
BMA Safe: From 42 different tools to 1.  
 
Christian Young 
 
Background: 
Between 2000 and 2003 eight BMA sites independently developed and 
implemented their own site specific pre-task risk management tool (e.g. SAM, 
Take 5). The intent of the tool was to ensure all personnel stopped and 
assessed the risks of any operational task they were about to undertake. 
 
 
In August 2008 it was recognised that BMA had 42 different pre-task risk 
management tools in use across its operations. This situation created a 
multitude of issues (Table 1), particularly for personnel required to work 
across multiple BMA sites.  
 
Table 1: Issues created by the use of different pre-task risk management tools and 
processes across BMA. 

Confusion for personnel working at multiple 
sites. 

Site tools using different risk matrix’s, 
consequence and likelihood definitions. 

Different tools across BMA created 
inefficiencies in training, printing and supply.  

Some tools had evolved into a control audit 
process as opposed to a hazard identification 
and control tool. 

Knowledge gap in objective of tool and its 
role in the risk management process. 

Inconsistent link to risk management 
process. 

Some tools were too complex in relation to 
intent. 

Hazard checklists not aligned with risk profile. 

 
 
Project Initiation: 
To align with the One BMA strategy in September 2008 a project was initiated 
to develop one pre-task risk management tool for all operations.  
 
 
Deliverables: 
In July 2009 a One BMA pre-task risk management tool named BMA Safe 
was implemented across BMA. A One BMA training and assessment package 
for all sites was also delivered. 



The BMA Safe booklet consists of the following items; 
• Hazard prompt list,  
• Hazard checklist,  
• Hazard / Near miss form,  
• Change management form,  
• Risk matrix, 
• Consequence and Likelihood tables,  
• BMA lifesaving rules, 
• Vinyl cover, 
• Booklet as a removable insert, and, 
• The booklet is made from waterproof paper and is pocket sized. 
See appendix 1 for further detail on the above items. 
 
 
For BMA, the BMA Safe booklet contains a number of innovations including; 
• The items in the hazard checklist and associated prompt list are based on 

analysis of injury and significant incident data. 
• There is a clear link to the Job Step Analysis process. 
• There is accountability for the person completing the hazard checklist. 
• The hazard checklist and associated hazard prompt list uses injury 

mechanism language (e.g. “Can I be injured by being caught in, on or 
between anything?”) and is therefore relevant to any BMA work activity. 

• The BMA Safe booklet has become a repository for the majority of the ‘on 
the job’ risk management tools required by BMA personnel during normal 
operations.   

• The tool aligns with its original intent (Identify, Assess and Control 
hazards), as opposed to what it had become; a control audit tool. 

 
 
One BMA: 
Simply defined, One BMA from a HSEC perspective is about standardisation 
of processes across the group. Even though a relatively simple project, BMA 
Safe was the first significant One BMA safety project.  
 
 
To ensure alignment to this strategy the project team were directed by a 
number of One BMA guiding principles which are outlined below; 
• We will always remember the end user;  
• We will work on a One BMA solution. 
• We will not be looking to protect site based processes. 
• We will be looking for a 'best for business' solution. 
• When we agree, we will implement without attempting to get site variation 

for 'special needs‘. 
• We will consider the different situations across BMA. 
• Once we agree that is the process. 



• We will challenge existing thinking.  
 
 
Project Methodology: 
It was critical that all project activities were robust, credible and transparent to 
ensure; 
• Alignment to One BMA guiding principles, 
• Compliance with Legislative and Corporate requirements, and 
• Potential organisational impacts were effectively managed. 
 
 
It is a credit to the project plan and project team that all deliverables were 
completed within required timeframes and the transition from site specific 
tools to BMA Safe went relatively smoothly.  
 
 
While all project activities were important, the key items that positively 
impacted on the project are listed below; 
• Strong project team structure which ensured coverage across all sites and 

levels of the organisation. The project team consisted of;  
o Site and contractor representatives (Steering Committee),  
o BMA Site Senior Executive (Project Sponsor),  
o BMA OHS Principal (Project Manager).  
o Minor stakeholder groups (supply personnel, printing contractor, 

site HSEC Managers, training personnel). 
• Thorough data review to define the problem prior to tool development 

(examination of site tools and processes - features, strengths and 
weaknesses). 

• Draft BMA Safe booklet used ‘on the job’ during consultation phase. 
• Site representatives performed all site consultation activities. 
• Early and regular formal and informal project communication (including 

draft tool distribution). 
• Regular communications to other BMA Site Senior Executives by project 

sponsor. 
 
 
Benefits / Effects: 
Post implementation a number of the expected benefits were realised, the 
majority of which relate to the elimination of the issues identified in Table 1.  
 
 
The project also delivered a number of unexpected benefits which are listed 
below; 
• Demonstrated that One BMA strategy is the right strategy. 
• Created a belief that One BMA projects are achievable and add value. 
• Prepared the workforce for the next risk management projects which are; 



o One BMA Job Step Analysis Process, and, 
o One BMA Facilitated Risk Assessment Process. 

• Continued to break down of the mind set of ‘ours is best’ and ‘it can’t be 
done’. 

• Allowed site representatives to contribute to a strategic safety project. 
• Sites owned BMA Safe due to early and ongoing project involvement.  
• Broke down barriers between safety personnel across sites ‘can now put a 

face to a name’. 
 
 
Key Learning’s: 
The learning’s from this project are relevant to any safety project, within any 
industry, and, at any level of an organisation. The key learning’s that BMA 
obtained from this project are detailed in the table below. 
 
Table 2: BMA Safe project key learning’s. 

Key Learning Specific Example 

Change management is an evolving 
process and needs to be regularly 
reviewed throughout the project. 

The change management initiated at the start of 
process did not foresee all of the change issues 
and had to be revisited prior to site 
implementations. 

Early involvement of printing organisation 
will significantly reduce time and effort. 

An A4 word document for each page was all that 
was required to allow the printing organisation to 
develop a prototype. 

Designating a single point of 
accountability for site feedback and a 
feedback template reduces time and 
effort.  

Feedback from consultation activities was 
relatively unstructured resulting the project 
manager receiving feedback via a mixture of 
edited BMA Safes, emails, phone messages and 
word documents  

Consultation activities such as using the 
tool in operations and obtaining tool 
double as effective project 
communications and develop ownership. 

When BMA Safe was finally implemented the 
preceding consultation activities contributed to a 
smooth transition. 

Using the final product (as close as 
possible) during consultation focuses 
feedback. 

By using a full booklet (including hard cover) the 
project decreased the potential for non value 
adding feedback (e.g. how thick is the booklet 
going to be?). 

Project team must be willing to concede 
on deliverable design to obtain final 
approval.  

The final BMA Safe agreed to by the project team 
required minor amendment to obtain Site Senior 
Executive endorsement. 

The question ‘Is this issue a show 
stopper?’ is an excellent way to prioritise 
feedback. 

This question was used to prioritise feedback and 
was particularly useful as the BMA Safe neared 
final design. 

Line management sponsor is critical for 
success. 
 

Having a Site Senior Executive sponsor the 
project ensured that all BMA Site Senior 
Executives were aware of the project and 
supported it where necessary. 

 



Summary: 
In summary BMA undertook a project to develop one pre-task risk 
management tool which resulted in the development of BMA Safe. For BMA 
the project was innovative because it was the first significant One BMA Safety 
project.  
 
 
BMA Safe was successfully implemented across BMA operations due to the 
robust, credible and transparent project activities that were utilised. The 
issues that were in existence prior to BMA Safe created by the use of different 
site specific tools were largely eliminated as a result of the project. A number 
of other unexpected benefits also resulted from the project one of which is 
that personnel within the organisation now believe that One BMA is possible. 
 
 
A variety of key learning’s resulted from the project which BMA will ensure are 
incorporated into future safety projects, and, we hope are of use to other 
organisations to assist them on the journey towards Zero Harm. 
 
 
 



Appendix 1 – BMA Safe Pages 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Front Cover   Hazard Checklist  Hazard Prompt List 

      Change Management Form     BMA Lifesaving Rules 


