
 EAST AYRSHIRE COUNCIL 
 

CABINET – 2 DECEMBER 2009 
          

REVIEW OF HEALTH AND SAFETY 
 

 
REPORT BY DEPUTE CHIEF EXECUTIVE/EXECUTIVE DIRECTOR OF CORPORATE SUPPORT 

 
1. PURPOSE OF REPORT 
 
1.1 The purpose of this report is to advise Cabinet of the conclusions and 

recommendations of the review of health and safety carried out by an external 
consultant and to outline the steps which have been taken so far to address the 
matters identified. 

 
2. BACKGROUND 
 
2.1 At its meeting on 17 June 2009, Cabinet in considering and approving a report on the 

2009-2010 Corporate Health and Safety Action Plan was advised that Peter Ralston, 
Principal Consultant of Chalker Health and Safety was  to undertake a review of certain 
aspects of the Council’s health and safety arrangements.  In particular, the review 
focussed on compliance in key areas and assessed as a “critical friend” the 
effectiveness of the current management arrangements for health and safety. 

 
2.2 Peter Ralston had previously delivered training for Elected Members and Chief 

Officials within the Council on Corporate Homicide and has subsequently been 
commissioned as technical adviser in the appointment of the Interim Health and Safety 
Manager.  It is intended that he also advise on the permanent appointment  to this post 
during January 2010. 

 
2.3 The review has now been completed and the final report, following an earlier draft 

being provided in August in respect of which consideration of the content was 
undertaken with the author, is attached as Appendix 1.  Also attached, as Appendx 2, 
is an Improvement Plan which has been developed to implement the conclusions and 
recommendations of the Review.  Peter Ralston will be in attendance at Cabinet to 
present his report. 
 

3. CONCLUSIONS OF THE REVIEW 
 
3.1 The Ralston Review has identified a number of key issues which require to be 

addressed to improve the effectiveness of the health and safety arrangements in place 
within the Council.  However, the Review also recognises that the key elements of 
effective health and safety management are in place and provide a solid platform for 
development and continuous improvement. 

 
3.2 In respect of the compliance element of the review a key recommendation is that 

changes should be made to the way in which the Council exercises control of 
contractors.  It also recommends that there should be more streamlined arrangements 
for providing performance management information to senior managers within the 
Council. 



 
3.3 As a “critical friend”, Peter Ralston makes a number of recommendations in respect of 

the management and deployment of resources within the Council’s Health and Safety 
Section and certain practice issues with regard to those issues reivewed and which are 
addressed in Departmental Health and Safety Action Plans (see separate agenda 
item). 

 
4. IMPROVEMENT PLAN 
 
4.1 In order to implement the conclusions and recommendations of the Ralston Review, an 

Improvement Plan has been developed and is attached as Appendix 2.  The 
Improvement Plan outlines the steps that will be taken in order to achieve its 
implementation. 

 
4.2 Already some actions have been taken including changes at Manager level within the 

Health and Safety Section which have seen the previous Health and Safety Manager 
move to a post of Corporate Health and Safety Adviser and the appointment of an 
Interim Health and Safety Manager pending consideration of the wider 
recommendations of the Review.  The Interim Manager has begun to address a 
number of the issues identified in the Review.  Also, steps have been taken to 
complete the centralisation of all health and safety employees in one location, a move 
which will improve the overall management of the Section. 

 
4.3 In the interests of continuity, it is also proposed that Peter Ralston be further engaged 

for a maximum period of 6 months to allow participation in the appointment of the 
permanent Health and Safety Manager, the process for which has commenced, and 
review of the Improvement Plan which in turn will facilitate the production of a progress 
report which will be submitted to Cabinet in 6 months time.   
 

5. POLICY AND LEGAL IMPLICATIONS 
 
5.1 Addressing the issues identified by the Ralston Review will allow the Council to 

continue to meet its statutory obligations to provide a safe and healthy working 
environment for its employees.   

 
5.2 The further appointment of Peter Ralston would constitute a negotiated contractual 

arrangement and accordingly Cabinet approval of the appointment is required in terms 
of Paragraph 20(1) of the Council’s Standing Orders Relating to Contracts. 

 
6. FINANCIAL IMPLICATIONS 
 
6.1 Any financial implications arising from the implementation of the recommendations 

contained in the Ralston Review will require to be considered in the context of the 
overall budgetary process. 

 
6.2 In relation to the further appointment of Peter Ralston it is estimated that the total 

overall expenditure incurred will not exceed £20,000 which expenditure can be met 
from existing budgetary resources. 

 
 
 



7. CORPORATE MANAGEMENT TEAM 
 
7.1 The Corporate Management Team at their meeting on 23 November 2009 considered 

and approved the content of the Ralston Review and the Improvement Plan.  
 
8. RECOMMENDATIONS 
 
8.1 Cabinet is recommended to:- 
 

i. note the conclusions of and agree to the recommendations of the Ralston 
Review; 

 
ii. approve the Improvement Plan proposed to address the recommendations of 

the Ralston Review; 
 
iii. note the action which has been taken so far to implement the Improvement 

Plan; 
 
iv. approve the negotiated appointment of Peter Ralston for a maximum period of 6 

months in terms of Paragraph 20(1) of the Council’s Standing Orders Relating to 
Contracts as described in paragraph 4.3 of the report; 

 
v. agree that a progress report as outlined in paragraph 4.3 above be submitted to 

Cabinet in six months; and  
 

vi. to otherwise note the report. 
 
 
 
Elizabeth Morton 
Depute Chief Executive/Executive Director of Corporate Support 
25 November 2009 
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EAST AYRSHIRE COUNCIL 
                

HEALTH AND SAFETY IMPROVEMENT PLAN 
APPENDIX 2 

 
The improvement plan reflects recommendations made by Peter Ralston in his report on the Council’s Health and Safety arrangements.  
It is set in two parts.  The first addresses issues raised as part of the compliance audit part of the review and the second the critical friend 
assessment of the Health and Safety Section. 
 
 
SECTION 1 – COMPLIANCE REVIEW 
 
 

No Recommendation/Action Lead Officer Priority – 
Timescale 
(A= Highest – D = 
Lowest) 

Progress / Target date 

1. Safety Training for Staff 
1.1 Training needs analysis to be 

undertaken to identify 
mandatory and 
recommended training 
criteria. Priority should be 
given to departmental needs 
on a risk based scale with the 
high risk areas and tasks 
being completed first. 
 

Corporate Safety 
Advisors in 
conjunction with 
Departmental 
Learning & 
Development 
Officers 

A 
 
 

This has been completed for Educational and 
Social Services (ESS) and is being used within that 
Service.  Corporate Safety Advisors are working 
with all other departments to achieve completion of 
training needs analyses within those Departments. 
 
Completion - end February 2010 

1.2 A standard training matrix 
should be designed for 
deployment across the 
Council. It should be easy to 
use and should include both 
mandatory and 
recommended criteria per job 
grade. Standard colour 
coding should be introduced. 

Corporate Safety 
Advisors in 
conjunction with 
Departmental 
Learning & 
Development 
Officers 

B 
 
 

This has been completed for ESS and is being 
used within that Service.  Corporate Safety 
Advisors are working with all other departments to 
achieve adoption of the matrix within those 
Departments. 
 
Completion - end February 2010 
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No Recommendation/Action Lead Officer Priority – 
Timescale 
(A= Highest – D = 
Lowest) 

Progress / Target date 

1.3 Instigate a training course 
development programme and 
develop a H&S training 
provision within the H&S 
Section. This should include 
co-option of ad-hoc personnel 
as discussed above and 
identification of assets. 

H&S Advisors B This has been developed and is in use within 
Building and Works where the Trade Unions are 
assisting by providing Construction Skills 
Certification Scheme (CSCS Card) training for 
operators / tradesmen. This scheme is a 
Construction Industry Standard. 
 
Work will continue within the Health and Safety 
Section to utilise the same approach in other 
Departments. 
 
Completion -  end April 2010 
 

1.4 
 
 
 
 

Criteria for the design of 
courses should be 
developed. 

H&S Advisors B Develop as Work Instructions under ISO 
9001:2008. 
 
Achieved - this has been completed and will be 
used in the development of future training. 

1.5 Milestones and project 
markers should be 
established to ensure 
delivery. 

H&S Advisors B Achieved - as per 1.4 above. 

1.6 Delivery of the training needs 
programme should be a KPI 
measurable for the H&S 
Section & operational 
management. 

H&S Manager C KPIs are currently being developed and will be tied 
in with Service and Corporate requirements. 
 
Completion - end February 2010 
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No Recommendation/Action Lead Officer Priority – 
Timescale 
(A= Highest – D = 
Lowest) 

Progress / Target date 

1.7 A monitoring system to 
ensure quality & suitability of 
courses and trainers should 
be developed. 

H&S Advisors C Current arrangements are in place and these will 
be augmented in consultation with the 
Organisational Development Manager. 
 
Completion – end January 2010 
 

1.8 Random and periodic audits 
of courses and feedback 
should be implemented. 

H&S Manager D Current arrangements are in place and these will 
be augmented in consultation with the 
Organisational Development Manager. 
 
Completion – end January 2010 
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No Recommendation/Action Lead Officer Priority – 

Timescale 
(A= Highest – D = 
Lowest) 

Progress / Target date 

2. Incident Investigation and Procedure 
2.1 H&S Manager to develop a 

SMART system to monitor 
actions to be taken after the 
conclusion of incident 
investigations.  Intermediate 
Containment Measures 
(ICMs) and Permanent 
Corrective Measures (PCMs) 
should be included within the 
system. 

H&S Manager A Work in respect of these matters is in progress. 
 
Completion -  end January 2010 

2.2 H&S Manager to develop a 
monthly report for circulation 
to senior management that 
would include outstanding 
actions and progress against 
SMART targets. 

H&S Manager B A reporting system is being developed. 
 
Completion – end January 2010 

2.3 H&S Section to incorporate 
SMART system into H&S 
Section periodic audit cycle. 

H&S Manager C The current Audit Plan which is in place will be 
amended to include SMART measures. 
 
Completion – end January 2010 
 

2.4 H&S Manager to develop a 
system for internal monitoring 
of allocation of H&S 
personnel to assist 
departments for use-
monitoring & statistical 
collection purposes. 

H&S Manager C Achieved - H&S Section are now using a joint 
electronic diary giving clear visibility of activities 
which assists in the effective management and 
deployment of staffing resources. 
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No Recommendation/Action Lead Officer Priority – 
Timescale 
(A= Highest – D = 
Lowest) 

Progress / Target date 

2.5 Senior management to 
consider implementing the 
meeting of SMART targets as 
a departmental measurable. 

Executive Directors C Discussions to be held with Executive Directors to 
ensure that proposals meet their requirements. 
 
Completion – end March 2010 
 

2.6 H&S Section to develop a 
simple help/guidance sheet 
on what services and value 
the H&S Section can provide 
to assist operational 
management complete 
SMART actions. 

H&S Manager D Completion – end March 2010 

2.7 Sectional KPI’s should be 
agreed and should be 
reported through the 
Council’s Electronic 
Performance Management 
System.   

H&S Manager D Completion – end March 2010 

3. Working at Heights 
3.1 Random inspections by 

management and H&S 
Section to continue to be 
undertaken. 

H&S Coordinators A Achieved - inspections by Senior Management are 
taking place on a monthly basis and by Health and 
Safety Section daily. 

3.2 Development of an indicator 
for Working at Heights to be 
undertaken by the H&S 
Manager. 

H&S Manager B Achieved - a check list has been produced to 
assist which will allow anyone auditing Working at 
Height to complete it.  This then ascertains if the 
work is being carried out safely.  

3.3 H&S Section to develop a 
communications campaign to 
ensure ongoing compliance. 
 

H&S Manager D Completion – end March 2010 
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No Recommendation/Action Lead Officer Priority – 
Timescale 
(A= Highest – D = 
Lowest) 

Progress / Target date 

4. Occupational Stress 
4.1 Consideration to be given to 

the H&S Section developing 
a Stress working committee 
to help investigate current or 
potential stress issues within 
EAC and to advise and 
promote general solutions. 

Depute Chief 
Executive/Executive 
Director of Corporate 
Support 
H&S Manager 

C Draft Master Safety File Standard on Stress has 
been developed and is undergoing final revisions 
prior to roll out across the Council. 
 
Completion - Mid December 2009 
 
Refer also to 4.2 below. 

4.2 Corporate Absence 
Monitoring Group to continue 
examining absences. 

Depute Chief 
Executive/Executive 
Director of Corporate 
Support 
 

C Achieved - this group meets on a monthly basis 
and Stress is a standing Agenda item, with reports 
to Corporate Management Team. 

5. Control of Contractors 
5.1 The H&S Section to develop 

a system for contractor 
management, including; 
official forms; permitary 
requirements as needed; 
audit actions for deviation 
including tolerance levels and 
process flow for issuing of 
enforcement actions. 

H&S Manager A (a) Meetings have been arranged with key 
stakeholders. H&S Manager is developing a 
system which will be submitted to the 
Corporate Management Team for 
consideration. 

 
Completion – end January 2010 
 
(b) A report will be submitted to Cabinet in 

January proposing the use of The 
Contractors Health and Safety Assessment 
Scheme (CHAS) as a first stage contractor 
competency selector. 
 

Completion – Implementation, if approved by 
Cabinet in February 2010, August/September 2010 
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No Recommendation/Action Lead Officer Priority – 
Timescale 
(A= Highest – D = 
Lowest) 

Progress / Target date 

5.2 An inclusion of Control of 
Contractors system in the 
Master Safety File (MSF). 

H&S Manager A When system is approved it will be included in 
MSF. 
 
Completion – end February 2010 (refer to item 
5.1(a)) 

5.3 Operational management to 
submit planned contractor 
work to the H&S Section 
weekly. Arrangements should 
be made to include 
notification for emergency 
works. 

Executive Directors 
H&S Manager 

A Current arrangements are in place and this will be 
augmented by the provision of a shared data base. 
 
Completion – end January 2010 

5.4 H&S Manager to ensure Co-
ordinators to have assigned a 
fixed percentage of contractor 
inspections as part of their 
weekly works schedule. H&S 
Advisors to administer the 
system on a weekly basis. 

H&S Manager A Current arrangements are being reviewed and 
refined with a view to full implementation. 
 
Completion – end December 2009 

5.5 Executive to consider 
introduction of an 
‘improvement notice’ system, 
applicable to contractors and 
Council departments to 
ensure compliance and 
continual improvement. 

H&S Manager B Completion – end March 2010 

5.6 H&S Manager to devise an 
internal H&S Section system 
& guidelines for the issuing of 
enhanced enforcement 
actions. 

H&S Manager B Refer to Item 5.1 
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No Recommendation/Action Lead Officer Priority – 
Timescale 
(A= Highest – D = 
Lowest) 

Progress / Target date 

5.7 H&S Manager to devise 
measurables for contractor 
compliance, coordinator 
inspections and issuing of 
enforcement notices. 

H&S Manager B Refer to Item 5.1 

5.8 The H&S Section to develop 
a training programme for 
those sanctioning contractor 
work, with emphasis on H&S 
methodology, policy, risk 
assessment & method 
statement assessment. This 
should include a thorough 
comprehension assessment 
at course end. 

H&S Advisors 
H&S Manager 
Appropriate 
Departmental Senior 
Management 

B Partly Achieved - H&S Advisors have reviewed 
the certificated courses available and have made 
recommendations on the most suitable course for 
this group of employees. 
 
Health and Safety Manager to ask appropriate 
Departmental Senior Management to consider 
training proposal. 
 
Completion – end December 2009 

5.9 Process maps to be devised 
for choosing, maintaining and 
dismissing contractors. 

H&S Manager C Refer to Item 5.1 

6. Vehicle Control & Movement 
6.1 The Council should review 

the provision of in house 
driver training to identify any 
gaps and implement 
appropriate actions to 
address those gaps.   

H&S Advisors along 
with relevant Service 
managers 

C Discussions to be held with the Transport Manager. 
 
Completion – end February 2010 
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No Recommendation/Action Lead Officer Priority – 
Timescale 
(A= Highest – D = 
Lowest) 

Progress / Target date 

6.2 Consideration to be given to 
identifying workers who drive 
in excess of 2-3 hours per 
day. Employees identified 
should keep a driving hours 
log for inspection by the H&S 
Section. 

All Employees 
H&S Coordinators 

D Achieved - vehicle logs are currently in use and 
are being audited. 
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SECTION 2 – CRITICAL FRIEND ANALYSIS 
 
 

No Recommendation/Action Lead Officer Priority – 
Timescale 
(A= Highest – D = 
Lowest) 

Progress / Target date 

1. Senior Management Information 
1.1 Safety Manager to establish a 

set of measurable 
achievements and outcomes 
for all departments. 

H&S Manager A Current statistical provision is being reviewed with 
a view to refining data collection, collation and 
analysis. 
 
Completion – end March 2010 

1.2 In conjunction with 1.1 above, 
H&S measurables should 
contain both proactive and 
reactive indicators to develop 
an holistic view of Council 
H&S performance. 

H&S Manager A This will be completed in conjunction with 1.1. 
 
Completion – end March 2010 

1.3 H&S Section to develop user 
friendly visual indicators for 
1.2 above, suitable for 
interpretation by non-H&S 
professionals. 

H&S Manager B Completion – end June 2010 

1.4 Some thought should be 
given to developing a cost 
analysis system for incidents 
and near-misses across the 
Council. 
 
 
 
 
 
 

H&S Manager C A report on this matter will be submitted to the 
second quarterly meeting of the Chief Executive’s 
Health and Safety Strategy Group. 
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No Recommendation/Action Lead Officer Priority – 
Timescale 
(A= Highest – D = 
Lowest) 

Progress / Target date 

2. Development of Standard Operating Procedures 
2.1 H&S Section should 

undertake a programme to 
help Operational 
Management develop 
Standard Operating 
Procedures, where 
necessary. 

H&S Manager 
H&S Advisors 

A Risk Assessment Protocol Cards (RAP), which are 
a variation of the Standard Operating Procedure, 
have been produced and issued to all employees 
within Building & Works. These will also be 
installed on the Personal Digital Assistants (PDA) 
used by operators in B&W by end December 2009 
This methodology will be rolled out across all  
departments that require them. 
 
Completion – end March 2010 

3. Point of Work Risk Assessments 
3.1 H&S Section should 

undertake a programme to 
help Operational 
Management develop Point 
of Work Risk Assessments 
where necessary. 

H&S Manager B Where there is no Standard Operating Procedure a 
Point of Work Risk Assessment will be developed 
this can be accessed through an employee’s 
supervisor, these will also be installed on the 
PDA.s used in B&W. 
 
Training to undertake Point Of Work Risk 
Assessments will be provided through the 
arrangements outlined in Section 1.1 above. 
 
Completion – end March 2010 

4. General Recommendations – Health & Safety Section 
4.1 Team Building    
4.1.1 Placement of H& S team in 

one area. 
Depute Chief 
Executive/Executive 
Director of Corporate 
Support 

A Achieved –all Health and Safety team members 
are located in Holmquarry House. 
 

4.1.2 Weekly H&S meeting with full 
team to be scheduled. 

H&S Manager A Achieved 
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No Recommendation/Action Lead Officer Priority – 
Timescale 
(A= Highest – D = 
Lowest) 

Progress / Target date 

4.1.3 Weekly operational meeting 
with H&S Advisors to be 
scheduled. 

H&S Manager A Achieved  

4.1.4 Team building exercise 
including role clarification to 
be carried out. 

H&S Manager 
OD Manager 

A Health and Safety Manager and Organisational 
Development Manager will develop proposals and 
organise appropriate events. 
 
Completion – end March 2010 

4.2 Job Rotation    
4.2.1 Health & Safety Section team 

members, in particular the 
Co-ordinators, should be 
rotated into various areas of 
the Council on a 2-3 yearly 
basis. 

H&S Manager in 
conjunction with 
Departmental 
Learning & 
Development Officer 

C Partly achieved - this has started with the rotation 
of 2 health and safety co-ordinators.  Further 
rotation of team members will be carried out during 
2010/2011. 

4.3 Health & Safety Advisors    
4.3.1 Advisors to develop a system 

for presenting to H&S 
Manager project milestones, 
resource expectations and 
timescales. 

H&S Advisors B Health and Safety Advisors to present Health and 
Safety Manager with proposals. 
 
Completion – end March 2010 

4.3.2 Advisors to begin to duplicate 
functions across all areas of 
responsibility. 

H&S Manager B This will be addressed through the review of job 
descriptions. 
 
Completion – end January 2010 

4.4 Health & Safety Co-
ordinators 
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No Recommendation/Action Lead Officer Priority – 
Timescale 
(A= Highest – D = 
Lowest) 

Progress / Target date 

4.4.1 Co-ordinators to be 
developed into a more ‘front-
line’ position. 

H&S Manager B The role of the Health and Safety Co-ordinator will 
be enhanced through the review of the job 
description and revised additional arrangements. 
 
Completion – end February 2010 

4.4.2 Development of Co-ordinator 
responsibilities and KPI’s to 
be undertaken by H&S 
Manager and Advisors. 

H&S Manager B See 4.4.1 in respect of Co-ordinator 
responsibilities. 
 
Completion – end February 2010 

4.4.3 Consideration to be given to 
expanded Co-ordinator 
powers of enforcement and 
audit. 

H&S Manager B This will be covered in the review of job 
descriptions along with the consideration of the 
introduction of an improvement notice system as 
outlined in recommendation Section 1, 5.5. 
 
Completion – end February 2010 

4.4.4 Specialised Co-ordinator 
roles to be absorbed by 
Advisor to free up personnel 

H&S Manager B This will be addressed in the review of the Co-
ordinator and Advisors job descriptions and the 
review of administrative support within the section. 
 
Completion – end February 2010 

5. Further Recommendations 
5.1 Strategic management 

responsibility for delivering on 
Compliance Review and 
Critical Friend analysis along 
with the Improvement Plan be 
allocated to the Depute Chief 
Executive/Executive Director 
of Corporate Support for an 
interim period of 6 – 12 
months. 

Depute Chief 
Executive/Executive 
Director of Corporate 
Support 

A This recommendation will be implemented 
following the meeting of Cabinet on 2 December 
2009, if approved. 
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No Recommendation/Action Lead Officer Priority – 
Timescale 
(A= Highest – D = 
Lowest) 

Progress / Target date 

5.2 The Chief Executive should 
introduce a specific award for 
health and safety 
achievement within the 
Council. 

H&S Manager B A report containing proposals for the recognition of 
health and safety achievement will be submitted to 
the first quarter meeting of the Chief Executive’s 
Health and Safety Strategy Group. 

5.3 
(a) 

Consideration should be 
given to the appointment of 
two additional Health and 
Safety Coordinators to 
ensure the workload of the 
section is achieved and that 
service to the Council is 
delivered at a premier level. 

Depute Chief 
Executive/Executive 
Director of Corporate 
Support 

- This will be reviewed after completion of the Health 
and Safety Improvement Plan. 

5.3 
(b) 

Consideration should be 
given to reviewing 
administrative provision 
within the H&S Section. 

Depute Chief 
Executive/Executive 
Director of Corporate 
Support 

- This will be reviewed by end January 2010. 

 
 
25 November 2009 


