CASE STUDIES

ENHANCED RISK ASSESSMENT PROCESS

1. Case metadata
» Country of origin:

Lithuania

»= Year of publication by agency:
2009

# Sector:

C12 - Manufacture of tobacco products

= Keywords:

08801A Risk analysis and management,
11201B Safety and health management
19641D Risk assessment,

24401C Case studies

24361C Good practice

18081D accident prevention

14761E Dangerous substances management
13841E Elimination of hazards

58041C Factories

2. Organis ations involved

Philip Morris Lietuva

3. Description of the case
3.1. Introduction

A properly organised risk assessment process involves a wide range of areas to be assessed:
workplaces, routine and non-routine activities, specific (dangerous) works and work premises.

As a result of an incomplete risk assessment, there is the possibility that the risk reduction measures
are not well-focussed and high risk areas are neglected which in its turn can lead to incompliance
with legislation and higher probability of accidents.

3.2. Aims

The aim of this initiative was to set-up a risk management system in order to reduce occupational
accidents and to monitor risks at all company levels and processes. A special risk assessment
methodology was developed. A special tool, the Risk Assessment Database, was set-up and
supported the process. The database allows uploading photos to support the visualisation of the risks
and to print out risk evaluation_cards_destined to the employees.
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3.3. What was done, and how?

A risk assessment process was set up to at the Klaipeda factory of Philip Morris. The following
questions were considered beforehand:

- how to ensure all needed areas /processes are evaluated;

- how to efficiently collect, keep and withdraw the necessary information;

- how to properly generate and follow up on risk reduction measures;

- how to adapt the risk assessment process to local legal requirements and OHSAS 18001 standard;
- how to ensure that the risk assessment process is efficient and simple.

A special risk assessment methodology was developed including the development of a risk
assessment matrix and Expert team meetings. A special tool, the Risk Assessment Database,
supported the process and makes it more efficient.

The risk assessment process consisted of the 3 main sub-processes:
1. risk identification
2. risk evaluation (measurement)
3. risk reduction (control).

An overview of the activities is depicted in figure 1.

Figure 1. Overview of risk identification, evaluation and reduction
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Risk identification

In the first step, a risk identification was carried out in all workplaces, checking the routine & non
routine (maintenance) activities, specific (dangerous) work and work premises were checked on
existence of risks/hazards.
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Risk evaluation

During the risk evaluation,

a) the identified health risks were checked with the legal norms.

b) the identified safety risks were evaluated, using a special risk evaluation matrix. All risks are
assigned certain probability and severity and as a result each risk has a specific point on the risk
assessment matrix: it can fall into the red, yellow or green zone (see figure 2).

The local legislation requires to classify risks only as acceptable or non acceptable. However, there
are some risks where it is difficult to decide on its’ acceptability. Therefore the company introduced a

yellow zone on risk assessment matrix, where risks are accepted only in case of a permanent control
and monitoring.

Figure 2. Risk Assessment Matrix
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Risk reduction

Risks that are located in red zone on matrix, should be immediately addressed. From matrix
perspective, “red” risks can be reduced either by reducing its’ probability or severity. The main
principle of the risk reduction is a stepwise approach: to “move” red risks to the yellow area and the
yellow risks — to the green area (see figure 3).
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Figure 3. Risk reduction via RA Matrix
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In order to generate risk reduction measures, “Expert team” meetings were organised, where together
with technical experts and management the company discussed and agreed on feasible risk
reduction measures and due dates.

In order to accurately record, retain and withdraw all necessary Risk Assessment information - the e-
Database was developed. It allows separating all data by: different risk areas (equipment, processes,
premises), years, due dates for risk reduction, Risk evaluation or Risk reduction phases.

It also allows to include photos (for better risk description) and to print out Risk evaluation_cards
which can be provided to employees in line with legislation. The Risk Assessment Database was
created by the IT specialists in collaboration with the Health & Safety department (see figure 4). RA
Database functions as an Intranet based tool and is accessible for all related employees. It includes
all main sub-processes of Risk Assessment: Hazard identification & Risk evaluation (Hazard
Catalogues) and Risk reduction (Risk reduction Catalogue).

The database can automatically produce and print out Risk Evaluation Cards (see figure 5), which are
required by local legislation. Moreover, the Risk Assessment Database is used for recording of
information on H&S inspections (H&S Inspection Catalogue).
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Figure 4. Database: risk reduction catalogue
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Figure 5. Database: Risk evaluation card
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All catalogues allow including photos as well as all related information: names of RA participants,
number of employees, working on particular lines, assessment and risk reduction dates, legal norms
and actual measurement results, evaluation criteria: risk probability and severity (colour coded in line
with RA matrix) and overall evaluation of risk acceptability.

3.4. What was achieved?

The described risk management methodology proved to be simple and efficient. It allows to make RA
process systematic and sustainable. In total more than hundred of different risks were identified and
risk reduction measures implemented. Since the Risk Assessment Database was created by
company specialists and the company's hardware could be used the overall cost for setting up the
methodology were not too high - about 65 man days in total were spent (equivalent of EUR +/- 4630
in total)

As a result of continuous and consistent risk assessment process the number of accidents and
incidents were reduced by 30% from 2000 to 2008. There was a decrease in damaged equipment
and the number of lost work days. The risk management methodology also led to a better
collaboration with employees and line management, especially during risk identification and “expert”
group meetings.

3.5. Success factors

= The set-up of risk assessment management system and the execution of the process included
different technical experts as well as line management.

= Through the RA database the different risk areas can be separately monitored and selected. This
allows to make comparisons over the years and the achievements during a certain period of time.

= The system supports the possibility to produce the risk evaluation cards required by local
legislation automatically which facilitates the process and is a time-saver.

= A new category of risks is introduced. Besides the acceptable and non-acceptable risks, the
company also monitors and reduces the controllable risks.

3.6. Further information

Jurij Merenkov

Manager Environment, Health & Safety
Philip Morris Lietuva

Klaipeda, Vilniaus pl. 16

Lithuania

Tel: +370 46 484401

E-mail: Jurij.merenkov@pmintl.com

3.7. Transferability

Due to the simple and clear-cut use, the system is transferable to other companies that wish to
rationalise their risk assessment processes and to monitor their progress on line. The tool might need
some adaptations according to the legislation of the country it will be used in.

4. References, resources:

Information provided by the company in the framework of the Good Practice Award Competition
2008/2009.
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