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Case study 3
Challenges to health and safety 
created by global operating 
frameworks and different SMS



The Research and Development division of PharmaCo 
operates across four sites and outsources management  
of grounds keeping, cleaning, catering and laboratory 
support (including consumables management and  
washing glassware) to LabServiceCo. Many of the tasks 
performed by LabServiceCo are routine in nature and  
the associated hazards, e.g. handling chemicals, spillages, 
broken glassware and manual handling are well known. 
Safety management is made more challenging, however, 
for several reasons.

First, while PharmaCo has a global standardised operating 
framework across the four sites, local practices, e.g. for 
management of solvent waste, differ between laboratory 
groups (or business units) within and across sites.

Second, the mechanisms for the governance of safety are 
not aligned between the organisations. For example, the 
rules, systems and the associated measures for monitoring 
and reporting safety issues differ between the two 
organisations. This means that safety incidents and safety 
metrics need to be entered into two separate systems, one 
for PharmaCo and the other for LabServiceCo, with the 
consequent duplication of effort and differing outputs. 

“Both companies have got their own processes  
and they record their own incident stats, and their 
incident rates, and their lost time rates in slightly  
different ways as well, which just adds to the confusion. 
It doesn’t help when you keep on getting more and  
more things added on, which we have to duplicate.  
That is just a bit of a nightmare.”

Third, while relations between EHS staff in both
organisations are positive and collaborative at a 
local level, there is no apparent such partnership 
between the organisations at a higher level.  
PharmaCo presents demands to LabServiceCo  
rather than discussing its requirements. 

“I see LabServiceCo being treated absolutely like 
a nuisance contractor some days rather than a  
partnership. We hear it’s a partnership, but I  
don’t see much partnership.”

Finally, while both organisations are individually striving  
for the highest levels of health and safety in their  
respective organisations, they have significantly different 
approaches to achieving it in practice. For example, 
LabServiceCo requires its staff to report a certain number 
of near-miss incidents per month. This is not the case  
with PharmaCo, which creates tensions and confusion  
in their combined safety performance review meetings.

Key learning points
-  Global operating frameworks providing operational

management high degrees of flexibility may result in
localised health and safety practices, adding complexity
and potential risk to outsourcing of operations across sites.

-  Local health and safety practices may prevent sharing
information, good practice and learning across sites,
and limit potential for risk management improvements.

-  The relationships between the contracting organisation
and client at different points in their respective
hierarchies may affect health and safety performance.

-  Lack of alignment and integration of local safety
management practices and processes by clients
and contractors promote duplication of effort
and the potential for risk control failures.
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