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Maren Gamble:

COR® maintenance isn't just about keeping the certification. It's about improving health and safety
year-over-year. The Maintenance Action Plan gives mature COR® firms a new way to do just that.

Announcer:

It's time for the IHSA Safety Podcast.

Maren Gamble:

Welcome to the IHSA Podcast. I'm your host, Maren Gamble. Today, I'm joined by two guests, Peter Smith,
Lead COR® Auditor with the IHSA, and Margaret Hart, Health and Safety Program Administrator, Hart-Well
Electrical. On this episode, | want to cover the opportunity that's available to mature COR® organizations
by opting to use a Maintenance Action Plan as part of their ongoing maintenance cycles.

Who better to help us discuss this than Peter, with direct insights as an IHSA insider, and Margaret, who
has direct experience using this option at Hart-Well Electrical. Let's start with a couple of questions for
Peter. Peter, for those who are new to the COR® Maintenance Action Plan, which we do sometimes call
MAP for short, what is it and why was it added to the COR® cycle?

Peter Smith:

Yeah. Got to love safety with the acronyms, right? We always try and shorten these things and go with the
MAP here. And glad to know I'm an insider. | think this is a first. The Maintenance Action Plan, this is
something introduced in Alberta in 2016. And I'd like to take full credit for all of this, but really, we had
good feedback from them that they were getting good responses from the COR®-certified companies out
there who are going through the Maintenance Action Plan. We often hear about companies with audit
fatigue that there's, "How do we get around this? Why are we doing so many internal maintenance audits?
It's repetitive." This is one of the ideas why we implemented the Maintenance Action Plan in Ontario.

A lot of it has to do with this idea of continual improvement as well. Something we talk about at IHSA
through our training programs, through our other programs, through COR®, is this idea of identifying
opportunities for continual improvement, but everyone's busy. Everyone's got a lot of commitments with
their time. And to be able to carve out time to be able to really put forth impactful continual
improvements can be difficult. Some of the thought here was, "Let's remove some of that audit time, some
of the time it takes to do that internal maintenance audit on an annual basis, and then they can invest this
time into continual improvement for the organization."



Maren Gamble:

That sounds fabulous to me. | like the way it sounds, but how is this Maintenance Action Plan different
from what employers have done in the past during their maintenance years?

Peter Smith:

What this does is, if you've got any company going through a recertification audit, so you're going
through a recertification external COR® audit, the next year, you're supposed to do an internal
maintenance audit, but you have an option to opt into the Maintenance Action Plan. And this is
something where you're going to submit a Maintenance Action Plan proposal to IHSA, and that proposal
should be to us within, let's say, 30 days after you get your external audit report.

And then once this is approved by IHSA, you've got 9 to 10 months to work on the objectives and
milestones, and then you're going to provide evidence to IHSA 60 days prior to your anniversary date
that you've completed the objectives and milestones. And once we sign off on those and review it and
confirm the scoring of this, then this replaces the need to do an internal maintenance audit for that
year. So we'll send you a letter of good standing at that point.

Maren Gamble:

Okay. | can understand how this might help with that idea you mentioned about the audit fatigue
because you're changing up the process a little bit to still meet those same timelines that we would
normally look for.

Peter Smith:

The typical COR® cycle is, do an external audit and then there's two annual internal maintenance audits
that are submitted to IHSA for review. Once we confirm that those have been completed, we send out
letters of good standing on an annual basis. What this does is the Maintenance Action Plan removes the
need to do that first internal maintenance audit following that external audit year or follow external
recertification year. First time companies aren't eligible, but once you're doing your second, third, fourth
external audit, then you are eligible to take part in the Maintenance Action Plan program.

Maren Gamble:

All right. That sounds pretty good. So what are the essential key components to a Maintenance Action
Plan?

Peter Smith:

Like | was saying, 30 days after you get your external audit report, you're going to submit a proposal to
us. Now, that proposal is made up of objectives and then milestones to meet those objectives. You have
to have five objectives for continual improvement in the organization. At least two of them have to be
tied to the external audit that was just completed. The other three can be linked to corporate
objectives. They can be things that were identified through management review. They can be revisions
to your management system, anything that's going to improve your health and safety management
system in the organization or your ability to manage health and safety in the organization.



Now, each one of these objectives has two to five milestones. And these things are all determined by
the organization. So the organization's going to say, "These are the objectives we're going to work on.
These are the milestones." And the milestones are basically your action plan. These are all the steps that
you're going to meet that'll take you from A to B to implement these objectives. Then the organization's
also going to state, "This is the evidence that we're going to provide to demonstrate that we've
completed these milestones." They're also going to apply a scoring to this. So this is all weighted, right?
So the five objectives together should all total 100 points, but then there's going to be points awarded
for each one of the milestones.

And to be able to pass and be successful with the Maintenance Action Plan, you need to achieve an 80%
overall score. With the organization, when they're determining, "This is our objective, this is the
milestone," they're going to say, "Okay, this one's worth 10 points, this one's worth five points." And
basically, that creates the scoring criteria for this once it does get reviewed by IHSA.

Maren Gamble:

Sounds really interesting, because it really does sound like the organization has a lot of input into what
they're looking to improve and what they're looking to focus on as they build their Maintenance Action
Plan. And that's something exciting, | think, in terms of what this could offer to a firm looking to
maintain that cycle.

Peter Smith:

Absolutely. COR® is very directive, right? It's a prescriptive audit. There's the same questions. It's the
same audit tool we're using on an annual basis, so it's the same questions you're answering. But as the
organization goes through the audit on an annual basis, they're identifying issues or things they could do
better, even if they are successful in those elements.

And this gives them a chance to step back and really say, "Okay, these are the things that we want to
work on because we know it's going to improve the health and safety performance in the organization.
It's going to improve how we manage health and safety in the organization." They're the experts of the
organization. They know their company better than anyone else. So it just makes sense to give them the
opportunity to say, "These are the things that are going to really let us take our health and safety
management system to the next step."

Maren Gamble:

Thanks, Peter. | think that was a perfect segue for me to actually move into some questions that I'm
excited to ask Margaret about because she is one of those experts that you were just talking about from
Hart-Well Electrical. She has actually done one of these Maintenance Action Plans. So I'm pretty excited,
Margaret, to ask you a few questions about your experience with that. First and foremost, when you
heard about the Maintenance Action Plan, essentially what Peter just described to all of us, what was
your initial reaction?

Margaret Hart:



Yeah. We were really excited. To be part of the COR® audit program is exciting. It keeps you on track. It
gives you a great status in terms of health and safety. And the internal and external audits, it's a lot of
paperwork. There's a lot of file keeping and record keeping and there is a sense at times of some
repetitiveness.

So to have segued in between the internal and external audits, this opportunity to really pick initiatives
that are specific to your company that your colleagues, your frontline workers, your joint health and
safety committee, have suggested is a great opportunity to involve everybody in the program. And we
think this is quite an innovative approach to the COR® auditing requirements.

Maren Gamble:

Thanks, Margaret. You said something really impactful there, for me anyway, when | was listening, is
that you've got all these internal stakeholders who are making suggestions year-over-year. You
mentioned the joint health and safety committee, you mentioned other people providing that input and
that this is a way to really incorporate that feedback into the formal system. And | think that's just an
amazing point about this program. So after the initial excitement about the Maintenance Action Plan,
what was it that made you choose to actually try it?

Margaret Hart:

Yeah. At Hart-Well, we're always trying to make the most of our resources. We're a small company. In
order for us to maximize our effectiveness and our health and safety resources, this is a good
opportunity for us to be really effective with our work and to maximize the time that's spent on health
and safety into important initiatives. We also really liked the chance to be on the leading edge and to
give us a chance to work on those new projects versus spending more of our time reviewing what we
consider to be a very strong health and safety program that we have a lot in part due to the existing
participation in the COR®.

Maren Gamble:

Well, that's excellent. And it really brings me to one of the big questions we want to know here is, can
you tell us about your experience once you did decide to go with the Maintenance Action Plan? What
was it like?

Margaret Hart:

Absolutely. For our health and safety team, it was a great experience. We're pretty detail-oriented here.
We loved the approach. We liked setting the objectives, the milestones, breaking it into little chunks,
trying to spread them out so that we weren't inundated all at once. The opportunity for us to score it
based on what was important to us, that worked really well. And again, as | mentioned before, it was a
good opportunity to spread the work out amongst different members of our team that might not be as
involved with certain aspects.

And the more people that are involved in health and safety, the more meaningful it is. Certainly, in
terms of practicality, we could engage our employees to do this work specifically on certain objectives
versus spending some of their time and stress that's sometimes affiliated with that audit preparation,



they could spend it on more practical work. And for them to see different improvements in the health
and safety program, | think also it shares a great message that there's continuous improvement
happening.

Maren Gamble:

That sounds incredible.

Margaret Hart:

Yeah, we also really liked the chance to be more involved with the IHSA. That was actually a great thing
and I've enjoyed building a connection with Peter that | think has been pretty valuable for Hart-Well
Electrical.

Maren Gamble:

You hear that, Peter? You are an insider.

Peter Smith:

Always glad to hear it, for sure. It's been great working with you as well, Margaret. | have to say that one
of your objectives, the mentorship program, this is something that | use in the example with a lot of
other companies as well when I'm trying to guide companies on what they could consider for objectives.
So it was a pleasure working with you.

Maren Gamble:

Perfect segue, Peter, because the next thing | really want to know from Margaret is, how did you and
your team decide what to actually include in your plan?

Margaret Hart:

Yeah. Some of our objectives were determined from our annual management review. Some were
determined from the external audit report, which Peter alluded to earlier. Senior management had
some input, and then the joint health and safety committee (JHSC), which, again, that has
representation from managers on the floor and the frontline workers.

Maren Gamble:

Were there any surprises as you went through this process?

Margaret Hart:

For us, | don't think there really were. One of our strengths internally is this attention to detail. You do
require some pretty strong organizational skills to build these milestones that are sort of tangible proof



all the way along so that you are not just inundated at the end. And if you can build that system well,
then it really does help to keep you on track and focused.

You do require a fair bit of documentation to do that, so tracking and keeping on top of it is important.
That upfront work really does help to guide you along the way. That wasn't really a surprise. It's just
important to note. And | think having somebody that can help build that system right off the front is
helpful.

Maren Gamble:

| think that's really, really good advice for anyone who's considering this. And speaking of advice, if a
company is just learning about the Maintenance Action Plan right now, listening to this podcast, what's
the first thing you would tell them?

Margaret Hart:

Do it.

Maren Gamble:

I love it.

Margaret Hart:

Absolutely do it. | think it's a fantastic opportunity for established health and safety programs to focus
on new initiatives and to engage other team members and workers. Complacency can sometimes be an
issue with health and safety, and this is a really great way to look to people to say, "Hey, the JHSC came
up with this. This is something that mattered to them. We'd like your help in doing this."

And when people are involved, good things happen and it gives you a really good chance to get other
people involved. Again, that concept of, “take the time at the beginning to make that detailed plan, try
to allocate things, spread out, and make sure that your management and your workers are engaged.”
The more people that are engaged, the better chance at success.

Maren Gamble:

That's amazing. It really does sound like the impacts are there to really touch on your internal
responsibility system (IRS), to impact safety culture, and it's really allowing more individuals to engage
with safety. And | love hearing that aspect of it.

Margaret Hart:

Yeah. And accountability. You just referred to that. When people are held accountable, again, good
things happen. You can have disengagement if it's always someone else doing it, but it gives people a
chance to try their hand at different things.

Maren Gamble:



It sounds like an amazing capacity-building experience as well in that sense, giving people the
opportunity to learn new things, like you said, trying new things, and that's a nice side effect, | guess,
that comes out of this.

Margaret Hart:

Yeah, absolutely.

Maren Gamble:

You have touched on this, but looking back, is there anything you wish you knew before you started?

Margaret Hart:

What we gained was ensuring that it was spread out. I'm sure this is pretty hard to imagine, but
sometimes when you're running a program, you can kind of take control over a lot of things. You can
kind of own maybe too much stuff. So making sure you take that opportunity to spread out the tasks.
That's where the real gains, | think, can be. | think don't have too many deadlines for multiple projects
due at the same time. Don't push too much stuff off. And if that means working on one or two
objectives at the same time instead of little bits of all five, that's okay.

Just really give some thoughtful consideration to how to do this that's best manageable for your
workers. And if you know, say, for example, that there's one job site that's particularly busy during the
summer, think about that if you're going to be asking workers to be involved in something. Try to picture
how it's actually going to play out. And then the other thing is there's steady support available from the
IHSA. Remember to reach out to them. They're going to help you. They're going to guide you. They want
to see you succeed as well. So use them as one of your resources.

Maren Gamble:

Awesome. And | think that really brings me to a final question that I'd like to give both of you the
opportunity to answer if you'd like. How has the introduction of a Maintenance Action Plan within the
maintenance phase of COR® changed that maintenance phase? And do you have any other final
thoughts that you'd like to offer? Peter, I'll ask you to go first.

Peter Smith:

Sure. | guess one of the main changes, this opportunity for this proactive continual improvement is a
great change, but just the opportunity for something different. The feedback we generally get from a
company going through this is there is this audit fatigue. We've done this so many times. And just to be
able to change what they're doing, there's a lot of interest from just that aspect as well, where they've
got a new way to approach that maintenance.

And it works for us as well. We don't want to lose sight of it. It's a health and safety-based audit when
you're going through the COR® process. And we want to keep in sight that this is about improving
conditions within the organization and not just verifying what's already in place. And this gives a
company an opportunity to get recognition for making those changes in the organization.



Maren Gamble:

Awesome. And Margaret?

Margaret Hart:

Yeah. Peter, just the way that you said that there, it's about chances to improve, not just verify. | think
that really is a key point. Obviously, it was the first time for myself to be part of this maintenance phase,
but the feedback from my colleagues here at Hart-Well Electrical is that it really fit in well with the
three-year flow.

The external audit and the internal audit are really valuable. They keep you on your toes. We need to
look through all of our stuff. There's changes that happen throughout the year, so those are really good
building blocks, but this MAP project allows us to focus on gaps. It just lets us think outside of the box a
little bit, and I just think it fits in great, and it is innovative.

Maren Gamble:

Amazing. Thank you both for taking the time to chat with me today about the MAP.

Margaret Hart:

My pleasure. Thanks for having me.

Peter Smith:

Yeah, absolutely. Glad to be a part of this, for sure. And, Margaret, I'm looking forward to working with
you again in three years with your next Maintenance Action Plan.

Margaret Hart:

Me too, Peter.

Maren Gamble:

And thank you for listening to our episode on the COR® Maintenance Action Plan. If you have any
guestions about our podcasts or suggestions for topics you'd like us to cover, please reach out to us at
podcast@ihsa.ca. And as always, be sure to subscribe and like us on your podcast channel and visit us at
ihsa.ca for all your health and safety needs.

Announcer:

The IHSA Safety Podcast. For more episodes, tips, and all things safety, go to ihsasafetypodcast.ca.
Thanks for listening.
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