREVENT STKY, A NEW PERSPECTIVE IS NEEDED WISAFESTART FORUM 24

>

| have the responsibility
to stop work when |
recognize a problem

== Move us from

urce: International Oil & Gas Producers

FOR HUMAN FACTORS PRACTITIONERS

>

to

>

| have a tool to confirm
controls/safeguards
before | start work




LET’S START BY LOOKING AT SOMETHING OLD! WSAFESTART FORUM 224
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Ve oro-com https://youtu.be/IMtWWIs4oas .


https://youtu.be/lMtWWls4oas




THE ENERGY WHEEL CAN BE APPLIED BEFORE WE START WORK

ENERGY
SOURCES

Energy Wheel Graphic Source: Taproot, Video: Hensel Phelps


https://youtu.be/MNxk_iDwm48?si=zxIIWrxTSTX9GTV5




ENERGY SOURCES MUST BE CONTROLLED
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* In the Swiss Cheese model, an organization's defenses
against failure are modeled as barriers (slices of cheese),
along with individual weaknesses (holes in the cheese).

e A failure occurs when all the holes align,
allowing an incident to happen.

HAZARDS

21



SHIFT TO START WORK AUTHORITY
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.-bt
He0

Engage the workers to walk through the
work plan.

Do this in the field, at Gemba.. where the
work is being done.

Make it happen prior to starting work;
where the task is being done, with the tools
and equipment they will use and while
‘rating their states!’

Use Start Work Authority :

Before work starts

Upon return from work left unattended
After a shift change

If the work crew changes

When requested by the front-line

22



CONFIRM THE PRESENCE & STRENGTH OF BARRIERS  WiSAFESTART FORUMaaa
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Start Work Authority goes beyond the completion of the JSA by focusing on SIF
events and the presence of adequate barriers.

Conversation Based:

1.

Lok N

For this job, what part of the energy wheel could seriously hurt you?
What stops you from getting hurt (barriers)?
Is the barrier in place and sufficient to protect you?

How do you know that’s true right now?

What are the human factors that might impact us?

23



CONFIRM THE PRESENCE & STRENGTH OF BARRIERS ~ ¥SAFESTART FORUMaaa
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Confirmation Based:

 Workers should be asked to review the hazards they already identified and visually
inspect and/or describe the barriers that will protect them from the hazards.

* They should verify that the barriers are adequate (strong enough, fast enough, big
enough) and that they are working.

* Verify that human factors have been reviewed and addressed.

24



CERTIFY; DO NOT BRIEF WISAFESTART FORUM a4 &
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BRIEFING CERTIFICATION

One person talking.

Many people talking.

Hurried.

Thoughtful.
Fear.

Safe.
Check the box.

Make a decision.

Source: David Marquette 25



MANAGEMENT OF CHANGE WISAFESTART FORUM a4 &
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* What could change once work has started and Start Work Authority has been
granted?

 How are Stop Work Authority and Start Work Authority Complimentary?

26



DOCUMENTATION OF START WORK AUTHORITY

Confirm controls are Person
in place before doing
starting work

| have confirmed:

Circuit to be re-energized
is the one identified in
the plan and drawing.

Isolation devices are
removed per plan and
drawing.

Notify personnel
affected by the re-
energizing are
notified.

Circuit is ready to be
re-energized per plan.

SWA
Verifier

There aretagsthat identify the circuit,
system, and/or equipment to be re-

energized.

Physically inspect and confirm that
isolations were removed.

Personnel are aware and confirmed
activity
Personnel are not in the line of fire

Circuit is ready to be re-energized per
the plan.

Confirm that the controls are in place and verified prior to start up. Use Stop Work

Verifier:

Authority if anything changes

Signature: Date & Time:

These are

verification
points

Guidance
Points

DIVE]
Verification

Confirmation

all steps are
complete
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Diagram of a Solar PV System

VT VANNRN
= ‘SOIaV PV panels

DC/AC Inverter

.l Generation Consumer
AC Isolator W Meter Unit Mains Supply]

O w7 =
AC Cabling L— s —

e
e
< Connection Meter

AC Power

tothe grid

Use diagram if

available

27
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What lessons from Stop Work
Authority can we apply to make Start
Work Authority successful ?

28



MAKING START WORK AUTHORITY EFFECTIVE WSAFESTART FORUM 224
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The Workforce:

Be aware of SIF hazards
Have a sense of ‘chronic unease!

Have the skills and knowledge to recognize
hazards based upon the energy wheel.

Have the skills to verify that controls are in place
and working properly to prevent fatal injuries.

Maintain awareness of human factors affecting
the team’s ability to execute work.

VA



COMBINE THE BEST OF SAFETY

® N

STOP WORK
AUTORITY

Clearly
communicate life-
saving rules.

Empower
employees to
exercise ‘Stop
Work Authority’

HUMAN
FACTORS

Identify the Human
Factors that may
be present:

- Rushing

- Fatigue

- Frustration

- Complacency

Gravity
e
@ K

@

Ch, i

i
E g SOURCES

B
S
2.

2

ENERGY
SOURCES

%
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SRR | Ko
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ENERGY &

Identify the STKY
energy sources

Identify the
controls for those
sources

YSAFESTART FORUM & 22
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START WORK
AUTHORITY

Discuss the
required controls

Verify the controls
are in place and
working

Sign off .
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We’ve made a lot of progress with Stop Work Authority.
However, fatalities continue to occur in the workplace.
The energy wheel is a great tool to prevent the Stuff That Kills You.

The approach to Human & Organization Performance (HOP) makes sense, and it’s
hard to implement.

Start Work Authority operationalizes HOP.
Making Start Work Authority requires active conversation and confirmation.

Leaders need to shift their focus to support the conversation and verification steps.

31
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THANK YOU FOR ATTENDING!



