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Foreword 

I am delighted to introduce the new Group Competence Scheme (GCS), 

as an alternative route to Gas Safe Re-registration, which offers a robust 

and effective model together with potential major employer cost 

reductions.  

This approach aligns employers’ existing responsibilities to ensure the 

competence of their employees, with the means of demonstrating that 

through their own management systems, processes and procedures. 

The GCS offers employers the opportunity to plan, schedule and deliver 

the appropriate briefings, training and assessments for all their 

employees in line with their operational business needs. The scheme 

incorporates the same “matters of gas safety” criteria as ACS and is 

certificated by a UKAS accredited Certification Body following an audit of 

the employers’ GCS management system.  

 

For the first time this scheme offers employers real choice in how they achieve the re-assessment of 

employees, and incorporates the concept of continuous professional development, rather than reliance 

on a single assessment every five years. With employees briefed on technical or legislative changes as 

and when they are introduced, the need for refresher courses prior to ACS assessment is removed, 

with consequent major savings in lost opportunity time. Using the GCS approach, it is estimated that, 

together with improved safety performance, a business with around 300 employees could realise cost 

savings of £1.5m over a five year period.  

I am sure that Gas Safe Registered employers will embrace this scheme, which is the result of 

extensive dialogue with employers, stakeholders and others. Energy & Utility Skills exists to provide 

effective skills solutions to our employers and this scheme epitomises our commitment to deliver added 

value across the footprint. 

 

 

 

 

Neil Robertson 

Chief Executive 

Energy & Utility Skills Ltd 
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Introduction 

This First Edition GCS Document was produced following industry, stakeholder and 

Certification Bodies feedback on previous documents relating to the introduction of a Group 

Certification Scheme as an alternative approach for businesses with employees seeking 

renewal of their five year Gas Safe Certification 

Background 

It is a requirement that all Gas Safe registered gas operatives are re-assessed on their 

professed competences (with respect to gas safety) at a maximum of 5 yearly intervals At 

present, the Nationally Accredited Certification Scheme for Individual Gas Fitting 

Operatives (ACS) contains competence assessments for all mainstream work and for many 

aspects of more specialised work. Some elements of more specialised work are covered by 

using an appropriate ACoP to demonstrate an individual operatives’ competence in matters 

of gas safety, but this approach does not address mainstream work. Prior to the launch of 

this GCS, the only route for businesses to achieve re-assessment of matters of gas safety 

competence for their operative employees was via the Accredited Certification Scheme 

(ACS) 

 

EU Skills, the Licenced Sector Skills Council for the Gas industry, has been working to 

develop an alternative “group” approach to Gas Safe re-certification, which will provide 

increased choice and flexibility to employers.  The scheme is based upon a continuous 

management system approach and does not depend upon a single assessment of 

competence made every five years.  This document explains the Operational Requirements 

of the Group Certification Scheme for Gas Fitting Operatives (GCS). The GCS is intended 

for use by employers who wish to establish a management system able to maintain the gas 

safety competence of their Gas Safe registered workforce.  An employer meeting the 

requirements of the GCS is able to certify the competence of their own workforce, at the 

maximum 5 year interval. 

 

ACS involves engineers undergoing assessment at Assessment Centre’s which, in turn, are 

approved and audited by Certification Bodies (CBs) whose activities are accredited and 

continually assessed by the United Kingdom Accreditation Service (UKAS). Instead GCS 

involves operatives undergoing periodic briefing, training and assessment within their place 

of work, and is delivered by an employer having an appropriate and robust Competence 

Management System operating to this standard.  This GCS Management System is audited 

and certificated by a Certification Body (CB) operating to the BS/EN/ISO 17021 Standard 

and UKAS requirements. GCS provides an alternative route to re-certification and the re-

assessment of gas fitting operatives employed by a registered gas business. The gas 
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business is responsible for assessing the competence of their operatives against the 

relevant legislation and standards. UKAS Accredited CBs are responsible (i) for the audit of 

the processes and procedures that employers establish to operate GCS (ii) for the 

certification of the employer’s Competence Management System and (iii) facilitating the 

uploading of the competence details of operatives to the Gas safe Register database.  

 

The GCS has been ratified as an alternative route for the Gas Safe Re-registration of 

registered businesses’ gas operatives by the Strategic Management Board (SMB) that 

provides governance of the Gas Safe Registration Standards Setting Function 

encompassing all “routes to registration” and re-registration.  

 

The matters of gas safety competence criteria required by the GCS are the same criteria as 

those used for ACS certification.  These criteria have been ratified by the Strategic 

Management Board, in accordance with the agreed Standards Setting Function. The 

associated Practical Provisions that are needed to ensure consistent delivery of centre 

based assessments within the ACS scheme, are not required for the GCS, as each 

employer will gather appropriate evidence of competence, from a wide range of sources, 

over the whole five year period.  This leads to a decision, prior to the existing expiry of Gas 

Safe Register competences, by a qualified person appointed by the employer, of all 

available evidence captured and recorded in order to demonstrate the competence of an 

individual as measured against pre-determined criteria.   

 

GCS is applicable to gas fitting operatives employed by businesses which, under the 

provisions of the Gas Safety (Installation and Use) Regulations (GSIUR), need to be 

registered with Gas Safe Register. GCS is for the re-assessment and re-certification of 

competence in matters of gas safety.  GCS shall not be used for the initial Gas Safe 

Registration of new entrants to the industry. 

GCS Ownership and Licenced Operation 

 

GCS is a product developed and owned by Energy & Utility Skills Ltd 

 

An employer wishing to adopt GCS as its route to Gas Safe Re-registration of its gas 

operatives must obtain a Licence to operate the scheme from Energy & Utility Skills Ltd.  

 

Holding a valid and current Operator Licence is a condition of GCS Certification.  Each 

GCS Certification Body shall contract with EU Skills to confirm that a GCS certificate shall 

only be issued to an employer holding a valid and current Operator Licence. 

 

The employer Licence to operate GCS is renewable on an annual basis, with renewal being 

conditional upon continued implementation of the  scheme. 

 

The cost of the annual GCS Licence is dependent upon the number of Gas Safe 
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Registered employees in scope to the scheme.  Details of the Licence fee structure may be 

found in appendix three 

 

Employers provided with an Operator Licence also receive (i) a GCS guidance document 

that explains how to establish a robust Competence Management System (ii) two days of 

GCS Development consultancy from EU Skills and (iii) secure access to the EUSR on-line 

recording database, which may be used by the employer to manage aspects of their GCS 

(eg planned briefings, training, workplace monitoring or assessments) The use of the EUSR 

platform is not mandatory and employers may choose to use their own information 

databases and recording systems. 

SCOPE of GCS 

 

The following matters are central to the scope of GCS: 

 gas legislation, Codes of Practice and standards etc. which impact directly on the 

specific competences required to carry out gas work safely 

 safety related legislation that impacts on the operations of all businesses. 

 

GCS is not primarily designed to assess Candidate competence in other areas of work that 

are commonly undertaken within the complete range of work activity. Such work is covered 

by the requirements of H&SWA and other legislation but may be included in an 

organisations overall framework of competence management, if required.  Each GCS 

operating business shall produce a GCS Operational Document that accurately defines the 

scope and parameters of their scheme. This document will need to include details of the 

operational personnel in scope, the Gas Safe Register categories they are registered in and 

any managers, trainers and assessors directly involved in the operation of the GCS.  This 

document shall delineate between those aspects relating to “matters of gas safety” and 

those outside the scope of the G(S)I&U Regulations.  Only those aspects in scope to these 

Regulations are subject to external audit by a UKAS Accredited body.  However, the GCS 

operating business may, at their discretion, extend the parameters of their scheme to 

include a wider range of activities.  

 

An operative must have been directly employed by the GCS operating business for at least 

six months, to use the employers Certificated GCS Scheme as the means to obtain a 

renewal of their Gas Safe Register “Licence to practice” when their five year assessment is 

due.  Where a renewal is required and the operative has not been employed in the 

business for at least six months, the operative must achieve Gas Safe Register renewal via 

the alternative ACS route.  

 

GCS may not be used to obtain Gas Safe Re-registration for contractors, or associates who 

may carry out work for the employer. GCS is only applicable to operatives directly 

employed by the GCS Operating business. 
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Guidance on Competence 

Competence in this document means the ability to undertake responsibilities and to perform 

activities to a recognised standard on a regular basis. Competence is a combination of 

demonstrated practical and thinking skills, experience and knowledge, and may include a 

willingness to undertake work activities in accordance with agreed standards, rules and 

procedures. Competence depends on the context and the environment in which the activity 

is performed, and also on the working culture of the organisation. In the work environment 

the standard of competence in matters of Gas Safety is the standard of work expected to 

satisfy the criteria for Gas Safe competence renewal on a five yearly basis 

 

Competence plays a very important role in controlling safety risks on gas utilisation 

activities. The role of people in controlling risks is central to the operation of an employer’s 

GCS. While the role of people is very important in normal operations, it is vital when dealing 

with faults and emergencies when it is the ability of the individual to return the system to 

normal operation that is so important. It is only the competent individual who will be able to 

undertake such recovery, and this is why competent operation is so important. Where 

competent performance is not maintained accidents, incidents and injuries may result. 

 

The purpose of the GCS is to control in a logical and integrated manner a cycle of activities 

within the company or organisation that will assure and maintain competent performance in 

work. The aim is to ensure that individuals are clear about the performance that is expected 

of them, that they have received appropriate training, development and assessment, and 

that they maintain or improve their competence over time. Training and development seeks 

to create a level of competence for the individual or team, sufficient to allow individuals or 

teams to undertake the operation at a basic level. Initially this will be under direct 

supervision, which will become less direct. Over time as knowledge and practical 

experience grows, operations can be carried out at a more complex level. Such an 

approach will also increase the confidence of the individual or team to deliver competent 

performance, while making them aware of their limitations. Assessment (and 

reassessment) is how judgments are made that the inputs (ie training, development  and 

experience) have been understood sufficiently to deliver outputs (ie in terms of competent 

performance and safe operation).Competence can be seen as a continuum with people at 

various stages along it such as novice, not yet competent, competent, proficient and expert. 

 

The approach to assuring an effective and consistent standard of competence in individuals 

and teams is a progressive one, and can be shown diagrammatically as shown in Figure 1. 
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Figure 1: Competency stages of the individual 

 

 

When people begin a new task (or are progressing to a higher level), they will be unaware 

(at least to an extent) of what they can and cannot do (a state we can term 

‘unconscious incompetence’), see the top left box of Figure 1. Through training and 

development activities, they will quickly move to knowing what they do not know 

(‘conscious incompetence’). Once they have learned to do the task, they will initially need to 

think about it consciously in order to perform to an acceptable level (‘conscious 

competence’). For more complex tasks, this state often demands a high level of focus and 

concentration. As people work at the tasks, further work becomes second nature, and even 

those matters encountered rarely become well practiced. In effect, people reach a level of 

almost automatic performance, where the only real calls on their underpinning knowledge 

and experience occur when they have to deal with the more extreme infrequent or irregular 

operations and emergencies (which we can call ‘unconscious competence’). The main 

danger is that without realising it people can regress and become ‘unconsciously 

incompetent’ again, as shown in the bottom left box of Figure1. It is to avoid this that 

monitoring and reassessment of performance is undertaken at the individual level, and 

verification, audit and review takes place at the system level. 

 

The principles and associated factors that make up the GCS outlined in this document are 

applicable to all staff and managers whose work activities may have an impact on gas safe 

operations. The document may be applied to work at all levels of the organisation. This is 

perhaps obvious with respect to those who are directly involved in day-to-day operational 

activities but it also applies to those who manage the GCS, and to those managers whose 

main contribution to health and safety is decision making about financial and commercial 

matters. All can have an impact through the competence (or otherwise) of their 

performance on operational and occupational safety of the workforce, the public and 

themselves.  
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Principles and Factors 

In this document a principle is defined as a key safety objective to be achieved as part of a 

good GCS. Factors related to each principle are defined as matters that should be 

considered and, where appropriate, acted upon when reviewing or implementing the 

principles. 

The Objectives of this Document 

This document: 

 describes the principles and factors that should be considered in any GCS; 

 explains how to ensure that the competence of individuals and teams satisfy the 

requirements of existing legislation; 

 can be used for improving existing systems or for setting up and implementing new 

GCSs (see paragraphs 28 and 29); 

 provides information on the terms used (Appendix 2)  

 



First Edition – valid from 10 June 2014  Page 10 

  

Legislative Background 

Aim 

This document relates to the ongoing maintenance of the competence of Gas Safe 

registered operatives working in the gas utilisation industry. Much of what follows is  

equally applicable to other industrial sectors, but there are legal requirements that are 

specific to activities that are within the scope of the Gas Safety (Installation & Use) 

Regulations. This section provides an overall legal background to the document. 

Legislation 

The Health and Safety at Work Act places general duties on employers and the self-

employed to ensure that employees and others who may be affected by the work of their 

undertaking, are not, so far as is reasonably practicable, exposed to risks to their health 

and safety. In particular this includes the provision of safe systems of work, supervision and 

training. 

 

The Management of Health and Safety at Work Regulations 1996 (MHSW Regulations) 

require employers to undertake a suitable and sufficient assessment of the risk that their 

activities present to their employees and others, including contractors and the public. 

Measures developed from such risk assessment need to encompass training, knowledge 

and experience. Employers should also appoint a ‘competent person’ (as defined in the 

MHSW Regulations) to help them comply with the statutory provisions. 

 

There is a requirement under the Gas Safety (Installation & Use) Regulations 1998 

(GSIUR) for all businesses carrying out gas work within the scope of those Regulations to 

be Gas Safe registered.  All such businesses are required to ensure that all operatives are 

competent in the matters of gas safety applicable to the work categories they are registered 

able to carry out.  
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Outline of this Document 

GCS Cycle 

GCS seeks to integrate in a logical process a number of related management activities. Like 

most management systems it involves designing, planning, implementing, monitoring and 

reviewing.  This section shows how a GCS operates, as a cycle defined by 15 principles 

linked in five phases, as shown in Figure 2. This cyclic process should lead to continued 

maintenance of competence in matters of gas safety and any additional aspects included in 

the scheme by the employer. 

 

 

 

Figure 2: GCS cycle 

 

While people may be currently competent, they do not necessarily retain a satisfactory level 

of competence over time. This is true for the competence management activities as well as 

the activities carried out by the staff. The level and nature of the competence of staff in a 

company will be continually changing. The purpose of the GCS outlined in this document is 

to provide a mechanism for gas businesses to meet their statutory obligations with regard 

to the competence of their operatives in “matters of gas safety”. Good companies also 

ensure that competence management activities focus on further development of staff as 

part of this continued professional development. 
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To compare an existing competence management scheme with the principles outlined in 

this document it may be best to start using the document from Principle 15, Review and 

Feed Back. Risk assessments relating to the competence standards and the safety 

performance of the company or organisation should be reviewed along with whether 

recommendations for change from verification and audit have been implemented. This 

should be followed by checking the competence management system against the 

requirements of Principle 1, Identify Activities and Assess Risks. The assessment of the 

risks from activities undertaken by the company or organisation to manage the gas safety 

competence of their employees is important.  

 

Principle 2 refers to the compliance with competence standards and these are developed 

via industry consultation and then provided by EU Skills to all ACS Certification Bodies, all 

QCF Qualification Awarding Organisations and all GCS operating employers on a six 

month delivery cycle.   Moving around the model shown in Figure 2, the next employer 

action is to design the system, followed by implementation and the maintenance of 

competence. The audit and review provide the results that can be used to update the 

requirements for the system, and return to the starting point. 
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How to use this Document 

In this document each principle defines a key objective to be achieved as part of an 

integrated GCS. Each principle is provided with an overview summary. Each principle has a 

number of factors attached to it that should be considered and, where appropriate, acted 

upon when reviewing or implementing the principles. The overview and factor headings 

should allow the reader to quickly assess the key elements.  

 

The text that follows each factor describes what should be done to implement the factor, 

and provides some explanation on why it should be carried out. Additional information is 

provided to help with the implementation of the factor. The examples, to help understand 

and implement the factors, are taken mainly from the gas industry but similar instances will 

occur in other industries. 

 

Each principle, attached factors and associated text have been presented in as concise and 

self-contained a way as possible. Care should be taken to ensure the requirements of 

earlier phases have been adequately addressed before moving on to the next phase. 

Although the focus is on safety critical activities, the principles can equally well be applied 

to improving business-related risks such as customer service and activities that have an 

impact on performance. 
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Summary of GCS 

The GCS described in this document consists of 15 principles linked under 5 phases, as 

shown in Figure 2. A summary of the system describing the principles within each phase is 

given below. 

 

Phase 1: Establish requirements for the GCS 

The requirements for the system are established in Phase 1, starting with the 

identification of activities that may affect the management of employees’ gas safety 

competence (Principle 1). The risk assessment, with control measures, identifies 

those activities where the competence of people to control risks is important. This 

leads to the identification of the specific “matters of gas safety” competence criteria 

for individuals to enable them to achieve Gas Safe Re-registration (Principle 2). 
 

 

Phase 2: Design the GCS 

The procedures, methods and work instructions for operating the system are 

developed to achieve consistency (Principle 3). How each competence criteria is met 

and assessed is then established (Principle 4). The extent of the training, 

development and assessment requirements is established (Principle 5). The 

competences and responsibilities of those managing and operating the system are 

established (Principle 6). 
 

 

Phase 3: Implement the GCS 

Employees in scope to the GCS are identified (Principle 7) and their gas safety 

competences maintained and assessed (Principle 8) against the relevant 

competence criteria (Principles 2 and 4). Although not a requirement of the GCS, 

control processes should be established to ensure that employees only undertake 

work for which they are competent (Principle 9). 
 

 

Phase 4: Maintain and develop competence 

Monitoring of the staff ensures that performance is being consistently maintained 

(Principle 10), and that the competence of individuals is updated (Principle 11) in 

response to relevant changes including changes in legislation, standards and 

equipment. In particular, systems are required to identify sub-standard performance 

and restore the competence of individuals (Principle 12). Records must be 

maintained and made available when requested (Principle 13). 

 

 

Phase 5: Verify, audit and review the GCS 

The verification and audit of the system (Principle 14), checks on the competence 

assessments and the assessment process. Company management should review 

the whole system and feedback, using the information from verification and audit 

(Principle 15), to update the requirements for the GCS which returns the system to 

phases 1 and 2, leading to changes or modifications to system design. 
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Developing and Maintaining the Competence of 

Individuals 

The flow chart in Figure 3 illustrates in diagrammatic form phases 3 and 4, and can be used 

to assist in the process of developing and maintaining the competence of individuals. The 

flow chart consists of a number of tasks, shown as rectangles, and decision boxes, shown 

as diamonds, with the corresponding principles alongside. 

 

 Recruitment and Selection into the GCS 

Only those employees who meet the six month employed criteria for inclusion in the 

GCS shall be included in the scope of the employer’s GCS. (Principle 7) 

The employer may recruit additional employees into their GCS, once the six month 

qualifying period has been met. 

 

 Training, Development and Assessment 

The employer shall manage the gas safety competence of their Gas Safe 

Registered employees through a system that incorporates briefings, workplace 

monitoring, refresher training and assessment as deemed necessary (Principle 8).  

 

 Maintaining and Developing Competence 

Those who have been deemed competent in matters of gas safety shall be 

monitored to ensure that their competence is being maintained (Principle 10). The 

monitoring may detect that a person’s competence is not being maintained, as 

shown by sub-standard performance. If the person is suitable for a development 

programme to help restore competence (Principle 12), the programme should be 

implemented and the person reassessed (Principle 10). In some cases the person 

may not be suitable for a development programme and consequently is not suitable 

to continue to carry out the activity (Principle 12). 

 

 Reassessment 

The staff who continue to be competent shall be reassessed as deemed necessary 

by the employer, provided that the relevant “matters of gas safety” criteria are fully 

satisfied prior to the five year expiry (Principle 10).  

 

The above is a simplified version of how the GCS can be applied to an individual. 

This process should only be used in conjunction with all the principles in this 

document listed in Figure 4. In particular, Principle 11 should be used for updating 

the competence of individuals. 
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1 

 

Figure 3: Developing and maintaining the competence of individuals 

PHASE 1 

Establish 

requirements for 

GCS  

Principle 1: Identify activities and assess risks associated with the management of gas safety 

competence 

Determine the scope of the GCS in terms of people, processes and systems 

 

 

 

Principle 2: Obtain “matters of gas safety” criteria 

Identify the specific criteria to be met by each operative, dependent upon  their Gas 

Safe registration category. 
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3 

PHASE 2 

Design GCS 

 

Principle 3: Develop procedures  and methods 

Quality assurance processes, procedures and methods should be developed which are 

designed to ensure the GCS consistently achieves the intended results. 

 

 

 

Principle 4: Decide how to meet the standards 

Establish the most suitable methods for the briefing, monitoring, training and 

assessment of employees in order to meet the required levels of competence. 

 

 

 

 

Principle 5: Establish the processes and systems required to deliver a robust and consistent 

management system for employees matters of gas safety competence 

 

 

 

 

Principle 6: Identify managers and other personnel involved in the operation of the GCS 

Maintain the competence of managers and others operating the system and ensure that 

they understand their responsibilities. 

 

 

PHASE 3 

Implement GCS 

 
 

Principle 7: Identify those qualifying employees in scope to the GCS 

Brief all employees in scope to the GCS and ensure a good understanding of the 

processes used by the employer to manage gas safety competence. 

 

 

 

 

Principle 8: Brief employees on changes to legislation, Standards and Codes of Practice etc.  

Monitor, manage and assess the gas safety competence of employees using methods 

appropriate to the relevant competence criteria 

 

 

 

 

Principle 9: Implement internal quality assurance processes to ensure consistent GCS operation  

Control processes should be established to ensure that employees are only asked to 

undertake gas work for which they are competent. 

 

 

PHASE 4 

Maintain  

& develop 

competence 
 

Principle 10: Monitor and reassess staff performance 
Monitor and review the gas safety competence of employees to ensure matters of gas 

safety performance is being consistently maintained and developed. 

 

 

 

Principle 11: Provide information to employees on changes that affect gas safety competence 

Monitor and review employees operational performance to ensure compliance with 

employer requirements, in line with changes to Standards etc.  

 

 

 

Principle 12: Manage sub-standard  performance 

Identify sub-standard performance and restore competence. 
 

 

 

Principle 13: Record details of employees, briefings, monitoring visits, training and other interventions 

as deemed necessary within the employer’s GCS  

Maintain robust records of final assessments to enable external audit 

 

PHASE 5 

Verify, audit and 

review GCS 

 

Principle 14: Internal review and audit of the GCS 

Identify any corrective actions needed and restore GCS to robust operation 

External Stage One (desktop) and Stage Two (field based) audit 

 

 

 

Principle 15:  On receipt of external audit outcome report, review and address issues as necessary 

Review overall GCS performance 

Implement any changes necessary  

 

Figure 4: The GCS 
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PHASE ONE: Establish requirements for the GCS 

Principle 1: Identify activities and assess risks 

PRINCIPLE 

Identify the activities related to the management of gas safety competence and assess any 

associated risks, to determine those that have the potential to impact on matters of gas 

safety and/or the GCS management system. 

 

OVERVIEW 

If you are to control risks, you need to know what people do, the risks associated with these 

activities and the nature of the risk control measures in place. Identify all the activities in 

scope to the GCS that affect the management of safety competences, Identify the hazards 

associated with these activities and the risks in terms of frequency of occurrence and 

severity of consequence. Identify the control measures including those involving staff, 

processes and procedures which are needed to eliminate or reduce the identified risks, and 

consider the probability of the failure of these controls and how this may impact on these 

risks. Identify the activities that individuals must perform competently and consistently for 

risk control measures to be effective.  

 

FACTORS 

The factors for consideration include: 

(a) Identification of the activities that affect the management of employee gas safety 

competence, and the activities that are critical for controlling risks. 

 

A system to manage competence is a key part of the approach to risk control and needs to 

be applied to all activities that form part of the GCS. Considerations should include 

decisions made by company management that may affect the implementation and/or 

operation of the GCS management system. 

 

(b) Identify matters of gas safety associated with operational activities across a range of 

situations, planned and unplanned. 

 

The ability of an employee to demonstrate competence in matters of gas safety across a 

range of situations is important. The GCS management system should enable the employer 
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to confirm that the employees in scope meet this requirement 

 

(c) Determine the risks that need to be controlled. 

 

Determine the risks associated with the management of gas safety competence using the 

GCS approach, including for example, those relating to the absence of key staff or the 

failure of communication or recording systems 

 

As well as the GCS component processes themselves, the risks associated with the 

implementation of new or revised GCS processes should be considered once the 

components of the system have been designed. 

 

(d) Implement control measures to reduce significant risks. 

 

Risks will normally be controlled through a number of methods, some of which will overlap, 

giving added protection. Many of these controls will be well understood. These controls 

should be documented so the links between controls are clear. The controls which rely on 

competent performance should be highlighted. 

 

(e) Identify where and to what extent the risk controls rely on competence of people to 

control remaining risks. 

 

Highlight the activities that rely on the competence of people to reduce the remaining risks 

to as low as reasonably practicable. A wide range of risk control measures may be used 

which depend for their success on competent people performing activities consistently and 

within their competences, in an environment that is stable. The required competences 

should be identified so that suitable standards can be selected or developed.  

 

(f) Consider the effect of significant changes of technology, procedures and working 

practices. 

 

Review the activities of staff and any GCS changes required when new technology, 

procedures or working practices are introduced that impact on the management of 

employees’ gas safety competence. There should be a regular review process to identify all 

significant additions and changes before implementing new processes and/or procedures, 

and as working practices evolve over time. 

 

(g) Consider the effect of human factors on the management of safety competence. 

 

Take into account human factors where the role of people is key to implementing and 

operating the GCS. Take account of how satisfactorily people interface with for example, 

other employees, processes and recording systems.  
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Principle 2: Select standards 

PRINCIPLE 

Obtain current standards and “matters of gas safety” criteria to ensure that the GCS 

operates to facilitate confirmation that each employee maintains competence in their 

existing Gas Safe Register category 

 

OVERVIEW 

The GCS is underpinned by a framework of technical standards that define performance 

and knowledge requirements. Check that any existing competence standards are still 

current. Additionally, company specific procedures may need to be developed in the light of 

operational activity and risk analysis. Such procedures should cover normal and infrequent 

or irregular operations and emergencies. Procedures for those operating the GCS must be 

clear and definitive in terms of roles and responsibilities. The GCS should be compatible 

with other company policies. 

 

FACTORS 

The factors for consideration include: 

 

(a) Robust GCS Processes and Procedures. 

 

Documented processes and procedures shall be established for all operational aspects of 

the GCS.  These operational aspects shall include as a minimum, processes to: 

a. determine and document the scope of the GCS 

b. carry out the briefing of employees within scope 

c. monitor that employees operate to correct procedures 

d. gather workplace evidence of competence in matters of gas safety 

e. identify, and then provide refresher, or additional training and assessment or other 

interventions as required 

f. record employee and competence management data 

g. carry out assessment of competence in matters of gas safety 

h. confirm that all matters of gas safety criteria have been satisfied prior to 

certification 

i. issue a certificate of competence to employees who demonstrate competence in 

matters of gas safety  

 

The processes and procedures to be used, whether existing, revised or new, shall be 

written clearly and must incorporate the current “matters of gas safety” criteria issued by EU 

Skills. New or revised procedures should be validated by use in a trial, reviewed by a team 

of people or by a system expert.  
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(b) The scope of GCS competence criteria. 

 

While the GCS management system may be operated across other parts of the employers 

business, its primary function is to enable the management of employees’ competence in 

matters of gas safety, to facilitate Gas Safe Register renewal on the five year cycle.  The 

matters of gas safety criteria shall be issued by EU Skills to each GCS employer user, on a 

six monthly basis.  The employer shall incorporate any changes to the criteria within the 

implementation timescales supplied with the criteria by EU Skills.   

 

c) The adequacy of existing company processes and/or procedures, where they are used, 

and whether there is a need to develop additional and/or specific procedures. 

 

The employer shall select, develop and operate internal processes and procedures to meet 

the requirements of this GCS Document 

 

(d) Requirements for staff operating the GCS. 

 

The competence of identified staff responsible for operational aspects of the GCS is 

important. Employers shall ensure that staff operating the GCS understand their role and 

are capable of carrying it out. It is vital that those who have a role in managing the system 

are kept up to date. Otherwise, there is a real danger they will rely on their own experience 

from when they did similar work and miss changes in working methods. The GCS shall 

incorporate a process to effect this. 

 

(g) The matters of gas safety criteria should be made available to GCS staff and managers. 

 

Competence standards should be made available to staff and the managers operating the 

GCS in a format that promotes understanding and encourages their use. They should be 

able to refer to them and understand how they relate to their activities. They can then use 

them as working checklists to develop and maintain their own competence in conjunction 

with their managers. 

 

(h) Clarify that the competence management system is consistent with company policy 

overall for health and safety management. 

 

An important final element in establishing the requirements for the GCS is to ensure that it 

is compatible with, and fully integrated within, the overall company policy for health and 

safety management. The integration should lead to efficiencies with a consistent approach 

to managing competence including integrating training, development, performance reviews, 

safety management and quality management. 
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PHASE TWO: Design the GCS 

Principle 3: Develop procedures and methods 

PRINCIPLE 

Quality assurance processes, procedures and methods should be developed which are 

designed to ensure the competence management system consistently achieves the 

intended results. 

 

OVERVIEW 

In order to deliver an effective system, it is important to know what the intended outcomes 

are. Define the quality assurance processes, procedures, methods, objectives and 

outcomes for the GCS. Develop the underpinning procedures, work instructions and 

methods of communication. Ensure staff have ongoing support and their approaches are 

standardised and updated as necessary. Ensure that the assessment records can be 

verified and audited. Ensure that all those who have an identified  role in the system 

understand their responsibilities. Use available information on good practice. 

 

FACTORS 

The factors for consideration include: 

 

(a) Set the intended results, objectives and processes for the GCS. 

 

Establish what is to be achieved in terms of measurable objectives for the GCS and 

determine the processes required to deliver them. Define the scope of the system including 

the number of staff to be included within the scope of the GCS. Identify any aspects that will 

not be carried out within the company. 

 

(b) Develop management processes, procedures and work instructions to implement and 

operate the GCS. 

 

Write procedures in a clear and unambiguous way to describe how all the tasks needed to 

operate the GCS are to be managed. Develop work instructions that expand on the 

procedures, define the methods to be used and the detail required to ensure consistency. 

Also write procedures to describe how those assessing competence will be trained and 
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updated to maintain their own competence and how regular verification checks and audit 

will be carried out. The implementation of the system will need effective planning and 

sufficient resources. 

 

(c) Define the roles and responsibilities of the managers operating the GCS. 

 

The employer shall define the roles and responsibilities of those operating the GCS, and 

ensure these are understood by the job holders. Each identified staff member (see the 

Glossary in Appendix 2) should understand the requirements of their role and take on the 

associated responsibilities. There should be systems in place for ensuring adequate 

resources and assuring the competence of the staff and managers operating the GCS. 

 

The employer shall ensure that all GCS designated assessors are qualified to operate the 

company’s GCS. 

 

(d) Recording of GCS information. 

 

The employer shall ensure that the methods, processes and procedures used to gather 

diverse evidence that will be used as part of a final assessment are documented and 

operated in accordance with those processes. Records relating to GCS processes including 

final assessment shall be clear, transparent and provide an audit trail (see Principle 13 for 

more details). 

 

(e) Need for good communications. 

 

Good communications are crucial for the effective operation of a GCS. Procedures are 

required to ensure effective communication of key information between all those operating 

the system. Communication channels may need to be established especially for those not 

directly employed. Channels of communication should be designed to ensure rapid flow of 

information between all those involved in the system with clear standards for what and 

when defined information is to be communicated. 

 

(f) The use of current good practice. 

 

Ensure that the procedures, work instructions and methods incorporate current good 

practice. This may be defined by national and professional standards. Benchmarking is a 

recognised method for identifying and developing good practice and EU Skills, as scheme 

owner may be able to provide connections to other GCS users who are happy to share 

information.  
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Principle 4: Decide how to meet the standards 

PRINCIPLE 

Establish the most suitable methods for the development and assessment of staff in order 

to meet the required levels of competence. 

 

OVERVIEW 

It is important to select methods of assessment that align with each competence standard 

and link the requirements of the standard with the context of the work. A range of 

assessment methods may be required and used together to cover normal and infrequent or 

irregular operations and emergencies. Development through practical experience is crucial 

to attain the required level of competence. The use of simulation exercises and simulators 

may be necessary for some activities. Any risks arising from the assessment, development 

or training itself should be controlled. 

 

FACTORS 

The factors for consideration include: 

 

(a) The appropriate methods for the assessment of each competence criteria. 

 

The employer shall determine the most appropriate source of evidence for each matters of 

gas safety criteria.  These sources may include workplace monitoring visits, on or off job 

assessments, and /or centre based assessments.  With regard to the Performance Criteria, 

the employer shall assess all such criteria by using practical observation, wherever 

possible. However, Practical Assessment Workbooks (PAWS) incorporating written 

scenarios, drawings, slides, and photographs, supplemented with oral questions shall be 

used where assessment by practical observation is deemed not possible or appropriate.  If 

the employer considers that the PAWS approach is the only realistic option, use of this shall 

be limited only to those aspects where practical assessment cannot be delivered, and a 

rationale for this shall be recorded in the employers GCS Document.  Assessment via 

PAWS must only be used for specific aspects and under no circumstances form the major 

constituent element of any overall assessment. 

 

(b) Individual development necessary to attain the required level of competence. 

 

Where the employers GCS processes identify a need for intervention to ensure that an 

employee’s competence in matters of gas safety is maintained, the employer shall 

implement a process to deliver that outcome.  The process may include additional training 

and assessment, a period of supervision or even re-deployment in extreme circumstances.    
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Principle 5: Establish requirements for training, 

development and assessment 

 

PRINCIPLE 

Establish the training and development needs and competence assessment requirements 

of employees in scope to the GCS 

 

OVERVIEW 

Establish what the staff and managers who will operate the GCS will need in terms of 

knowledge and skills.  Also determine how the GCS will operate as a management system 

to maintain the competence in matters of gas safety for those employees in scope.  This 

management system shall incorporate processes to identify relevant training needs, 

facilitate the delivery of training and assessment to address any individual shortfalls. 

 

FACTORS 

The factors for consideration include: 

 

(a) Establish the training and development needs and the assessment requirements of 

employees to maintain competence against the current matters of gas safety criteria for 

each category of work. 

 

The employer shall operate a process to:  

(a) identify matters of gas safety training needs of individuals and/or groups 

(b) facilitate the delivery of appropriate training and assessment 

(c) monitor workplace performance following training and assessment   

 

The amount and nature of training and development input each person receives will depend 

on the nature of the activities being undertaken and the individual learning and 

development needs of the person.   

 

Training input needs to be followed by assessment against the competence standards in 

stages to allow people to be judged as sufficiently competent to progress through to the 

next stage. This will apply equally to existing, new and modified standards. It cannot be 

assumed that existing staff will be competent to carry out activities to a new or modified 

standard; all staff will usually require some additional briefing, development and 

reassessment when they are expected to take on new activities. 

 

(b) Establish the training, development and assessment needs of existing staff to reach the 

required levels of competence to carry out new activities. 
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Where new activities are to be undertaken a structured development process will be 

needed. A person’s prior experience and learning should be accredited in a consistent and 

structured way. Staff should be competent to undertake the responsibilities given to them, 

and where this requires additional training and development this should be provided. 

 

(c) Establish the capability requirements of the staff and managers to operate the 

competence management system. 

 

The employer shall operate processes to: 

a. Establish the capability needs of the identified staff and managers who operate the 

GCS to ensure that they understand their role and are competent in carrying out 

the activities they are responsible for. 

b. Deliver appropriate briefings, updates and training to maintain the capability of the 

staff and managers to operate the GCS 

c. Ensure that diverse evidence, that will form part of the overall assessment of 

competence in matters of gas safety is collected from appropriate sources, by 

authorised employees     
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Principle 6: Maintain managers’ competences 

PRINCIPLE 

Maintain the competence of managers operating the system and ensure that they 

understand their responsibilities. 

 

OVERVIEW 

Managers play a key role in developing and maintaining the GCS. It is important to develop 

and maintain the competence of managers operating the 

GCS. Managers should understand their responsibilities and be competent communicators. 

Managers should be aware of the impact of their activities on the system overall, and 

ensure their own safety competences are maintained. 

 

FACTORS 

The factors for consideration include: 

 

(a) The occupational and professional competence of managers operating the GCS 

 

Those involved in the operation of the GCS will need a combination of professional and 

occupational competence. The employer shall identify and document those manager’s with 

responsibility for the management of employee competence in matters of gas safety.  The 

employer shall incorporate a review of the performance of managers in operating the GCS 

on a periodic basis, and implement actions to address any identified problems.  

 

(b) The competence of those who carry out the final competence assessment. 

 

Assessors who carry out the final assessment of employees, by evaluating the collected 

range of diverse evidence shall hold a recognised qualification that confirms their capability 

to perform that role.  

 

(c) The responsibilities of managers operating the system. 

 

Management responsibilities for those operating the GCS should be clearly allocated. Each 

manager with allocated responsibilities should be competent to carry them out so that the 

requirements of the system are satisfied and quality is assured. These managers should be 

able to make effective use of the channels of communication within the GCS.  

 

(d) Consider all managers whether directly or indirectly involved in managing the GCS 

 

There are managers (from directors down) who, while having no direct impact on the 

operation of the GCS, have an indirect effect through the policies they set, and the way 



First Edition – valid from 10 June 2014  Page 28 

  

they discharge their own responsibilities. For instance, a financial decision about one area 

of operations can impact adversely from a health and safety viewpoint on others. All 

managers should understand the impact and wider health and safety implications of their 

decisions and be competent to make them. The GCS outlined in this document has not 

been developed specifically for such senior managers, but it can be applied to their 

activities, allowing senior managers to understand better the impact of their actions and 

ensure better control. The importance of safety management leadership from the 

company’s own senior managers cannot be underestimated. 

 

 

 



First Edition – valid from 10 June 2014  Page 29 

  

PHASE THREE: Implement the GCS 

Principle 7: Select and recruit 

PRINCIPLE 

Employees should be selected and recruited into the GCS using suitable selection 

standards and methods. 

 

OVERVIEW 

It is essential that all those involved in the management, implementation and operation of 

the GCS meet the scheme requirements for each role.   

 

FACTORS 

The factors for consideration include: 

 

(a) The standards to be attained for staff undertaking new activities. 

 

Ensure consistency and fairness by setting common standards for both new employees to 

activities and existing staff selected to undertake new activities related to the GCS.  

 

(b) Select and recruit staff using suitable methods. 

 

The employer shall operate processes to: 

a. Ensure all Gas Safe Registered employees are eligible for inclusion in the GCS 

b. Identify key managers and staff with specific GCS responsibilities 

c. Establish activities that will need to be outsourced 

 

(c) Recruitment of employees who have carried out other similar work. 

 

In the case of a person transferring from one company to another to do the same or a 

similar job or activity, the recruiting company should apply appropriate standards for 

selection, which will highlight the recruit’s ability to carry out all aspects of the new activity. 

Some of the standards will be core to the task, but others will be core to the company. This 

set of standards should be complementary to, but not the same as, those used to assess 

existing staff already doing the activity (eg a newly recruited gas installer needs to be 
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selected against the differences between the types of appliances used by the new 

employer, as well as the similarities, see Principle 13). 

 

The employer shall not use the GCS to renew the Gas Safe Register competences of a 

new employee, until that employee has been employed by the business for at least six 

months. 

 

(d) Use of appropriate methods to test the potential new employees’ aptitude and mental 

abilities. 

 

For some tasks, selection may include tests of a candidate’s aptitude and mental abilities. 

This may be relevant where the ability to learn, follow rules or make decisions may be a 

crucial factor. There are many different methods for this, but whatever assessment tools 

are chosen, they need to be reliable, validated and consistently applied. 
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Principle 8: Train, develop and assess employees 

PRINCIPLE 

Train, develop and assess the competence of employees using methods appropriate to the 

relevant competence standards. 

 

OVERVIEW 

It is important that methods for training, development and assessment are linked to the 

required competence standards and appropriate to the tasks being undertaken. The 

training and development of each employee should take into account their previous 

experience, skills and knowledge. Their competence should be assessed using suitable 

methods, taking into account any changes in circumstances and equipment. Those 

assessed as being not competent to current standards may need further training and 

development. Suitable records shall be maintained of training delivered and outcomes 

achieved. 

 

FACTORS 

The factors for consideration include: 

 

(a) Define the activities to be carried out by employees and the training and development 

required. 

 

All employees should have a clear idea of the activities they will be expected to do by 

referring to the required competence standards. Work activities should be agreed by the 

person’s line manager, so that the employee and line manager are both fully aware of 

expectations and any limitations. These activities may be current (i.e. well known in the 

company, but new to that individual), new (i.e. new to the person and the company, such as 

the operation of a new piece of equipment), or modified (eg changes to standards and 

procedures that require new skills or knowledge). 

 

New employees may only use the GCS as evidence to meet their five year re-assessment 

requirement subject to the restrictions shown on Page 8 (Scope of GCS) 

 

Determine the training and development needs of staff by comparing their experience and 

abilities with the requirements of the agreed activities. This process will also apply to 

managers operating the GCS who may also require training, development and assessment 

before undertaking new activities (eg before carrying out competence assessment against 

a standard that the manager has not assessed against before or when carrying out aspects 

of verification or audit). 

 

(b) Train and develop each individual to attain the required standards of competence using 
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the defined assessment methods based on the gap between current and intended 

performance. 

 

The nature of the training and development each individual receives will be structured to 

provide the range and depth of experience required to meet that stage of competence 

assessment. The process should initially develop and assess competence in normal, 

planned activities before progressing on to infrequent and/or unplanned activities. The 

extent of training and development will depend on the activities agreed, the standards and 

the existing experience, skills and knowledge of each person, and will take into account the 

context in which they are taking place. The system for training and development shall be 

linked to the system to be used for competence assessment. 

 

(c) Assess competence using defined risk-based methods. 

 

Assess each individual using methods defined through the risk assessment process. The 

methods may involve any combination of direct observation, indirectly gained information, 

unannounced monitoring, incident simulation, use of a simulator, written and verbal tests 

using open and multi-choice questions. Information may be taken from a personal task or 

log book. The employee should understand the methods of assessment before the 

assessment is made. The competence assessment should be proportional to any hazards 

and risks involved with the activity. 

 

The employer shall gather sufficient evidence of competence related to each of the matters 

of gas safety criteria, over the five year period.  This evidence shall be recorded through an 

appropriate process and/or system and form the basis of the final assessment of 

competence prior to Gas Safe Register renewal. 

 

(d) Managing those employees deemed “not competent to current standards” 

 

A person who is considered ‘not competent to current standards’ may need further training 

and development to gain sufficient practical experience prior to another assessment. 

Feedback from the assessment should state which activities were not being competently 

carried out, and indicate what further training and development is required. The person 

should not undertake activities that they are not competent to undertake unless directly 

supervised or the work is checked by a competent person. A decision should be made on 

the suitability of the person for further training and development. If agreed, the training and 

development should be carried out, followed by another assessment. However, there may 

be some cases where the person is considered not suitable to carry out the activity, and 

therefore will not undertake further training or development. A decision may be needed on 

redeployment (see Figure 3). 

 

(f) The impact of changed circumstances on the system or the use of different equipment. 
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Additional training and development are likely to be required as part of the introduction of 

new procedures, technology or equipment.  Changes in Legislation, Codes of Practice 

and/or Technical Standards will require a transfer of information to employees and may 

also require additional training.  The employer shall establish and operate a process to 

ensure that all employees in scope to GCS receive briefings on such changes in a timely 

manner.  The employer shall also establish and operate a process to identify training needs 

and facilitate delivery of any training and assessment identified. 

 

(g) Record and Certificate competence. 

 

A record shall be made that the person has been assessed as competent to carry out the 

activities, referencing the competence standard(s) and/or criteria against which the person 

was assessed. The name of the assessor(s) and the date of the assessment shall be 

recorded. This record shall be kept and maintained by the organisation that carried out the 

assessment, and be made available to others who may need to see it.  

 

Following the final assessment to confirm that the employee has satisfied all of the matters 

of gas safety criteria pertaining to specific Gas Safe Register categories, a certificate shall 

be issue to the employee by the employer. A pre-printed template Certificate shall be 

provided to the employer by EU Skills that enables the following specific information to be 

added: 

a. The name of the employee receiving the Certificate 

b. Existing Gas Safe Register categories covered by this Certificate  

c. Certificate issued by (name) 

d. The date of the final assessment 

e. The date that the existing Gas Safe Register competences expire 

 

These records are important when verifying and auditing (See also Principle 13). 
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Principle 9: Control activities undertaken 

PRINCIPLE 

Control processes should be established to ensure that employees are only asked to 

undertake work for which they are competent. 

 

OVERVIEW 

Sometimes people will demonstrate reduced competence or be ‘not yet competent’ to 

undertake a task. It is a management job to take action to control this. Staff, including 

contractors, should know which activities they are currently assessed as being competent 

to undertake. Control processes should be in place to ensure that employees only 

undertake work for which they are competent, and managers should ensure that the 

controls are enforced. Staff should be able to refuse to undertake work unsupervised for 

which they are not competent, without detriment to themselves. Staff gaining experience as 

part of a development programme should be supervised. There should be procedures for 

staff changing jobs and employers. The competence of a team to undertake activities 

depends on the mix of competences of team members. There may be limitations on what 

the team may do. 

 

FACTORS 

The factors for consideration include: 

(a) Ensure that employees only perform activities they are competent to carry out. 

 

Line managers should know which activities employees are currently deemed competent 

and authorised to undertake. Staff should be made aware of the importance of only carrying 

out those activities for which they have been assessed as competent, and that this 

assessment is current. Employees shall carry relevant identification provided by the 

employer and/or Gas Safe Register that confirms their Gas Safe Register competences 

 

(b) When planning and allocating resources for jobs, select only competent employees to 

undertake the work. 

 

When planning work and allocating resources for jobs, select only employees who are 

currently competent to carry out the work. 

 

This is relevant to those planning work on a week-to-week basis When putting work teams 

together it is important to know which competences are needed by all team members and 

which only by some. 

 

Control processes should be in place and managers should ensure that the controls are 

enforced, so that no individual is asked to carry out work they are not deemed currently 
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competent to perform. 

 

(c) Employees refusal to carry out some activities unless supervised. 

 

Employees should not be asked by management to carry out an activity for which they have 

not been assessed as currently competent, and will not be adequately supervised. 

However, such a request may be made for a number of reasons (e.g. by mistake, no one 

else available, no supervisor available to check the work, or in an emergency). In each 

case the member of staff or contractors should be able to refuse to do the work, if they 

consider themselves not competent to carry out the work.  Employers should acknowledge 

this and act to resolve the issue in an appropriate manner to deliver a safe operational 

outcome. 

 

(d) Development activities. 

 

After training to undertake a new activity, most staff require some practical experience to 

become sufficiently competent to undertake the task unsupervised. Where staff are not yet 

competent when undertaking development work, they should be supervised by a currently 

competent person. The supervisor should control the activities undertaken, check that the 

activity has either been carried out correctly or ensure that any necessary corrective action 

is taken, and take overall responsibility for the work. 

 

(e) Procedures for staff changing jobs or employers, or standing in for others on jobs that 

involve additional activities. 

 

When employees change job roles competence should be assessed/reassessed before 

they start their new activities. When adding experienced employees to the workforce the 

employer will want to see evidence of previous competence assessment to ensure itself 

that a recruit is suitable and competent to carry out their activities.. Until all the 

assessments have been completed a competent supervisor should check the work. The 

supervisor will take responsibility for each activity, and ensure that it has been correctly 

carried out. When a member of staff stands in for someone else (e.g. who may be sick or 

on holiday) but does not have the necessary competences to cover all the work, a currently 

competent supervisor should check the work and take responsibility for each activity. 

 

(h) The role of the team, including communication skills within the team. 

 

Teams are frequently used to carry out a range of activities. The make up of a team will 

depend on the mix of competences of each member, and how well they work together as a 

team. The mix of the team may place limitations on what the team may do. The 

competence of the team leader is vital for ensuring good relationships within the team and 

that each member of the team communicates effectively.  
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PHASE FOUR: Maintain and develop competence 

Principle 10:  

Monitor and reassess staff performance 

PRINCIPLE 

Monitor and reassess the competence of staff to ensure performance is being consistently 

maintained and developed. 

 

OVERVIEW 

The maintenance of competence is dependent on a structured process of monitoring 

performance and reassessment of competence. Monitoring should be undertaken to check 

and confirm performance. Newly qualified staff need special monitoring aimed at building 

competence and confidence. The nature and frequency of planned reassessments depend 

on many factors. Reassess and develop the competence of staff; specific methods may be 

required to deal with emergencies and infrequent events. Analysis of staff records can 

provide information for reassessments. Reassessment following an incident should be 

undertaken where appropriate.  

 

FACTORS 

The factors for consideration include: 

 

(a) Check competence through planned, informal, remote and unannounced monitoring. 

 

Monitoring of performance against agreed key assessment criteria lies at the heart of 

maintaining and developing standards of competence. Between planned reassessments, 

competent and consistent performance can be checked through monitoring by a supervisor, 

line manager, mentor or other authorised person. The frequency should relate to the risk 

involved in carrying out the activity and the interval between planned reassessments. The 

monitoring should include the following: 

 

a. planned monitoring, regularly and previously arranged 

b. informal monitoring by observing operations as part of day-to-day supervision 



First Edition – valid from 10 June 2014  Page 37 

  

c. unannounced checks, which are undertaken at random intervals  

d. inspection of job records and reports 

 

Where appropriate, a range of monitoring techniques may be required to establish 

consistent results and reliable decisions by those monitoring the activities (e.g. to consider 

the person for a development programme, see Figure 3). 

(b) Additional monitoring of new employees. 

 

Newly qualified staff will have been assessed as competent. However, because they are 

relatively inexperienced, a controlled development of their experience (together with post-

qualification monitoring) will help to ensure their increasing competence as they experience 

more of the infrequent events. In this way the confidence of both the newly qualified staff 

member and line manager is increased. Monitoring should take account of situations of 

highest risk and, where possible, target infrequent or unplanned activities.  

 

(c) Setting the nature and frequency of planned reassessments to address identified risks. 

 

Monitoring and reassessment ensures competence can be checked in a wider range of 

situations, allowing for testing in simulated situations and to probe underpinning knowledge 

and understanding. Monitoring and reassessment test that individuals maintain the 

necessary level of commitment, skill, experience and knowledge to perform at an 

acceptable level in the environment in which they are to operate. The frequency of 

monitoring and reassessment should link to and take account of the risk assessment data. 

Each scheme may have different needs but the nature and frequency of reassessment will 

depend upon the following issues: 

 

a. risk, in terms of frequency, probability and consequence; 

b. number, range and complexity of the individual tasks that make up the activities 

under assessment; 

c. balance between knowledge and skill-based elements in the competences; 

d. the level of concentration required, with an ability to handle distractions; 

e. time needed to undertake the reassessment; 

f. probability and frequency of encountering all aspects of the competences in day- 

to-day operations; 

g. difficulties in carrying out reassessments, especially those covering infrequent 

and unplanned events; 

h. actual detail to be covered in the reassessment; and 

i. feedback from previous assessments. 

 

Employers shall document the processes and the periodic frequency used to manage the 

matters of gas safety of their employees. 
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(d) A system for planned assessments. 

 

Formal assessments shall only be carried out by staff who are competent and qualified to 

carry out the assessment. It is therefore important to have a systematic and planned 

approach to monitoring and assessment. The employer shall establish and operate a 

process and/or system for recording assessment information that may be either paper 

based or hosted on an appropriate platform database.  Licenced GCS employers have 

access to the EU Skills EUSR platform for recording purposes 

 

The employer shall assess each individual employee via the internal GCS processes and 

issue a certificate of competence.  The certificate of competence must include the name of 

the person who finally “signs off” the employee as being competent (this could be the GCS 

Scheme manager, or a qualified assessor who has checked all the evidence collated and 

summarised for that purpose by a series of other, vocationally competent, persons 

employed by the company).  It is not necessary for all these persons to be listed on the 

Certificate of Competence, although the employers’ GCS system and/or processes shall 

maintain an audit trail to include all those involved in the assessment of competence. 

 

(e) Reassess and develop the competence of employees 

 

Employees should not continue to carry out an activity after the expiry date of an 

assessment until they have been reassessed as competent. Employees should be 

reassessed after any significant lapse in performance has been identified that may question 

their competence, and when line managers request an assessment. For some work, where 

a person has not carried out a specific activity for an agreed period, a reassessment is 

likely to be needed in the specific activity before it can be undertaken. Before carrying out 

the reassessment, any modifications to the relevant standards and other requirements 

should be identified. Those being reassessed should already have been briefed on these 

changes, and any necessary top-up development carried out (see Figure 3). Refreshing 

underpinning knowledge contributes to further develop competence and confidence during 

the reassessment process. 

 

(f) Reassessment of competence to deal with emergencies and infrequent events. 

 

Emergencies occur rarely so it is difficult or impossible to monitor the performance of 

employees in these circumstances. Some infrequent or irregular operations can occur 

relatively frequently, some even daily, but usually they are much less frequent. Employees 

should remain competent to deal with all these events and there should be systematic 

methods for monitoring and reassessment, with refresher training and development as 

required. The outputs from Principles 1 to 4 will determine the most appropriate methods. 

Such methods should include consideration of: 

a. tabletop exercises (e.g. working through a planned scenario with one or more 
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staff responding to a particular situation); 

b. simulation of procedures using real equipment (e.g. working on fault-finding on 

an appliance and acting as if certain fault conditions existed); 

c. incident simulations (e.g. an incident is simulated, with people acting as 

consumers  for the exercise) 

 

(g) Analysis of staff records for accidents, injuries, incidents and other relevant information 

for planning reassessment. 

 

Analysis of staff records for accidents, injuries and incidents, as well as information from 

monitoring an individual’s performance, can be used in planning reassessment 

programmes. Analysis of this data can highlight an individual’s shortfall or a pattern of 

deteriorating performance against the agreed performance standards. Comments from past 

assessments may also be useful. This information can be integrated into the reassessment 

programme to identify particular shortfalls and weaknesses in more detail and can influence 

the frequency of reassessments. 

 

(h) Reassessment following an incident. 

 

If employees are involved in an incident, they should be reassessed in terms of their core 

and any more advanced competences, related to the incident and its control. The extent of 

this reassessment should be proportionate, but this is a key element in maintaining levels of 

competence. 

 

(i) Record and certificate of competence. 

 

Records of performance monitoring and reassessment should be made, or updated, to 

indicate that the person has been reassessed as competent to carry out the activity.  

 

The Energy & Utility Skills EUSR platform and register will provide a mechanism to record 

training interventions, assessments and other employer required information, if required by 

the employer.  It is important that each employee, if they leave the GCS business, has a 

dated current certificate of competence covering the relevant Gas Safe Register categories, 

as this will be needed by the individual if seeking to achieve future re-assessment via the 

ACS Scheme. 
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Principle 11: Update the competence of 

individuals 

PRINCIPLE 

Update the competence of individuals in response to all relevant changes. 

 

OVERVIEW 

There needs to be an active system to update staff of key changes. Many changes and 

expected changes could require competences to be updated, including changes in 

legislation, mandatory standards, procedures, introduction of new and modified plant and 

equipment, maintenance procedures, and organisational changes. Refresher training, 

briefing staff (using feedback and open discussions) and updating knowledge will help to 

maintain and update competence. 

 

FACTORS 

The factors for consideration include: 

(a) Changes in legislation, standards and procedures. 

 

New legislation, changes in existing legislation and revised document on existing 

legislation, and expected changes, will produce new requirements. New mandatory industry 

standards and new rules, procedures and ways of working (eg lessons learnt from 

incidents) will also produce new requirements. Competence standards may need to be 

altered and the competence of staff updated and assessed; this may require additional 

training and development. A system to actively monitor these changes and develop briefing 

and training to explain them is needed. 

 

The employer shall establish and operate a process to ensure that all employees are 

briefed on any changes that impact upon matters of gas safety. 

 

(b) Changes due to the introduction of new technologies or equipment. 

 

The introduction or planned introduction of new technologies, appliances or equipment can 

change operations, maintenance and the overall workload for staff. Risk assessments will 

also need to be revised, and the competence of staff may need to be updated and 

reassessed to more detailed competence standards as a result of such changes or 

expected changes; this may require additional training and development. 

 

(c) Changes in operating and maintenance procedures. 

 

Manufacturers and operators may change or give notice that they will be changing the 

operating methods and maintenance procedures and standards for new technologies, 
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appliances or equipment, especially where defects become known. The maintenance work 

to be carried out and its frequency may change. Reducing the frequency may require 

additional work to be carried out each time it is maintained. The competence of employees 

may need to be updated and assessed; this may require additional training and 

development. 

 

(d) Organisational changes. 

 

Changes in an organisation can affect the work carried out, the responsibilities of staff and 

the reporting chain for communications and it is vital people are clear about the roles and 

responsibilities they have. Changes in work patterns and hours of work may cause fatigue. 

Changes in contracts and contractor companies can have effects on the work, and on the 

standards worked to. It is important to analyse the effects of a change before it is allowed to 

take place and then to monitor the change after implementation. The competence of staff 

may also need to be updated and assessed requiring additional training or development, 

preferably before the changes take place. 

 

(e) Refresher training and coaching. 

 

Many activities and events occur infrequently, for which refresher training or coaching will 

help to maintain competence in conjunction with competence assessment. Refresher 

training should also be seen as an opportunity for repeating key messages. Such learning 

events may be enhanced by using alternative ways to make the presentation fresh and 

relevant. When planning refresher training consider: 

 

a. Predictable events (e.g. seasonal workload patterns) 

b. Unpredictable events (e.g. refresher training for emergencies)  

c. Infrequent events (e.g. for people who have not carried out an activity for a long 

time, such as commercial gas applications). 

 

These should be covered in a regular, planned manner.  The employer shall establish, 

operate and document a process that determines the need and frequency of planned 

refresher training, and takes account of the possibility of a need for unplanned refresher 

training should this be deemed necessary. 

 

(f) Briefing, feedback and open discussions between management and staff. 

 

Regular briefings by management, feedback by staff, and open discussions can assist in 

maintaining and updating competence (eg regular team meetings or experienced staff 

giving feedback to newly qualified staff). Briefings need to be planned, but additional 

briefings may be required after a major accident or incident. There may be instances when 

it would be best for line managers to brief staff on a one-to-one basis (e.g. concerning an 
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individual’s competence) when a group briefing would be inappropriate. At all briefings 

management should ensure staff understand the information given to them, and that staff 

can obtain further clarification as required. The following subjects are likely to be most 

beneficial in these meetings: 

 

 new and revised operational requirements; 

 temporary procedures that take into account infrequent or irregular operations; 

 lessons learned from accidents, incidents, statistical trends and management 

information systems; 

 technical revisions; 

 revised procedures; 

 modified competence standards; and 

 changes to recruitment standards. 

 

(g) Updating of skills and knowledge. 

 

Employees must be kept up-to-date about any changes in the requirements for activities 

that they are involved in. This could involve changes to an individual’s knowledge or skills, 

changes to working methods or procedures, etc. Employees should be kept up-to-date 

using a variety of methods, including safety briefings, ‘toolbox talks’, on-the-job learning, 

feedback from emergencies, and possibly attendance on courses. It is also beneficial to 

ensure that any reassessment event aims to include a continuing professional development 

element to help individuals further develop their competence and confidence. 
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Principle 12: Manage sub-standard performance 

PRINCIPLE 

Identify sub-standard performance and restore competence. 

 

OVERVIEW 

Where a person is carrying out an activity below an acceptable standard of performance, a 

clear procedure to manage this sub-standard performance is needed. Systems are required 

to identify sub-standard performance by individuals and its causes. Company culture, team 

working or personal reasons may contribute to sub-standard performance. Where 

performance is sub-standard a programme of work may be required to restore competence, 

followed by reassessment and revised monitoring. Individuals who are not performing 

competently may need to be removed from the type of work and certificate(s) of 

competence temporarily withdrawn while the competence is re-established. As a last resort, 

redeployment or termination of employment may be necessary. 

 

FACTORS 

The factors for consideration include: 

 

(a) Systems to identify sub-standard performance and its causes. 

 

Performance below the required standard of competence results in the health and safety of 

people being compromised. Such sub-standard performance can be identified through 

formal and informal monitoring, planned reassessment and from appraisal and performance 

reviews. The system should establish the nature of any gap that exists between the 

performance observed and the required standard of performance, and the reasons for any 

gap. The causes for a gap may be associated with one or more of the following issues: 

 

a. lack of confidence or experience (e.g. first experience of a ‘real’ infrequent event 

by a newly qualified member of staff); 

b. changes in ability (e.g. skill or knowledge of a situation that has been lost since 

the last reassessment); 

c. lack of willingness (e.g. attitude, approach, motivation, commitment, rule 

violation); 

d. internal and external factors (e.g. changes in shift patterns or weather); 

e. lack of concentration (e.g. multiple activities that may reduce the level of 

concentration); 

f. poor team working (e.g. poor supervision of the team or poor communications in 

the team); 

g. personal reasons (e.g. stress, family problems); 

h. poor relationships at work (e.g. between staff within the team); 
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i. change in health and fitness (e.g. deteriorating eyesight) 

The employer shall establish, operate and document a process to enable connection 

between the GCS management of matters of gas safety and the employers disciplinary 

process, should this need to be actioned. 

 

(b) Company culture. 

 

The perceived company culture can contribute to sub-standard performance. An individual 

may feel pressurised to complete a job by ‘cutting corners’. A supervisor may put pressure 

on an individual to deliver a result. Although the company would not support ‘cutting 

corners’ or taking unnecessary risks, staff may react to a perceived pressure to perform 

and respond inappropriately. In a similar way, those working for contractor companies may 

perceive and respond to pressure from clients. Therefore care is needed to ensure the 

expected standards are clearly understood and followed in practice. 

 

(c) Team working and team competences. 

 

In certain areas of work people increasingly work in teams. Where these are multi- skilled 

teams, staff may have similar competences, or more likely a range of different but 

complementary competences. It is important to identify core competences that all team 

members need, such as communication skills, and those that can be held by 

only some staff. It is also important to monitor both team and individual performance, to 

detect when any member may be working below standard. This sub-standard performance 

may affect the overall standard of the team, and will require an appropriate response that 

may be directed at the whole team or an individual. The competences that senior 

management teams require are also important, and need to be considered. However, the 

measurement of such competences may be over longer time scales. Sub-standard 

performance needs to be addressed in such teams too. 

 

(d) Circumstances that affect performance, including internal and external factors. 

 

There are many factors that can affect performance. These can include internal factors 

such as the actions of other staff, contractors and the public and defects in equipment and 

external factors (e.g. extreme weather or poor traction conditions). These factors should 

have been integrated into training and assessment, and staff should be able to overcome 

such problems. Where there is evidence from performance monitoring that staff are not 

coping, rebriefing, additional supervision and retraining should be applied. Where patterns 

emerge there may also be a need for revisions to the GCS itself (see Principles 14 and 15). 

 

(e) Identification of personal reasons for sub-standard performance. 

 

There are numerous personal reasons that could contribute to sub-standard performance. 
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Many of their effects are temporary, with competent performance being restored in a short 

period of time. They can, however, have a significant effect on performance (eg illness; 

stress from work; fatigue from long or night shifts; emotional problems, such as splitting up 

with a partner or divorce; death or illness in the family; financial problems, such as house 

repossession; and reactions to stressful events, such as witnessing an accident). As with 

internal and external factors changes in personal circumstances should be monitored so 

appropriate action can be taken to restore competence. 

 

(f) Restoring competence. 

 

Where the types of factor covered in (a) to (e) are known to exist or when a person has 

been detected as working below standard, a development programme to restore 

competence should be put in place along with appropriate monitoring. If the sub- standard 

performance has resulted from personal reasons, which can manifest in a poor attitude or 

general unwillingness, an interview with a line manager, personnel manager, counsellor or 

doctor may be required to identify the underlying causes and help resolve the problem. 

 

Where technical factors are involved, longer term changes may be needed coupled with 

short term interim measures. A decision should be made on the suitability of the person for 

further training and development, taking into account the situation and the nature of the 

sub-standard performance. Where the person is considered to be suitable for a 

development programme, the programme should be implemented followed by a 

reassessment (see Figure 3). 

 

(g) Revise the monitoring of the individual or team. 

 

Where a programme to restore competence has been put in place, monitoring of the 

individual or team may need to be more frequent for a time. Where relevant, the area of the 

specific activity where there has been sub-standard performance should be targeted and 

scrutinised more closely. Planned assessments may need to be more frequent, with 

informal monitoring (e.g. day-to-day observation by a supervisor), remote monitoring (e.g. 

using recordings of activities), and unannounced checks. Lessons should be learned from 

this for others who may have similar difficulties, and where necessary changes made to the 

training and development system (see also Principles 14 and 15). 

 

(h) Remove the individual from the type of activity. 

 

Where someone is involved in a specific activity and is found to be working below standard, 

that person may need to be removed immediately from that workplace (e.g. by a first line 

manager or supervisor). However, it may be possible to deal with them by greater 

supervision. The decision to remove someone will depend on the context (e.g. internal or 

external factors, team working or personal reasons) and the level of seriousness (e.g. a 
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minor problem can be addressed on the spot but a more serious problem may require 

longer term action, perhaps leading to a reassessment). Any removal is likely to be short 

term, and lead to some form of development and reassessment. 

 

Where the development programme and reassessment shows that a person is not yet 

sufficiently competent, or where it was decided that the person is not suitable for a 

development programme, then that person should be regarded as being no longer suitable 

for carrying out the activity, and some form of redeployment should be considered. 

In the final case termination of employment may be necessary (see Figure 3). 

 

(i) Alternative or additional measures. 

 

When sub-standard performance has been identified, alternative or additional measures 

may need to be taken to improve competence. These can include making changes to 

procedures or equipment to make them more ‘user-friendly”, or by changing assessment 

methods to make them more relevant to the area of sub- standard performance (eg 

replacing written tests with verbal ones where writing skills are not relevant). It is important 

to consider these alongside the training and assessment options to ensure that the chosen 

solution is the most effective in the short term (for the person or team involved) and for the 

longer term needs of the organisation. 
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Principle 13: Keep records 

PRINCIPLE 

Maintain adequate GCS records and make them available when requested. 

 

OVERVIEW 

Record keeping is vital to the management of employee competence. The method of 

recording the assessments of competence should be robust and reliable. Generally, 

records should be made available, following a reasonable request, within 24 hours. The 

employer should retain assessment records for twice the reassessment period, along with 

the records of briefings, training and other significant events. Log books should be 

considered to record activities carried out. Records must be made available to those with 

authorised access. If an employee leaves a GCS employer, they shall not be entitled to 

renew their Gas Safe Register competences through that employers scheme, from the date 

of leaving. 

 

FACTORS 

The factors for consideration include: 

 

(a) How to record the assessment of competence. 

The method of recording information on competence should be accurate, reliable, easy to 

access by authorised persons and open to audit. Records may be held on a computer or be 

paper based. There should be adequate security to prevent unauthorised changes. 

Keeping the records on a computer database has many benefits, especially for rapid 

access from many locations. However, good database management, including regular 

backups of the database, will be required. 

 

Energy & Utility Skills’ EUSR Register provides a mechanism for the recording of 

assessments and other GCS interventions, if required by the employer. 

 

(b) Who should hold the assessment records. 

 

The employer shall keep its own records, including the records of employee briefings, 

monitoring visits, training, competence assessments, and any other significant events for 

each employee. Employers should hold or have access to the record of competences for 

each individual, and be able to verify that the information is genuine. 

 

(c) GCS Certificates  

 

Following the final assessment of competence, that will lead to the renewal of categories on 

the Gas Safe Register, the employer shall issue a Certificate of competence to the 
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employee.  This will be needed if the employee leaves the business and needs, once their 

existing five year period expires, to return to an ACS centre to renew for a further five 

years.  The employee should keep this original certificates safe.  

 

(d) Records of competences. 

 

The record of competences for each employee should list, as a minimum, the following 

information: 

 

a. each category that the person has been assessed as competent in; 

b. the standard criteria achieved; 

c. name of assessor(s); and 

d. the expiry date of the current Gas Safe Register competences. 

 

(e) Records of assessment. 

 

The records of competence assessment for each member of staff should include: 

 

a. the assessment record, made at the time of the assessment along with any 

advice or feedback provided for further improvement and development; 

b. the standard(s) achieved and performance and knowledge criteria met; 

c. a copy of any certificate or licence issued; 

d. records that led to the issue of the certificate or licence; 

e. date(s) of assessment or reassessment; 

f. name of assessor(s); 

g. assessment locations and events; 

h. methods of assessment; 

i. deficiencies in competence identified and actions taken to rectify them; 

j. records of training given and any further planned; and 

k. records of development and any further planned. 

 

(f) Length of time for retaining records. 

 

Records of assessment and operator certification by the employer must be retained for the 

duration of the operators’ employment with the company operating GCS. If the operator 

leaves the company then the original certificates of competence must be provided to the 

operative when he/she leaves.  Records of assessed competence against the “matters of 

gas safety” criteria must be retained by the GCS operating employer for at least a further 

five years from the operative’s leaving date. 

  

(h) Who should have access to staff records, including those inside and outside the 

employing company. 
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Such records are personal and only authorised access should be allowed. Those 

authorised to have access to staff records should include those managing the GCS, and 

the line manager and personnel manager for each individual. There also need to be 

arrangements for the employer to have access to the records of competences of the people 

working for them, or about to start working for them, including contractor staff. These 

records would be subject to the requirements of Data Protection Act 1998. GCS Auditors 

and others with authority should have access to the competence records of relevant 

employees. 

 

If the employer is using the EUSR platform as part of the GCS management system, the 

employer shall ensure that employee permission is given to upload data on to that external 

database system. Employers using EUSR shall comply with the EUSR Scheme 

Administration User Guide, provided by EU Skills 
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PHASE FIVE: Verify, audit and review the GCS 

Principle 14: Verify and audit the GCS 

PRINCIPLE 

Verify and audit the competence management system. 

 

OVERVIEW 

The integrity of the GCS will only be maintained if it is regularly checked against the design 

and improvements made when needed. Some form of verification and audit of the GCS 

should be undertaken. Verification should support the assessors, check the quality of the 

competence assessments at a location and individual level, including the competence of 

the managers operating the system, and ensure the assessment process remains fit for 

purpose. Audit should inspect the whole GCS and judge compliance against the defined 

quality assurance procedures. Recommendations should be made where appropriate. The 

frequency of verification checks and audit may be altered if there are a number of changes 

being made to the system or where performance indicators show deterioration. 

 

FACTORS 

The factors for consideration include: 

 

(a) Nature and extent of verification and audit. 

 

Some form of independent check should be carried out on the GCS to ensure that the 

system has been implemented as intended, operated as expected and that activities are 

being carried out competently. This will involve verification and audit. Verification will 

support and develop assessors and validate the quality and effectiveness of the 

assessment aspects of the system to ensure they are being delivered as intended. Audit 

will assess the efficiency, compliance and reliability of the whole system. The nature, extent 

and frequency of such verification and audit need to be proportional to the risks which the 

GCS controls and the likely failure of such controls. 

 

(b) Verification of the assessors and the competence management system. 

 

Verification is concerned with operation and the assessment aspects of the 
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GCS as well as the assessors. The focus is on the quality, effectiveness and degree of 

compliance to determine how well the assessments have been carried out, and how closely 

the assessment process has been followed. These checks look at the use of appropriate 

competence standards, methods of assessment, and the consistent use of the procedures 

and work instructions developed for the GCS. Normally, internal independent verification is 

sufficient but with high-risk activities it may be appropriate to supplement it with external 

verification. Verification can lead to recommendations for improvement. Verification 

activities should be conducted by individuals who are experienced assessors and are 

qualified to operate the assessment system. Verification includes the following activities. 

 

Relating to the assessors: 

 

a. supporting and providing advice, document and updates to assessors; 

b. ensuring assessors learning needs are identified, addressed and that they 

remain competent (as individuals and groups, both occupationally and 

professionally); 

c. ensuring assessors' decisions are consistent and that they are involved in 

standardisation events to ensure expectations are communicated and 

understood; 

d. checking the application of the GCS and ensuring events are being planned and 

conducted in time at a local level by individuals and assessor groups; and 

e. checking the application and quality of assessment records made by individual 

assessors. 

 

Relating to the GCS: 

 

a. ensuring the design of the GCS takes account of human factors and 

expectations are realistic and achievable; 

b. liaising with senior management to ensure adequate resources are provided to 

ensure the GCS can operate as intended; and 

c. liaising with external bodies and regulatory authorities to ensure the GCS is 

compliant and up to date. 

 

Without this ongoing monitoring of the assessors and the independent checks of the 

assessment process, it is unlikely that the GCS will be controlled, effective and applied 

consistently within the company over time. 

 

(c) Audit of the competence management system. 

 

Audit of the GCS will look at the system as a whole, sampling and checking the 

performance and compliance over the entire scope of the GCS against the procedures and 

the latest regulatory requirements. It may also include sampling and other checks on the 
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up-to-date competences of the managers operating the system and maintaining auditable 

records. The audit of the procedures and work instructions should take into account 

relevant standards. The GCS audit shall be carried out in two stages by a UKAS Accredited 

Certification Body against the Management Systems Standard ISO/EN/BS 17021. 

 

Each Accredited Certification Body operating the GCS shall, via a signed agreement with 

the scheme owner EU Skills, confirm that only employers holding a GCS Licence may be 

certificated following an audit of the scheme.   

 

(d) The frequency of verification and audit. 

 

The initial GCS Audit involves two stages.  Stage One is a desktop based audit and Stage 

Two is field based and ensures that the documented processes are being adhered to and 

operate in accordance with the employers GCS Document.  The normal period for 

subsequent surveillance visits is three years, but this may be changed to annual visits by 

the auditor by agreement with the employer. Additional checks may need to be carried out 

more frequently when a scheme is new or significant changes are introduced. Additional 

surveillance may also be needed where key performance indicators are found to be 

deteriorating. The frequency may be reduced later, as the system improves and becomes 

more stable. Auditing will be less frequent than surveillance. Both are crucial to maintain a 

cycle of improvement. 

 

(e) Employer verification of the work of employees. 

 

Verification should also be carried out to ensure that employees are working competently 

and only carrying out work for which they are competent. Current working practices should 

be reviewed. Independent verification can often be undertaken from within the company 

(e.g. from another department). 
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Principle 15: Review and Feedback 

PRINCIPLE 

Review and analyse safety performance data and feed back into the GCS. 

 

OVERVIEW 

A key to continual improvement is active system review in line with standards set for the 

system. The GCS should be periodically reviewed. The company’s safety performance 

should be reviewed and analysed for trends and compared with industry-wide data. 

Analysis of injury and incident reports can provide valuable information. Recommendations 

for change from verification and audit should be reviewed and where accepted these 

recommendations to improve the GCS put into practice. 

 

FACTORS 

The factors for consideration include: 

 

(a) Review the system. 

 

Carry out periodic reviews to ensure that the GCS remains effective. The review should 

assess performance of the overall system against agreed standards, key performance 

indicators, industry trends and recommendations resulting from verification and audit. A 

judgment should be made on whether the initial assessment of risks was satisfactory, if the 

objectives have been achieved and if recommendations made for improvements should be 

implemented. The review should be carried out by company management applying the 

standards set for the system (see Principle 4). 

 

(b) Analysis of company safety performance. 

 

Analysis of company safety performance data can play an important part in the review. This 

may include an analysis of a range of key performance indicators which need to be linked 

to staff competence. The benefit is even greater where data can be analysed and 

compared with trends and results for the whole industry. A root cause analysis of accidents 

and incidents may indicate inadequate levels of competence. Available data will vary 

across the industry, but may include: health and safety incidents; staff turnover; the number 

of staff identified as working below standard or requiring a development programme; and 

feedback during reassessment. If company results are below industry norms (e.g. incident 

and frequency rates) this may indicate deterioration in the competence of staff and in the 

operation of the system itself. 

 

(c) Analysis of national accident, injury and incident reports. 
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Industry-wide accident, injury and incident (including near miss) reports provide a valuable 

benchmark against which to assess any shortcomings in standards, competence of staff, 

assessment methods and other internal competence-related factors. The opportunity 

should be taken to learn from accidents, injuries and incidents to develop the system to 

make it more effective in preventing similar occurrences within the company. 

 

(d) Feedback the results and make recommendations. 

 

When the review has been completed the results and recommendations need to be fed 

back into the relevant phases of the process leading to a systematic and regular updating 

and improvement of the GCS. The changes that the review process recommends need to 

be well managed and communicated to all involved. The aim of the feedback is to ensure 

all are kept up-to-date and thus improve the GCS itself and ensure that competences are 

being maintained and updated. 

 

(e) Implementation of the recommendations. 

 

The managers involved in operating the GCS should consider any recommendations 

resulting from verification and audit, and implement those agreed. If a recommendation is 

not supported, the reasons should be documented for subsequent reference. The 

introduction of changes should be monitored through verification activities and amendments 

agreed as required, to ensure recommendations are implemented within acceptable 

timescales. It will be important to ensure effective communication at all levels of those 

managing the GCS and those who are being assessed, so changes are fully understood. 

The development of such changes of course leads to amendments to Principles 1 and 2 

and then so on through the system. 
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APPENDIX 1 GLOSSARY 

The following terms are used in this document: 

 

Accident includes any undesirable event which gives rise to ill health and/or physical injury 

to people, damage to property, plant and products, harm to the environment, or causes 

production losses, increased liabilities or economic loss. 

 

Assessment means the process of collecting and judging evidence of a person’s 

performance against a standard in order to determine whether the person has 

demonstrated competence. Evidence can include direct and indirect observations, written 

records, log books, practical and written tests and answers to oral questions. Assessment 

should be based on performance in the workplace, wherever possible. 

 

Assessor is a person who carries out an assessment by judging the candidate’s evidence 

against the standard and decides whether the candidate has demonstrated competence. 

 

Audit is the structured process of collecting independent information on efficiency, 

effectiveness and reliability and making recommendations for any corrective actions. 

 

Competence means ability to perform activities to the standards expected in employment; it 

is a combination of demonstrated practical and thinking skills, experience and knowledge. 

 

Competence assessment – see Assessment. 

 

Competence management means the process of getting staff to be competent, followed by 

competence assessment and reassessment, and maintaining staff competence. 

 

GCS means a process to develop and maintain staff competence, that includes risk 

assessments of activities, selecting suitable standards and using procedures and 

appropriate methods to carry out competence management, maintaining records, carrying 

out verification, audits and reviews of the system and feeding back recommendations to 

improve the system. 

 

Control measures are the mechanisms in place to control risks. 

 

Infrequent or irregular operations – see Operations. 

 

Development means improving the performance of a person, especially following and in 

conjunction with training, so that the person gains sufficient practical experience to become 

competent. 
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Emergencies – see Operations. 

 

Generic standards – see Standards. 

 

Good practice is a way of carrying out an activity that is reasonably practicable It is not 

necessarily ‘best practice’, as best practice may be beyond minimum legal requirements. 

 

Hazard means a thing, condition or situation with the potential to cause ill health and/or 

physical injury to people, damage to property, plant, products, or harm to the environment. 

 

Human factors means the environmental, organisational and job factors, and human and 

individual characteristics which influence behaviour at work in a way which can affect health 

and safety. 

 

Ill health includes acute and chronic ill health caused by physical, chemical or biological 

agents as well as adverse effects on mental health. 

 

Incident includes all undesirable events and near misses which could cause accidents. 

 

Job description describes a job in terms of objectives and responsibilities; specific safety 

responsibilities may be included in a safety responsibility statement. 

 

Key performance indicators  are a group of statistics that summarise achievements which 

together indicate an overall level of performance of a process or system etc and show the 

change in performance over time. 

 

Line manager is the manager with direct responsibility for those carrying out the activities, 

and may also be involved in appraisals and rewards. For some staff, their line manager is 

also their supervisor. 

 

Managers in this document refers to the group of people operating the GCS, including 

those carrying out the assessment, selection, recruitment, training, development, 

verification, audit, record keeping and administration (see line manager). 

 

Mentor means a person who gives advice, has regular meetings and can be on call to 

discuss problems using one-to-one methods, but who is probably not the line manager or 

supervisor of the member of staff. 

 

Monitoring  means observing the performance of someone working; it can be formal (eg 

planned in advance), informal (eg workplace observation) and unannounced (eg planned 

monitoring, but the place, date and time not announced beforehand). 
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National Occupational Standard is an occupational standard that has been developed by 

employers working with the Sector Skills Council for that industry and accredited by a 

regulatory authority. 

 

Occupational competence in this document means the specific competence a person 

needs to have to carry out a work-defined activity. 

 

Occupational standards are statements of what is required in terms of competent 

performance in employment – see Standards. 

 

Operations in this document include: 

 normal operations mean the regular and/or planned work activities within the gas 

utilisation industry such as installation of appliances, meters and other ancillary 

equipment. 

 infrequent or unplanned operations mean those activities that are unexpected or 

arise from faults or breakdowns, or are unusual in some other way, without 

constituting and emergency 

 emergencies mean current unforeseen or unplanned events that have life threatening 

or extreme loss implications and require immediate attention (eg an incident involving 

a gas escape). 

 

Operational safety means the safety of the gas work activities being carried out. 

 

Operative is a directly employed individual who requires Gas Safe Registration and obtains 

the five year re-registration via the employers GCS scheme. 

 

Professional competence in this document means the specific competences related to the 

assessment, selection, recruitment, training and development, verification and audit, record 

keeping and administration required by managers to implement the GCS. 

 

Reasonably practicable means that the degree of risk in a particular activity or environment 

can be balanced against the time, trouble, cost and physical difficulty of taking measures to 

avoid the risk. See page 46 Successful Health and Safety Management3 for a legal 

definition. 

 

Recovery concerns the actions of an operator to bring back into control a situation that is 

going ‘off control’, but before an out-of-control position is reached. Recovery may be 

necessary following equipment failure or human error. When assessing risk the probability 

that a competent person will be able to recover a situation provides an important additional 

variable. 

 

Remaining risks refer to the risks remaining after hazards and risks have been eliminated 
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or reduced as far as possible, and control measures have been applied to reduce the risks 

to as low as reasonably practicable. 

 

Review means making the judgments about performance and the improvements resulting 

from verification and audit, determining if set objectives have been achieved and making 

recommendations for improvement. 

 

Risk is some combination of the frequency of occurrence, probability of failure and severity 

of consequence. An additional variable that addresses the probability of failure to recover 

may be needed for assessing human factor risks. 

 

Safety means the freedom from unacceptable risks of personal harm (ie the avoidance of 

accidents and incidents). 

 

Safety responsibility statement means a list of safety responsibilities, and is normally linked 

to a job description. 

 

Simulation means a situation or environment that is reproduced to mirror, as realistically as 

possible, an actual workplace scenario (e.g. an assessment of evacuation procedure). 

 

Specific standards – see Standards. 

 

Staff are people who are directly employed by a company and on the company payroll, 

including those on a short term contract. 

 

Standards in this document mean occupational standards; there are two main types: 

 generic standards have a broad application to a variety of different work situations or 

equipment; and 

 specific standards refer to specific types of situations or equipment. 

 

To be effective in a particular job or occupation the standards describe the requirements in 

terms of: 

 the particular skills that are essential to demonstrate competent performance; 

 the knowledge and understanding that a person should have to support the required 

performance; and 

 the performance criteria against which the performance of the person is assessed. 

(See National Occupational Standards.) 

 

Supervisor means a competent person who monitors a person’s work, and takes 

responsibility for the work of a person who is not yet competent. Supervisors may carry out 

competence assessments of their staff, and also other staff in their own company. For 

some staff their supervisor may report to the line manager. For others their supervisor may 
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also be their line manager. 

 

Trainer means the person who carries out training, and may also carry out development of 

the person in preparation for competence assessment. 

 

Training means formal and informal instruction of a person on how to carry out a work 

activity, taking into account their relevant background knowledge and understanding. 

 

Verification means the systematic monitoring of the assessment process in terms of how 

well the assessments are carried out, and how the assessment process is applied. 

Verification is mainly directed towards determining compliance with the agreed standards, 

rules and procedures. 

 

Violation is a deliberate deviation from a rule or procedure. Violations usually arise because 

of a desire to carry out the job despite the prevailing constraints, goals and expectations. 

Violations arise when people are trying to get the job done, and may not understand the 

consequences of doing so. They can be broken down into routine, situational and 

exceptional. 
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APPENDIX 2: Download Arrangements 

Once the GCS Operating employer has received their Certificate following the audit by a UKAS accredited 

Certification Body, operatives listed as “in scope” to the employers GCS scheme may, upon expiry of their 

existing Gas Safe Licence (ie. the five year requirement) obtain a further five years, using the GCS as the 

route. 

This process requires an electronic download to Gas Safe Register from the Certification Body (who must 

have a signed agreement with Gas Safe Register to facilitate this process).  This is a purely administrative 

process as under the GCS scheme it is the employer, rather than the Certification Body, who assesses and 

confirms each operative’s competence against the “matters of gas safety” criteria. 

GCS operating employers will need to establish how, and under what terms and conditions, the information 

needed to enable downloads of data to take place, will be transferred to the Certification Body in a timely and 

efficient manner. 

While it is feasible for the administrative download process to be handled by a third party with an agreement 

with Gas Safe Register it is anticipated that most, if not all, GCS Certification Bodies will offer this service as 

part of their overall customer proposal.  However, because this administrative function is an addition to the 

GCS scheme operation itself, EU Skills recommends that employers intending to use the GCS check with 

their preferred Certification Body before entering into a contract.  
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APPENDIX 3: The Employer GCS Licence  

Employers wishing to use the Group Competence Scheme must hold a Licence issued by EU Skills and 

renewable on an annual basis. A Licence will be issued once the employer has signed an agreement to 

adhere to the terms and conditions of the GCS and has paid the initial Licence fee. 

The GCS Licence fee is based on the number of Gas Safe Registered engineers in scope to the employers’ 

scheme and is £50 per employee in scope, per annum. 

Along with the Licence the employer receives: 

a. Two days consultancy from EU Skills that may include, by agreement aspects such as process 

mapping, EUSR guidance and assistance, briefing of staff, third party auditing or other activities as 

required (this is not an exhaustive list) 

b. Scheme documentation and templates  

c. Template employee certificates for issue following final assessment. 

For larger employers who wish to implement the GCS on a phased basis, the Licence fee over the first four 

years may also be phased, so that the total amount due builds up over time.  As an example, in an employer 

with 100 employees only 20 of those may need to renew their competences in the first year.  This may be 

repeated over a five year cycle until all 100 have been renewed.  In this case the GCS Licence would cost: 

Year One  20 engineers x £50    £1000 

Year Two  20 plus another 20 x £50    £2000 

Year Three 40 plus another 20 x £50   £3000 

Year Four 60 plus another 20 x£50   £4000 

Year Five  All employees (100) x £50  £5000 

For all subsequent years the annual GCS Licence remains, in this example, at £5000 

EU Skills reserves the right to review, and amend if necessary, the Licence fee on a periodic basis 
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