ANNOUNCEMENT
 A European Regulators Workshop on 

Applying the Lessons of Safety Leadership, Culture and Performance Measurement After BP Texas City
17-19 March 2010, JRC, Ispra, Italy
How can regulators motivate duty holders to measure and monitor the performance of their major hazard controls and management to promote consistently high levels despite an ever-changing business environment?  The proposed workshop aims to answer this question through sharing knowledge and experiences illustrating linkages between safety leadership, culture and performance indicators and identifying potential benefits and drawbacks of applying these concepts in an inspection and enforcement context.  

Workshop Objectives:  The workshop specifically aims to:
1. Review and illustrate with examples the linkage between leadership, safety culture and process safety performance indicators in driving overall process safety performance.  

2. Solicit expert opinion to define concrete expectations for process safety leadership, safety culture and safety performance indicators in industry.  

3. Outline fundamental elements of good practice for establishing, maintaining and measuring process safety performance.

4. Give guidance on the key functional aspects necessary to maintain an effective feedback loop between process safety performance measurement, the safety management system, and process safety culture and leadership.  

5. Give examples of good practice to demonstrate how these elements are realized in successful programmes.

Background: Safety leadership and the role of safety culture and performance indicators are elements of major hazard control that have gained considerable prominence in the risk management community based on investigation findings from the Baker Panel report ensuing from the 17 March 2005 accident in the Texas City, Texas (USA) BP refinery.
   The main thrust of the report’s conclusions is that a strong safety culture coupled with a rigorous safety management system is a root level defence against major accidents at hazardous installations.  Moreover, corporate management cannot practice its oversight function without a precisely calibrated feedback on the performance of the safety management system.  
This workshop focuses on three important linked concepts within this message and promoted within the report as follows:

1. A positive safety culture is important for good process safety performance.
2. Leadership sets the process safety tone at the top of the organization. It also includes owning and implementing effective policies and arrangements to manage risks, allocating resources and making effective decisions about the day to day management of business risks.
3. Leaders need appropriate information on the performance of the process safety management system in order to make effective decisions that support and maintain effective control of major hazard risks and, where appropriate take corrective action. 

Notably, the report addresses “Process Safety Leadership” as Recommendation #1.  The Chemical Safety Board also cited numerous leadership failures in its investigation report, noting in particular gross oversights in terms of supervision and training of operators, communication of critical risk management tasks, and evidence of a culture that ignored the importance of standard procedures. 

It is important to note that these are not new concepts and in fact such thinking has been part of process safety improvement discussions and lessons learned in Europe for several years
.  These ideas have been emphasized in findings and lessons learned from major European accidents, notably BP Grangemouth (2000)
 and Piper Alpha (1989).  Nonetheless, given the prominence of the Baker Panel recommendations, future developments in safety management are now more likely to include making these concepts broadly operational across the vast spectrum of high risk sites.  
Two developments in particular seem to demand a systematic review of these concepts by competent authorities:  1) The increasing use of the leadership-culture-measurement paradigm by industry in risk management and 2) the more focused academic attention on development of effective approaches based on this paradigm as a result.  Competent authority obligations most notably affected by these developments are Seveso inspections, safety management systems, safety reports, and accident investigation.  In a very practical way, how to recognize weaknesses and strengths in the leadership-culture-performance measure chain in a specific context could be useful in both active and reactive enforcement situations:

· Active situations are situations in which the authority actively seeks to encourage and foster use of these concepts to improve major hazard control on the site.
· Reactive situations are defined as situations in which the operator presents such activities as evidence of compliance and the competent authority must perforce evaluate their adequacy in a compliance context.
Moreover, over the long-term, knowledge and experience gained by working with these concepts in practice may deliver an even more important advantage to competent authorities.  In particular, patterns may emerge that sharpen their ability to recognize good performers and also understand what makes them so.   Thus, it is thought that competent authorities may generally be concerned about how the implementation of industrial risk management policy should be adapting to, and even benefitting, from these trends.
Targeted Audience:  This workshop is intended for representatives of regulators and industries charged with practical oversight or implementation of the obligations of the Seveso II Directive.   Representatives of the research and international communities with expertise and interest in the subject of the workshop are also welcome.

Workshop Host and Sponsorship:  This workshop is hosted by the Major Accident Hazards Bureau (MAHB) of the Institute of Protection and Security of the Citizen (IPSC) of the European Commission’s Joint Research Centre (JRC).  The content and structure have been developed with the advice and assistance a Technical Advisory Team of EU experts in the field of safety performance indicators and safety culture from the competent authorities as well as industry.   The launching of this workshop was recommended by the European Technical Working Group on Seveso II Inspections (a technical committee of the EU Committee of Seveso II Competent Authorities (CCA)) representing the Seveso inspection programmes of 22 countries, and for whom JRC-MAHB is secretariat.

Date, Location and Registration:  The workshop will be held from 14:00, 17 March 2010 until 12:30, 19 March 2010.  Registration details and practical information regarding the workshop will be available and distributed around mid-January to competent authority and distribution lists.  
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