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If an HSE inspector
walked in tomorrow,
would you be ready?

The training records are in a spreadsheet. The certificates are in a shared drive, somewhere. The
key operational document was last updated three weeks ago, and the person who maintains it is
away. In 24 hours, someone is going to need to produce a credible picture of the full workforce's
compliance status.

This is the scenario lain Taylor, co-founder of Chorus, describes as the all-nighter. It is the
moment when the gap between what an organisation says its compliance management looks
like and what it actually looks like becomes impossible to ignore.

“If an HSE inspector walked into a business tomorrow and training records were in spreadsheets
and file folders, this will be the last time you ever do it like that,” Taylor says. The all-nighter
concentrates minds. The problem is that it usually comes too late.

This guide exists because that experience is entirely preventable. It is written for HSE managers,
training managers, and operations leaders in high-hazard industries (offshore oil and gas,
utilities, energy infrastructure, and construction). Professionals who carry significant regulatory
and moral responsibility, often with limited resources and tools that were not designed for the
complexity of what they manage.

The chapters that follow cover what goes wrong when organisations are not prepared for an
audit, how to build the systems that make preparation a continuous state rather than a periodic

crisis, and what the technology looks like that makes that possible at scale.
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CHAPTER 1| UNDERSTANDING THE HSE AUDIT LANDSCAPE

Understanding the
HSE audit landscape

Most HSE and training managers working in high-hazard industries do not need an explanation of
what an audit is. They need context for why the stakes are higher than they used to be.

HSE prosecution activity has risen steadily over the past decade. Fines have increased
significantly since the Sentencing Council revised its guidelines in 2016, with large organisations
now facing penalties that can run into millions of pounds. More significantly, the Corporate
Manslaughter and Corporate Homicide Act 2007 extended personal criminal liability to directors
and senior managers whose gross failure to manage health and safety results in a fatality.

Liability no longer rests solely with the organisation.

The audit landscape in high-hazard sectors has also broadened. External scrutiny comes not just
from the HSE but from client organisations, OPITO, OGUK, and major contractors performing
supply chain due diligence. Each has its own requirements and its own consequences for non-
compliance.

The cumulative effect is that audit readiness has moved from a compliance function to a

boardroom risk issue. What follows explains what being unprepared actually costs, and what
being genuinely prepared looks like.
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CHAPTER 2 | THE REAL COST OF GETTING IT WRONG

The real cost
of getting it wrong

Non-compliance in high-hazard industries carries four types of costs - financial, legal,
reputational, and human.

HSE fines since the 2016 sentencing guidelines revision can run into millions for large
organisations. Prohibition notices stop work immediately, on a live offshore asset or a major
utilities project. A single notice can cost more in lost revenue and delayed milestones than the
fine itself. The HSE also recovers investigation costs from organisations found guilty,
compounding the financial exposure of any prosecution.

The more significant development is personal liability. Under the Corporate Manslaughter and
Corporate Homicide Act 2007, directors and senior managers face personal criminal liability if a
fatality results from gross failure to manage health and safety. Individuals have faced
imprisonment. A director who cannot demonstrate that adequate systems were in place to
manage workforce competence is personally at risk.

Commercially, a failed audit or enforcement notice can disqualify an organisation from
tendering through frameworks such as the OGUK Supply Chain Principles. For smaller contractors,
a single regulatory action can end the business. In sectors defined by tight professional networks,
news of enforcement action travels fast.

e

The employee always bears the brunt of any incident that happens.
The employer follows. And then the safety manager whose
documentation was found wanting.

lain Taylor, Founder, Chorus

trustchorus.com 03


https://trustchorus.com

CHAPTER 2 | THE REAL COST OF GETTING IT WRONG

Behind every statistic is a person. The HSE identifies the employee as the primary casualty of any
work-related incident, carrying the physical harm, the lost earnings, and the long-term health
consequences. The HSE estimates the total annual cost of work-related injury and ill health to UK
society runs into the billions of pounds, the majority of which falls on individuals, not
organisations.

There is also a cost that rarely appears in headline figures: the pressure carried by the HSE and
training managers expected to demonstrate full workforce competence across multiple sites, job
roles, and extended supply chains, with tools that are not built for the task.

e

What we find is that our customers tend to be in positions of
isolation. It's not that the companies they work for don't view health
and safety as paramount. They do. But there tend not to be huge
resources in these areas. So you get these professionals who need
efficiencies and support more than anyone else, because they're
carrying an enormous burden.

Adam Sharp, COO, Chorus

That position of isolation, enormous accountability with inadequate tools, is the gap this guide is
designed to help close.
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The most common
audit failure points

When audits go badly, there are patterns. The same weaknesses appear repeatedly across
organisations of different sizes and sectors. Recognising them is the first step toward resolving
them.

Incomplete or outdated training records

The most common audit failure is also the most fundamental. Training records that do not exist,
that exist in multiple contradictory versions, or that have not been updated to reflect recent
completions, renewals, or lapses.

When an inspector asks for evidence of a specific qualification, and the answer begins with “let
me check the spreadsheet,” the audit has already started badly. When the spreadsheet turns out
to be from three weeks ago, and the most current version is on a colleague'’s desktop, it has
started very badly indeed.

Expired certificates with no systematic tracking

In high-hazard environments, many qualifications are time-limited. BOSIET and FOET offshore
safety certificates, offshore medical certificates, Gas Safe registrations, CSCS cards, IET wiring
qualifications, and dozens of sector-specific competencies all carry expiry dates. When expiry
tracking depends on one person manually reviewing a spreadsheet, two things happen reliably:

1. The tracking is only as current as the last time that person checked it.
2. When that person is away, it stops entirely.

An expired certificate is not a minor administrative oversight. It is evidence that a worker was on
site without the qualification required to be there.
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Job roles not mapped to requirements

Demonstrating workforce competence requires more than proving that training has occurred. It
requires showing that the training was the right training for the role, that the qualifications held
map to the specific requirements of the job being performed, in the environment where it is
performed. Without that mapping, a complete training record is still incomplete evidence.

In practice, role-to-requirement mapping is often held informally, in the memory of a training
manager or department supervisor. It is not documented. It is not verified. And when that person
leaves or is unavailable, the knowledge leaves with them.

No version control or audit trail

When multiple people maintain the same training record spreadsheet across departments, sites,
or management levels, the document becomes unreliable. There is no authoritative version.
There is no record of who changed what, when, or why.

Version control instantly goes out the window when you're managing
lots of people across multiple sites. A spreadsheet just isn't built for
that scale.

Chris Toothill, Head of Software, Chorus

This is the chain of events lain Taylor witnessed firsthand in his previous career working with a
drilling contractor in Norway. Covering for the operations manager, he found himself working
across three versions of the same training spreadsheet - one at head office in the UK, one his
own, and one maintained by the absent manager. Three versions, none definitively current, all of
them the basis for decisions about who was cleared to board a helicopter to an offshore
installation.

‘We ended up sending workers to the heliport, some of whom didn't have the necessary

certification,” he recalls. "It falls down really quickly when you're dealing with multiple people,
multiple assets, multiple locations. A spreadsheet is simply not built for that."
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The subcontractor blind spot

This represents a substantial proportion of the total workforce. In some sectors, contractors
account for as much as 80% of the people on site on any given day.

The site operator is responsible for the competence of every person on that site, regardless of
who employs them. But most training management systems are built for directly employed
workers. Subcontractor data arrives piecemeal via email, self-reported spreadsheets, or informal
assurances, and is rarely verified in any systematic way. When an auditor asks for contractor
compliance evidence, this is where organisations most frequently have gaps they cannot close
quickly.

The Swiss cheese model

The Swiss cheese model, widely used in safety science, describes how accidents occur not from
a single catastrophic failure but from multiple small gaps aligning simultaneously. Each layer of
the cheese represents a control, a qualification check, a record update, an expiry review. Each
layer has holes. Most of the time, those holes do not align. But when they do, something gets
through.

Incomplete records, expired certificates, unverified subcontractors, and missing role mappings
are all holes in the model. On their own, each one may seem manageable. Combined, under the

wrong conditions, they create a path for a serious incident to pass through unchecked.

The same logic applies to audits. Any gap in a compliance record, any certificate that cannot be

produced on request, is a hole that needed closing before the inspector walked in.
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CHAPTER 4 | HOW TO PREPARE FOR AN HSE AUDIT: THE 90-DAY FRAMEWORK

How to prepare for an
HSE audit: The 90-day
framework

Genuine audit readiness is a continuous state, not a sprint. But when an audit is approaching,

and the current position needs work, the following framework can close most gaps and build
foundations for something more sustainable.

Days 1to 30: Know where you stand

The first phase is a gap analysis. Map every job role in the organisation to its specific training and
competence requirements, covering regulatory minimums, client requirements, and site-specific
additions. For each requirement, identify who holds the relevant qualification, when it was
achieved, and when it expires.

This gives the baseline. A clear picture of what exists, what is missing, and what is about to lapse.
During this phase, pay close attention to subcontractor and contract worker records. Do not
assume information on file is current or complete. Request certificates from all active contractors
and verify them.

Days 31to 60: Close the gaps

Use the gap analysis to drive action. Certificates approaching expiry need renewal programmes
in place. Missing qualifications need enrolment. Roles without documented competence
mapping need that mapping to be completed. Records need to be consolidated into a single
auditable location, not spread across multiple spreadsheets held by different departments.

This phase is also the moment to verify that documentation is credible, that certificates are
genuine, that completion records are accurate, and that the evidence trail would withstand
scrutiny from an external auditor.

Days 61to 90: Test, review, and communicate

Run a mock internal audit using the same criteria an external auditor would apply. Assign
someone the auditor role, with the same access restrictions they would have under an external
audit. Can they be presented with evidence of workforce competence for every role within one
hour? If not, find out why and address it.

Communicate readiness to senior leadership. Audit preparation is not only a compliance
function. It is a risk management issue, and leadership needs to understand the current position,
what has been done to improve it, and what residual risk remains.
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CHAPTER 4 | HOW TO PREPARE FOR AN HSE AUDIT: THE 90-DAY FRAMEWORK

Phase 1: Know where you stand (Days 1-30)

Map every job role to its specific training and competence requirements

Identify all regulatory minimums, client requirements, and site-specific additions
List all active employees and contractors, organised by role

Pull all current training records into a single location

Identify expired, expiring (within 90 days), and missing qualifications

Request current certificates from all active subcontractors and contractors

Identify any roles with no documented competence mapping

Phase 2: Close the gaps (Days 31-60)

Enrol all workers with expired or expiring qualifications in renewal programmes
Complete competence mapping for all unmapped roles

Consolidate all training records into a single, auditable system

Verify the authenticity and accuracy of all certificates held

Establish a process for ongoing contractor certificate submission and verification

Ensure all records include both completion date and expiry date

Phase 3: Test, review, and communicate (Days 61-90)

Run an internal mock audit against external auditor criteria

Test the ability to locate evidence for any given worker within 30 minutes
Identify and close any residual gaps found during the mock audit
Produce a compliance summary for senior leadership

Confirm a process is in place for ongoing expiry monitoring and renewal

Confirm a named person is responsible for ongoing records maintenance

trustchorus.com

09


https://trustchorus.com

CHAPTER 5 | WHAT 'AUDIT-READY' LOOKS LIKE ON THE DAY

What ‘audit-ready’
looks like on the day

Being audit-ready is not just about having the right records. It is about being able to find them,
produce them on request, and answer follow-up questions without reaching for a spreadsheet.
Most organisations that handle audits badly do not have worse underlying compliance than
those that handle them well. They just cannot prove what they have.

Two scenarios, one question

Two organisations face the same question from an HSE inspector: | need to see evidence that all
personnel currently allocated to Site A hold valid BOSIET certificates. Can you show me that now?"
In the first organisation, the training manager is located, a laptop is opened, and a search begins.
A spreadsheet is found, but it was last updated three weeks ago. Three names are flagged as
potentially expired, but there is uncertainty about whether those workers are on site today. Two
further names do not appear at all, they joined via a subcontractor, and their records are held
separately. The inspector issues an improvement notice and schedules a return visit.

In the second organisation, the question is answered in under two minutes. A compliance
dashboard is pulled up, filtered by site and certificate type. Every worker allocated to Site A is
visible, with current certificate status against each name, including four subcontractors whose
records were submitted and verified at onboarding. Every certificate links to a verified original.
Every expiry is current. There are no gaps. The inspector moves on. The difference between those
two scenarios is not the quality of the people involved or the depth of their commitment to safety.
It is the quality of the systems supporting them.

What inspectors actually look for

An HSE inspector will typically look for three things:
1. Evidence that training has taken place
2. Evidence that workers can demonstrate competence in their role
3. Evidence that the organisation has a credible, maintained system for managing both

The first is relatively easy to show. The second requires more than a completion record. The third

(showing that compliance is managed as a process, not assembled in advance of audits) is
where most organisations have the most work to do.
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CHAPTER 5 | WHAT 'AUDIT-READY' LOOKS LIKE ON THE DAY

A competency audit goes further still. It may involve direct interviews with workers, observation of
tasks in progress, and review of how the organisation identifies and addresses competence
gaps. The governing question is not whether someone completed the training. It is whether they
can do the job safely.

From dread to readiness

The experience of an audit conducted from a position of genuine readiness is fundamentally
different from the experience of scrambling to produce evidence under pressure. An organisation
that knows where its records are, can retrieve them in minutes, and has a credible process for
maintaining them is not just less likely to receive an enforcement notice, it is operating with
greater confidence, greater control, and, critically, greater safety in practice rather than just on

paper.

e

Take back control. We totally understand there will be an
uneasiness, and you're trying to control the chaos. Let us help you.

lain Taylor, Founder, Chorus

The goal is not to survive an audit. The goal is to be the kind of organisation for which an audit is

not an event to fear, but a process to welcome, because the evidence is there and it is good.

trustchorus.com ]


https://trustchorus.com

The role of technology
in staying permanently
audit-ready

Audit readiness is not a project with an end date. It is a condition to be maintained. The 90-day
framework in the previous chapter is useful for closing gaps, but the goal is not to close them and
return to the same systems that created them. The goal is never to return to that position.

That requires a fundamentally different approach to how training and compliance records are
managed. One that a better-designed spreadsheet cannot provide.

A spreadsheet should really be an output, a snapshot in time of live
data. What it should not be is the single source of truth. And yet for
most organisations, that is exactly what it is.

Adam Sharp, COO, Chorus

What purpose-built compliance software should do

Any platform worth evaluating should provide real-time visibility across the whole workforce. Not
last week's export, but a live view of qualifications, expiry dates, and gaps, covering directly
employed workers and subcontractors in the same dashboard. It should automate expiry alerts
to workers, managers, and training administrators, and allow subcontractors to self-submit their
own certificates for verification and central storage.

Beyond visibility, the platform should support job role mapping, linking specific training and
competence requirements to specific roles so that any gap is a documented failure to meet role
requirements, not just a missing entry. It should integrate with existing HR and ERP systems to
avoid recreating the data silos it replaced. And every action should be logged: uploads, changes,
reviews, verifications. That audit trail is itself evidence of a well-managed system, and precisely
what an auditor is looking for.
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Spreadsheets versus purpose-built platforms

The organisations that manage audits well are not necessarily better run, better staffed, or more
committed to safety. They have better systems. The table below makes the difference concrete.

Area Spreadsheet-based Purpose-built platform

Held across one or more
spreadsheets; updated manually

.. Centralised and real-time; always
Training records

current
Manual review; only as current as
the last person who checked

Exoiry tracki Automated alerts to workers,
Xpiry trackin
piry 9 managers, and admins
Emailed in, self-reported, rarely
verified

Self-submitted by contractors;
Contractor data .
verified and stored centrally
Rarely documented; often held
informally

Role Mabbin Job roles mapped to specific
PPIng requirements by site and role

No version control; no record of

who changed what or when

. . Full history of every upload,
Audit trail K
change, and review
Reactive; typically requires urgent
last-minute preparation

. . Always-on; evidence retrievable in
Audit readiness .
minutes
Manual exports; time-consuming
to compile under pressure

Automated; any view available on
demand

©O 0 06 6 6 0 ©
O 0 0 0 0 0 ¢

Reporting

From reactive to always-on

The shift from spreadsheet-based compliance management to purpose-built software is not
primarily a technology decision. It is an operational one. Organisations that make that shift stop
asking "are we ready for an audit?” and start asking "how do we continuously improve our
workforce readiness?” Those are fundamentally different questions, and the second is far more
valuable.

Most organisations still using spreadsheets are not doing so because they believe spreadsheets
are adequate. They are doing so because the tools are familiar, change feels complicated, and
the case for moving has not yet been made with enough force to overcome inertia. The evidence
from prosecution data, enforcement trends, and the lived experience of safety managers who
have faced audits without adequate systems all points the same direction.
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HOW CHORUS HELPS

From uncertainty
to readiness

Chorus is a workforce compliance and competence management platform built specifically for
high-hazard industries. The organisations that use it, in utilities, offshore energy, construction,
and critical infrastructure, rely on it for the proof, readiness, and control that compliance
management in these sectors demands.

Chorus provides a live view of workforce compliance status across all workers, including
subcontractors. It automates renewal alerts, manages certificate verification, maps job roles to
requirements, and produces audit-ready reporting at the touch of a button.

Customers who have made the switch consistently report a substantial reduction in the
administrative burden of managing training and compliance, freeing up HSE and training
managers to focus on the work that requires their expertise rather than the administration that
surrounds it.

Getting started is more straightforward than it might seem. Chorus works with organisations of all
sizes, from 10 to 10,000 workers, and its implementation approach meets each organisation
where it is rather than where a standard onboarding process assumes it to be.

The first step is a conversation. Whether a 30-minute platform demonstration or a broader
discussion about where your compliance management currently stands, the goal is the same, to

help you move from uncertainty to readiness, and to stay there.
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Or speak to the team at:
enquiries@trustchorus.com

Book a demo


https://trustchorus.com/request-a-demo



