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	INTRODUCTION

Management of Change (MOC) is a process that shall be followed in all SWDA installation and facilities, to conduct any major or critical change or modification or exemption in any work activity, procedure, process, standard, equipment, management system or other areas of SWDA operations or activities.

 The MOC is a process to utilize the basic structures and tools to control the organizational change of efforts. The goal of the MOC is to maximize the organizational benefit and minimize the change impact on the employees, equipment or asset and develop a system of accountability.
No modification to the Original Design of an Installation, Equipment or system shall be carried out on any SWDA installations without prior approval from SWDA Management as per Management of Change (MOC) Process.

In the revised version the following were added; Changes before, or Changes during the execution of confined space entry , Zero-man entry, sludge removal and waste management. Third party equipment installation interface, the different levels of equipment change or modifications and the approval authorities. Safety Critical Elements, SWDA Hazard Card Methodology.
\
	 POLICY 
Change to plans, situations or events must be recognized and the associated risks managed. 
	PURPOSE 
The purpose is to define the requirements and process to manage changes (temporary or permanent) that are controlled and managed by SWDA operations.

	SCOPE 
This Change shall be applicable to all SWDA Group installations and facilities and this includes
· Permanent and temporary modification in plant and equipment, including control system software
· Changes to Trip and alarm settings
· Operational alarm inhibits and overrides
· 
· Operating and maintenance procedures that impact the way activities are executed and have an impact on the delivery of business objectives
· 
· HSE critical activity mapping as a result of organizational changes which impact HSE critical roles and temporary appointments to HSE critical roles.
· 
· Organisation.





	
 	DEFINITIONS:

Change: Becoming different, modified or altered
 Note: Change may be permanent or temporary
Exemption:
When a new or revised plan does not comply with the Company Management System procedures, an exemption from that procedure is required
	
Change Owner:
The change owner is the individual that will own the management of change process through to closure
Initial Requestor/Initiator:
The initial requestor is the individual/team that prepares and present the management of Change form for approval by line management.

Significant Organizational change:
This is a modification to the reporting relationship or purpose of entire functions or geographical components of the organization or when key positions (e.g. in the management of organization or as specified in client contract) are changed in terms of assigned individual, roles, responsibilities and authorities

 Exemption (MOC) Process:
In an emergency the MOC process can be exempted. The responsible manager has the authority to take the decision based on the given situation during any emergency and bypass the MOC Process or any SWDA Policy/Procedure based on the presented emergency. The emergency situation includes, but not limited to, the following:
· The changes required to correct a deficiency that would cause the hazardous situation and that is an immediate threat to the Safety of the personnel, the environment or the asset.
· The process that must be changed to prevent the environmental release.
· The changes required during the emergency.
However, the detailed report of the incidents shall be submitted to the SWDA Management by the responsible manager and the lessons learned shall be noted and documented. These lessons shall become the basics of the Management of change policies and procedures.










 Requirements for Management of Change Process

Changes Before Mobilization
Examples include:
· Change in cleaning technology 
· Change in tank cleaning methodology 
· Addition of new cleaning chemicals 
· Alternative waste treatment methods 
· Mobilization of different equipment 
· New subcontractor engagement 
· Changes to work scope 
· Changes to project schedule 
· Changes to HSSE procedures 

Changes During Execution
Examples:
· Failure of remote cleaning equipment 
· Replacement of vacuum trucks 
· Additional sludge discovered 
· Higher sludge volume than estimated 
· Failure of gas detection equipment 
· Change in waste disposal location 
· Unexpected hazardous atmosphere 
· Additional environmental controls 
· Modification of exclusion zones 
· Change in work sequence 
· Temporary deviation from approved procedure 

 HSSE Risk Evaluation
Before approval, the MOC Team shall evaluate:
· Personnel Safety 
· Confined Space Hazards 
· Toxic Gas Exposure 
· Oxygen Deficiency 
· Fire and Explosion Risks 
· Equipment Integrity 
· Environmental Pollution 
· Waste Handling Risks 
· Security Risks 
· Regulatory Compliance 
· Client Requirements 
· Operational Continuity 
Risk assessments shall be completed using the Company Risk Assessment Matrix.
Any High or Extreme Risk shall require senior management approval before implementation.

EVALUATION OF HSSE RISKS & METHODOLOGY
All risks identified with RAM red or yellow 5A or 5B status require a High priority risk level of authority for approval. Risk evaluation is required by frontline field supervisors/Engineers in direct consultation with the Technical Authorities as may be applicable and referencing simple questions, such as: Can someone, i.e, a crew member, potentially die or get injured while executing the change as is currently conceptualized or proposed? 

Evaluate if the proposed change activity has any fatality or injury potential, i.e. check if the involved work scope contains any step(s) or sub-steps that fall(s) under any of the 12 Life Saving Rules (Appendix 5).

Apply the SWDA Hazard-card methodology to capture hazard categories and advise RAM severities as may be applicable (Appendix 6).
 Note all TA approval requirements.
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THIRD PARTY EQUIPMENT INSTALLATION INTERFACE 
Clients’ operations often require equipment be mobilized and installed at the facility to progress execution efforts. Experience has shown that this specific interface can potentially result in blind spots if not properly managed. Injuries and even fatalities have been known to occur due to poor management of change.
Client representative(s) or SWDA supervisor as may be applicable are the accountable persons to ensure that all hazards and risks associated with such hardware(s) are fully evaluated prior to putting to use on site. 
A risk assessment team  is recommended to ensure full risk evaluation is achieved:
Equipment include:
· Third-party Vacuum Trucks 
· High-pressure Jetting Units 
· Automated Tank Cleaning Machines 
· Sludge Pumps 
· Temporary Storage Tanks 
· Mobile Treatment Units 
· Portable Generators 
· Air Compressors 
· Gas Detection Equipment 
· Temporary Electrical Installations 
A joint inspection shall be carried out before equipment is put into service.

A formal acceptance is required by Client to confirm that all risks have been properly evaluated.








Approval Authority Matrix

	Change Category
	Examples
	Approval Authority

	Level 1 (Low Risk)
	Temporary barriers, signage, lighting improvements, housekeeping arrangements
	Site Supervisor + HSSE Officer

	Level 2 (Medium Risk)
	Replacement of vacuum truck, sludge pumps, generators, temporary waste storage tanks, additional monitoring equipment
	Project Manager + HSSE Manager

	Level 3 (High Risk)
	Change in ZME methodology, alternative cleaning technology, changes affecting confined space controls, changes to emergency response, changes to waste treatment process
	Operations Manager + HSSE Manager + Managing Director

	Critical Changes
	Deviations from client HSSE requirements, Life-Saving Rules, statutory requirements or permit conditions
	Managing Director + Client Representative (where required)





        Documentation/Awareness:
All the MOC shall be documented with the appropriate drawings, calculations, certificates, conformances, formats, document changes, processes etc. 

Exemptions and Deviations from the HSSE Management System
An exemption or deviation shall only be considered where compliance with an approved HSSE Management System procedure is temporarily impracticable and an alternative method can achieve an equivalent or higher level of risk control.
No exemption shall be granted for:
· Nigerian statutory requirements 
· Life-Saving Rules 
· Legal requirements 
· Environmental permit conditions 
· Emergency response requirements 
· Any activity that introduces an intolerable risk 
Every exemption request shall include:
· Description of the deviation 
· Justification 
· Risk Assessment 
· Additional control measures 
· Duration of exemption 
· Monitoring requirements 
· Close-out plan 

Approval Process
	Step
	Activity
	Responsible Person

	1
	Identify the need for exemption
	Supervisor

	2
	Complete Exemption Request Form
	Supervisor

	3
	Conduct Risk Assessment
	HSSE Officer

	4
	Develop additional controls
	Risk Assessment Team

	5
	Review technical justification
	Project Manager

	6
	Review HSSE risks
	HSSE Manager

	7
	Approve or reject
	Operations Manager/Managing Director

	8
	Client approval where required
	Client Representative

	9
	Implement approved controls
	Site Supervisor

	10
	Monitor implementation
	HSSE Officer

	11
	Close-out exemption
	HSSE Manager



Responsibilities:
· Managing Director 
· Operations Manager 
· Project Manager 
· Site Supervisor 
· HSSE Manager 
· HSSE Officer 
· Maintenance Supervisor 
· Logistics Coordinator 
· Environmental Officer 
· Waste Management Supervisor 
· Equipment Operator 
· Client Representative (Renaissance)






 RESPONSIBILITY 

	ALL PERSONNEL: 
· Use START to monitor the plan and recognize when the plan is no longer suitable. 

· Use THINK to formulate and communicate the plan. 

· Use FOCUS to develop corrective and improvement opportunity plans. 

· Use THINK and START together as the simplest form of Management of Change for an individual. 

· Recognize changes to the plan and interrupt the task (stop the job) to assess the change and any new risks. 

Figure A, Management of Change Process, Simple Approach
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                                                          REQUEST FOR EXEMPTION

            Requested by:____________________________________________________                   Date:

              Manual Title:____________________________________________________                    Document No:

        Procedure Title :____________________________________________________
  Installation/Facility:____________________________________________________

	1. REASONS FOR REQUESTING EXEMPTION FROM COMPANY PROCEDURE(Attach drawing or pictures if necessary for clarification

	

	

	

	

	

	

	

	

	

	

	WHAT IS THE ALTERNATVE PROCEDURE? (include means to effectively monitor and control the risks that would normally be addressed by the approve company management systems procedure)

	

	

	

	

	

	

	

	

	

	                                                                             AUTHORISATION

	OPERATIONAL LIMITS OF EXEMPTION: (If the operation exceeds the authorised operational, the exemption is no longer valid

	

	

	

	

	

	DEPARTMENT HEAD AUTHORISATION

	

	

	

	

	

	

	       PERIOD OF VALIDITY OF EXEMPTION
	DATE FROM:
	DATE TO:
	



OIM/FACILITY MANAGER:______________________          ___________________________________    __________________________________
                                                                 (NAME)                                                (SIGNATURE)                                                            (DATE)
 
OPERATIONS MANAGER:______________________          ___________________________________    __________________________________
                                                                 (NAME)                                                (SIGNATURE)                                                            (DATE)
EXECUTIVE DIRECTOR OERATIONS :_________________________          ___________________________  _____________________________
                                                                             (NAME)                                               (SIGNATURE)                                                   (DATE)





	SWDA GROUP HSE-FORM NCR & CAR- 01

	This form is to be used to document the permanent changes or design retrofits to any SWDA Group component, with particular references to straddle the intended modifications, Reasons, Scope and engaging Top management approvals to validate re-modification.
Responsible Party or Originator of this change shall complete this form and submit it to the Rig Manager for any integrity review.
When a client or Third Party is responsible for a change, this form should be prepared and escalated to ensure Top Management approvals in consonance with the SWDA Group MOC procedures.
Upon final approval this form shall be entered into a system modification register and duly catalogued.

	1. NCR DETAILS

	NCR Number
	
	Equipment Serial Number
	

	Facility  Name
	
	Equipment Description
	

	Service Provider

	

	
Standard Reference (if applicable
	


	Date of Event
	
	Job Audit Number
	

	Date Sent to Responsible Party
	
	Well Name
	

	Service Provider Contract Name
	
	Service Type
	

	Severity Level
	
	
	

	2. OBSERVATION/DESCRIPTION/REMEDIAL ACTION:	

	Observation:





Remedial Action:

	3. ASSOCIATED RISKS (Ii change is affected)

	Equipment 
	Procedures
	Personnel/Environment

	
	
	
	
	
	
	
	

	CORRECTIVE ACTIONS/DESIGN











PHOTOGRAPHS (IMAGES) DEPICTING CHANGE

	

	4. APPROVALS

	Action
	Position
	Name
	Signature                
	Date

	Initiated by:
	
	
	
	

	Prepared by:
	
	
	
	

	Reviewed/
Endorsed by:
	
	
	
	

	Endorsed by:
	
	
	
	

	Approved:
	
	
	
	

	Approved by:
	
	
	
	

	

	Implementation
Priority Definitions:
	
Measurement:
	
Impact of Change

	Low Priority
	Low Priority is the change that is justified and necessary; however, can wait until the next scheduled release or upgrade. A specific implementation date shall be allocated to implement the low priority change
	Minor

	Medium Priority:
	Medium Priority shall be given to a change that has no severe impact on the personnel, equipment, system, process, procedure or operation, however, the rectification cannot be deferred until the next scheduled release or update of activity or operation. Medium Priority changes that shall be implemented within 1 week.
	Moderate

	High Priority:
	High Priority shall be given to a change that may severely affect the personnel, equipment, system, process, procedure or operation (other than emergency). High priority changes are the changes that shall be implemented within 48 hours.
	Major

	Emergency:
	The Emergency Changes shall be implemented immediately according to the situation
	Severe



                                                  
























   SWDA Hazard-card methodology
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SIGNIFICANT INCIDENTS (WITH MOC IMPLICATION)
	
	Incident
	Date Occurred
	Impact
	

	
	Piper Alpha
	6th July 1988
	165 crew and 2 rescuers lost their lives, only 62
	

	
	
	
	Survived
	

	
	
	
	∙ The platform was totally destroyed
	

	
	
	
	∙ It remains the worst single loss of life in the oil
	

	
	
	
	and gas industry
	

	
	
	
	
	

	
	Afam-23 Flash Fire during well testing
	23rd May 2008
	No fatality, 1 person suffered 2nd degree burn about 60%
	

	
	
	
	of his body, medivaced for specialist treatment in South
	

	
	
	
	Africa
	

	
	Iriama pipeline flash fire
	13th November 2008
	7 fatalities, 1 person critically injured
	

	
	BP Macondo
	20th April 2010
	11 fatalities
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