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IMPLEMENTING AND OPERATING AN 
MOC SYSTEM 

Before implementing the management of change (MOC) system, the 
development team should consider the following foundational activities to 
help ensure the success of the system: 
 
• Preparing the site infrastructure to support MOC activities 
• Managing the culture change 
• Integrating the MOC system with existing site procedures 
• Developing a phased implementation plan for the MOC system 

(including a field test of the system to identify problems) 
• Training affected personnel on MOC procedures 

 
A facility can then roll out the system, operate it, and maintain it. The 

implementation team should have representatives from typical facility 
departments (e.g., operations, maintenance, engineering, safety). 

5.1 PREPARING THE SITE INFRASTRUCTURE 
The MOC system is an integral part of the process safety management (PSM) 
system. If the PSM system or the site is not ready to operate an MOC system, 
then the hazards of changes will not be properly managed, records will not be 
kept up to date, and training will fall behind, potentially undermining process 
safety at the facility. 
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The MOC implementation team should prepare the site for efficient 
startup and operation of the MOC system. Table 5.1 lists some issues that may 
need to be addressed prior to MOC rollout. 

5.2 MANAGING THE CULTURE CHANGE 
MOC systems keep people from making changes without the appropriate 
review and approval. In most cases, these changes are intended to either 
(1) improve operability or (2) sustain operations affected by equipment 
failures or external events.  As a result, some people consider MOC systems to 
be impediments or barriers to getting work done. If that attitude is prevalent, 
company management should take steps to address this culture prior to or 
coincident with implementation of a new MOC system. 

Sometimes the culture shock can be lessened by involving people from 
various disciplines, departments, or perspectives in the MOC design, 
development, troubleshooting, and solution development activities. Efficiency 
in design of the MOC system can be made a priority to ensure that the system 
is “just big enough” for its intended use. Another way to manage culture shock 
is to ensure that site personnel understand (1) the reasons the MOC system is 
being deployed, (2) the importance of having a healthy MOC system, (3) the 
 
 

TABLE 5.1. Issues that Should Be Considered Prior to MOC Rollout 
• Confirming management commitment and resources 
• Assembling up-to-date PSI 
• Preparing all the tools and forms needed to execute MOC activities 
• Securing resource commitments from infrastructure departments (e.g., information 

technology) 
• Preparing all MOC support materials (e.g., spreadsheets, files) 
• If using an electronic MOC system, establishing a fully tested system with sufficient 

network resources dedicated to its maintenance 
• If using an electronic MOC system with contract personnel involved, obtaining 

approval to provide computer access and e-mail accounts to contract employees for 
MOC notification 

• Having completed, refined, pilot-tested MOC procedures 
• Establishing a means for collecting MOC metric data and other feedback 
• Developing a plan for conducting MOC management reviews 
• Drafting plans for auditing the MOC system 
• Establishing a means for communicating changes and informing/training potentially 

affected personnel 
• Developing a plan for MOC rollout training 
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potential (and case histories of) consequences of not having a good MOC 
system in place, and (4) management’s expectations for MOC conformance. If 
one facility’s existing MOC system is being implemented at another facility, 
personnel associated with the existing system can be brought in to champion 
the MOC system at the new site. 

Consideration of facility culture should be factored into the 
implementation plan and MOC awareness training. Should MOC culture 
problems persist (as evidenced by metrics, audit results, incident root causes, 
or management reviews), identifying the underlying causes of the cultural 
issues and implementing corrective actions will be necessary.  See Section 
6.4.2 for a discussion of addressing cultural issues. 

5.3 INTEGRATING THE MOC SYSTEM WITH EXISTING 
PROCEDURES 

Although the development team considers existing site procedures when 
creating the MOC system, the implementation team may also need to review 
the MOC system to help eliminate conflicts with existing procedures (e.g., 
work order system, capital project management system) during the installation 
phase. Any conflicts or overlaps should be resolved by modifying the existing 
procedure or the MOC system. The MOC system will be more successful if it 
complements existing procedures. 

5.4 DEVELOPING A PHASED IMPLEMENTATION PLAN 
When possible, the development team or implementation team should plan a 
phased implementation, including a field test of the MOC system procedures 
and documentation in a selected part of the facility to identify and correct any 
weaknesses. No substitute exists for testing the MOC system on actual change 
situations in the facility where it will be used. Phased implementation allows 
the implementation team to evaluate the training and monitor the startup of the 
MOC system in selected process areas before full-scale rollout and operation. 
This phased implementation provides additional opportunities to fine-tune the 
program for efficiency and effectiveness. Once the program is proven in one 
area, the scope of the program can be expanded to cover other process areas as 
required. 

The field test or initial phase of implementation should address all of the 
major features of the MOC system, including special circumstances, such as 
temporary and emergency changes. The team can record and summarize the 
test data and present the results to site management for discussion. The 
duration of this field-testing varies, but it may require several months, 
depending upon how many changes the area experiences. The implementation 
team may need to revise the MOC system based on the results of the field test. 
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Where phased implementation is not possible (e.g., expedited implementation 
is needed for compliance reasons), the implementation team should conduct 
tests using simulated changes of various types before implementing the MOC 
program. Be aware that implementing an untested program can be detrimental. 
Personnel frustrated by a poorly implemented program may lose confidence in 
the MOC system and try to bypass part or all of it. 

5.5 TRAINING PERSONNEL AFFECTED BY MOC 
PROCEDURES 

This section provides examples of topics to include in awareness training, 
which is conducted to educate personnel about the MOC system. Companies 
can use these examples, generate their own context-specific topics, or employ 
a combination. This information may also be useful for detailed MOC training. 
However, detailed training will likely focus on site-specific MOC procedure 
issues. 

All personnel involved in making changes at the site (including 
contractors, if the system is so designed) should be trained on the MOC 
philosophy, procedures, and documentation. This training should include 
workers at all levels of authority, with special emphasis on the line 
maintenance and operating personnel, as well as frontline supervisors. Special 
emphasis on these employees is necessary because they are often the key to 
identifying, describing, and classifying change situations in day-to-day 
operations. The awareness training should emphasize practical examples that 
personnel can use as guidelines in day-to-day operations. 

MOC system awareness training should cover the following issues: 
 
• The importance of MOC procedures and the general MOC philosophy. 
• Definitions and terminology associated with the MOC system should be 

introduced 
• Company or industry case histories citing MOC failure as a contributing 

factor 
• Regulatory or legal obligations relating to MOC 
• How the MOC system interfaces with existing procedures (e.g., work 

order system) 
• General roles and responsibilities of employee groups or individual 

employees 
• How to recognize change situations [especially differentiating between 

replacements-in-kind (RIKs) and actual changes, as well as recognizing 
the subtle changes that can occur].  Checklists to aid identification of 
change situations could be helpful, and lists of anticipated change 
situations that have already been evaluated can improve performance 

• Examples of typical and unusual changes 
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• How to initiate an RFC 
• How to classify a change for MOC review (particularly under special 

circumstances) 
• How the MOC review process works (especially the responsibilities of 

personnel who must conduct specific reviews and issue approvals) 
• Overview of hazard evaluation concepts and techniques 
• How the MOC system is documented 
• Special features of the MOC system, particularly temporary and 

emergency changes 
• How to recommend changes to the MOC system 
• Who can answer MOC questions 

 
To be effective, MOC system awareness training cannot be a one-time 

activity. Changes to the MOC system require updating the training for 
employees who participate in the MOC process. Any new personnel (or 
personnel who transfer from an area that does not use the MOC system) 
should receive MOC system awareness training as appropriate. Also of value 
is ongoing training provided through periodic workshops covering key MOC 
issues and experience with the MOC system.  Finally, the MOC coordinator is 
likely to provide a coaching, counseling, or training function on an ongoing 
day-to-day basis. 

5.6 OPERATING AN MOC SYSTEM 
The MOC coordinator directs the operation of the MOC system by 
(1) monitoring the operation of the system, (2) resolving questions and 
disputes relating to the system, and (3) maintaining system documentation and 
records. Some sites may need to provide the MOC coordinator with clerical or 
other support to help administer the program and manage MOC documentation 
and recordkeeping. At smaller sites, MOC coordination may simply be a part-
time responsibility for an employee already in an appropriate position. 
Whether the MOC coordinator is full-time or part-time, management should 
ensure that MOC responsibilities are covered when the primary MOC 
coordinator is not available. 

At large sites, assigning an MOC coordinator to each operating area, who 
can address the required changes for that area on a day-to-day basis, may be 
beneficial. However, if MOC coordinators are distributed across different 
areas, the site-wide MOC or PSM coordinator should ensure that the MOC 
procedure requirements are consistently applied. 

5.6.1 Monitoring the Operation of the MOC System 
The MOC coordinator ensures that (1) the phased implementation of the MOC 
system is progressing in a timely manner, (2) the MOC system is working well 
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with other PSM systems and other site procedures, (3) the MOC procedures 
are being followed as intended, and (4) the MOC system is fulfilling its design 
intent. The MOC coordinator monitors these factors through routine 
administration of the MOC system and periodic internal audits/reviews of the 
MOC system (see Chapter 6). Any deficiencies in the MOC system are 
corrected according to the procedures for modifying the MOC system. 
Deficiencies in other systems or activities performed by other organizations 
should be resolved by the MOC coordinator in conjunction with the managers 
of specific areas or with the PSM manager. 

The MOC coordinator should consider monitoring emergency and 
temporary changes closely. Any changes implemented on an emergency basis 
must also be reviewed in more detail after their implementation to ensure that 
the full MOC protocol is implemented. Also, if simplified procedures are 
defined for making emergency changes, the potential exists for abuse of the 
emergency change status. Examining the reasons that emergency changes were 
processed allows the MOC coordinator to (1) revise the MOC procedure to 
reduce the need for emergency changes, (2) re-educate those who do not 
understand the design intent of the MOC system, or (3) focus management 
attention on organizations or individuals who abuse the MOC system. 

5.6.2  Resolving MOC Questions and Disputes 
Individual departments may be largely responsible for implementing the MOC 
procedures without significant interaction with the MOC coordinator. 
However, when uncertainties in the interpretation of MOC procedures arise 
(e.g., a proposed change does not fit into any change category that has a 
prescribed review process), or when reviewers disagree about an MOC 
requirement, the MOC coordinator should resolve these issues. If a conflict 
cannot be easily resolved, the PSM coordinator (and possibly senior managers) 
should help resolve them. All of these issues should provide feedback to the 
MOC awareness training program and potentially to the MOC management 
review and audit activities. 

5.6.3 Maintaining MOC System Documentation and Records 
The MOC coordinator or the coordinator’s designee is responsible for 
maintaining documentation for the MOC procedures, as well as the records of 
changes at the site. 

MOC procedures documentation. The MOC procedures (including all 
tools, guidelines, and software) should be updated as needed so that personnel 
with responsibilities under the MOC system are always aware of current 
procedures. MOC procedures should be controlled so that the procedures can 
be readily updated as changes occur and the facility can ensure that the 
workforce has easy access to the current MOC procedure (e.g., via the facility 
intranet). 

 



5  IMPLEMENTING AND OPERATING AN MOC SYSTEM 67 

 

MOC records. The records of requested changes, change approvals, and 
tracking forms for temporary changes should be archived for use in monitoring 
the MOC system and for use by other PSM systems (e.g., process hazard 
analyses, compliance audits). The MOC coordinator should ensure that MOC 
records are retained in keeping with the site/company records retention policy. 

MOC documentation can be paper based or electronic. Many companies 
are moving toward using computer networks and integrating MOC system 
documentation with existing work order, drawing, and procedure 
documentation systems.  MOC software applications are addressed in more 
detail in Appendix D. 
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