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PILOT PROJECT OVERVIEW
Upon the request of the Ontario Mining Association (OMA), and with the support of the Institute for
Work and Health (IWH), Workplace Safety North (WSN) developed and piloted the Internal
Responsibility System Climate Assessment and Audit Tool (IRS CAAT) at six (6) mine sites located
throughout northern Ontario. The six pilots took place between September 21st 2015 and August 31st
2017 and were led and subsidised by Workplace Safety North.
The intent of the IRS CAAT pilot project was to:
1) Determine the maturity of the Internal Responsibility System (and state of Health and Safety
Ecosystem) at the pilot sites through the use of a climate assessment and system audit,
2) Provide insight into the operations strengths while also identifying opportunities for
improvement,
3) Determine if the IRS CAAT tool provides accurate insight around a firms IRS maturity and
determine if the tool is predictive,
4) Develop a tool that thoroughly examines the maturity of an operations IRS where the
information provides an accurate assessment and the firm can act on the information; an
opportunity for true prevention.

The IRS CAAT

With the support of the Ontario Mining Association and assistance from the Institute for Work and
Health, Workplace Safety North has developed a tool that assesses the maturity of the two main
components of an organizations Health and Safety Ecosystem:
1) Culture (attitudes, beliefs and perceptions which are measured through the use of a
climate assessment) and
2) Management Systems (expectations, consistency, rules, policies and procedures
which is measured through a management system audit framework).
The IRS CAAT approach allows us to conduct a 360 degree measurement of the maturity of the factors
influencing the maturity of a firm’s Internal Responsibility System. The pilot led to the development of
version 1 and version 2 of the IRS CAAT. Version 1 was carried out in September 2015 at pilot site 1 and
learnings from the process were utilized to make adjustments to the tool for the remaining pilots (Pilots
2, 3, 4, 5 and 6). For this reason (and timelines), the results of pilot 1 are not a part of this report as the
tools used were not the same.
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Pilot Oversight and Involvement
The progress of the pilots and development of the climate assessment questionnaire (APPENDIX 1) was
done in conjunction with a subcommittee representing the OMA made up of representation from labour
(Ryan St. George, USW) and Management (John LeClair, DMC Mining) and moderated by Fergus Kerr
(independent/neutral party).
Cam Mustard (President and Senior Scientist) and Morgan Lay (Research Associate and Project
Coordinator) were the two main stakeholders involved from the Institute for Work and Health, while
Mike Parent (Director of Mining) and Cindy Schiewek (Culture, Learning and Development and Audit
Specialist) led the involvement on behalf of Workplace Safety North.

Pilot Timelines
Site

Start Date (on site)

Number of Climate Assessment
Participants (approximate % of

Report Date

total population)

Pilot 1
Pilot 2
Pilot 3
Pilot 4
Pilot 5
Pilot 6*

st

September 21 , 2015
January 11th, 2016
May 2nd, 2016
June 13th, 2016
November 14th, 2016
May 8th, 2017

124 (16%)
295 (55%)
546 (53%)
456 (53%)
624 (72%)
300 (86%)

October 23rd, 2015
February 12th, 2016
May 26th, 2016
July 22nd, 2016
December 9th, 2016
July 12th, 2017

*the onsite dates for pilot 6 was originally scheduled for December 2016 but were moved back significantly in order to
accommodate the operation’s needs. There was also an extension required for the supply of audit documentation, hence the
discrepancy in the timeframe between the start of the process and the submission of the report to the operation.

Pilot Process
When carrying out an IRS CAAT, the process was as follows:
Pre site Preparation:
 Agreement of on-site dates between WSN and operation
 Letter of agreement between operation and WSN to ensure some degree of commitment to the
process (to be signed by the operations most senior person, adjustments were made to include
the signature of a worker JHSC member and the a labour representative). See Appendix 3 for
more information.
 Determination of the population on site to calculate minimal sample size to ensure confidence
in the climate asse4ssment response rates (WSN baseline goal for climate assessment)
 Initial document request for the audit portion was made prior to arriving on site
On-Site:
 WSN had two teams: a team of climate assessors to carry out the perception surveys and system
auditor(s) to carry out the audit portion of CAAT
 A kick off meeting with senior management, the JHSC and labour representatives took place on
day one in the interest of transparency and communication
 The climate assessment team would survey participants using the climate assessment
questionnaire developed with representation from labour and management in one on one
interviews, focus groups and distribution (under supervision of WSN) formats. These surveys
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were gathered by WSN with the exception of a portion from pilot 4 and 5 where the client
administered a small sample. These samples were analyzed separately for discrepancies or
evidence of influence or bias; no significant difference was observed.
The system audit was carried out through document and record requests, observation and
interviews
At the end of the last day on site a wrap up meeting (with the kick off meeting group) took place
to wrap up the onsite portion (no results were presented here).

Post On-Site:
 If documentation was outstanding form the on-site portion, this was provided by the
established deadline
 Analysis of climate assessment results
 Audit score compilation
 Final report creation demonstrating culture and system scores, high level recommendations
 2 weeks+ after report submission, on site delivery of results took place with target audience,
and next steps determination
 Training provided to IRS Task force and strategy development (ownership now belongs to the
operation at this point as this was out of WSNs scope during the pilot process).
 Follow up took place where operations chose to do so.

Section 1: Climate Assessment
Methodology
The perception survey tool (see Appendix 1) contained six core demographic questions and 46
perception questions. Each one of the perception questions contribute to one of ten (10) dimensions. By
measuring the dimensions and comparing to some of the demographic breakdowns, WSN was able to
gain insight based on various factors.
The surveys were administered by WSN staff in one-on-one interviews, hand out and focus group
formats. Participants were selected randomly and asked to engage in the process with the intent of
speaking to as many people as possible. Responses to the 46 questions were recorded by WSN staff
(interview) or participant (focus groups/client administered hand out) based on a 6-point Likert scale
from strongly agree (6) to strongly disagree (1). The answers to the questions generate the results for
the following dimensions (see Appendix 2 for more information):
Dimension
1

Leadership Commitment and Visibility

6

Mutual Trust

2

Involvement and Empowerment

7

JHSC Support

3

Communication

8

Training and Competency

4

Risk Appreciation

9

Safety as a Value

5

Responsiveness and Resources

10

Rules and Systems
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Analysis
Aggregate Score
Each pilot site was provided a report summarizing the scores achieved in the climate assessment portion
of IRS CAAT. The aggregate scores for each dimension were calculated and the operation was informed
of the range from the lowest scoring dimension to the highest and a summary of their results was
provided in radar graph form (see sample below).

Demographic Filters
The climate assessment questionnaire contained demographic information that was used to drill down
the data. The information could be presented and analyzed based on the respondents
1) ROLE
a. worker, contractor, JHSC member, Senior Management and supervisor
2) AGE
a. 25 years of age or younger
b. 26 to 34
c. 35 to 44
d. 45 to 54
e. 55+
3) Years of Service (time worked at the operation)
a. Less than 1
b. 1-5 years
c. 6 to 14 years
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d. 15 to 24 years
e. 25 years +
4) If they perform work Underground (although it was agreed that culture is reflective site
wide)
a. Yes
b. No
5) Primary language (communication and understanding)
a. English
b. Other
6) If they had ever been impacted by a workplace injury (individuals impacted first or second
hand are usually more critical of health and safety and understand its importance
suggesting less effort is required to get them to understand the reason behind rules,
policies, etc.)
a. Yes
b. No
Below is a sample of how the demographic of role would be applied to the results. We were able to
provide various perspectives to the operation and this particular demographic helped pin point where
attention may be required and relative to what group. An analysis of context and potential reasons why
the results were what they were was also provided (based on feedback from respondents). WSN also
presented the top three areas of strength (based on highest scoring dimensions) and the top three
opportunities for improvement (based on the lowest scoring dimensions).
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Section 2: Audit Findings
Pilot sites provided 90 to over 500 documents (depending on the operation) for the audit portion of the
project. The audit was carried out over a seven to twenty-nine (29) business day period (depending on
the site): typically 4 days on site and the rest off-site as documentation was provided. It must be noted
that the audit portion of the CAAT is not a compliance-based audit founded in legislative requirements;
it is a maturity audit founded in maturity relating to best practices.
The detailed findings of the Occupational Health and Safety Management System audit were provided to
each pilot site. The findings section of each system element was prioritized for each pilot site in
accordance with the coding table provided.

Priority

Detail


Immediate Focus
(High level priority)




Secondary Focus
(Medium level
priority)




Monitor
(Low level priority)



There is a substantial opportunity for improvement in this area. These items present the
largest gaps and the most potential for impact of actions and changes.
Score of 49.99% or less
There is an opportunity for improvement in this area; some evidence exists at an
acceptable level but improvements should still be considered (continuous improvement)
with the goal of developing consistency.
Score of 50 to 74.99%
Slight gaps may exist but there are few opportunities for improvement in this area. There
is sufficient evidence to demonstrate this best practice exists at this operation;
maintenance should be the minimal focus.
Score of 75 to 100%

Points were awarded based on the evidence provided at the time of the audit (or during the audit
window) in the form of documentation, record, observation or interview (see sample results table
below):

Achieved
Points

Potential
Points

2: Objectives and Management Review

117
93

250
120

46.80%
77.50%

3: Implementation, Operation and Resources

145

160

90.63%

4: Training, Awareness and Competence

52

160

32.50%

5: Roles and Responsibilities

55

80

68.75%

6: Communication

82

120

68.33%

7: Employee Participation and Consultation

37

100

37.00%

8: JHSC/Rep Participation and Consultation

55

100

55.00%

9: Documentation

41

80

51.25%

10A: Operational Controls

68

130

52.31%

10B: Accidents, Incidents and Preventative Actions

111

170

65.29%

856

1470

Section/Element
1: Planning for Hazard Identification, Risk Assessment and Control

TOTAL

SCORE

58.23%
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The audit criteria were developed in using the OHSAS 18001 and Z1000 standards and best practice
statements developed by the mining review group. Based on the results, WSN suggested the operation
focus on the elements highlighted in red first (scoring below 50%) and then move on to the areas
highlighted in yellow (prioritization). This was done with the exception of element 1: Planning for Hazard
Identification, Assessment and Control: as we moved through the pilot WSN felt it was essential to keep
this element on all prioritized plans due to the nature of the element. Detailed audit findings were
provided for each element and outlined areas of strength and opportunities for improvement.
G IT ALL TOGETHER

IRS Maturity Scoring
Once WSN calculated the results for Section 1: Climate Assessment and Section 2: Audit, these were
combined in an IRS Maturity Model to obtain an IRS Maturity score. Each section has an equal weight
(50/50) in the Maturity Model score, and each measurement from Section 1 and Section 2 contributes
to an element (referred to as maturity factors) in the Maturity Score Card Framework below.
Maturity Model
Identifier

Maturity Factor

Climate Dimension

System Element

A

Change and Risk Management

Risk Appreciation

Planning for Hazard Identification, Risk
Assessment and Control

B

Leadership Commitment and
Vision

Leadership Commitment
and Visibility

Objectives and Management Review

Responsiveness and
Resources

Implementation, Operation and
Resources

Training, Awareness and Competence

C

Implementation and
Responsiveness

D

Training and Awareness

Training and
Competency

E

Accountability and Transparency

Mutual Trust

F

Communication

Communication

G

Participation and Consultation

Involvement and
Empowerment

H

JHSC Support

JHSC Support

JHSC/Rep Participation and Consultation

I

Health and Safety Management
Methods

Rules and Systems

Documentation

J

Priority of Safety and Control
Effectiveness

Roles and Responsibilities

Communication

Employee
Participation and Consultation

Operational Control
Safety as a Value

Accidents, Incidents, and Preventative
Action
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Based on the total score, the operation is placed in one of five levels of maturity below. Push pins
represent where the pilots scored, in order to maintain anonymity only the maturity points are
identified for the 5 pilots:
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Bringing it All Together
The IRS CAAT process also allowed WSN to identify the areas of consistency and misalignment between
an operations culture and systems (aggregate), see sample graph below:

The intent is that the results of the IRS CAAT should be used to assist operations determine the current
state of the IRS and aid them in establishing targeted health and safety priorities and strategies.
Although recommendations are outside of the scope of the IRS CAAT pilot project, potential next steps
and details were proposed for all pilot participants.
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The Institute for Work and Health Findings
The Institute for Work & Health Findings
Following on the report of the Mining Health, Safety and Prevention Review in 2015, staff members of
Workplace Safety North and the Institute for Work & Health (IWH) commenced work to respond to the
review recommendation that the Ontario Mining Association “work with labour representatives to
develop an Internal Responsibility System best practice guideline as an industry benchmark, to be
endorsed by the Ontario Mining Association for implementation by its members.” (Mining Health Safety
and Prevention Review).
As a first step in this work, the project team started with the 56 ‘best practice’ statements developed by
the Internal Responsibility System Working Group of the Mining Review. These best practice statements
were grouped under four headings:
(1) Management practice;
(2) Worker representation and participation;
(3) Clear standards; and
(4) Effective enforcement (not included in the scope of the IRS CAAT Pilot project).
The ‘best practice’ statements were translated into question statements that would draw on the
perspectives of three respondent groups in an underground mining operation (workers, supervisors,
contractors, Joint Health and Safety Committee members and/or representatives and senior
management) to measure their perception of the function of the IRS in their operation.
The questionnaire, consisting of 46 questions tapping into 10 different dimensions, was piloted in five
mining operations, involving the participation of more than 2,100 respondents.
The IWH team conducted analysis of the survey data from the five pilot sites to answer four important
questions.
1. Are the individual questions within each of the 10 dimensions internally consistent?
2. Are there important differences in average IRS perception scores between mining operations?
3. Is there a shorter version of the questionnaire that might be as informative as the 46 item
questionnaire?
4. Are average IRS perception scores within each mining operation correlated with the incidence
rate of work-related injury and illness?
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Are the individual questions within each of the 10 dimensions internally consistent?
Yes, the internal consistency of the question items comprising the 10 WSN dimensions are generally
good, in the range of 0.75 to 0.89.

Are there important differences in average IRS perception scores between mining operations?
Yes, there are important differences in average perception scores between mining operations. The
average IRS perception scores in the Pilot 4 site was consistently 0.3-0.4 standard deviations higher than
the average across all sites. The average IRS perception scores for the Pilot 6 and Pilot 3 sites were
consistently 0.3-0.4 standard deviations lower than the average across all sites. These differences in the
perception of the function of the IRS were statistically significant. The IRS perception survey successfully
measured differences in perceptions across the five pilot site operations. See Figure 1.
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Is there a shorter version of the questionnaire that might be as informative as the 46 item
questionnaire?
Yes. The Institute’s analysis team used a method named ‘factor analysis’ to identify question items that
most naturally grouped together. This method identified two primary factors from among the 46
questions in the pilot questionnaire. One factor, comprising 22 questions, shared a common interest in
perceptions of the management practices in the mining operation related to the IRS. A second factor,
comprising 10 questions, grouped questions that shared an interest in perceptions of the importance of
worker participation in the mining operation’s IRS. These two factors, built from 32 questions, tell the
same story as the portrait built from 46 questions. The Pilot 4 site was well above the average on both
the management practice and the worker participation factors. The Pilot 6 and Pilot 3 sites were below
the average on both the management practice and the worker participation factors. These differences
between the Pilot 4 site, the two sites with average scores (the Pilot 2 site and the Pilot 6 site) and the
two sites with lower IRS scores (the Pilot 6 and Pilot 3 sites) are statistically significant. See Figure 2.
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Are average IRS perception scores for each mining operation correlated with the incidence rate of
work-related injury and illness?
Yes. There is a very strong relationship between the incidence of work-related injury and illness and IRS
perception scores. Mining operations with higher IRS scores have lower frequencies of lost-time and no
lost-time workers’ compensation claims. The incidence rate at Pilot site 3 (4.89 claims per 100 FTE) is
approximately 2 times higher than the incidence rate at Pilot site 4 (2.59 per 100 FTE). See Figure 3 for a
graphic plotting the mining operation IRS factor scores and the mining operation claim incidence rate.

The source of information on work-related injury and illness is based on lost-time and no lost-time
claims registered with the Ontario Workplace Safety & Insurance Board over the period 2013-2015. The
incidence rate per 100 full-time equivalents is computed dividing the claim count by the WSIB-estimated
full-time equivalents.

PILOT PROJECT OVERVIEW
IRS CAAT: INTERNAL RESPONSIBILITY SYSTEM CLIMATE ASSESSMENT AND AUDIT TOOL

Conclusion
The Internal Responsibility System Climate Assessment and Audit Tool pilot has provided
 Various degrees of insight relating to an operations culture and systems and how they relate to
one another,
 A better understanding of the health and safety ecosystem and factors influencing the IRS,
 Identified areas of strength and opportunities for improvement, allowing for targeted
intervention,
 A standard leading indicator measurement tool for the mining sector to use to benchmark and
proactively track health and safety progress over time.
In addition the Institute for work and Health found that:
 The individual questions within each of the 10 dimensions are internally consistent,
 There are important differences in average IRS perception scores between mining operations,
 There is a shorter version of the questionnaire that might be as informative as the 46 item
questionnaire,
 Average IRS perception scores for each mining operation correlated with the incidence rate of
work-related injury and illness, suggesting that the tool is predictive when to come to health and
safety performance.
WSN has taken the lessons learned during the pilot in combination with the findings from the IWH and
have made adjustments to improve the IRS CAAT (tool and process). These improvements include a 30
question climate assessment and modifications to the audit framework and maturity level criteria. The
deliverable is a more concise report and summarized audit findings based on stages of maturity and next
steps. We are confident that these improvements will allow all who use the CAAT to be able to do so
more efficiently while not compromising the degree of insight the CAAT process creates.
On behalf of Workplace Safety North, we thank all pilot sites for participating in the CAAT pilot project
and we thank our partner (the IWH) for all of their expertise, guidance and assistance throughout the
course of the pilot.
Finally, thank you to our clients and the Ontario Mining Association for allowing us to lead the IRS CAAT
pilot and for their foresight, willing participation, support and assistance in providing us with the
information we required to complete the 6 pilots. We look forward to continuing to collaborate with all
stakeholders as we move forward in achieving positive health and safety goals in the mining sector.
Sincerely

Cindy Schiewek, H.B.Comm, CRSP
Culture, Learning/Development & Audit Specialist

Mike Parent, CRSP, CSP
Director, Mining

M 705 918 4074
F 705 472 5800
T 705 670 5707 x358 l 1 888 730 7821
CindySchiewek@workplacesafetynorth.ca

M 705 493 0625
F 705 472 5800
T 705 670 5707 x261 l 1 888 730 7821
MikeParent@workplacesafetynorth.ca

Appendix 1: Climate Assessment Questions
DEMOGRAPHIC QUESTIONS:

The demographic questions that will be collected for the CAAT are:
Dimension
QUESTION
Option 1

Option 2

Option 3

Option 4

Option 5

Worker

Contractor

Supervisor

Senior
Management

JHSC/Rep

Less than 1
year

1 to 5 years

6 to 14 years

15 to 24 years

25+ years

25 years of age
or younger

26 to 34

35 to 44

45 to 54

55 +

Do you perform work underground?

YES

NO

Is English your primary language?

YES

NO

Have you ever been injured in a
workplace incident?

YES

NO

Position/role (determined by
questionnaire/not actual box)
How long have you been working at
this operation?
DEMOGRAPHICS

What is your age?
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Worker/Contractor

Supervisor

Senior Management

JHSC/Rep

I see my supervisor utilizing health
and safety processes and monitoring
conditions

My manager promotes health and
safety processes and monitors
conditions

I monitor health and safety processes
and conditions

I see all levels of leadership
monitor health and safety
processes and conditions

Whenever I raise a safety concern, it is
addressed in a timely manner

Whenever a safety concern is
brought to my attention, it is
addressed in a timely manner

Whenever a safety concern is brought
to my attention, it is addressed in a
timely manner

Whenever a safety concern is
brought to my attention, it is
addressed in a timely manner

Action is taken to address conditions
before incidents happen

Action is taken to address
conditions before incidents
happen

Action is taken to address conditions
before incidents happen

Action is taken to address
conditions before incidents happen

I am encouraged to participate in
improving the mining operation’s
health and safety programs and
procedures

I encourage my reports to
participate in improving the
mining operation’s health and
safety programs and procedures

I seek input from the
JHSC/Supervisors/Workers when
establishing, implementing or
improving our health and safety
program, procedures and worker
training programs

The JHSC is encouraged to
participate in improving the
organization’s health and safety
program, procedures and worker
training programs

When I raise a health or safety
concern to my supervisor, I am
involved in finding an appropriate
solution

When a health or safety concern is
brought to my attention, I ensure
to involve those who identified
the issue in finding an appropriate
solution

When a health or safety concern is
brought to my attention, I ensure to
involve those who identified the issue
in finding an appropriate solution

When a health or safety concern is
raised those who identified the
issue are involved in finding an
appropriate solution

When I raise a health or safety
concern, I am kept up to date on the
status of the hazard and am notified
once it has been controlled

When a health or safety concern is
raised, I keep the reporter of the
hazard up to date on the status of
the hazard and I notify them once

When a health or safety concern is
raised, I keep the reporter of the
hazard up to date on the status of the
hazard and I notify them once it has

When a health or safety concern is
raised, the reporter of the hazard is
kept up to date on the status of the
hazard and is notified once it has
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it has been controlled

been controlled

been controlled

I am consulted when anticipated
changes to facilities, processes,
operations, equipment or staffing
levels to provide feedback about
potential health and safety
implications

Workers and the JHSC are
consulted when anticipated
changes to facilities, processes,
operations, equipment or staffing
levels to provide feedback about
potential health and safety
implications

Workers and the JHSC are consulted
when anticipated changes to facilities,
processes, operations, equipment or
staffing levels to provide feedback
about potential health and safety
implications

The JHSC is consulted when
anticipated changes to facilities,
processes, operations, equipment
or staffing levels to provide
feedback about potential health
and safety implications

I can influence health and safety
performance here

I can influence health and safety
performance here

I am responsible for promoting and
maintaining the health and safety
program to ensure the health and
safety of all staff

I can influence health and safety
performance here

I participate in my own health and
safety as well as involve myself in the
health and safety of others without
fear of reprisals

I participate in my own health and
safety as well as involve myself in
the health and safety of others
without fear of reprisals

We ensure all employees are able to
participate in their own health and
safety as well as involve themselves in
the health and safety of others without
fear of reprisals

All employees participate in their
own health and safety as well as
involve themselves in the health
and safety of others without fear of
reprisals

I am briefed on the status of health
and safety hazards in my work area at
the beginning of every shift

I brief all workers on the status of
health and safety hazards in their
work area at the beginning of
every shift

Supervisors are expected to brief all
workers on the status of health and
safety hazards in their work area at the
beginning of every shift

I am briefed on the status of health
and safety hazards in various work
areas prior to an inspection

I am briefed on the status of health
and safety hazards in my work area
during every shift

I brief all workers on the status of
health and safety hazards in their
work area during every shift

Supervisors are expected to brief all
workers on the status of health and
safety hazards in their work area during
every shift

I am briefed on the status of health
and safety hazards in my work area
during an inspection

I receive an appropriate level of

I receive an appropriate level of

An appropriate level of information is

I receive an appropriate level of
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information regarding matters that
affect my health and safety

information regarding matters
that affect my health and safety

provided to employees/supervisors
regarding matters that affect their
health and safety

information regarding matters that
affect my health and safety

I am kept up to date when there is a
change in working procedures

When there is a change in working
procedures I communicate the
change to workers

Employees are kept up to date when
there is a change in working
procedures

I am kept up to date when there is
a change in working procedures

I am kept up to date when there is a
change in the facilities that can affect
my health or safety

When there is a change in the
facilities that can affect my/my
workers’ health or safety I
communicate it

Employees are kept up to date when
there is a change in the facilities that
can affect their health or safety

I am kept up to date when there is
a change in the facilities that can
affect my health or safety

Change is implemented effectively at
this operation

Change is implemented effectively
at this operation

Change is implemented effectively at
this operation

Change is implemented effectively
at this operation

When I see something unhealthy or
unsafe, I always report it

Workers report all health and
safety hazards

Workers report all health and safety
hazards

Workers report all health and
safety hazards

An appropriate level of information is
communicated regarding the status of
(or change to) the mining operation’s
health and safety control activities,
including actions to address
unresolved health and safety hazards

An appropriate level of
information is communicated
regarding the status of (or change
to) the mining operation’s health
and safety control activities,
including actions to address
unresolved health and safety
hazards

An appropriate level of information is
communicated regarding the status of
(or change to) the mining operation’s
health and safety control activities,
including actions to address unresolved
health and safety hazards

An appropriate level of
information is communicated to
the JHSC regarding the status of (or
change to) the mining operation’s
health and safety control activities,
including actions to address
unresolved health and safety
hazards

I always utilize risk assessment prior
to commencing work

Workers understand the hazards
and risks in the workplace

I assure that all facilities and tasks are
always risk assessed prior to
operationalizing

The JHSC participates in workplace
risk assessments

PILOT PROJECT OVERVIEW
IRS CAAT: INTERNAL RESPONSIBILITY SYSTEM CLIMATE ASSESSMENT AND AUDIT TOOL

It is only a matter of time before I am
involved in a serious incident here

It is only a matter of time before I,
or a member of my crew is
involved in a serious incident

It is only a matter of time before a
serious incident occurs at this
operation

It is only a matter of time before a
serious incident occurs at this
operation

All incidents and unsafe/unhealthy
conditions are investigated

All incidents and unsafe/unhealthy
conditions are investigated

All incidents and unsafe/unhealthy
conditions are investigated

All incidents and unsafe/unhealthy
conditions are investigated

All close calls/near hits are
investigated

All close calls/near hits are
investigated

All close calls/near hits are investigated

All close calls/near hits are
investigated

The resources, equipment and tools I
need to do the job safely are available
to me

The resources, equipment and
tools needed to do the job safely
are available to me and my
workers

The resources, equipment and tools
needed to do the job safely are
available to all

The resources, equipment and
tools needed to do the job safely
are available to all

I have been disciplined and/or treated
differently or negatively for raising a
health and safety issue or concern

I have been disciplined and/or
treated differently or negatively
for raising a health and safety
issue or concern

At this operation, workers have been
disciplined and/or treated differently or
negatively for raising a health and
safety issue or concern

I have been disciplined and/or
treated differently or negatively for
raising a health and safety issue or
concern

I feel my employer respects my right
to raise a health or safety concern
without the fear of reprisal

At this operation, people who
discipline or treat a worker
differently or negatively for raising
a health and safety issue or
concern are held accountable

At this operation, people who discipline
or treat a worker differently or
negatively for raising a health and
safety issue or concern are held
accountable

The employer respects the
workers’ right to raise a health or
safety concern without the fear of
reprisal and conduct a proper
investigation when someone
violates that right

I am confident that I can exercise my
right to refuse unsafe work at this
operation

I am confident that I can exercise
my right to refuse unsafe work or
stop work at this operation and I
investigate work refusal situations

All workers and supervisors are
encouraged to exercise their right to
refuse or stop work should they feel
the need to do so and we investigate

The workplace parties jointly
investigate instances in which
unsafe work has been refused
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work refusal situations
Incident investigations identify root
causes and examine all contributing
factors including systemic ones

Incident investigations identify
root causes and examine all
contributing factors including
systemic ones

Incident investigations identify root
causes and examine all contributing
factors including systemic ones

Incident investigations identify root
causes and examine all contributing
factors including systemic ones

I am provided the opportunity to
communicate with the JHSC on OHS
matters

Independent communication
between workers and the JHSC on
OHS matters is supported here

Independent communication between
workers and the JHSC on OHS matters
is supported here

Independent communication
between workers and the JHSC on
OHS matters is supported here

In the event that my
supervisor/manager cannot alleviate
the safety concerns that I have, I am
aware that I may report my concerns
to the JHSC

In the event that I cannot alleviate
the safety concerns my workers
may have, I am aware that they
may report their concerns to the
JHSC

In the event that I cannot alleviate the
safety concerns my workers may have, I
am aware that they may report their
concerns to the JHSC

In the event that a
supervisor/manager cannot
alleviate the safety concerns that
their workers may have, the
workers are aware that they may
report their concerns to the JHSC

I support and promote the JHSC

I support and promote the JHSC

I support and promote the JHSC

I support and promote the JHSC

I see members of the JHSC/Worker
Reps perform inspections and/or
investigations

Members of the JHSC/Worker
Reps perform inspections and/or
investigations

JHSC members and/or Worker Reps are
involved in inspections and
investigations conducted in the mine

The JHSC members are involved in
workplace inspections and
investigations

My employer has provided me with
the knowledge regarding my rights
and responsibilities under the
Occupational Health and Safety Act
(OHSA)

My employer has provided me
with the knowledge regarding my
rights and responsibilities under
the Occupational Health and
Safety Act (OHSA)

I have been provided with knowledge
regarding my rights and responsibilities
under the Occupational Health and
Safety Act (OHSA)

As a JHSC member, my employer
has provided me with the
knowledge regarding my rights and
responsibilities under the
Occupational Health and Safety Act
(OHSA)

I have been trained and understand

I have been trained and

We ensure all workplace parties have

I have been trained and understand
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my role in the work refusal process

understand my role in the work
refusal process

been trained and understand their role
in the work refusal process

my role in the work refusal process

I am aware that I have the right to
know what I’m working with, how it
can harm me and how to protect
myself

I am aware that I have the right to
know what I’m working with, how
it can harm me and how to
protect myself

We make workers aware that they
have the right to know what they’re
working with, how it can harm them
and how to protect themselves

I am aware that I have the right to
know what I’m working with, how
it can harm me and how to protect
myself

I am aware that I have the right to
raise concerns to my supervisor,
manager or JHSC

I am aware that I have the right to
raise concerns to my supervisor,
manager or JHSC

We make workers aware that they
have the right to raise concerns to their
supervisor, manager or the JHSC

I am aware that I have the right to
raise concerns to my supervisor,
manager or JHSC

I have the proper knowledge and skills
to do my job safely

I have the proper knowledge and
skills to do my job safely

I have the proper knowledge and skills
to do my job safely

I have the proper knowledge and
skills to do my job safely

The training I receive is appropriate
for my job

The training I receive is
appropriate for my role

The training I receive is appropriate for
my role

The training I receive is appropriate
for my role

When I see something unsafe, I am
expected to report it

When workers see something
unsafe, they are expected to
report it

When workers see something unsafe,
they are expected to report it

When workers see something
unsafe, they are expected to report
it

Health and safety is a value for the
senior management of this mining
operation

Health and safety is a value for the
senior management of this mining
operation

Health and safety is a value for the
senior management of this mining
operation

Health and safety is a value for the
senior management of this mining
operation

I actively participate in health and
safety meetings

I actively participate in health and
safety meetings

I actively participate in health and
safety meetings

I actively participate in health and
safety meetings

My co-workers look out for my health
and safety, and I look out for theirs

I see co-workers looking out for
one another’s health and safety

I see co-workers looking out for one
another’s health and safety

I see co-workers looking out for
one another’s health and safety
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Safety is the first priority in my mind
when completing a job

I communicate to workers and
demonstrate through my actions
that Safety is the first priority
when completing a job

I communicate to
Supervisors/organization and
demonstrate through my actions that
Safety is the first priority in my mind
when completing a job

I communicate to the organization
and demonstrate through my
actions that Safety is the first
priority in my mind when
completing a job

It is personally important to me that
my workplace is a safe one

It is personally important to me
that my workplace is a safe one

It is personally important to me that my
workplace is a safe one

It is personally important to me
that my workplace is a safe one

I always follow safety rules and
procedures

I always follow safety rules and
procedures

I always follow safety rules and
procedures

I always follow safety rules and
procedures

Employees at this operation always
follow safety rules and procedures

Employees at this operation
always follow safety rules and
procedures

Employees at this operation always
follow safety rules and procedures

Employees at this operation always
follow safety rules and procedures

Consequences for not following the
rules are consistently applied to all

Consequences for not following
the rules are consistently applied
to all

Consequences for not following the
rules are consistently applied to all

Consequences for not following the
rules are consistently applied to all

I am held accountable for working
safely

I am held accountable for working
safely

Everyone is held accountable for
working safely

I am held accountable for working
safely

Appendix 2: Climate Assessment Dimensions and Details

1

2

Dimension

What is Being Measured

Leadership Commitment
and Visibility

Leadership is perceived as being committed to the protection of the health
and safety of all people when it comes to the activities the organization
carries out. This commitment is visible, genuine and consistent.

Involvement and
Empowerment

3

Communication

4

Risk Appreciation

5

Responsiveness and
Resources

6

Mutual Trust

7

JHSC Support

Individuals are involved and are empowered to exercise their right to
participate in their health and safety. This participation is encouraged in
the form of involvement in addressing safety concerns, communicating and
participating in/with the JHSC/Rep and knowing that they have the support
of the organization to address and raise safety concerns.
Communications are frequent, effective and honest. A healthy
communication exists throughout the organization in all directions.
Communication channels are established and monitored to ensure that the
clear and consistent flow of information to all parties that require the
information can and does take place.
Individuals understand the risks of their environment and have an
appreciation for the risk management process. They are aware that hazards
exist in their work environment and acknowledge the importance of a
consistent approach to managing these in an effective manner. Hazards are
consistently reported to ensure awareness across all levels and every effort
is taken to ensure the effectiveness of controls has been considered by all
stakeholders.
The organization acts quickly to address health and safety concerns and
provides appropriate levels of resources to ensure the health and safety of
workers (time, resources, education, etc.) and to ensure safety goals can be
met.
All levels within the organization foster an environment of mutual trust and
understanding. The message that safety is important is communicated, and
the actions that support that message are consistent. The environment
ensures anyone can raise a concern and know that it will be addressed
without fear of reprisal. The workers trust that management place their
health and safety interest above all other priorities, and management
trusts that when workers raise a health and safety concern, it is legitimate
and deserves appropriate consideration and action.
The organization acknowledges the importance of the JHSC/Rep. They
support the involvement and actions of the JHSC and sees them as a
partner in improving health and safety. The JHSC is seen as an integral part
in ensuring a properly functioning IRS and they are given the time,
knowledge and resources necessary to carry out their role. Workers are
encouraged to utilize the JHSC as a health and safety resource and
management also seeks the advice and input of the JHSC regarding health
and safety matters. Recommendations put forth by the JHSC are carefully
considered and decisions around the recommendations take place in an
open and respectful manner where all parties are heard and have a chance
to express their viewpoints in a safe environment.
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8

Training and Competency

9

Safety as a Value

10

Rules and Systems

Appropriate training is provided to relevant levels and positions within the
organization. Staff feels they have been provided with the proper knowledge and
possess the ability to perform the responsibilities that have been assigned to them.
Everyone knows what they are required to do and how to do it. Management is
responsible for addressing all health and safety hazards and know what do to in
the instance where they encounter road blocks and need assistance. The
organization provides a clear delegation and accountability for health and safety
issues. The organization has made all levels of workers and management aware of
their duties and responsibilities as they relate to health and safety.

Safety within the organization is seen as not only a priority, but a true core
value. All parties within the organization treat safety concerns and risks
with respect and top priority. It is recognized that protection of people is
not only essential to the organization’s success, but is also the ethical
approach.
Views regarding how work is carried out in line with existing safety rules,
including the applicability of established rules and the degree to which
individuals believe ‘bending’ or ‘not following’ these rules is occurring in
order to get the job done.
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Appendix 3: Letter of Agreement
DATE
NAME
Manager Safety
ABC Inc.
LOCATION Operations
Dear NAME,
On behalf of Workplace Safety North (WSN) I would like to congratulate you on your proactive
approach to health and safety by taking part in the Internal Responsibility System Climate
Assessment and Audit Tool (IRS CAAT) pilot project with respect to the Mining Review.
Through this process, you will be provided with information related to the site perception of the
IRS as well as feedback on how the sites existing tools and processes support a healthy IRS.
These results are specific to your site and its workforce and will help identify gaps and strengths
in the IRS regarding the operations culture and health and safety management system.
Once the initial communication between the client and WSN takes place to arrange site visit
dates and an audit specification document has been provided, the client is asked to sign this
Letter of Agreement (it should be signed by the most senior person on site and the safety
superintendent). As this process is carried out by WSN at no charge for the pilot phase, it is
essential that those who partake in the process agree to the items below:
1. An opening/kick off meeting will take place with site management, the chair and cochair of the JHSC and a union representative (if applicable), to introduce the scope of
the project, process and expectations. In addition, the climate assessment crew may be
present at the pre-shift line ups where appropriate so workers are aware of why they
are there and who they are (to be determined between client and WSN).
2. The client will ensure the Climate Assessment team is accompanied by a guide where
required.
3. The client will provide office space for the systems auditor and a resource to supply
documentation to the auditor.
4. The client will advise WSN of any PPE and provide any orientation training required to
carry out the surveys on site.
5. The client will arrange interviews for the systems auditor as per the specification
document provided to the client by the Lead Auditor (separate documentation).
6. If applicable, the client will be responsible for the on-site printing, distribution and
gathering of the climate assessment surveys and will return these to WSN while
ensuring respondent anonymity (where required to supplement respondent numbers,
WSN will notify the client if this is necessary).
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7. The client will ensure that all employees wishing to complete the surveys will be
provided the time (and normal compensation) to do so.
8. The client will ensure the identities of the respondents are anonymous.
9. The client will ensure that employees will not be treated differently or negatively as a
result of taking part in the assessment process.
10. The client will take part in a presentation by WSN around the results of the climate
assessment and the findings of the audit. The most senior management members and at
least one worker representative of the JHSC or the work rep at the operation will be
present and take part in this meeting.
11. The client will form an IRS Task Force made up of equal parts worker and management
members, including representation from the JHSC or worker rep (JHSC to decide who
the JHSC representative will be). *We strongly encourage the proper champions be
selected for the IRS Task Force*
12. The IRS Task Force will take part in a brainstorming session (separate from item 8 above)
and this group will be responsible for generating solutions to address the identified gaps
and they will create the action plan to move the solutions forward.
13. Management will review the action plan and sign off/ approve it and support it.
14. The IRS Task Force will be the overseeing body that ensures the action plan moves
forward (this does not mean they carry out the work), supported by management.
15. The clients IRS Task Force will meet with WSN to track progress 6 months after the
action plan has been submitted to management (the meeting can be in person or over
the phone). The client may also choose to update WSN on a more frequent basis.
16. A copy of the final results document will be provided by WSN (e-mail) and will be sent
to:
a. The most senior management member on site
b. Designated worker representative of the JHSC (a designated by the JHSC,
contact to be provided by client)
c. Designated union member (if applicable, contact to be provided by client)
17. The client must communicate the results of the IRS CAAT assessment to ensure all
workplace parties are aware of the results (to take place within 4 to 6 weeks of receiving
the results/ report from WSN). The client is encouraged to post a copy of the results
after they have been communicated to all employees.
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Statement of Agreement
In the interest of creating a stronger IRS and improving health and safety outcomes, I support
this initiative and commit to ensuring the items listed above take place.

Signature of most senior person on site
Name:
Title:
Date:

Signature of JHSC Worker Representative
Name:
Date:

Signature of Site Safety Manager
Name:
Date:

Signature of Union Representative
Name:
Date:

I look forward to working with you and your team to ensure every worker gets home safe and
healthy.
Yours truly,

Cindy Schiewek, H.B.Comm, CRSP
Culture & Audit Specialist
1-705-918-4074
cindyschiewek@workplacesafetynorth.ca
CC: Mike Parent, Director Mining
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