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FOREWORD

Technical workshop proceedings: process safety management framework provides a non-verbatim 
summary of the presentations and discussions from a technical workshop held on Thursday 7 July 
2016. 

The target participants were process safety specialists from the various energy industry sectors who 
have either implemented a process safety model, whether Energy Institute (EI) High level framework 
for process safety management (PSMF), or other, and have some experience to report, or were at a 
lower level of maturity such that they were considering implementing a process safety model. There 
were some 20 workshop participants. 

Participants were by invitation only and were drawn from: 

−− EI Process Safety Committee members (or colleagues). 

−− EI Technical Partner companies via other EI committees. 

−− EI Technical Company Members, EI member companies and EI individual members. 

−− Various stakeholders (European Process Safety Centre and Tank Storage Association). 

For delegates, the workshop helped by capturing issues, tips for implementations and experiences 
shared regarding use of the EI PSMF and Process safety management guidelines (PSMG). For the EI, 
the workshop set some direction on how to optimise the PSMF and PSMG in due course (e.g. by 
capturing what isn’t working in the framework/guidelines and how to improve it/them). 

In conclusion, the need to revise the PSMF and PSMG was confirmed by the workshop participants, 
and the potential improvements were discussed. 

The ultimate deliverables, should the recommendations in these proceedings be adopted, would be a 
revised PSMF and PSMG which will provide better guidance as to how companies can assure a high-
level of process safety management (PSM). 

The EI cannot accept any responsibility, of whatever kind, for damage or alleged damage arising 
or otherwise occurring in or about facilities to which this guidance has been applied. Suggested 
revisions are invited and should be submitted through the:

Technical Department 
Energy Institute 
61 New Cavendish Street 
London 
W1G 7AR.

This document is issued with a single user licence to the EI registered subscriber:  zsugyenes@gmail.com
IMPORTANT: This document is subject to a licence agreement issued by the Energy Institute, London, UK. It may only be used in accordance with the licence terms and conditions. It must not be forwarded to, or stored, or accessed by, any unauthorised user. Enquiries: e:pubs@energyinst.org t:
+44 (0)207 467 7100



TECHNICAL WORKSHOP PROCEEDINGS: PROCESS SAFETY MANAGEMENT FRAMEWORK 
EI PSM WORKSHOP

5

ACKNOWLEDGEMENTS

The workshop was commissioned by the EI Process Safety Committee and developed by a sub-group 
who prepared and facilitated the workshop:

Martin Ball	 Bossiney Consulting 
John Briggs	 Kuwait Petroleum International 
Mahmoud Gawish	 Eni  
John Pond	 Independent consultant 
Dr Mark Scanlon	 Energy Institute 

The proceedings were prepared by Sam Daoudi (EI). 

The Institute wishes to record its appreciation to the workshop participants: 

Dr Ali Al-Zubaidi	 Consultant - Integrated Management Systems Associates (IMSA) 
Lee Allford 	 European Process Safety Centre 
Graeme Beale 	 ENGIE 
Terry Cooper	 Total 
Denise Costa 	 Essar Oil 
John Hart	 Greenergy 
Jeff Hulance 	 RWE 
Chris Martin	 ENGIE 
Gary Mowat	 Tullow Oil plc 
Gavin Ramsden	 Woodside 
Martin Ray 	 RWE 
Andrew Re	 Woodside 
Barrie Salmon 	 TSA 
Stuart Sealey 	 Certas Energy
Raman Sridhar	 BP Oil UK Limited.

Affiliations refer to the time of participation.

This document is issued with a single user licence to the EI registered subscriber:  zsugyenes@gmail.com
IMPORTANT: This document is subject to a licence agreement issued by the Energy Institute, London, UK. It may only be used in accordance with the licence terms and conditions. It must not be forwarded to, or stored, or accessed by, any unauthorised user. Enquiries: e:pubs@energyinst.org t:
+44 (0)207 467 7100



TECHNICAL WORKSHOP PROCEEDINGS: PROCESS SAFETY MANAGEMENT FRAMEWORK 
EI PSM WORKSHOP

6

1	 BACKGROUND 

1.1	 INTRODUCTION 

In 2010, the EI published the PSMF, which defines what PSM should involve. Divided into four 
focus areas (process safety leadership, risk identification and assessment, risk management, 
and review and improvement) and sub-divided into 20 'elements', it sets out a framework of 
activities major accident hazard organisations should undertake to ensure PSM. Each element 
lists a number of high level activities organisations should meet (expectations). 

EI PSMG is a series of 20 publications ('guidelines') that build on the PSMF. Commissioned by 
the EI Process Safety Committee (PSC) each guideline captures and presents current industry 
good practices and guidance on how organisations can meet the expectations set out in each 
element of the PSMF. 

The PSM workshop was convened to enable reflection on the PSMF and PSMG, with a view 
to optimising the resources going forward. 

Key topics discussed during this workshop included the following: 

−− Tips for implementation in businesses (nature of the business: large vs. small, 
corporately vs. individual business units). 

−− International application (use of PSMF and PSMG by international companies, use 
where there is limited local legislation, viability of transposing the framework to an 
international standard). 

−− Using PSMG performance measures (PMs). 

−− Any omissions in the framework and what should be added if revised. 

−− Communicating the PSMF and PSMG to leaders through to workers. 

−− Conflicting systems (integrating systems that are essentially all the same). 

1.2	 DOCUMENTATION 

−− High level framework for process safety management. 

−− Guidance on meeting expectations of EI process safety management framework: 
−− Element 1: Leadership, commitment and responsibility 
−− Element 2: Identification and compliance with legislation and industry standards 
−− Element 3: Employee selection, placement and competency, and health assurance 
−− Element 4: Workforce involvement 
−− Element 5: Communication with stakeholders 
−− Element 6: Hazard identification and risk assessment 
−− Element 7: Documentation, records and knowledge management 
−− Element 8: Operating manuals and procedures 
−− Element 9: Process and operational status monitoring, and handover 
−− Element 10: Management of operational interfaces 
−− Element 11: Standards and practices 
−− Element 12: Management of change and project management 
−− Element 13: Operational readiness and process start-up 
−− Element 14: Emergency preparedness 
−− Element 15: Inspection and maintenance 
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−− Element 16: Management of safety critical devices 
−− Element 17: Work control, permit to work and task risk management 
−− Element 18: Contractor and supplier, selection and management 
−− Element 19: Incident reporting and investigation 
−− Element 20: Audit, assurance, management review and intervention 

1.3	 WORKSHOP AGENDA 

The following agenda was issued for the workshop: 

9:15 – 10.00	 Registration/tea/coffee 

10:00 – 10:15	 Chairman’s opening remarks 

−− Review workshop objectives. 
−− Review 'house' arrangements/welcome. 
−− Reminder of EI anti-trust statement. 
−− Background and purpose of the workshop. 

10:15 – 10:30	 Introduction on the history of EI PSM 
	 (Delegates should be familiar with implementing the PSM Framework and 	
	 PSM Guidelines.) 

10:30 – 11:00	 Presentation from Eni 

11:00 – 11:15	 Break 

11:15 –11:45	 Presentation from Woodside 

11:45 – 12:15	 Presentation from ENGIE 

12:15 – 13:00	 Lunch and networking 

13:00 – 13:45	� Discussion session – Continuous improvement of the framework and 
guidelines 

−− Framework. 
−− Guidelines. 
−− Suggested PMs.

13:45 – 14:15	 Feedback on Session 1 

14:15 – 14:30	 Break 

14:30 – 15:15	 Session 2 – Learnings from implementation 
−− What has gone well? 
−− What could have gone better? 

15:15 – 15:45	 Feedback on Session 2 

15:45 – 16:00	 Closing remarks 
−− Wrap up. 
−− Feedback. 
−− Revisit objectives from start of day. 
−− Follow-up. 
−− Close. 
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2	 SCENE-SETTING PRESENTATIONS 

2.1	 INTRODUCTION ON THE HISTORY OF EI PSM

John Pond, Chairman, independent consultant and ex-chairman of EI’s Process Safety 
Committee. 

The programme for the day was opened with a definition of PSM; 'Managing the systems 
and procedures that prevent the uncontrolled release of energy'. PSM is vital to ensuring 
safe and continued operations in major accident hazard organisations. However, PSM is a 
multifaceted process, and a number of high profile incidents since 2005 have suggested that 
without a holistic understanding of the various factors required for effective PSM it can be 
difficult and inefficient to ensure, and measure performance. 

EI has 'four steps' to go good process safety management: 

−− EI PSMF; 

−− EI PSM guidelines; 

−− performance measures, and 

−− EI Process Safety Survey (EIPSS). 

EI PSMF was published in December 2010 and was downloaded more than 2 500 times 
in over 40 countries. It was adopted by UK Health & Safety Executive as their basis for 
assessment of PSM arrangements. 

The set of 20 PSMGs were downloaded 5 100 times in over 55 countries. 

There were three scene-settings presentations from operating companies namely Eni, 
Woodside and ENGIE. The presentation slides can be found in Annex B – Scene-setting 
presentations. 

2.2	 APPLICATION OF HIGH LEVEL PSMF TO AGEING ASSETS 

Mahmoud Gawish delivered a presentation on the application of high level PSMF to 
ageing assets for Eni’s business. Eni carried out a full assessment against the structured 
and comprehensive PSMF and associated PSMG. Most elements were adequate to Eni’s 
application and after reviews and discussions from key personnel, several elements were 
selected and tailored to the company’s needs. 

It was suggested that the PSMF could be improved by: 

−− adding a specific element regarding human factors issues; 

−− incorporating more PSMF expectations from HSE’s KP4 asset life extension (ALE) 
programme for ageing assets; 

−− considering value in inclusion of sub-element perhaps relating to onshore maintenance 
planning, backlog and deferral processes, and 

−− avoiding duplication in some elements.
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2.3	 BUILDING PROCESS SAFETY MANAGEMENT CAPACITY 

Gavin Ramsden (Woodside) provided an overview on building process safety management 
capacity at Woodside. The company went through a major project to clearly identify and 
improve its PSM systems. An assessment of external best practice was undertaken to provide 
project basis and the decision was made to use the EI PSMF on the following basis: 

−− Peer company input. 

−− Comprehensive and holistic. 

−− Aligned with Woodside language. 

−− Adopted by similar companies. 

A workshop was held with multiple stakeholders to agree common principles, vision, scope 
of PSM and definitions. 

EI PSMF was translated into corporate procedure and additional guidance was provided to 
identify how conformance can be demonstrated. Facilitated assessments of Woodside’s assets 
and functions helped identify gaps against the procedure. Engagement sessions provided the 
platform to launch the programme and its improvements. It was noted that all employees 
have a responsibility for process safety and how it applies will change depending on the role. 

Four key areas of improvement were identified resulting in significant improvement date 
within Woodside: 

−− Competency and capability. 

−− Process safety risk assessment. 

−− Integrity envelope and alarm management. 

−− Safety critical element (SCE) management. 

Implementation of the improvements enabled greater process safety performance. 

2.4	 INTRODUCTION TO OPERATIONAL EXCELLENCE

Graham Beale (ENGIE) provided an overview on process safety and operational excellence 
in the power industry. ENGIE has developed an operational excellence framework based on 
the EI PSMF. The generic framework has been re-written in 'power station language'. The 
framework contains 22 elements which are further split into 79 objectives. Each objective has 
an associated 'evidence statement'. The various stakeholders work through the objectives 
and, using the evidence statements, are rated from one to four. Minimum requirements 
are given a weighting factor of 2. The weighted score for each element are added up and 
averaged in a scoring spreadsheet which produces a spider diagram. 

The operational excellence framework and the assessment process has been well received at 
all assets engaging in the process. The framework was updated in 2015 using two years  of 
feedback and suggestions from power plants. 
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Other issues arising from scene-setting presentations include: 

−− Potential for combining elements. 

−− Define 'operations envelope'. 

−− Define minimum requirements. 

−− Link 'evidence' to element/expectation. 

−− Is there a conflict with the definition of asset integrity and process safety? 

The rest of the workshop was divided into two sessions where delegates discussed several 
topics.

Workshop session 1 – Continuous improvement of the framework and guidelines 
The purpose of this session was for the breakout groups to review how to improve the 
framework and guidelines. 

Workshop session 2 – Learnings from implementation 
The purpose of this session was for the breakout groups to review learnings from 
Implementation. 

This document is issued with a single user licence to the EI registered subscriber:  zsugyenes@gmail.com
IMPORTANT: This document is subject to a licence agreement issued by the Energy Institute, London, UK. It may only be used in accordance with the licence terms and conditions. It must not be forwarded to, or stored, or accessed by, any unauthorised user. Enquiries: e:pubs@energyinst.org t:
+44 (0)207 467 7100



TECHNICAL WORKSHOP PROCEEDINGS: PROCESS SAFETY MANAGEMENT FRAMEWORK 
EI PSM WORKSHOP

11

3	 AFTERNOON SESSIONS

3.1	 SESSION 1 – CONTINUOUS IMPROVEMENT OF THE FRAMEWORK & GUIDELINES – 
WHAT NEEDS TO BE IMPROVED? 

−− Framework
−− What should be added? 

–	 Commercial management. 
–	 HSE requirements (ALARP). 
–	 COSHH/DSEAR requirements. 
–	 Operational excellence. 
–	 Visibility of leadership/culture. 
–	 Human factors. 
–	 Environmental. 
–	 How PSM is interpreted. 
–	 Consider elements added by other businesses. 
–	 Inherent safety needs to be visible in the framework.

−− What should be removed?
–	 No parts were suggested to be removed.

−− What should be modified?
–	 Duplication in Element 7 and 8, and Element 10 and 18. It was suggested 

to maybe combine these elements. 
–	 Re-align focus areas. 

−− Have you found alignment or conflict with other systems? 
–	 Difference between asset integrity and process safety. 
–	 Consider terminology: e.g. 'expectation' vs. 'requirements'.

A discussion started on the following elements: 

–	 Element specific discussions 

−− Element 14 Emergency preparedness – Capturing worse case 

It would be beneficial to look at worst case/low probability incident. It was noted that 
emergency response should be defined by risk assessment, using a risk matrix. 

−− Element 15 Inspection and maintenance 

It was noted that the title might be misleading. Consider integrity rather than inspection and 
maintenance. 

−− Element 16 Management of safety critical devices (SCDs) 
−− Defining SCD criteria. 
−− Safety critical function e.g. safety critical control functions. 
−− Basis for defining criticality on a register of SCDs. 
−− Is it a function of the system? 
−− Degree of criticality. 
−− If not on register it is considered not critical? 
−− Giving wrong direction in some cases. 
−− Explicit reference to environmental issues e.g. safety and environmentally critical 

elements (SECE). 
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−− Guidelines 

Despite the number of downloads, it was noted that there was a lack of awareness of the 
guidelines. Increased marketing would be beneficial to create awareness and clarify purpose. 
It was suggested that it would be beneficial to differentiate between minimum requirements 
and guidance. 

It was noted that the guidelines could have different uses: 

−− as review tool; 

−− as audit too; 

−− as reference, or 

−− use in their entirety. 

It was suggested to create a tool or guidance which would aid implementation of the 
guidelines. 

−− Suggested PMs 

It was agreed that the PMs were useful to measure 'process steps'. 

It was noted that some PMs were identical across elements. This is purposeful and enables 
their aggregation up to board level reporting (see Element 20). In-line controls are for reality 
checks on site. 

3.2	 SESSION 2 – LEARNINGS FROM IMPLEMENTATION 

−− What has gone well? 
−− Integrated PSM into SSHE management system (not adding another system). 
−− Customised EI PSMF into business management system (use of evidence 

statements). 
−− Can be used to benchmark across businesses – share best practices. 
−− Use of spider diagrams. 

−− What could have gone better? 
−− More helpful guidance on SCDs. 
−− Lack of senior management support/sponsorship. 
−− How to implement PSM in diverse businesses. 
−− Better marketing of PSMF and PSMG. 
−− Acknowledging that implementation depends on size of the business and 

available resource. 
−− Recognising the difference in need for smaller independent vs. major organisations 

and in upstream vs. downstream oil and gas sectors.

−− What would you do differently to overcome these issues? 
−− Drive from senior management/ sponsorship. 
−− Start by getting support from CEO. 
−− Detail the benefits for implementation. 
−− Develop an awareness presentation which would promote the benefits of 

implementation. 
−− Liaise with insurers. 
−− Timeframes (resource, implementation). 
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−− Degree of bias. 
−− Faster delivery of PSMG. 
−− Promote where there is no local legislation. 
−− Aim resources to regions with less mature legislation. 
−− Develop a tool or guidance to aid implementation. 

3.3	 SUMMARY OF KEY WORKSHOP FINDINGS 

Revision of PSMF and PSMG was proposed, and this could be covered by the following key 
issues: 

−− Rationalise principles, e.g. process safety vs. asset integrity vs. operational excellence. 

−− Combine some elements, e.g. inspection/maintenance and SCDs. 

−− Revise some elements, e.g. define criticality of SCDs, consider SCD scope (e.g. refer to 
SECE), review stakeholder engagement vs. American Chemistry Council 'responsible 
care'. 

−− Add some new elements, e.g. environmental management, having carefully defined 
its boundaries (from major accidents to the environment (MATTEs) through to 
operational environmental issues such as waste, energy and permits). 

−− Define key terms such as 'operations envelope', 'minimum requirements', 
'expectation' vs. 'requirements' (to align with ISO management systems standards). 

−− Link 'evidence' to elements/expectations. 

Participants also encouraged EI to develop tactics for successful implementation guidance. 

The workshops findings, and the detail that builds on them, will be evaluated by PSC with a 
view to improve the PSM resources, e.g. by revising PSMF, and in due course, revising PSMG, 
and considering developing implementation guidance. 
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ANNEX A 
GLOSSARY OF ACRONYMS AND ABBREVIATIONS 

A.1	 GLOSSARY OF ACRONYMS AND ABBREVIATIONS 

ALARP	 as low as reasonable practible 
COSHH	 Control of Substances Hazardous to Health (Regulations) 
DSEAR	 Dangerous Substances and Explosive Atmospheres Regulations 
EI	 Energy Institute 
HSE	 Health and Safety Executive 
MATTE	 major accident to the environment 
PM	 performance measure 
PSM	 process safety management 
PSMF	 High level framework for process safety management 
PSMG	 process safety management guidelines 
SCD	 safety critical device 
SCE	 safety critical element 
SECE	 safety and environmentally critical element 
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ANNEX B  
PRESENTATIONS 

B.1	 INTRODUCTION ON THE HISTORY OF EI PSM – JOHN POND
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9

•Focus Areas – 4 High level key components of
the Framework.

Increasing D
etail

• Elements – 20 key aspects of the operation 
we need to manage appropriately in 
order to assure the integrity of the 
operation.

• Expectations – 202 things we should be doing in 
order to assure the integrity of the 
operation.

• Guidelines – How to meet the Expectations
Good Practices + PI’s (PSPI’s)
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04 Workforce Involvement 
05 Communication with Stakeholders 

07 Documentation, Records & 
Knowledge Management

08 Operating Manuals & Procedures
09 Process and Operational Status Monitoring,

and  Handover
10 Management of Operational Interfaces
11 Standards & Practices 
12 Management of Change & Project Management
13 Operational Readiness & Process 

Start – up
14 Emergency Preparedness
15 Inspection & Maintenance
16 Management of Safety Critical Devices
17 Work Control , Permit to Work & Task Risk 

Management 
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19 Incident Reporting & Investigation
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EI PSM FRAMEWORK 
IN OPERATION

3

PROCESS SAFETY
MANAGEMENT

What is Process Safety Management (PSM)?  

“Managing the systems and procedures that 
prevent the uncontrolled release of energy”

PSM: What the energy industry should do on a strategic, tactical 
and day-to-day basis to deliver operational excellence.

PSM: Incorporates all of the disciplines, processes and procedure 
essential in ensuring the integrity of energy industry assets 
(AIM).

4

Buncefield Jaipur

Texas City Deepwater Horizon

Process Safety Management Key to Managing Operational 
Risk

CONTEXT
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B.3	 APPLICATION OF HIGH LEVEL PSMF TO AGEING ASSETS – MAHMOUD GAWISH
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B.4	 INTRODUCTION TO OPERATIONAL EXCELLENT – GRAHAM BEALE
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