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Flow of the session
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Introduction

Background Chemelot Permit to work

What is our approach: Engagement, behavior and
cultural change

What did we achieve?

How do we want to proceed?



Introduction Chemelot
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Project: Update permit to work 
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Background – sense of urgency

• Change is necessary to stay in line with industry best practices and 
corporate requirements of the parent companies

• Safety and process safety performance lags at Chemelot

• Efficiency and uniformity are eroding and require attention to address

Request from the Chemelot Operational Board

• Develop and implement a uniform approach for the work permit process 
embraced by the site users at Chemelot that will ensure less incidents while 
executing work.

Advantage

• Together stronger in developing a learning environment at a multi–user site

• Impact safety and process safety performance by integrating risk thinking 
in the PtW



People make the difference
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New Behavior is a specialist Human Performance. 

What do we deliver?
• Sustainable improvement in performance

• Specialist in thee balance between behavioral change and 
performance improvement

How do we do it?
• Change with sustainable impact – target oriented.

• Proven concepts – evidence based.
• Small groups with big impact – keep it simple.



Project approach
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Fase 1 creating Momentum and Framework Fase 2 Implementatie uniforme werkwijze site users

Identify

• Stakeholder 
analyses

• Kick-off core team
• Start “Klankbord” 

group
• Identify corporate 

requirements
• Identify industry 

best practice

Prepare

• Implementation
approach for sites 
user aligned

• “Klankbord” group 
role change

• Impact analyses 
per site user set-up

• PtW software 

Design

• Workgroup 
develop 
framework – site 
regulation PtW

• Commitment 
“klankbord” group 
and other 
stakeholders

• Format design

Install new 
policy

• Site regulation 
adjustment

• Communicate 
changes

• Continue 
“klankbord groep”

• Set-up monitoring

Impact 
analyze

Understand 
current status: 
software; 
organization; 
change power

Translate 
project

Agile approach
Prepare for go
live

Go live 

Training 
stakeholders
Adjust 
procedures 7 
software
Support

Hypercare

Shopfloor 
coaching
Track  progress
Exchange 
learnings

Monitoring

• Dashboard for 
monitoring success

• Program 
management

• Communication
• “klankbord groep = 

learning 
community”

Learning loop

• “learning 
community” on site

• Peer review of the 
PtW procedure

• Improvement of 
safety 
performance



Engagement methodology
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1. Identification of stakeholders

2. Analysis of the interests and expectations of stakeholders

3. Development of a change and engage communication plan

4. Involvement of stakeholders in decision-making

5. Development of feedback mechanisms

6. Maintenance of relationships with stakeholders

Keys to success?
• Clear path forward

• Listening to stakeholders

• Clear communication

• Active involvement

What did we do in the project?
• Introduction interviews about corporate requirements HSE 

managers

• Structural approach – content development with working group

• Communication 

• Klankbord groep - community



“Klankbord” group evolving into community of 
practice
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Phase 1 – Development

• Interactive involvement in 
the development

• Communication tool

• Sharing of thoughts and 
concerns on topics

Phase 2 – Implementation

• Action learning exchange 
platform

• Continuous improvement

• Sharing of audits results 
permite to work

• Communication tool

Facilitating change:
1. Awareness 
2. Desire 
3. Knowledge 
4. Ability 
5. Reinforcement



Results timeline
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Changes realized:
• Risk based process
• Format and process updated 

based on industry best practices 
• Separation roles identifying risk 

environment/process and 
activities

Uniform work 
permit to work 
(content level) 

Framework & 
Guideline 
update

Time

Safety & Efficiency

2023 2024 2025 - …

Site wide 
implementation of 
uniform Permit to 
work approach 
(process level)

Asset owners and contractors:
• Work according to the requirements 

of the framework & guideline
• Continuous improvement in 

cooperation process level
• Exchange of best practice in PtW

content started

Site 
regelgeving

Best practice
Proces

Best practice
Rollen

Werkvergunning 
format

Framework SR

Guideline Proces 
& Rollen

Werkvergunning 
format

As is To be

Status



Major step in the project – one format and content
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Content 
behind PtW

Template for
the PtW



Desired results for Chemelot
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Safer place to work

• 80% of the personal incidents related to

⎼ Risks related the job executed

⎼ Line of Fire, Hand Safety and Walking = working

• More focus on the risks related to the job needed

More professional way of working

• Smaller gap between risks mentioned in LMRA and work permit

• Roles in work permit process implemented as it should

• More uniformity on the site for similar jobs

• Management information for continuous improvement
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Questions


