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Abstract

The EU new Directive 96/82 concerning major hazards (Seveso II Directive) was implemented into Finnish legislation as planned from the beginning of February 1999. At that time, a Finnish fine chemicals company was designing a new tank area to increase its capacity to store, amongst other things, toxic and flammable liquids. The new legislation and the increased amount of toxic substances on the site triggered the requirement to write a Safety Report.

This paper discusses the process of writing the sections about the Safety Management System (SMS) and the Major Accident Prevention Policy (MAPP) – two of the elements that have been emphasised in the new Directive. The company decided to write a fairly short MAPP, while the SMS was described in detail in the Safety Report.

1.
PURPOSE OF THE WORK

Should a company in Finland be required to write or amend its Safety Report due to new or significantly changed parts of its installation, this must, according to current Finnish legislation, be done months before a permit can be granted to start operating the new installation. The fine chemicals company was extending its storage capacity when the new legislation came into force in February 1999. This has put stringent time constraints on the company, and consequently VTT Automation (a division of the Technical Research Centre of Finland) was asked by the company to assist in writing the Safety Report for the site. 

2.
WORK CARRIED OUT

To achieve the objectives of the assignment, VTT suggested that the following steps should be carried out:

1. A meeting involving the management of the company and the safety representatives from the site;

2. Writing of a Major Accident Prevention Policy (MAPP) for the whole company;

3. A review of the current safety-related procedures in place at the site and identification of needs for improvement;

4. Description of the Safety Management System for the site;

5. Risk analyses;

6. Amendment of the internal rescue plan; and

7. Information to the public.

The management of the company approved this agenda. This paper covers only points 1 to 4 above, as these are new elements in the Finnish legislation. 

2.1.
Management meeting 

A one-day meeting was held to discuss the new requirements and what they meant for the company as a whole. Managers present were the:

· Production Director;

· R&D Director;

· Plant Manager;

· Manager of Technical Support;

· Environment and Occupational Safety Manager; and the

· Site Fire Chief.

The occupational safety representatives for the workers and the technical staff also attended the meeting. 

The meeting was very important as it established the criteria for the study at the site. It also gave the management a common view of what the project on the Safety Report should achieve in addition to the written report to the authorities. The identified objectives included, for instance:

· Identification of the need to improve current instructions;

· Identification of the need to write new instructions;

· Discrepancies between the instructions and their implementation; and

· Identification of the need for training.

2.2.
Major Accident Prevention Policy (MAPP)

Neither the company nor VTT had seen a written MAPP when the task to write one was carried out. The elements that an MAPP should include were known, but instructions that have been written by European and Finnish experts do not indicate how detailed an MAPP should be. The MAPP is, however, not intended to be a “mini Safety Report”. 

At the start of the project, the company had a written environmental policy, but not an approved safety or quality policy. The first discussion concerned the need for these policies and their relation to the MAPP. It was agreed that the MAPP only covers a small part of the issues raised in safety, health and environmental policies, and that it covers issues belonging to both a safety policy and an environmental policy. The conclusion was that the company would write an integrated safety, health and environmental (SHE) policy. The MAPP explains in more detail those parts of the SHE policy that are related to the prevention of major hazards involving chemicals. 

It was also agreed that company policies should be applicable to all sites of the company. Therefore, the MAPP must also be written in such a way that, without amendments, it could cover the other production sites operated by the company, should the amount of chemicals at these sites in the future trigger the requirement to have a written MAPP for them.

When writing the MAPP, the seven points (i – vii) mentioned in Annex III of the Seveso II Directive were used as a starting point. This list of issues was found to be very clear and useful, and the only discussion was whether some of the points should be split in two in the MAPP. The conclusion was, however, that the seven points were found to be appropriate. For each of these points the policy was then formulated in a way that was general enough to be applicable to all production sites of the company, but still able to form a basis for the major accident prevention work in the plants. Every sentence was carefully assessed and overlaps with the SHE policy on the one hand, and the written procedures on the other, were avoided as far as possible. As a result, the Major Accident Prevention Policy of the company turned out to be only 1½ page long. 

2.3.
Review of current procedures

A review of current safety-related procedures and their implementation at the site was carried out by interviewing representatives from process development, engineering, operation, and maintenance. The persons interviewed were divided into the following three groups with 3 – 5 persons in each:

· process development and engineering,

· maintenance,

· operations.

The review was carried out using VTT’s “Performance Guide for Chemical Safety Audit”. This tool is based on a guide published in Swedish by the Association of Swedish Chemical Industries, which has been further developed during the European SPASE project to put the emphasis on the management of chemical accidents prevention. This extensive questionnaire was divided so that each question was asked in at least one of the three groups. Many questions were raised in two or all three groups.

It was felt that the two days needed for the review were well spent. Not only the consultants but also the representative of the company management present at the review got a fairly good insight into how well procedures and instructions were known and adopted in the plants. For instance, the review identified that safety-related training of the process development, engineering, and maintenance personnel was less systematic and comprehensive than the corresponding training of operators.

It was agreed that the Safety Report should give a truthful picture of the situation at the plant and thus it would be acceptable to all parties. Thus VTT used the information obtained in the review when writing the section about the Safety Management System in the Safety Report. This task would have been much more difficult without this first-hand information from the staff of the company. Relying only on written instructions, other documents, and the views of one or two of the managers might have led to a biased view of the situation at the plants, although, in general, the instructions seemed to be well known and followed by the staff.

2.4.
Safety management system

The company had a well-developed quality assurance system (despite the fact that the management had never formally approved the quality policy), which also included SHE elements. However, safety aspects were included in the quality documentation mainly when they were relevant to ensuring the quality of the products. The company also had a written emergency plan, but lacked a systematic procedure to ensure that all relevant instructions to prevent chemical and other accidents were in place and up to date. Work instructions for the operators included safety aspects on a regular basis. Plans to improve the situation were drawn up during the project.

The company decided to keep their SHE-management system separate from the quality management system. However, procedural instructions and work instructions could be based on both of these systems. In general, both quality and SHE issues were already included in the instructions in place at the installation. The resulting structure of the documentation is presented in fig. 1:

	Quality Policy
	
	Safety, Health & Environmental Policy

	
	
	
	
	

	 Standard Operation Procedures
	
	MAPP and other similar documents

	
	
	
	
	

	General Procedural Instructions

	
	

	Specific Procedural Instructions 


Fig. 1: Structure of documentation

This documentation can, in turn, be used as a basis for other documents required, for instance, by the authorities, such as the Safety Report and the internal emergency plan.

Although the responsibility for both safety and quality lies with the line management, the structure given above shows that on the managerial level only two experts are responsible for approving the written instructions and for advising the line management. The Quality Assurance Director is responsible for quality assurance and the Manager of Technical Support for SHE issues. It is believed that this simple system will make the safety management system more efficient than previously. 

In the early 1990’s, the company had established a working-group to follow up the implementation of results from safety studies. In the future, this group will also play a role when decisions are made as to whether or not a safety study is needed, which method to use, etc..

The main parts of safety management in the company are shown by the organisation chart in fig. 2 (those persons having the main responsibility for the safety management of the site in question are shown in bold face):
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Fig. 2: Organisational chart of Company

3.
RESULTS ACHIEVED

The project resulted in a draft Safety Report, which was approved by the company management and has been found appropriate by the competent authorities. Only a few minor changes were suggested. 

In the Safety Report, the section about the policies and the safety management system was divided into the following subsections:

· Quality, health, safety and environmental management of the company

· Policies to prevent accidents

· Aims in preventing accidents

· Procedures to prevent accident hazards

· Principles of occupational and environmental safety

· Principles of occupational safety and health

· Principles of environmental protection

· Safety management systems at the site

· Organisation and training

· Organisation

· Training

· Participation of the personnel

· Obtaining information

· Identification and evaluation of major hazards

· Identification of major hazards during process development

· Identification of major hazards by the procedure for approval of work instructions

· Identification of major hazards during plant design

· Operational control

· Types of instructions

· Distribution of instructions

· Management of change

· Management of quality related changes

· Validation of quality related changes

· Management of changes not related to product quality

· Planning for emergencies

· Monitoring performance

· Internal occupational safety inspections

· Internal environmental protection inspections

· Fire protection inspections

· Other inspections

· Use of pro-active assessment of safety plans

· Use of historical assessment of safety performance

· Audit and review

· Safety Report

The last point (Safety Report) covers the responsibilities in relation to the Safety Report, the emergency plans, and information to the public.

In addition, the project resulted in a list of measures to be carried out to complete the new quality and SHE systems and to write or amend some instructions. The review identified, among other things, some gaps in the training of staff.

A general finding is that a company writing only an MAPP will probably end up with a document that is more detailed than one, which is written as a part of a Safety Report since parts of the safety management system generally need to be included in the MAPP document for clarity. On the other hand, it might also be worthwhile for these companies to write down their Safety Management System as a whole; in which case a shorter MAPP is recommended.
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