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1.1 Introduction 
 

This training course is based on the national unit of competency BSBWHS405 
Contribute to Implementing and Maintaining WHS Management Systems. 
 
The unit applies to people who work in a broad range of WHS roles across all 
industries.  
 
 
 
 
 

 
 
It describes the performance outcomes, skills and knowledge required to contribute to the implementation and 
maintenance of a work health and safety management system (WHSMS) as it applies to an individual’s work area and job 
role.  
 

 
 
 
 
This includes individuals who are required to contribute to an organisation's WHSMS 
as part of their work health and safety (WHS) responsibilities. 
 
The materials in this training course cover contributing to: 
 

 Developing and promoting WHS policy. 
 

 WHSMS planning. 
 

 Implementing the WHSMS plan. 
 

 Evaluating WHSMS performance. 

 
 Reviewing and improving the WHSMS. 

 
 
NOTE: The terms Occupational Health and Safety (OHS) and Work Health and Safety (WHS) are equivalent and generally 
either can be used in the workplace. The term WHS will be used throughout this training course. 
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Management commitment to these elements is essential for the success of a health 
and safety system.  
 
Managers and senior staff have the overall responsibility for ensuring adequate 
resources are provided to meet health and safety needs.  
 
They need to determine the current status of health and safety in the organisation.  
 
To do this they should determine authorities, responsibilities and accountabilities, and 
be aware of the needs of the organisation. 
 

 
 
 
The top level of management should be committed to coordinating processes for 
planning and follow-up, as well as assessing performance and making any 
necessary changes. 
 
Commitment from management can be demonstrated through a written health 
and safety policy document.  
 
This should be developed with consultation and cooperation between senior 
management staff and all workers and other relevant stakeholders. 
 
 
 
 
 
The organisation’s WHS policy should: 
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This type of approach is based on a Plan, Do, Check, Act cycle: 
 

 
 
 
The premise behind this system is that you: 
 

 Plan how you will manage the system. 
 

 Implement the systems. 
 

 Check the effectiveness of the system. 
 

 Act on any areas requiring improvements. 
 
 
 

1.2.3 Workplace Processes, Procedures and Policies  
 
Your workplace should have specific procedures and processes, based on WHS policy. The extent and nature of these will 
vary depending on the way your workplace operates. 
 
WHS procedures support the WHS policy by providing further specific instructions on how to undertake tasks in a way that 
is safety focused. Each procedure needs to be written for the conditions on site. 
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1.3 Consult with Others about WHS Policy  
 
The development and promotion of a WHS policy should be a collaborative activity.  
 
You will need to follow your organisation’s WHS consultative and participative processes to seek the contributions and 
support of all relevant stakeholders. 
 

 
 
 
 
 

1.3.1 Consultation and Communication in the Workplace  
 

There are varying degrees of formality in processes for consultation and 
participation.  
 
Consultation may be as informal as a one-off meeting between a manager and a 
worker. However, it could also be a more formal process where all key stakeholders 
are canvassed. 

 
The underlying principle of consultation is allowing all relevant stakeholders to have 
input into the decision-making process, although leaders still have the final say. 
 

 
 
 
The first stage in consultation is to provide information to those involved about: 
 

 What is being considered. 
 

 The process for consideration. 
 

 How a final decision will be made and who will make this decision. 
 

 
 
 

The next stage is to make everyone involved feel comfortable enough to share 
ideas. Some workers may be reluctant to participate or they might feel negative 
about the consultation process initially.  
 
For consultation and participation to be effective, they need to be incorporated into 
the culture of the organisation.  
 
Internal communication devices should be used to encourage feedback. Wherever 
possible, two-way communication should be encouraged. 
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1.4 Apply WHS Policy to Job Roles and Identify Duty 
Holders  
 
Everyone in the workplace has roles and responsibilities relevant to WHS policy. 
Many of these are legal requirements. 
 
You will need to ensure that everyone is adequately informed and capable of 
performing their specific roles and responsibilities as outlined in the WHS policy. 
 
 
 
 
 

 
To ensure this occurs, you will need to: 
 

 Review your WHS policy. 
 

 Establish a communications strategy and specify what information will be 
communicated as well as to whom, when and how. 

 
 Define specific roles and responsibilities. 

 
 Ensure workers have the appropriate competencies and skills. 

 
 Review your organisational chart. 

 
 Develop work distribution and work transition plans. 

 
 
 
 

Clearly defined roles and responsibilities help to clear up uncertainties and 
promote the WHS policy.  
 
This can be as simple as preparing a responsibilities matrix or incorporating 
WHS responsibilities into documented position descriptions. 
 
Your organisational chart should clearly reflect the levels of authority in the roles 
that you have defined. It must be aligned with the company structure and 
resources. 
 
In applying WHS policy to work areas and job roles for yourself and others in your organisation you need to identify the 
relevant duty holders and determine their range of duties under WHS legislation. 
 
 
 

1.4.1 WHS Legislation and Duty Holders 
 
WHS legislation may include: 

 
 Acts. 

 
 Regulations. 

 
 Codes of practice. 



 

BSBWHS405 Contribute to Implementing and Maintaining WHS Management Systems 
Learner Guide 

Page 17 

Many specific details relating to WHS will be negotiated within the workplace in 
accordance with the legislation.  
 
It is important that you speak with your Health and Safety Representative or 
supervisor for more information on how these elements will affect your day-to-day 
operations, or if you have any concerns relating to health and safety. 
 
A list of common WHS terms and their definitions can be found in Appendix A. 
 
 
 
 
 
 
 
 
 
 

1.4.1.2 WHS Regulations 
 

Regulations are the administrative legislation that constrain rights and allocate 
responsibilities.  
 
They are more specific to the topic at hand and give particular advice on proper 
handling of issues and have set minimum standards to follow within the codes of 
practice. 
 
Regulations support the Acts. They impose mandatory requirements for managing WHS.  
 
They supplement the WHS Act by providing more detailed information on duties that 
apply to specific hazards, other procedures and obligations.  
 

 
 

 
The regulations cover general requirements for WHS risk management, including 
hazard identification, risk assessment and risk controls for high risk areas, such as: 
 

 Manual handling. 
 

 Major hazards facilities. 
 

 Storage and handling of dangerous goods. 
 

 Hazardous substances. 
 

 Confined spaces. 
 

 Competency standards for users and operators of industrial equipment. 
 

 Occupational noise. 
 

 Electrical safety. 
 

 Plant. 
 

 Construction work. 
 

 Working at heights. 
 

 Driver fatigue. 
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1.4.2 WHS Duty Holders 
 
Everyone on a worksite has a legal responsibility under duty of care to do 
everything reasonably practicable to protect others from harm by complying with 
safe work practices, including activities that require licences, tickets or certificates 
of competency or any other relevant state and territory WHS requirements. 
 
Common law duties may include the requirements to meet general duty of care.  
 
These base common law duties can change over time due to legislative changes 
or they may simply vary between states and industries. 
 
 
 

 
 
It is essential that you regularly check for any base or common law changes.  
 

Any specific state or territory legislation will need to be clarified, particularly for 
members of your work team who come from another state. 
 
 
 
 

 
 
 
Duty holders may include persons as specified in WHS Acts such as: 
 

 Persons conducting businesses or undertakings (PCBUs) or their officers. 
 

 Workers. 
 

 Other persons at a workplace, such as: 

 WHS representatives. 
 WHS inspectors, regulators, committees. 

 
 Contractors and sub-contractors. 

 
 Self-employed persons. 

 
 Persons in control of workplaces. 

 
 Members of the public. 

 
 Customers. 

 
 Suppliers. 

 

 Designers, manufacturers, importers, and suppliers of plant. 
 

 Erectors and installers of certain plant. 
 

 Manufacturers, importers and suppliers of substances. 
 

 Unions. 
 

 WHS entry permit holders. 
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2.1 Plan a WHS Management System 
 
In your role you will be required to contribute to the planning, implementation and review of a WHSMS for your 
workplace.  
 

 
 
 

2.1.1 WHSMS Planning 
 
A WHSMS plan is a strategic document that sets out your organisation’s approach to health and safety management. 
 
Planning may include a range of elements such as: 
 

 Objectives and targets (short term and long term), and how and when they 
will be achieved. 

 
 Compliance with WHS legislation. 

 
 Effective injury and claims management. 

 
 Effective rehabilitation management of work injuries and disease. 

 
 Effective return-to-work of injured workers. 

 
 Identification of hazards and control of risks, including how often risk 

assessments will occur, who will conduct them and how they will be performed 
and documented. 

 
 Roles and responsibilities – who is responsible for what in the plan. 

 
 

 
Other aspects you may need to consider are: 
 

 Budget – allocated funds for health and safety management including 
provisions for training, resources, equipment and maintenance. 

 
 Consultation strategy – how will you facilitate contributions from staff, 

provide information and solicit feedback. 
 

 Resources – including administrative support, record keeping facilities and 
information. 

 
 Timelines – deadlines for achieving goals as well as frequency of audits, 

housekeeping inspections and reviews. 
 

 Planned actions – a list of actions that will be required. 
 

 Evaluation procedures – including how the plan will be monitored and 
reviewed. 
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2.1.3 Consultation and Communication in Planning 
 
All relevant stakeholders should take part in and contribute to WHS planning and management in the workplace. 
 
This includes individuals and parties such as: 
 

 
 
 

 
You can facilitate consultation and participation the same way you did in 
developing WHS policy.  
 
It is important to allow everyone a chance to contribute ideas or suggestions to the 
plan and to be involved in reviewing and/or revising it on a regular basis. 
 
Stakeholders will also need to be kept informed about the planning process. Make 
sure you provide regular updates and keep communication channels open, in line 

with your organisation’s communication procedures. 
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2.2 Implement the WHSMS Plan 
 

To ensure that all components of your WHSMS plan are successfully implemented 
you should understand your organisation’s processes and procedures for ensuring 
that the WHSMS is successfully implemented. 
 
You also need to be aware of potential problems or the things that could go wrong 
during the implementation. 
 
 
 
 
 

 

2.2.1 Integration of WHSMS 
 
When implementing your WHSMS you need to consider other functional areas and management systems that are in place 

within your organisation. These may include: 
 

 Human resources, industrial relations and personnel management 
including payroll.  

 
 Engineering and maintenance. 

 
 Environmental management. 

 
 Finance and auditing. 

 
 Information, data and records management. 

 
 Logistics. 

 
 Purchasing, procurement and contracting.  

 
 Quality management. 

 
 Strategic planning. 

 
 
 
 
Organisations of all sizes use processes and procedures to ensure that the WHSMS is successfully implemented. Processes 
and procedures should be ordered and methodical and may cover aspects such as: 

 
 Allocation of resources. 

 
 Communication and consultation. 

 

 Hazard management. 
 

 Record keeping and reporting. 
 

 Planning. 
 

 Review and evaluation for ongoing improvement. 
 

 Training and competency. 
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2.2.2.1 Motivators 
 

There are numerous motivators for adopting a health and safety management system in an organisation. These include 
both external and internal motivators. 
 

External Motivators 

Meeting Legal Obligations The need to comply with legislation, regulations and codes of practice. 

Demonstrating Compliance in 
Order to Secure Contracts or 
Partnerships 

Some tenders or service contracts required the demonstration of 
compliance with legislation or standards. 

Improved Public Reputation 
Loss of business can occur from public scrutiny after an incident occurs. 
Also, improved health and safety systems can help make the 
organisation a PCBU of choice and attract better workers. 

Risk of Prosecution or Fines 
The penalties for unsafe work practices can include government fines, 
prosecution, lawsuits and negligence claims. 

Concerns of Shareholders 
If shareholders have a low tolerance for risk it might put pressure on 
the organisation. 

 
 

Internal Motivators 

Industrial Relations 
Improving health and safety in the workplace and demonstrating 
management commitment can help to improve worker buy-in and assist 
in improving relationships between workers and management. 

Incident of Injury Prevention 
Reduced incidents and injuries help to increase efficiency and 
productivity. 

Absenteeism Reduced absenteeism reduces costs and improves productivity. 

Financial Impacts 
There are both direct and indirect financial costs of poor health and 
safety in the workplace, including medical expenses, damages, 

insurance premiums and lost revenue. 

Professional Ethics 
The purpose of having a management system in place is to reduce 
injuries or illnesses and protect your workers. 

 
In order to ensure the WHSMS plan is successfully implemented and your stakeholders are engaged, you will need to 
determine the motivators that apply to them. 
 
 

2.2.2.2 Barriers 
 
While motivators can help to promote stakeholder commitment to the WHSMS plan, barriers will prevent them from 
becoming involved.  
 
These are the limitations or problems that you need to address to effectively implement and maintain the WHS 

management system. 
 
Some potential barriers, problems or limitations may include: 
 

 Barriers to communication, such as language/literacy. 
 

 Diversity of workers. 
 

 Structural factors, such as multiple locations, shift work and supervisory 
arrangements. 

 
 Workplace culture issues, such as management commitment, supervisors' 

approach to compliance and acceptance of the priority of safety. 
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2.3.1 Assigning WHS Roles and Responsibilities 
 

When you assign the planned WHS roles and responsibilities to the relevant 
stakeholders, you need to consider their specific skills and knowledge.  
 
If you assign tasks to suit people’s strengths, they will feel enthusiastic about 
them. 
 
 
 
 
 

 
 
You will also need to seek feedback from your team and ask them for input. 
 
Assigning WHS roles and responsibilities to individuals or parties without their 
agreement can cause conflict, dissatisfaction or poor work performance. 

 
As you assign tasks, you need to consider the individual workloads of your team 
members and their time commitments. 
 
Unfairly distributed workloads can lead to overload and team unrest. 
 
 
 

 
In communicating with stakeholders, including senior management, make sure 
they have a clear understanding of the expectations outlined in the WHSMS 
plan. 
 
To do this you may need to document the WHS roles and responsibilities that 
have been assigned. 
 

This will probably involve the use of various technology and communications 
media. 
 
In particular, you may need to access websites, databases or emails to provide 
each person with a clear outline and explanation of their roles and 
responsibilities. 
 

 
 
You will need sound computer and information technology skills. You should be comfortable working with a wide range of 
computers and software products. 
 
Always follow your organisation’s processes and procedures for accessing and retrieving information in your organisation, 
including the use of software and communications media. 
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2.4 Involve Others in WHSMS Implementation 
 
WHS policy should be driven from the top levels of senior management, through 
PCBUs or their officers, to workers and all other persons at a workplace.  
 
Supervisors and managers will need to collaborate with each other and guide 
their workers.  
 
Make sure that the managers have the crucial information they need and they 
can communicate WHS policy clearly to their staff and reach agreements.  
 
 
 
 
 
 
 
As you seek and facilitate the contributions of relevant stakeholders, remember your communication and people skills.  

 
They will allow you to assess how your audience is understanding and 
responding to you. 
 
They also help you to establish relationships and build a rapport with others. 
 
Building rapport and maintaining workplace relationships is a process of creating 
friendly acquaintanceships with those people you will be supporting and whose 
assistance you need.  
 
Use your personal style to gain the trust and confidence of colleagues. You can 
do this by being reliable, open and honest in your dealings with people. 

 
 
 

2.4.1 Consultation and Feedback  
 
The consultation and participation processes in your organisation will enable you 
to collaborate with all relevant stakeholders and encourage them to contribute 
to the implementation of the WHSMS plan. 
 
Feedback is a crucial part of effective consultation, participation and 
communication in the workplace. 
 
It can involve formal or informal gatherings between team members where 
there is communication on WHS matters.  
 
It may also involve informal communication of ideas and thoughts on specific 
tasks, outcomes, decisions, issues or behaviours. 
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A well-run meeting will save time, increase motivation and productivity, solve 
problems, and encourage cooperation in the issue resolution process.  
 
When you are organising a meeting you should follow your company policy and 
procedures for facilitation and follow-up.  
 
You will also need to prepare and distribute an agenda ahead of time to allow 
those attending to formulate their input or questions. 
 
Face-to-face meetings are best, but technology now allows inclusion of 
stakeholders who are not able to attend in person.  
 
 
 
 

 
 
Where possible, be sure that the meeting takes place in a well-lit, ventilated room, 
and is limited to one hour whenever possible. 
 
Where possible ensure that all people who are affected by the issue under 
discussion are invited and that they have something valid to offer to the meeting. 
 
If the gathering is a follow-up meeting, minutes of the previous meeting should 
have been distributed and read. 
 
Try to keep meetings brief and on track. As the facilitator, your contribution to the 
meeting should be limited.  
 
Sit back and listen to the thoughts and ideas of the group.  
 
Your role is to guide and facilitate the conversation, not monopolise it.  
 
 

 
 
 
 
During the meeting, make sure that someone is appointed as a note taker. It is 
important to keep a record of all actions, discussions and agreements that arise 
from the meeting.  
 
Stakeholders need to remember what decisions have been made and how they 
are to proceed.  
 
It is important that everyone leaves the meeting with a clear sense of their 
individual roles and responsibilities. 
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2.5.1.1 Conducting a WHS Audit 
 

Management staff, workers and all other relevant stakeholders are central to the process of 
evaluating the WHSMS that has been implemented and a WHS audit is a good way to 
involve them. 
 
During the audit, individuals and parties affected by the WHSMS plan will take part in 
identifying any key questions that need to be addressed.  
 
The questions should review the effectiveness of the health and safety system and 
compliance against any standards or certification requirements.  
 
 
 
 
 
 

 
 
Having identified the key areas for the audit to focus on, the following steps should 
then be undertaken: 
 

 Appoint a team to conduct the audit. 
 

 Review the current WHS strategies. 
 

 Identify major workgroup segments. 
 

 Conduct interviews with workers and management staff throughout the 
organisation to review current performance. 

 
 Review various records and transaction data to statistically analyse the 

performance of the system. 
 

 Establish accurate, reliable and efficient measures of strategy 
implementation. 

 
 Identify and analyse costs and impacts. 

 
 Review and address the questions identified. 

 
 Make recommendations for changes and improvements. 

 
 
 

 
 
Conducting audits will allow you to develop a database that can be used to evaluate 
components of your WHSMS and identify areas for improvement. To do this, you will need 
to analyse the data that you have collected. 
 
Audits should be conducted regularly at intervals determined by your organisation. The 
frequency, method and scope of the audits should be determined in consultation with the 
relevant stakeholders.  
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Other areas under review that may be improved could include: 
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Appendix A – Work Health & Safety Common Terms 
and Definitions 
 

Person 
Conducting a 
Business or 
Undertaking 
(PCBU) 

A ‘person conducting a business or undertaking’ (PCBU) replaces the term ‘employer’. A PCBU 
includes all employers, sole traders, principal contractors, unincorporated associations, partnerships 
and franchisees. Volunteer organisations that also employ people will be PCBUs. 

A PCBU’s primary duty of care is to ensure the health and safety of everyone in the workplace, so 
far as is reasonably practicable.  

Officers An ‘Officer’ is a person who makes, or participates in making, decisions that affect the whole or a 
substantial part of a corporation. This includes Health and Safety Representatives (HSR). 

Workers ‘Worker’ replaces the term ‘employee’. It is defined broadly to mean a person who carries out work 
in any capacity for a PCBU.  

A ‘worker’ covers employees, contractors, sub-contractors (and their employees), labour hire 
employees, outworkers, apprentices, trainees, work experience students and volunteers.  

Reasonably 
Practicable 

Reasonably Practicable is defined as action that is, or was at a particular time, reasonably able to 
be done to help ensure health and safety based on the following factors: 

a) Chances of the hazard or risk occurring (likelihood). 

b) The degree of harm (consequence). 

c) The knowledge of persons involved in the situation relating to the hazard or risk and 
methods of eliminating or controlling it. 

d) The availability and suitability of ways to eliminate or control the hazard or risk. 

e) The costs involved in taking action to eliminate or control the hazard or risk including 
consideration of whether the cost involved is inconsistent to the level of risk. 

Due Diligence The Work Health and Safety Act 2011 (the WHS Act 2011) imposes a specific duty on officers of 
corporations to exercise due diligence to ensure that the corporation meets its work health and 
safety obligations. In short, they have a responsibility to ensure that the PCBU is doing everything 
it should to ensure health and safety. 

The duty requires officers to be proactive in ensuring that the corporation complies with its duty.  

Due diligence may be demonstrated through the following courses of action: 

1. Acquiring knowledge of health and safety issues. 

2. Understanding operations and associated hazards and risks. 

3. Ensuring that appropriate resources and processes are used to eliminate or minimise risks 
to health and safety. 

4. Implementing processes for receiving and responding to information about incidents, 
hazards and risks. 

5. Establishing and maintaining compliance processes. 

6. Verifying the provision and use of the resources mentioned in 1-5. 

 




