THE INSPECTION TOOL
The inspection tool consists of an inspection aide memoire and a set of performance indicators. It provides a framework around which inspectors can construct their enquiries and score the organisations performance against 6 elements.

The first 5 elements cover the 5 stages of the MS (or other risk assessment) approach. The 6th element covers MSA/RTW.

Stage 1 (“set up”) outlines some key conditions, which, we know from experience, are essential for success in tackling WRS and describes what organisations should be trying to achieve.  This is important - if objectives and desired outcomes are not clear it will not be possible to measure their achievement).

Stages 2-5 are key steps in any risk assessment process. Inspectors need to satisfy themselves that the organisation has adequate arrangements for completing these elements.

The element covering RTW strategy does not form part of the risk assessment process but outlines the key elements of an effective RTW strategy to support employees, who have periods of absence due to stress, back into work. 

In addition to the inspection tool a proforma is provided for you to record the outcomes of your inspections on Stress/RTW. 

NB. For 07/08 the inspection tool should not be used in LA Childrens Services Departments (CSDs)  - see annex 1(a) for information on how to approach enquiries in CSDs.

How to use the inspection tool
The document has been formatted to provide an inspection aide memoire and performance indicators for each stage/element, on a single page.

Information in column 1 of the aide memoire tables provides a description and outlines some of the important characteristics, of the 5 stages of the MS (or equivalent) approach and a RTW strategy.  Column 2 of the tables indicate some of the things inspectors should look for to help them judge the qualitative aspects of what organisations are planning/doing at each stage of the risk assessment process and also their arrangements for RTW.

The table does not provide exhaustive information.  Where additional written guidance or information is available on a specific area or item then a reference is provided as a footnote to the table.

The performance indicators for each stage of the risk assessment process have been divided into two sections – one relating to management commitment and the other relating to employee involvement.  Scores should be recorded for both sections.  These do not cover all the information you will be looking for in your inspection, such as the quality of how each stage has been completed.  Management commitment and employee involvement are so important for this process that assessment of performance on these key aspects will give a very good indication of the likelihood of overall success.  

The final section of the inspection tool covers MSA/RTW. It should be completed independently as there is no progress measure for RTW.  It allows inspectors to give a broad assessment of the procedures the organisation has in place for RTW. For RTW, the performance indicator has not been divided into management commitment and employee involvement sections.
Not all parts of the aide memoire and performance indicators will be used/scored at every inspection. This will depend on the progress the organisation is making. However a progress indicator will be scored at every inspection (see below).

The Progress Indicator

The progress indicator indicates what stage of the stress risk assessment process

an organisation has reached. The relevant parts of the performance indicators

should only be completed when the progress indicator suggests that a particular stage has been completed.

Each stage definition below describes what will have been done and importantly what will not have been done by an employer correctly placed at this stage.  Employers have reached:

	Stage 1 (Set up) if there is evidence that:

Employer has taken steps to begin the MS process (or equivalent) and taken decisions about who will take this forward.  Data collection has not yet been completed (it may have begun).



	Stage 2 (Data Gathering) if there is evidence that:

Data has been collected and analysed. This analysis has been used to give an indication of which working conditions (and among which groups of workers) may need prioritisation for improvement.  Workers have not yet been consulted to verify or challenge the results of data analysis or to discuss potential solutions.



	Stage 3 (Solution Development) if there is evidence that:

Following data assessment, workers have been consulted (for example in focus groups) to verify or challenge the results of data analysis and to attempt to identify the problems underlying the concerns raised and generate ideas for solutions.  No action plan has yet been generated 



	Stage 4 (Action Planning) if there is evidence that:

A plan of action has been developed as a result of the consultation with workers (or otherwise) but the actions have not yet been set in motion.



	Stage 5 (Implementation) if there is evidence that:

Actions identified in the action-planning stage are now being implemented in accordance with the plan.




Notes: 

i. Inspectors should add a warning note if progress appears to have stalled (for example, if an employer has completed Stage 3 but there is no evidence to suggest that Stage 4 will happen in the near future).

ii.
On occasions, stages may have been missed out e.g. if an employer skips data gathering and goes straight to solution development. Please indicate this in the appropriate place on the reporting proforma. 

	Aide Memoire Stage 1: Set up 
and background conditions essential for success.  Understanding what needs to be done/what the organisation is trying to achieve
.

	Description
	What to look for / encourage

	Ensuring the process has a firm foundation on which to build.  Important activities include gaining Senior Management Commitment and the securing of adequate resources. 

The setting up of a ‘steering group’ is one way of ensuring key stakeholder representation (but it is not the only way).  The principle function of a steering group is to drive the process forward and manage the process.  Within a specific organisation an existing working group may be able to take on some or all of these responsibilities.  However it is essential that employees are involved at every stage of the process.

Similarly good communications are essential for success.  It is important to distinguish between top down communication (often the provision of information) and effective two-way communications.

The Management Standards (MS) statements and their associated States To Be Achieved (STBA) describe good management practice as it relates to each of the six areas.  The attainment of the STBA represents the desired outcome (success criteria) from the process. 

Organisations should be using the STBA to aim towards or they will need other alternative drivers for the process such as relevant key performance indicators (KPI).
	1. Senior management commitment:

· Backing of the Board secured

· Active involvement of senior management Participation in communication activities

· Allocation of resources – including nomination of a person responsible for the day-to-day running of the process who is allocated time set aside for the process. (Without this progress is likely to be slow – it is also a good sign of the organisations commitment)

· Delegated authority to ‘steering group’ or other structure that will take the work forward. Active involvement of a Board member chairing the group helps to ensure it has sufficient authority maintain good progress.

2.  Commitment and full backing from Trade Unions/staff side to the process ensuring a partnership approach 

3.  A steering group (or other working group) tasked with taking the work forward. The membership should be relevant to local circumstances. Look for evidence of

· Workers being involved and fully supportive of the approach

· Allocation of roles & responsibilities

· Agreed ‘Terms of reference’

· An activity plan with resource allocation

· A communication/marketing plan

· Progress reports

4. Is there evidence that effective channels of two-way communications are available and being used to feedback comments and raise issues.
5. Have those running the process got a clear understanding of:

· STBA

· Factors affecting sickness absence 

· Types of interventions (primary, secondary, tertiary)

· Organisational approach

· Continuous development

6. If the organisation is not using the STBA – what other KPI’s are they using? Does this form a suitable basis for gap analysis?


	Stage 1 Performance Indicator

	Management Commitment
	Employee Involvement 

	Score
	Description
	Score
	Description

	1
	The implementation of the MS or an equivalent approach has the full backing of the board. Senior management are also actively involved.. Appropriate resources have been allocated and senior management fully participated in communications activities.
	1
	Employees or their representatives have been consulted. Evidence indicates they are fully supportive of the MS or equivalent approach. They are fully involved in setting up the structures to take this forward.

	2
	There is visible support of the MS or an equivalent approach at senior management level. Appropriate resources have been allocated but senior management were not really involved in communications activities or have not shown full commitment.
	2
	Employees or their representatives have been consulted. Evidence indicates that either there is only limited support of the MS or equivalent approach or that employees only have limited involvement in setting up the structures to take this forward.

	3
	There is some support from senior management level but there are concerns over their commitment or the availability of resources.
	3
	Employees or their representatives have been consulted. However, evidence indicates that they do not support this approach to tackling stress or are not involved in setting up the structures to take this forward.

	4
	Senior management are not currently supporting the implementation of the MS or an equivalent approach.
	4
	Employees or their representatives have not been consulted on the MS or equivalent approach to managing stress in this organisation.


	Aide Memoire Stage 2: Data Gathering

	Description
	What to look for / encourage

	There are significant amounts of data, qualitative and quantitative, available that can be used to diagnose issues within an organisation.  These data need to be systematically collected and analysed to provide an evaluation of the current state of the organisation against the desired state, as described in the STBA or other benchmarks.  This is a preliminary quantitative gap analysis .The steering group or other subgroup may do this.
	1.  Visible support of senior management.


2.  Use of appropriate data which could include sickness absence data, staff survey data, staff turnover data, occupational health referrals, return to work data etc.


3.  Response rates from surveys, coverage of the organisation
 etc


4.  Data from existing initiatives can also be used


5.  Any data analysis report should include:

· List of data used

· Identification of areas of current good practice

· Identification of areas of current poor practice

· Comparison with STBA, or other suitable key performance indicators (KPI) to identify possible problems- (preliminary gap analysis). 

NOTE: This risk assessment process is a population approach but orgs must have arrangements for dealing with individual concerns as well.




	Stage 2 Performance Indicator

	Management Commitment
	Employee Involvement

	Score
	Description
	Score
	Description

	1
	Senior management have provided strong visible support to the process of data gathering and analysis. Staff believe this is something important to management and an ongoing business priority.
	1
	The majority of employees are fully aware of the data collection and the reasons for collecting and analysing such data. If a survey has taken place, a representative sample of staff were involved and most employees who were asked to complete it did do so (> 75%). 



	2
	Senior management have provided some support to the process of data gathering and analysis. Staff believe this is something which is currently important to management but may become overtaken by other business priorities. 
	2
	The majority of employees are aware of the data collection and most staff show some awareness of the reasons for collecting and analysing such data. If a survey has taken place, a representative sample of staff were involved, and the number of employees who completed it when asked was reasonable (> 50%)



	3
	Senior management have provided only limited support to the process of data gathering and analysis. Staff believe that although senior management are interested, other issues are of greater importance and this will not be an ongoing priority.
	3
	Employees have had only limited awareness of the data collection process or don’t appear to understand why it was being collected and analysed. If a survey has taken place, the response rate amongst those asked to complete it was insufficient (< 50%).



	4
	Senior management have provided no support to the process of data gathering and analysis beyond setting the project in motion. Staff believe that this is something senior managers are not seriously interested in.


	4
	Employees were not aware of the data collection and few understand why it was being collected and analysed at all or did not even know it was being collected.


	Aide Memoire Stage 3: Solution Development 
,



	Description
	What to look for / encourage

	The quantitative gap analysis from the above step will be challenged or verified by employee groups and then employees and employers should work together to identify possible solutions to problems identified as outlined in the next stage below.

The aim is to establish locally agreed primary interventions that address the ‘gaps’ identified in the previous step.  Employee participation in the generation of interventions is important, as they are often closest to the issues identified.  Employee participation in a collaborative forum helps secure ‘buy-in’ to the proposed intervention. It is important the employees feel free to speak openly and honestly. The number of employees involved in this stage will be dependent on the size of the organisations and local circumstances.  However, it is important that all stakeholders are represented and have a route into the forum used.
	1.   Look at record of the fora used:

· Who participated – was it a representative range of staff?

· What data was used/discussed? 

· Is the record of the fora an accurate record of the issues discussed 


2.  Have a number of locally relevant reasonably practicable solutions been generated?


3.  Were all participants encouraged to contribute to discussions/identification of problems and solutions etc? Did they feel free to do so? What proportion of employees contributed to discussions?  


4.   Are most of the interventions primary?


5    Are primary interventions linked to the issues identified?


6.   Are interventions prioritised?


7.   Do staff believe that senior management will take on board the reasonably practicable solutions identified in this stage? 


	Stage 3 Performance Indicator

	Management Commitment
	Employee Involvement

	Score
	Description
	Score
	Description

	1
	Management gave a high level of support to trying to make this stage a success i.e senior management were fully committed to holding the fora, in sufficient numbers and staff fully encouraged to take part and allowed sufficient time to do so. Management trusted staff to identify useful solutions and will implement all the reasonable practicable solutions identified from the focus groups (or other fora)
	1
	Focus groups, or other fora, covered a wide and representative range of staff in relevant areas. All participants contributed to identifying stressors and solutions. Staff felt able to be open and honest. 

	2
	Management gave a good level of support to trying to make this stage a success. Management showed a reasonable level of trust in staff to identify useful solutions, and will implement some of the practical solutions identified in the focus groups (or other fora)
	2
	Focus groups, or other fora, covered a range of relevant areas but a number of invited staff did not attend and/or participate. Most participants contributed to identifying stressors and solutions

	3
	Management gave some support to this stage of the process. Management showed some degree of trust in staff to identify useful solutions and will implement a small number of selected solutions from the focus groups (or other fora)


	3
	Focus groups, or other fora, were unrepresentative of the staff in the areas they were covering or covered insufficient areas. Only a few of those invited attended and/or contributed to identifying stressors and solutions

	4
	Management did not provide the necessary support to make this part of the project a success. Management did not really trust staff to identify useful solutions and are unlikely to implement solutions identified in the focus groups (or other fora).  
	4
	Focus groups, or other fora, were unrepresentative of the staff in the areas they were covering or covered insufficient areas, were poorly attended and participating employees did not contribute at all to identifying stressors and solutions, OR solutions were developed by management without any involvement of staff. 


	Aide Memoire Stage 4: Action Planning



	Description
	What to look for / encourage

	The steering group (or other work group) should be responsible for producing an action plan for the organisation or part of the organisation based on the organisational wide issues identified in the previous step. Individual directorates/ depts should draw up directorate/dept specific action plans for their own areas.–The steering(or other) group should then hold the directorates/depts responsible for implementing the action plan)The interventions suggested need to be prioritised, resourced and assigned to an individual or function for completion within an agreed timescale.  Use of the SMART (Specific, Measurable, Achievable, Realistic and Time bound) acronym for formulating interventions is recommended.  Senior management or those with delegated authority need to approve the action plans.
	1.  Are there formal ‘signed off’ action plans, generated by workers and management together, agreed/’signed off’ at Board level and agreed by Trade Unions/ staff side.


2.   Are actions: -

· Aimed at different levels of the organisation (strategic, macro or micro) relevant to the gaps identified. 

· SMART – it is important for organisations to identify what success looks like.

· Adequately resourced.

3.     Have the action plans have been communicated to all relevant staff

NOTE: Where appropriate, plans can be dovetailed with existing initiatives.


	Stage 4 Performance Indicator

	Management Commitment
	Employee Involvement

	Score
	Description
	Score
	Description

	1
	Senior management have fully supported the development of action plans with practical actions based around views of staff. They have not tried to impose or remove actions and have ensured the action plans are SMART. 
	1
	There was ample opportunity for staff to have input into the action plan beyond the original discussions or focus groups. Staff representatives fully involved in the development of the plan and their comments were encouraged and acted upon in drawing up the plans.



	2
	Senior management have largely supported the development of action plans with practical actions based around views of staff. However, they have imposed their own actions, which were not agreed by staff or have removed or imposed restrictions on suggested actions and/or the action plan is not SMART.


	2
	There was some opportunity for staff to have input into the action plan beyond the original discussions or focus groups. Staff representatives were involved in the development of the plan although the further input of staff was limited.

	3
	Senior management have only partly supported development of action plans. They have severely restricted the inclusion of practical solutions based around views of staff.


	3
	There was limited opportunity for staff to have input into the action plan beyond the original discussions or focus groups. Staff representatives were consulted but management did not encourage further staff input.

	4
	Senior management have not supported development of action plans. Senior managers have ensured that the actions in the plan are not based around views of staff but are management driven.


	4
	There was no opportunity for any staff or representatives to have input into the development of an action plan beyond the original discussions or focus groups.


	Aide Memoire Stage 5: Implementation



	Description
	What to look for / encourage

	To realise any benefits the agreed and approved action plans should be implemented as planned. The time frame over which actions (interventions) deliver their expected ‘measurable’ outcomes can vary.  It is likely some will be aimed at quick-wins while others will be aimed at delivering long-term culture change.  

Procedures should be in place to measure and evaluate the effectiveness of specific actions contained within the action plans.
	1.  Evidence of planned implementation of interventions in line with timescales in the plans.

2.  Recording progress against action plans

3.  During the implementation phase inspectors need to monitor progress and encourage management to

· Check for desired outcomes

· Undertake further data gathering (when appropriate).

· Start to plan the next review cycle.




	Stage 5 Performance Indicator

	Management Commitment
	Employee Involvement

	Score
	Description
	Score
	Description

	1
	Senior management are fully supporting the implementation of the action plan and are not doing anything to limit or delay actions. They are also ensuring that progress against plan is monitored and the outcome of measures taken is reviewed to ensure their effectiveness. 


	1
	The majority of staff are aware of the action plans and are supportive of them. They recognise that the plans reflect the actions they helped to develop. They are clear why these actions are being adopted. 

	2
	Senior management are mostly supporting the implementation of the action plan although there have been some limits placed on actions or delays to actions taking place


	2
	Staff are mostly aware of the action plans, and are supportive of them. The plans are largely recognisable as the actions they helped to develop. However, they are not clear why some of them are being adopted.

	3
	Senior management are providing limited support to the implementation of the action plan. A number of the proposed actions have been severely limited or delayed.


	3
	Some staff are aware of the action plans, and welcome their implementation Mostly though, staff are unclear why these actions have been chosen or do not recognise them as actions they helped to develop.

	4
	Senior management are not supporting the implementation of the action plan. Most of the actions have been severely delayed, limited or even removed from the original plan.


	4
	Generally, staff are not aware of the action plans, and have not welcomed the implementation of any actions. They do not know why these particular actions are being implemented at this time.


	Aide Memoire : RTW Strategy


	Description
	What to look for / encourage

	It is inevitable that some people will go off sick despite the preventative approaches of the MS. Real time recording and audit of absence will allow managers to more effectively monitor absence and take action at trigger points.

When sickness absence happens there are simple steps that employers can take to ensure speedy recovery and encourage a successful return to work.

Early intervention is key.  The sooner action is taken, the better the chances of an employee returning to work.  Early RTW can improve recovery (both mental and physical).

Simple work adjustments can enable workers to RTW before their symptoms completely disappear.  

The STBA in the MS can help identify areas of work organisation that need to be adjusted.

Guidance on RTW and MSDs can be found on the MSD website
	· Organisation is aware of HSG 249 and the six key elements for MSA/RTW.

· Line managers have been trained in MSA/RTW and so have the skills and confidence to deal with it.

· Data systems are in place to support better attendance management.

· Employees understand their responsibilities when reporting sick and what support they will be offered when returning to work.

· When SA happens the organisation has arrangements for

(i) recording sickness absence ( but remember good organisations do more than record data. They analyse and interpret to get to the underlying causes).

(ii) keeping in contact with employees off sick

(iii) planning and undertaking workplace adjustments for those returning to work

(iv) making use of professional or other advice and treatment

(v) agreeing and reviewing a return to work plan

(vi) co-ordinating the return to work process.

NOTE: Inspectors should suggest the use of the STBA in the MS as a basis for RTW interviews.




NOTE. The evidence shows that organisations do regard MSARTW as a sensible topic for us to be raising at visits. However you should bear in mind that you are not competent to offer advice on medical matters, employment law issues (sick pay, ill health retirement procedures) or industrial relations.  You have no legal powers under HSWA to enforce on this topic, and your role should be limited to offering general advice (based on the current best practice set out in HSG249 and the six elements) and pointing organisations towards sources of help and advice." 
	RTW Performance Indicator



	Score
	Description



	1
	The six key elements of the RTW Process are in place
.  There is visible and committed support of the whole RTW process from senior management. Line managers have been trained in the necessary skills and competencies. Employees and their representatives have been consulted and are fully supportive of the RTW Process.



	2
	Most of the six key elements are in place. However senior management are not demonstrating the sustained commitment and leadership required for effective implementation.  Employees and their representatives demonstrate limited support for the RTW Process 



	3
	Some of the six key elements are in place.  There is concern over the lack of senior management commitment and lack of resources to implement the RTW Process.  Employees and their representatives have been involved but do not support the RTW Process.



	4
	Senior management do not support the implementation of a RTW Process. None of the six key elements are in place.  Employees and their representatives are not involved.




� Steering Group guidance


� Short guide to the Management Standards, 


� HSE Indicator Tool User Manual





4Are you doing enough?


5Focus group guidance.





�Six key elements (from HSG249) – Record sickness absence, keep in contact with absent employees, plan and undertake workplace adjustments, make use of professional advice and treatment, agree and review return to work (RTW) plan, co-ordinate the RTW process.
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