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Those organisations operating a major hazard business without targeted process 
safety KPIs are at best operating partially sighted, taking a greater risk than is 
necessary and missing a enormous opportunity to improve their reliability, safety and 
profitability. 
 
 
Some inconvenient truths: 

 Business success and success in managing major hazard risks can’t be 
separated. Failure to effectively manage major hazard risks can be disastrous 
to people, the environment and business sustainability 

 Systems and control measures are fallible and will deteriorate, sometimes 
without any apparent warning – these systems that have cost a lot of money 
to develop and implement. This represents a poor return on investment 

 Most vulnerable will be those routines done frequently and involving people 

 Most senior managers have a strong belief in the infallibility of these control 
measures 

 Many senior managers, who are responsible for making critical business 
decisions: 

o Don’t always understand  
 major hazard risks,  
 key risk vulnerabilities based on risk profile of their enterprise, 

and  
 the relative significance of the control measures in place to 

guard against major hazard risk 
o Don’t always get routine information to inform them about the 

condition of critical control measures 

 Because of  the complexity involved in the arrangements to manage risk – 
failure in one aspect can weaken or precipitate a chain reaction of failures 

 Relying on audits of major hazard risk controls can give a false or incomplete 
picture 

 Targets change behaviours – may be positive and may be negative 
 
 
Some saving points: 

 Most organisations are awash with useful information about the condition of 
their major hazard safety management systems, where and how they are 
compromised and how things could be improved 

 You don’t need to measure a lot of aspects to get useful information from 
which to spot weakness and to make improvements 

 It’s information that is the ‘gold dust’ not the absolute details of the KPI metric. 

 Setting KPIs is relatively straight forward and there are lots of guidance and 
experience around to show how this can be done 

 The increased emphasis in recent years on Major Hazard Management and 
Leadership has highlighted the need for robust information on the 
effectiveness of MH systems and has enabled an increased dialogue 

 The leading/lagging debate is somewhat academic and shouldn’t dominate 
thinking in trying to determine whether something is leading or lagging – it’s 
the information, and acting on it, that matters  
 



The Challenges: 

 To ensure clarity throughout an organisation of the risk-profile of a major 
hazard business 

 To identify the most vulnerable aspects of process safety management 
systems based on this risk profile 

 To set targeted KPIs on these most vulnerable aspects of risk control – KPIs 
should match the risk profile 

 To prioritise the KPIs selected on those that measure the challenges to the 
integrity –  

o process controls – (temp, pressure, corrosion, competence, critical 
plant/instrument inspections),  

o then generic controls – (PTW, Plant Change) 
o before programme measures – (audits completed to time. Audit 

actions closed out, number of staff completing specific training) 

 To engage with employees when developing and implementing KPIs 

 To encourage and welcome reporting of bad news 

 To publish major hazard performance information 
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