9

Use of Gap Analysis in Making the Transition to Seveso II

Dr. A. P. Franks*, Mr. M. L. Middleton and Mr. G. Bennett

DNV, Highbank House, Exchange Street, Stockport SK3 0ET, Cheshire, UK

Tel +44 (0) 161 477 3818, Fax +44 (0) 161 477 3819

(* Author for correspondence: email: Andrew.Paul.Franks@dnv.com)

Abstract

Operators in the position of having to prepare Safety Reports as required by the Seveso II Directive face a demanding task. For those who prepared reports previously under the Seveso I regime, the changes in the requirements for the contents of Safety Reports must be considered. For those having to prepare Safety Reports for the first time, the prospect of producing such a document is even more daunting.

For the purposes of this paper, operators of “top-tier” establishments are divided into three categories:

· Category 1: Those having to produce Safety Reports for the first time under Seveso II;

· Category 2: Those with existing Seveso I Reports, where parts of the establishment not covered by Seveso I now have to be covered; and

· Category 3: Those with existing Seveso I Reports, where the parts of the establishment covered under Seveso II are the same as those covered under Seveso I.

This paper describes the use of “gap analysis” as a helpful first step in preparing Safety Reports by operators in all three categories. In each case, the output of the analysis is a summary of the key “gaps” and a programme of work for filling them, ultimately leading to the production of a Safety Report.

In the case of Category 1, although the operator has no previous Seveso I Report to use as a starting point, there may be other useful documents or studies available within the organisation upon which to build. For example, Preliminary Hazard Analyses or HAZOPs may have been performed which could form a useful basis for the identification of possible major accident scenarios. As an aid to the gap analysis in these situations, checklists have been developed, based on the guidance to the legislation.

For operators in Category 2, the gap analysis initially consists of a careful comparison of the contents of the existing Report with the new Report requirements as specified in the legislation and accompanying guidance. However, this alone is insufficient. The parts of the establishment not previously covered by the existing Report have to be considered. In order to address this, the remainder of the gap analysis is similar to that conducted for Category 1 situations.

Finally, for Category 3 operators, the gap analysis comprises a careful comparison of the contents of the existing Report with the new Report requirements as specified in the legislation and accompanying guidance.

1. INTRODUCTION

The Seveso II Directive has introduced a number of changes when compared to the earlier legislation. The following changes are of particular relevance to this paper:

· Changes to the named substances and the increased use of generic categories of substances. This has resulted in some sites having to produce Safety Reports that did not have to do so under the previous regime. Also, some sites that have produced Safety Reports previously now have to consider aspects of their operations in their Reports that did not have to be considered before.

· Changes to the Safety Report requirements themselves.

· A strengthening of the requirement to consider both safety and environmental hazards

From a UK perspective, the Competent Authority has indicated that one of the key differences is as follows (HSE 1999b):

“There are substantial differences in emphasis between the two types of Safety Report and significant differences in the content. CIMAH [Seveso I] Safety Reports were mainly focused on providing information. In other words, the report should give a description of WHAT measures were in place. COMAH [Seveso II] Safety Reports will still provide much of the same information, but must clearly demonstrate that measures are in place to prevent major accidents and limit the consequences if they occur. In other words, it should describe not only WHAT but WHY these particular measures together are thought to prevent and limit major accidents.”

Other differences include:

· More specific requirements in relation to Safety Management Systems (SMS), including a written Major Accident Prevention Policy (MAPP);

· More description of the environmental surroundings of the site;

· More detailed information on the characteristics of dangerous substances; and

· More emphasis on the environment within the identification of major accident hazards.

With these changes in mind, sites have been placed in one of three categories for the purposes of this paper:

· Category 1: Those having to produce Safety Reports for the first time under Seveso II;

· Category 2: Those with existing Seveso I Reports, where parts of the establishment not covered by Seveso I now have to be covered; and

· Category 3: Those with existing Seveso I Reports, where the parts of the establishment covered under Seveso II are the same as those covered under Seveso I.

The application of gap analysis to each of these categories of site is described in Section 3.

2. CONDUCTING THE ANALYSIS

The purpose of the gap analysis is to determine what further work is necessary in order to prepare a Safety Report that complies with the Seveso II requirements. This consists of comparing the available information with the requirements in order to see where gaps exist. The intention is to maximise the use of information already available.  A programme of work is then developed in order fill the gaps identified.

The analysis is best conducted by a team with the relevant site knowledge, safety and environmental expertise.

Typically, a gap analysis consists of the following stages:

· Checklist preparation

· Site arrangements

· Kick-off meeting

· Analysis

· Initial feedback

· Develop work programme

· Reporting

Each of these stages is described in more detail below.

2.1 Checklist Preparation

In order to facilitate the analysis, the requirements of the regulations are summarised in the form of a checklist. In the case of the UK, there are several important documents that give relevant information:

· The UK implementation of the Directive, i.e. – the Regulations themselves (called COMAH in the UK), which give the basic requirements;

· The published guidance to the Regulations, which give the Competent Authority’s interpretation of the Regulations (HSE 1999a);

· Published guidance on how to prepare a Safety Report, again produced by the Competent Authority (HSE 1999b);

· Guidance on what constitutes a major accident to the environment (DETR 1999); and

· The Safety Report assessment manual (HSE 1999c), a publicly available document which gives detailed criteria for use by the Competent Authority in assessing Safety Reports.

Alternatively, the published EC guidance (MAHB 1997) or other national guidance could be used. An example of the checklist format as developed by DNV is shown in Appendix 1.It should be stressed that the checklist is an ‘aide memoire’ only and is not a substitute for a good understanding of the regulations and accompanying guidance on the part of the analysis team.

2.2 Site Arrangements

Times and dates for interviews with key personnel (safety and environmental managers, managers of the various operations conducted on site) should be arranged in advance. These personnel should also be given an indication of what the interview will cover and what kind of documents they will be asked to make available to the team.

The arrangements should also include a tour of the site for the purposes of familiarising the study team with layout, processes, etc.

2.3 Kick-Off Meeting

Although a meeting of this kind is not essential, it has proved beneficial in our experience. The meeting should start with introductions and a presentation outlining the requirements of the Regulations, the need for a Safety Report (or review of the Safety Report) and the format that the analysis will take. This helps to stress the importance of the exercise and the need for co-operation on the part of all involved. The presentation also helps the site personnel to understand the kind of information that the team is looking for.

2.4 Analysis

Essentially this consists of:

· Interviewing key personnel to determine what relevant information (in the form of reports, manuals and other documents) is already in existence;

· Gathering those documents for inspection by the team;

· Comparing the contents of the documents with the checklist; and

· Summarising those areas where information exists and those areas where there are gaps.

2.5 Initial Feedback

Again, this is not essential but has been found to be beneficial. At a closing meeting, the team present their initial findings to site personnel and indicate what they believe to be the most important gaps. This gives the site personnel an indication of what to expect in the final report and the opportunity to double check that there is indeed no information available to cover the gaps identified.

2.6 Development of Work Programme

Once the gaps are understood, it is possible to begin to outline a programme of work to fill them. Planning will need to take into account the available resource and the timetable set by the legislation for submission of the report. As with any other project, the plan can also be used to indicate dependencies between different tasks and which tasks are critical to completing the work on time.

2.7 Reporting

The final report should summarise the findings of the analysis and present a programme of work for producing the Safety Report, together with time and resource estimates.

3. APPLICATION

3.1 Application to Category 1 Sites

The prospect of preparing a Safety Report can be particularly daunting for sites having to do so for the first time under Seveso II. However, a significant proportion of the required information may already exist in some form. This is illustrated in the table below.

	Requirement
	Existing Information
	Comment

	Information on the management system (including MAPP)
	Company safety and environmental policies, safety / environmental management system manuals, audit reports.
	Need to summarise and provide major accident focus.

	Environment of the establishment (location, meteorological data, hydrographical conditions, other installations etc.)
	Information prepared for other submissions, such as environmental impact studies, emission authorisations.
	Other information (e.g. – meteorological data publicly available for purchase).

	Description of installation (products, activities, sources of major accidents, process descriptions, dangerous substances etc.)
	Information prepared for other submissions, such as environmental impact studies, emission authorisations.

Plant manuals, training materials, publicity material, material safety data sheets, laboratory testing reports, inventories of substances held.
	

	Identification and accidental risks analysis (major accident scenarios, probabilities, extent / severity, parameters / equipment used for safety)
	Reports of hazard identification studies (e.g. – HAZOPs), hazard analyses, risk assessments.

Environmental impact studies.
	Need to ensure environment adequately addressed and provide major accident focus.

	Measures of protection / intervention to limit the consequences of an accident (equipment, organisation, resources)
	Site emergency plans, fire risk assessments, spill containment and clean-up procedures.
	Again, need to provide major accident focus.


3.2 Application to Category 2 Sites

In this case, the existing Safety Report will cover some aspects of the site, but not all. For those areas that are not covered by the existing report, the process will be much the same as that for Category 1 sites. Again, there may well be a significant amount of information already in existence.

For those areas that are covered by the existing report, the gap analysis will largely consist of comparing the report contents with the checklist.

3.3 Application to Category 3 Sites

In this case, where all relevant aspects of the site are covered by the existing Safety Report, the analysis comprises a comparison of the report contents with the checklist.

4. Experience

For operators in the UK at least, the issue of demonstration is likely to be a common ‘gap’, as is a need to integrate consideration of people safety and environmental safety. Typically, other gaps have included:

· Relatively little consideration of environmental issues within existing hazard identification studies;

· Absence of descriptive information concerning the plant and processes;

· Lack of information on major accident probabilities; and

· No clear linkage between the identification of major hazards, the risk assessment and the measures to prevent and mitigate.

The experience to date has been very positive. The reports have been well received and have provided a clear direction and structure for ongoing work on the Safety Report. The number of sites studied to date has been limited, but is expected to increase sharply as operators begin to prepare for the February 2001 deadline.
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Appendix 1: Sample of Checklist – Descriptive Information

	No.
	Information Required
	Notes

	1
	Company details including address etc.
	

	2
	Details about the dangerous substance
	

	
	Maximum quantities of dangerous substances including:

· Raw materials, intermediates, finished products, catalysts, fuel, wastes.

· Additives and preparations.

· Substances created in excursions etc.

Include the inventory of all materials at or above the lower and upper tier thresholds.  Also include substances below thresholds if capable (directly or indirectly) of causing a MAH.
	

	3
	Dangerous substance details (name, CAS, conc etc.).
	

	4
	Dangerous substance physical and chemical behaviour in normal and process upset conditions.
	

	5
	Physical, chemical and toxicological characteristics of dangerous substances that may cause immediate or delayed harm.  (people and environment including routes to harm.)
	

	6
	Surrounding environment description including:

· People.

· Features contributing to a major accident.

· The built environment.

· The natural environment.

· External factors contributing to major accidents.
	

	7
	Overview of the establishment including:

· The installations.

· The major accident scenarios.

· The measures for protection and intervention.

· The interrelationship between  different installations.

· The historical development of activities and production.

Scale plans or maps with descriptions should be included.
	


