
Managing your Safety Climate Tool survey as a project



Running a Safety Climate Tool survey can be a significant undertaking and investment for an organisation. To help ensure a successful survey it is important that it is well planned and managed.
Although this is not intended as an in-depth guide to project management, the hints and tips below should help you plan and manage your survey.

Treat the survey as a project
You should treat the survey as a project, separate from business as usual. This will help focus effort on the project and allow you develop an effective plan.

Assign a project manager
The survey should have a project manager (PM) who has overall responsibility for delivery. It is the PM’s responsibility to plan the survey and coordinate and assign tasks to individuals/teams as required. For larger organisations with multiple sites it might be appropriate to have site-specific survey managers. However, they would still typically report to the PM.

Create a project plan
Having an achievable plan is important to running a successful Safety Climate Tool survey. It will help determine:
· What to deliver
· When to deliver it
· How to deliver it
· The resources required for delivery
· Who will undertake the tasks.
You should create a list of individual tasks with:

· An estimate of how long each task will take
· The date on which to start them (this will usually depend on preceding tasks)
· Who will be working on them.
Each organisation will have its own schedule and its own ideas for the lead-in period to the survey. We’ve included an example spreadsheet in Example Safety Climate Tool survey schedule. You can tailor this to fit your own plan. Instructions on how to set a new Gantt chart start date are included in the Instructions worksheet.
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Please note that we use Microsoft Excel because it’s a program that many people will have. This isn’t a specialised project management tool and it’s therefore limited (i.e. the durations don’t take account of weekends; there are no links to dependencies etc). You may wish to use specialist project management tools instead.

Create a communications plan
It’s essential to engage your workforce and other key stakeholders to have a successful survey. How you do this, and the messages that you send, will form part of a communications plan. We’ve included examples in Workforce briefing messages. Messages should be prepared in advance, allowing time for any approvals process. It’s important that the Safety Climate Tool survey is viewed positively; avoiding tight deadlines will help keep your key stakeholders engaged.

Consider the survey timing
You’ll want to encourage as many people as possible to complete the survey, so timing is important. Try to ensure sure that the survey isn’t run over particularly busy periods or at times when people won’t be available. In particular, avoid national holiday periods. Remember, your aim is to improve the safety culture in your organisation and if you try to force people to complete the survey you’ll send out the wrong message.

Know who your stakeholders are
For the purposes of this document, a stakeholder is anyone with an interest in the survey. The type and level of engagement will depend on who your stakeholders are. See stakeholder management for more details.

[bookmark: _GoBack]Keep your IT department informed
Although the Safety Climate Tool survey is delivered via an external internet platform, you may want to include your IT department as a key stakeholder. This can be useful if you have stringent IT policies in place or if you want access to computer equipment that will allow all your workforce to use the electronic version of the survey. They may also be responsible for issuing global emails and updating the intranet. It’s important that they are aware of the survey and are told what they’re expected to do well in advance.

Check that the IT works!
The Safety Climate Tool is compatible with most modern browsers. However, you should test that it works with your organisation’s IT system. This will identify any issues that may prevent your workforce accessing the survey, such as firewalls.



Manage risks
A project risk is anything that could impact on the success of a project; in this case the survey. Risk management is a process that helps you to understand project risks and manage them proactively. The first step is to create a risk register that will help you:

· Identify potential risks
· Evaluate the likelihood of their occurring
· Assess the impact and consequences if they do occur
· Determine the proportionate response to manage/mitigate the risk.
The level of detail to include will vary depending on the size and complexity of your organisation. It’s a good idea to discuss risks with colleagues to ensure that everything has been covered. The table shows an example of a risk register
You’ll need to review these risks regularly and, if applicable, remove them if the risk has passed. For example, ‘survey isn’t ready by launch date’ can be removed once the survey is launched.

Hold a ‘lessons learned’ session
Hold a ‘lessons learned’ session with the project team once the survey is closed (see After-action review). This will consider the problems that occurred as well as the things that went well. It’s important to record these to help prevent the same problems occurring the next time the survey is run.

Example of a risk register

	Risk No.
	Description
	Likelihood
	Impact
	Consequence
	Mitigation

	1
	Survey isn’t ready by stated launch date
	Low
	Medium
	Adverse effect on completion rate; lack of confidence in survey
	Set realistic timescales; use effective PM

	2
	Workforce aren’t engaged
	Medium
	High
	Low survey response rate; potential low survey responses for subsequent surveys; lack of support for interventions designed to improve safety culture
	Use effective communications

	3
	Survey isn’t actively supported by senior management
	Medium
	High
	Difficult to obtain resources (time, money, personnel)
	Refer to Making the case

	4
	Technology doesn’t work
	Low
	High
	Workforce wouldn’t be able to complete electronic survey; additional resource to manage paper survey
	Check that your workforce can access the survey so that any issues can be resolved






	Risk No.
	Description
	Likelihood
	Impact
	Consequence
	Mitigation

	5
	There isn’t any line manager/supervisor support
	Medium
	Medium
	Lower response rates due to difficulty getting time away from the job to complete the survey; incomplete messages communicated to the workforce; lower confidence in the survey
	Engage with your supervisors; refer to Supervisor/line manager briefing messages

	6
	There isn’t any support from the IT team
	Low
	High
	Electronic survey won’t be completed; communications won’t be sent; additional resources needed for paper survey; lower confidence in survey
	IT departments are notoriously busy places so discuss plans early. You may wish to include a representative from your IT department on your steering group



Risk register template

	Risk No.
	Description
	Likelihood
	Impact
	Consequence
	Mitigation
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