Safety Performance Indicators
Introduction

Safety Performance Indicators (SPI) are referred to in Annex III of the Seveso III Directive within the issue of monitoring performance; that is the ongoing assessment of compliance with the objectives set by the operator’s Major Accident Prevention Policy (MAPP) and safety management systems (SMS) and the mechanisms for taking corrective measures. The text of the Directive is clear that the use of SPI is a possibility and not a binding requirement, and also that other relevant indicators may be useful. Examples of other indicators may be from occupational safety management systems, environmental management systems or integrity managements systems – the aim being to use existing information rather than unnecessarily generating new indicators. 
This sets the context for the purpose and application of SPI. SPI should inform the operator of the Seveso Establishment as to:

· whether the objectives of the MAPP are being reached;

· how well the individual procedures and processes are performing, e.g. are they being complied with, are they achieving the desired results?
· Whether the mechanisms for taking corrective measures achieve their purpose, i.e. are deviations identified, are the root causes for deviations investigated and understood are appropriate corrective actions taken and communication processes initiated?

One specific aspect which is mentioned is the reporting, investigation and follow-up of major accidents and ‘near misses’.

Therefore it should be clear that SPI are an information tool. However, they are not the only information tool (others include accident reports, audit reports and other business performance documents) and care should be taken when establishing an SPI system that the Indicators themselves do not become the purpose of the process. SPI within the context of the Seveso III Directive are owned by the operator of the establishment. Generally they should not be defined by external forces such as government agencies. It may however be beneficial to agree a set of indicators which are shared with government inspectors so as to demonstrate the performance level of the SMS in question. As each MAPP and SMS should be specific to the operator and the establishment, the set of indicators which are developed will, in total, be specific to that establishment.

Establishing a set of Safety Performance Indicators

A number of publications exist relating to the establishment of a safety performance indicators (see literature). One of the most substantial texts is the OECD Guidance on Developing Safety Performance Indicators related to Chemical Accident Prevention, Preparedness and Response. This publication is in two volumes, Guidance for Industry and Guidance for Public Authorities and Communities/Public. The following text considers the Guidance for Industry.
What are Safety Performance Indicators?

Safety Performance Indicators are typically divided into two types: “outcome indicators” and “activities indicators”. The “outcome indicators” (also known as lagging indicators) are designed to help assess whether safety-related actions are achieving their desired results. They measure impacts and are often indicators of change of performance over time or the failure of performance. The “activities indicators” (also known as leading indicators) are designed to tell an operator whether the designated safety related actions are being performed. Their performance is often measured against a specific tolerance level and show the deviation from this level of expectation at a specific point in time.
It should be noted that “outcome indicators” cannot deliver the answer as to why a particular result was achieved or not. Similarly “activities indicators” cannot say whether all necessary safety related actions are being performed, they can only assess those aspects contained within the SPI design.

Developing a set of Safety Performance Indicators

The OECD suggests in its guidance that a seven step approach to developing an SPI Programme: 

Step One focuses on establishing the SPI team so that it includes the appropriate members of staff, has management support and has access to the necessary resources. Each enterprise will need to decide what approach would work best for them in order to optimise their ability to use the indicators to reduce chemical risks and improve accident prevention, preparedness and response. In addition, it is also important for each enterprise to consider who will use the results of an SPI Programme and how to include, or inform, other employees who might be affected by an SPI.

Step Two deals with identifying the key issues of concern for an individual enterprise and priority-setting among issues. Since it is not possible to measure all policies, practices and procedures, enterprises need to consider which are the key areas of concern.

Steps Three and Four address how to define relevant outcome and activities indicators, respectively. These two steps refer to the menu of indicators in Chapter 3 (of the guidance) to help enterprises identify and adapt appropriate indicators. Since a key component of all indicators is the metrics – i.e., the unit of measurement, or how an indicator will be measured – Chapter 2 also includes suggestions on developing metrics. Further information on metrics is available in Annex I. 

Step Five involves collecting data and reporting the results of the SPI Programme. It points out that collecting the data needed for an SPI Programme is generally not burdensome because information gathered by enterprises for other purposes often can be easily adapted to monitor safety. 
Step Six focuses on taking action based on the findings, noting that the results of SPIs must be acted upon or there is little point in establishing an SPI Programme.

Step Seven relates to evaluating SPI Programmes to refine and, as appropriate, expand SPI Programmes based on experience gained

Key Points related to Safety Performance Indicators

1. The SPI set which is chosen should be a balance of activities indicators and outcomes indicators. Where possible there should be a link between the two halves.

2. The number of indicators chosen must remain within manageable dimensions. However at each level of management / the organisational structure different aspects may be of specific interest. This means that only very few indicators will be reported through all levels of an organisation all the way to board level. Typically these are critical indicators related to the occurrence of major accidents or near misses or compliance / non-compliance with regulatory requirements. Other indicators may be aggregated as they move up an organisation; some indicators are specific to the organisational layer for which they are a performance measure. Typically a set of indicators at any one organisational layer contains less than ten individual metrics. 
3. Safety Performance Indicators must be safety relevant and must have an influence on the safety performance. If this is not the case, then effort is put into generating data which is not useful (cost-factor), attention is directed away from those aspects which are safety relevant (risk awareness), and management becomes driven by numbers and metrics.

4. Safety Performance Indicators are only part of the performance assessment and only one tool. Small and Medium-sized Enterprises may only need very few indicators, if any. 

5. Safety is achieved by identifying hazards, understanding potential impacts and risks and adopting appropriate measures to manage those risks. SPI do not improve safety directly, they allow any assessment of safety performance over time. 

6. Safety Performance Indicators need management commitment from the top of the organisation, to establish the programme and to maintain its existence. An organisation which does not have the appropriate safety culture and safety leadership (corporate governance) already in embedded will not automatically improve their safety performance through an SPI programme.
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