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Risk Management Administration Program

Section 2 SEQ chapter \h  \* MERGEFORMAT 
1) Risk Management/Safety Committee

a) Purpose

Establishing a Risk Management/Safety Committee is one of the first steps an institution must take to reach and maintain its commitment to address safety, health and regulatory compliance issues. Vice presidents, deans and directors all need assistance in their constant efforts to prevent accidents. A Risk Management/Safety Committee establishes a highly visible foundation from which to address institution related safety, health and regulatory compliance issues.

Unfortunately, it is not uncommon for institutions to establish Risk Management/Safety Committees only to see them lose focus and become inactive after one or two years. There are a number of possible reasons this occurs. After organizational matters are resolved, committees typically focus their efforts on one or two specific topics (OSHA compliance, for example). When this happens, representatives with no interest in the topic stop attending meetings and the downward spiral begins. Continuity is often a problem when the Campus Safety Officer changes jobs or leaves the institution. The Risk Management/Safety Committee organization discussed in this chapter supports the longevity and effectiveness of risk management and safety activities on campus.

b) Policy

A Risk Management/Safety Committee should be established for each campus. The committee should include representation from numerous institutional departments, meet regularly and have clearly defined functions and responsibilities.

EIIA has developed a suggested organizational chart (found in Appendix 2-A) for the Campus Risk Management/Safety Committee entitled the Campus Risk Management Activities Model. Using this model will help your institution focus attention in the areas where the consortium has experienced the greatest financial losses over the past several years. Loss prevention activities within these areas will improve the probability of reducing your institution’s financial loss from claims.

The campus risk management activities model is a three-tiered approach to safety. It includes:

Risk Management Steering Committee

Advisory Committees

Department Safety Committees

The following outlines the advantages, membership and functions and responsibilities of each tier.

c) Risk Management Steering Committee

The Campus Risk Management Steering Committee oversees risk management/safety activities on campus.

i) Advantages

The advantages of having a Steering Committee include the following: 

Allows for continuity when there is a change in personnel

Involves individuals with authority to participate in the risk management process and to correct unsafe conditions without further approval

Conveys the idea that risk management/safety is not just one person’s job

ii) Membership

The Steering Committee does not need a large membership. It is suggested that selected members of the President’s Council and others with key safety-related responsibilities be the primary participants of the committee. An example of Steering Committee membership may include:

President

Provost

Academic Dean

Business Officer

Campus Chemical Hygiene Officer

Director of Physical Plant

Director of Student Affairs

Campus Safety Officer

iii) Functions and Responsibilities

The Steering Committee should meet at least quarterly. The activities of the Steering Committee should include the following:

Formulating and revising general safety policies

Directing and reviewing the activities of the Advisory Committees to assure the effectiveness of efforts

Setting budgets for risk management/safety committees

Reviewing and acting on loss prevention consultant’s reports

Distributing quarterly claim reports

Reviewing loss reports and lag time for claims

Overseeing the development of programs that promote safety on campus

Recognizing and rewarding the efforts of advisory and department committees

Minutes from the meetings should be distributed to all members of the President’s Council, Deans and Department Heads.

Best Practice Self Evaluation forms, included with this manual (see Chapter 4), can be used to measure the scope of the institution’s progress and identify areas that need additional attention.

d) Advisory Committees

Various Advisory Committees should be formed to assess the efforts of the Risk Management Steering Committee. Each Advisory Committee focuses on resolving safety issues related to one risk management/safety topic that affects multiple departments such as fall prevention or vehicle safety. The institution may have any number of Advisory Committees.  Based on the consortium’s historical loss experience, it is suggested at minimum, that the attention of these committees be focused in the following areas:

Fall Prevention

Manual Material Handling

Office Ergonomics

Driver/Vehicle Safety

Property Conservation (See EIIA Property Conservation Manual. 2004 edition)

Best Practice Self Evaluation forms have been developed and are included within this manual (see Chapter 4) for each of these subject areas. These will provide basic guidelines for controlling the associated exposures within each of these areas. 

In addition, there are a number of regulatory compliance issues that may require the formation of Advisory Committees such as:

Laboratory Safety/Chemical Hygiene

Bloodborne Pathogens

Hazard Communications

Control of Hazardous Energy (Lockout/Tagout)

Personal Protective Equipment (PPE)

Confined Space Entry

Information to assist the Advisory Committees regarding these issues has also been included within this manual.

Other areas outside the scope of this document that may benefit from the formation of Advisory Committees are:

Employment Practices

Sexual Misconduct

Sexual Harassment

Substance Abuse

i) Advantages

The advantages of having Advisory Committees are:

Broader participation on campus in the risk management process

Allows the Advisory Committee members to focus on a single topic in which they have an interest

Multiple committees can simultaneously address a variety of issues

Correcting safety issues within the committee’s scope of authority gives credence to the committee’s purpose/mission

ii) Membership

Membership should be selected from campus departments with an interest in the topic. Positions should be rotating with one fourth to one third of the members rotating each year. Advisory Committees should report their activities to the Steering Committee. Each campus department should participate on at least one Advisory Committee. When a department has a representative on more than one committee, different individuals should participate. This will expose more individuals to the loss prevention effort. 

iii) Functions and Responsibilities

Initially, each of these committees may need to meet semi-monthly until the appropriate loss prevention efforts are under control. The activities of an Advisory Committee should include the following:

Implementing and maintaining of best practices as outlined within this manual

Implementing and maintaining of regulatory compliance programs as outlined in this manual

Formulating and recommending revisions of safety policies to the Steering Committee

Reviewing loss reports and injury records as they relate to the committee’s area of accountability

Developing training programs required under the committee’s area of accountability 

Distributing to the Steering Committee minutes from the committee’s meetings

e) Department Safety Committees

Each Department Safety Committee focuses on resolving safety issues that are directly related to that department and supports the activities of the Advisory Committees. Suggested focus should be on areas that will reduce the probability of claims resulting in financial loss and areas of regulatory compliance.

i) Advantages

The advantages of having Department Safety Committees are:

Greater participation on campus in the risk management process

Allows a department to address topics unique to the department that may not be fully covered by an Advisory Committee

ii) Membership

Membership should be selected from within the department. Positions should be rotating with one-fourth to one-third of the members changing each year. Department Safety Committees should report their activities to the Steering and Advisory Committees.

iii) Functions and Responsibilities

Department Safety Committees should meet monthly. The activities of the Department Safety Committees should include the following:

Formulating and recommending revisions of safety policies to the Steering and Advisory Committees

Reviewing loss reports and injury records related to their department

Reviewing and responding to safety issues as they arise

Overseeing and developing programs that promote safety within their department

Inspecting selected areas for hazards that need correction

Investigating accidents and recommending the means of preventing recurrence 

Implementing training programs required under the department’s area of accountability

Recommending changes or additions to protective equipment or devices for the elimination or control of hazards within their department

Distributing to all members of the Steering and Advisory Committees minutes from the meeting of the Department Safety Committees

f) Risk Management/Safety Committee Best Practices

i) Safety Policy Statement

A Safety Policy Statement, signed by the institution’s President, should be issued to all departments establishing support for the campus risk management/safety effort and for the activities of the Campus Risk Management/Safety Committees.

The Safety Policy Statement helps to establish safety as a value at the institution. A sample Safety Policy Statement has been provided in Appendix 2-B.

ii) Campus-wide Representation

At many institutions, the Risk Management/Safety Committee has traditionally been housed within the Physical Plant Department where most labor-intensive activities take place. However, safety related issues/exposures are found within all campus departments (i.e., lifting, computer use, slip/fall exposures, driving, etc.) For this reason, it is important that each department is involved in the safety process through representation and participation at the Advisory Committee level.

iii) Functions and Responsibilities

The functions and responsibilities of the Campus Risk Management Safety Steering Committee, Advisory Committees and Departmental Safety Committees should be established in writing. Doing so will help to establish the scope of the committees’ activities and responsibilities and will minimize overlapping responsibilities. 

The functions and responsibilities listed in the previous section should be utilized as a guide in establishing specific functions and responsibilities relevant to the individual institutions.

iv) Written Goals

In addition to functions and responsibilities, committees should establish written goals. In doing so, the committees not only establish a clear focus, but an objective measure of success. The goals should be established based on priority risk management/safety issues at the institution.

The goals established should BE SMART
Specific—who, what, why, where, when, how much

Measurable—in quality and/or quantity

Achievable—challenging but reachable/achievable

Relevant—aligned with risk management/safety issues of concern to the institution

Time Limited—timeframe established for completion

It is suggested that the Continuous Improvement Process be utilized by the committees to identify and address priority safety issues on campus. This process includes the following steps:

– Define the Improvement Opportunity

– Analyze the Problem

– Set the Performance Goal

– Formulate the Plan

– Implementation

– Follow-up and Continuous Improvement

Each step of this Continuous Improvement Process, including the tools to be used, can be found in Appendix 2-D. 

v) Regularly Scheduled Meetings

In order to maintain focus and the continuity of effort, it is essential that committee meetings be held on a regular basis. Meetings should be held, at minimum, quarterly for the Risk Management/Safety Steering Committee, semi-monthly for the Advisory Committees and monthly for Departmental Safety Committees. 

Budgeted—budgeted monies for safety/loss control projects

Equitable—no one department gets all the benefits

Appendix 2-A

Campus Risk Management Activities Model
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Appendix 2-B

Sample Safety Policy Statement

It is the policy of (institution name) that risk management shall be of primary importance in all phases of the campus life and administration. It is the intention of the college/university’s administration to provide safe and healthy living and working conditions and to establish safe practices for all visitors, faculty, staff, students and administrators of this college/university.

The prevention of accidents is a goal and objective at all levels of the institution and its operations. It is a basic requirement that each employee make the safety of all visitors, faculty, staff, students and administrators an integral part of their regular job function. It is equally the duty of each employee to accept and follow established safety procedures and regulations.

To meet the safety goals and objectives of this institution, a Safety Committee has been established to address campus safety concerns. All employees of the institution are encouraged to become actively involved in safety, providing assistance and recommendations to the Safety Committee when and where needs are recognized. 

When an accident occurs, everyone on campus is affected in some manner. Please work responsibly. Safety is everyone’s responsibility.

__________________________

(Institution President)

Appendix 2-C

Risk Management Options and Analysis

The following are explanations of the five risk management options. These options are not mutually exclusive; more than one option may be used to address a loss exposure. You may also use different options for the same exposure under different circumstances. The examples are provided to give a better understanding of the option and may not be related to an attached case study.

 Prevent the risk—Consortium College tries to identify risks and take measures to prevent losses from occurring.

Example: Before allowing new drivers to use its vans, Consortium College checks to make sure the potential driver has a valid driver’s license, has a good driving record and has completed a van driver training program. By taking these preventive measures, Consortium College is making sure its drivers are aware of the basics of safe driving.

Avoid the risk—Consortium College realizes the risks of some activities simply outweigh their benefits and that sometimes there is an alternative method of doing something. In both situations, Consortium College simply avoids the risk.

Reduce the risk—Consortium College must try to minimize any loss that does occur.

Example: Sprinkler systems do not prevent a fire, but they do reduce the damage caused by a fire by controlling the flame spread.

Transfer the risk—If Consortium College does not have control of an activity, then the college should hold the controlling party responsible for the risk. Consortium College should use written contracts to document the transfer.

Example: Consortium College owns several pianos that need to be moved since functions requiring pianos are held in various locations on campus. Consortium College recognized that pianos are very heavy and several of its employees have severely injured their back moving pianos. To avoid further injury to its employees, Consortium College now contracts with a moving company to move the pianos.

Separate the risk—(usually with property exposures) Exposures should be separated so the entire lot is not destroyed by one occurrence.

Example: If computer backup files are stored off campus, a fire in the main Computer Services area will not destroy the backup copy.

g) Pareto Analysis

The Pareto Analysis is used to display the relative importance of problems/issues.

It can be used

As a starting point for problem solving

To monitor success

To help identify the basic cause(s) of a problem

The name of the analysis derives from the Pareto Principle (“80 percent of the trouble comes from 20 percent of the problems”). Teams will find that most trouble comes from the “vital few” problems.

i) Steps

– Select the unit of measure (e.g., frequency, severity/cost, etc.).

– Select time period to be studied (if necessary).

– Gather necessary information (e.g., loss runs, survey results, etc.).

– List the categories from left to right on the horizontal axis in order of decreasing frequency or severity/cost.

– Draw a rectangle above each category whose height represents the frequency/severity in that classification
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Appendix 2-D

Continuous Improvement Process Steps and Tools

This Appendix will briefly describe some of the tools that can be used in the continuous improvement process. The analysis tools are useful in identifying priority issues, problems and possible solutions. The planning tools are useful in organizing and executing the formulated plans.

	Step
	Purpose
	Process/Tools
	Outcome

	Define the improvement opportunity
	To identify the priority issue(s) “The Big Rocks”
	Collect information

Loss Runs

Best Practices Benchmarking

Sort Information

Pareto Analysis
	

	Analyze the problem
	To gain a full understanding of the problem
	Analyze contributing factors

Cause & Effect

Identify barriers to progress

Force Field Analysis
	Identification of problem source(s)

	Set the performance goal
	To focus effort
	Review information collected above with those impacted

Obtain input, create ownership 

Write the goal
	A goal that is:

Specific

Measurable

Achievable

Relevant

Time limited

	Formulate “The Plan”
	To identify solutions and create a work plan that incorporates the risk management options (PARTS)
	Generate ideas

Brainstorming

Form Consensus

Nominal Group Technique (NGT)

Identify necessary steps

Process map

Work plan
	“The Plan”

	Implement “The Plan”
	To achieve desired results
	Communicate the plan

Obtain buy-in

Kick-off
	Implementation

	Continuous Improvement
	To determine if there is room for improvement
	Monitor

Measure

Modify
	Continuity of the process


h) Overview of the Continuous Improvement Process

The continuous improvement process is a methodology that can be used to identify and resolve problems in an efficient and effective manner. Continuous Risk Improvement (CRI) provides a comprehensive and systematic approach to identify and analyze risk-related problems. The CRI methodology builds acceptance for change, develops viable solutions and promotes long-term implementation success.

Continuous Risk Improvement uses a team approach. The individuals working as part of the process:

Identify the opportunity,

Analyze the problem,

Design the best solution,

Execute and implement the solution, and

Measure the results.

The process creates an environment of continuous improvement. The CRI methodology achieves success by focusing your loss prevention efforts, enhancing internal capabilities and increasing commitment to change.

i) Continuous Risk Improvement Process
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Discuss improvement expectations and initial

performance measures
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 to  change

ANALYZE

Search for the most likely cause(s),

refine and test the hypothesis:

n

Collect quantitative & qualitative data

n

Develop performance measures

n

Interpret data & analyze gap

between “what is” and “what

could be”

n

Use analytical tools to determine

 and verify most likely cause

n

Assess support for solution

   

 development

DESIGN/SELECT

BEST SOLUTION

Identify the “best” solution, the risks

involved and the commitment to change:

n

 Refine/integrate measures of success with

 solution criteria

n

 Generate alternative solutions and determine

 impact on stakeholders

n

 Identify risks (up & down) for each solution

n

 Determine “best” solution vs.. criteria

n

 Assess commitment to solution

EXECUTE/IMPLEMENT SOLUTIONS

Create and manage change:

n

Ensure stakeholder participation

n

Develop action plans

n

Anticipate & plan for potential

problems

n

Implement the change

MEASURE RESULTS

Measure & monitor performance and

continuously improve:

 Implement performance measurements

n

Track performance short & long-term

n

Evaluate outcomes

n

Enhance measures & improvement

solutions as needed


j) Cause and Effect Diagram

The cause and effect diagram is a helpful tool for analyzing possible contributing factors (causes) to a problem (the effect). Keep in mind that for every problem there may be multiple contributing factors.

The diagram is used to sort the potential causes into major categories such as people, equipment, policy and procedures and environment. Alternative headings may be used depending on the nature of the operation.

i) Steps:

– Select the problem to be analyzed and place it in the “effect” box in the right side of the diagram.

– Select the appropriate cause categories (e.g., people, equipment, policy/procedures and environment) and list them on the diagram.

– Brainstorm possible contributing factors under each heading.

– For each contributing factor, continue to ask, “How could this factor have caused the effect?” until the root cause is identified.

ii) Diagram:
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k) Brainstorming

Brainstorming is used to generate as many ideas as possible from all members of a committee/team in a short period of time.

It can be used in two basic ways:

Structured: Every person must offer an idea as his or her turn arises or pass. This helps generate participation from everyone in the group.

Unstructured: Group members give ideas as they come to mind. This may create a more relaxed atmosphere, but risks domination by more vocal members of the group.

i) Rules

Never criticize

Write down every idea

Do not discuss other than for clarification

Do it quickly

l) Nominal Group Technique

Nominal Group Technique is a tool that can be used to narrow the issues down to a manageable number. It also provides all members of the team/committee an equal voice in the decision-making process (problem selection/corrective action). 

i) Steps:

– Have issues written on a board or flipchart (from brainstorming exercise).

– Confirm that all members understand the issues.

– Combine similar issues.

– Number each issue.

– Narrow down to 50 percent of the items listed by allowing each member that many votes (e.g., if there are 10 items listed, each member gets five votes).

– Continue process until the list is narrowed down to the desired number of items.

m) Process Mapping

A process map is a pictorial representation of the steps in a process. It can be used to help team members better understand what is wrong with an existing process or agree on a new and improved process. It is also a very useful tool in planning projects.

i) Steps:

– Define the boundaries of the process to be analyzed or developed. The level of detail of the analysis needs to be clearly defined to help team members understand the process and identify problem areas. Otherwise, this can become an unmanageable exercise.

– Involve individuals with knowledge of the current, or expertise in the needed, process.

– Draw the process as it actually exists and/or draw the process as it should flow.

– If comparing the existing to the desired, look for the differences. This is usually where the problems can be found.
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n) Force Field Analysis

Force Field analysis identifies the potential driving forces (that support change) and the restraining forces (that impede change). It puts the issues on the table so that discussion and analysis can take place.

i) Steps:

– Draw a “T” on a flipchart or board and label the left column “Driving Forces” and the right column “Restraining Forces.”

– Brainstorm and list issues in each column.

Stressing the positive often results in reinforcement of the negative. For example, when someone is told repeatedly that something is bad for him or her, their resistance is often strengthened and they do even more of what is bad for them. It is most effective to address the restraining forces. In other words, eliminate the barriers to progress.

	Driving Forces
	Restraining Forces
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o) Work Plan

The Work Plan is a useful tool for short-term planning of single events or simple projects. It helps the team organize the tasks required to reach a predetermined goal.

i) Steps:

– Identify what needs to be accomplished.

– Identify the final step that indicates the end of the project or activity.

– Identify the starting point or first step.

– Brainstorm the individual activities that must take place between the starting and ending points.

– Prepare the grid listing:

All steps required in sequence

The individual(s) responsible

Target completion dates

Special instructions

(See Work Plan Form on next page.)

p) Additional Resources

Resources for additional reading on the topics discussed in this appendix.

The Memory Jogger, Goal/QPC

The Memory Jogger Plus+, Goal/QPC

q) Continuous Improvement Work Plan Form

	Issue/Goal:
	
	
	
	

	Steps/Actions Needed
	Individual(s) Responsible
	Target Date
	Date Completed
	Comments/Special Instructions
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