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Creating a competency framework‘

Worker competency is a key component to OHS management systems

yet little is being done around implementation or assessment

he goal of a fully implemented occupa-

tional health and safety management system

[OHSMS) is to create a process for sale work
such that all workers go home after every shift with
their fingers, toes and lives intact. Companies con-
tinue to invest heavily into their OHSMS and yet the
normalized wortker fatality rate is not going down.
What is it we are doing wrong? The inputs to the
systemn we are [ocusing on are not resulting in the
outputs we want.

For the last decade, the focus has been on OHSMS
development which has resulted in improved work-
place communication and better work planning.
Formal auditing of OHSMS is now commonplace.
Many companies describe their systems as being cer-
tified. If this was all that was required, we would have
seen a long and steady decline in the fatality rates
in the workplace in Canada — but that hasn't hap-
pened. The new focus needs 1o be on competency.
Competency requires formal integration of educa-
tion and training.

The word “competent” and term “competency
assessment” are being used more frequently, and
sometimes loosely, within the context of (YHSMS.
For example, the word compelent appears over 100
times in the Alberta Occupational [ealth and Safety
Code, 2009, and yet little is really being done to
formally develop competency profiles, implement
competencies or assess worker competency.

The hiring and placement of a so-called “competent
worker” requires more than just having an employee
work within the framework of the organization’s
OHSMS. In the case of a serious workplace incident,
a due diligence defense will be required. Proving
worler competence will be required and it will require
mare than offering the worker’s resumé and copies of
“tickets"” of attendance at organization-sponsored or
industry-sponsored courses. It will be required that
the organization proves that everything “reasonably
practicable” was done to ensure a worker's compe-
tence. I the organization is unable (o do so, it may
be charged and held liable under applicable O118 law,
including potential criminal prosecution.

The Ontario Occupational Health and Safety Act
defines a “competent person” as someone who is
qualified because of knowledge, training and expe-
rience to organize the work and its performance, is
familiar with the act and the regulations that apply
to the work, and has knowledge of any potential or
actual danger to health or safety in the workplace. By
this definition, a competent worker must have the
appropriate knowledge, skills and awributes; and the
worker must be able to perform her duties success-
tully. By this definition, training is only a small part
af competency.

The design of work methods requires that the
knowledge, skills and attributes the worker must
have are formally identified. The starting point is the
development of a job description and competency
profile. All positions identified on the organiza-
tional chart must be included. The competency
profile needs to describe what a worker needs to
know and what a worker needs to be able 1o do.
Typically, the competency profile includes elements
such as:

* industry-wide competencies such as safety
legislation, safety awareness, quality control
and continuous improvement

* industry-specific competencies such as drilling
and completions, infrastructure construction
and pipelining

* occupational-specific competencies such as
crane operation, plant operation, or Class |
driver's license

¢ job-specific competencies such as cutting wood
with a chainsaw;, lubricating equipment and
general house keeping
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safe manner, but they will also be more confident,
effective and efficient in performing their work and
achieving their objectives.

The competency framework is not only useful for
meeting regulatory requirements and proving due
diligence, but also for measuring current competency
levels and identifying the areas individuals need to
focus on. It can help in making informed decisions
about recruitment, retention and succession strate-
gies. And, by identifying the specitfic behaviours and
skills needed for each rale, it enables organizations
to more effectively budget and plan for the training
and development really needed.

The process of creating a compelency frame-
work can be a daunting task. To ensure a successful
outcome, involve people carrying out the roles to
evaluate real jobs and describe real behaviours.
Describe what you need emplovees to know and
what they need to be able 1o do. Establish a list
of the knowledge, skills and attributes needed for
success. Training is part of the process but true com-
petency requires more. Establishing a competency
framework will increase the level of understanding
and linkage between individual roles and organiza-
tional performance — making the extra effort well
worthwhile.
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 lask-specific competencies such as start-
ing a chainsaw, changing a bit on a drill,
checking vessel pressure.

The legislative definition also requires
evaluating a worker's competency. 'This
would include an assessment of knowledge,
skills and attributes, as well as a success-
ful demonstration on the job. Competency
can be gained through a variety of methods
such as formal education, classroom train-
ing, on-the-job training and experience. ‘lo
objectively assess whether employees are
competent at their jobs, observe them in
their working environments and allow them
to demonstrate their competence against the
predefined competency framework consist-
ing of a set of measurable competencies. The

The law firm that helps
you manage your workers'

assessment needs to consider all pathways
to learning so that competent workers can
be identified and incompetent workers are
offered remedial assistance.

A complete and effective competency
framework needs to be linked w the goals of
the organization. By having a defined set of
competencies for each role in the organiza-
tion, it shows workers the kind of behaviours
the organization values, and which it requires
to help it achieve its objectives. Within the
OIIS context, not only does it ensure employ-
ees perform their work in a healthy and

compensation claims.

At Fasken Martineau, lawyers and consultants work together to
assist clients and their arganizations in developing and reviewing
components of workers” compensation, including workers’
compensation claims management programs, early and safe
return-to-work programs, cost relief, cost transfer applications
and responses, appeals and Workwell Audit preparation.

We can help your organization reduce its workers’
compensation costs
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