
NGA PSMS Implementation Collaborative

The Journey of Sustaining Advances in 
Pipeline Safety & Strengthening 
Safety Culture………………

Ensuring Reliability and Resiliency as we
Transition to a Zero Carbon Economy
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The Past, Present & 
Future of Pipeline 
Safety

We All Know the PSMS 
Elements,
But Can We See How 
Operators Integrate 
Them as a 
Continuum?

Follow our Journey !!

Leadership and 
Management 
Commitment 

Stakeholder 
Engagement Risk Management 

Operational Controls 
Incident Investigation, 

Evaluation, and 
Lessons Learned 

Safety Assurance 

Management Review 
and Continuous 
Improvement 

Emergency 
Preparedness and 

Response 

Competence, 
Awareness, and 

Training 

Documentation and 
Record Keeping 
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NGA PSMS Implementation Collaborative

Over 2,000 Engagements with Employees

25 Engagements with Executives

15 Gap Analyses, Road Maps & Reports

Over 50 Identified Leading Practices

Over 25,000 Employees in the 2021 NGA Gas 
Distribution Pipeline Safety Culture 

Assessment – Largest LDC Assessment Ever !

PSMS Committee Leadership: Chair – Megan Cyr, Eversource, Vice Chairs – Jay Jani, Con Ed & Pat Levesque, WG+E



NGA Collaborative Phase I PSMS Tasks
Understanding What, Why & How ?

TASK 1 – INITIAL 
MEETINGS WITH 

MEMBERS

TASK 2 – RP 1173 GAP 
ANALYSIS / BUILD-ON

TASK 3 – RP 1173 
ROAD MAP

TASK 4 – TACTICAL 
GUIDE CONCEPT & 

PROTOTYPES

TASK 5 – METRICS / 
INFORMATION SHARING 
CONCEPT DEVELOPMENT

Reactive

Proactive

Predictive

© November 2020 The Blacksmith Group & Northeast Gas 
Association All Rights Reserved 
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Task 1 - Initial Membership Meetings & 
Leadership Engagement

An invitation is extended to Organization 
Leadership to ensure engagement and discuss the 
“what, why, how” & “build-on” approach to PSMS

Establishing a bond in this way creates both 
engagement and ensures walk-the-talk 
commitment 

A memorable connection is established that 
solidifies the PSMS value proposition and 
Leadership belief in the process 



Task 1 – Initial 
Meetings With 

Members

Half-Day Meeting at Organization 
Headquarters Discussion with 
Top Management
• Review of work done to conform with RP 

1173
• Blacksmith Perspectives on RP 1173
• Preparation for Gap Analysis
• Key First Steps 
• Deliverable – Leading Practices and Key 

Shares



Pipeline Safety Management System
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Leadership and 
Management 
Commitment Risk Management

Incident Investigation &
Lessons Learned

Operational Controls

Stakeholder
Engagement

Documentation
And Record
Keeping

Competence, 
Awareness &
Training

Culture

Emergency
Preparedness &
Response

Safety Assurance

Management
Reviews &
Continuous 
Improvement

Copyright Blacksmith Group



Pipeline Safety Management System
“Build-On’s”
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Leadership and 
Management 
Commitment
› Mission
› Values
› Priorities

Risk Management
› Distribution Integrity Management
› Transmission Integrity 

Management
› Enterprise Risk Management
› Incorporating Lessons Learned 

Into Risk Assessment

Incident Investigation &
Lessons Learned

› Investigations – Root 
Cause Analysis

› Re-Visiting Internal 
Lessons Learned

› External Lessons 
Learned 

Operational Controls
› Operations & 

Maintenance 
Procedures

› TIMP, DIMP, 
SIMP & LNG

› TIMP 
Management of 
Change

› Control Room 
Management of 
Change

Stakeholder
Engagement

› Corporate
Communications

› Public 
Awareness

› Town Hall 
Meetings

› Safety 
Performance

› DIMP, TIMP & 
SIMP

› Corrective 
Action

Documentation
And Record
Keeping

› Documents
› Records
› Documentation 

& Records 
Process

Competence, 
Awareness &
Training

› Initial Training
› Annual Refresher
› Qualification

Culture
Periodic Culture 

Surveys
Safety Councils

Safety Observations
Ethics Hotline

Emergency
Preparedness &
Response

› Emergency Preparedness 
and Response Plan

› Emergency Response Field 
Drills

› Table-Top Exercises

Safety Assurance
› Quality Control
› Quality Assurance
› Internal Audit & 

Evaluations
› External Audit & 

Evaluations
› AGA Peer Reviews

Management
Reviews &
Continuous 
Improvement

Copyright Blacksmith Group



Damage Prevention Program

Procedures

Risk Identification

Risk Evaluation

Risk Mitigation

Budgeting and Investment 
Planning

Quality Control

Quality Assurance

Audit

Performance Metrics

Program Maturity

Contractor Management

Management of Change

Enterprise Risk Management

Mission, Vision, Goals and Objectives

Management Reviews

Internal Stakeholder Engagement

Operator Qualification

Training and Competency

External Stakeholder Engagement

Incident 
Investigation

Lessons Learned

Emergency 
Preparedness and 

Response

Documentation and Recordkeeping

Leadership and 
Management 
Commitment 

Stakeholder Engagement Risk Management Operational Controls 

Incident Investigation, 
Evaluation, and Lessons 

Learned 
Safety Assurance 

Management Review 
and Continuous 
Improvement 

Emergency Preparedness 
and Response 

Competence, Awareness, 
and Training 

Documentation and 
Record Keeping 

How Does A Pipeline Safety Management System Work? A PSMS strengthens and fortifies programs
such as Damage Prevention.

The regulatory foundation of Damage Prevention
is procedures, op quals and documentation; 
supported by ER to address incidents

A PSMS strengthens a program with a focus on 
training and competency; recognizing the critical
role of contractors and MOC
A PSMS ensures that program goals and objectives
are in sync with organization mission and objectives
Safety assurance is provided in a three-tiered
Manner.
Safety assurance provides quality work and good
data to support risk management.

When incidents do occur, the EP is implemented.
Incidents are formally investigated and lessons 
learned are documented and shared throughout
the organization, including improvements to risk
management
Risk management including use of risk registers 
inform budgeting and investment planning, and 
combined with metrics inform enterprise risk and
management reviews

Metrics and measures of risk, such as reduction
In risk  inform engagement with internal and 
external stakeholders 

As a PSMS fortifies a program and matures
engagement improves



Task 2 –
Members 

Gap Analysis 

Report on Deliverable: Report on Build-On Analysis and 
Opportunities for Improvement

Energize Energize employees - their role in a PSMS

Provide Provide insights and perspectives – leading practices

Use Use gap analysis tool to demonstrate “build on”

Identify Identify aspects of programs and functional areas that 
address PSMS requirements

Conduct Conduct interviews of personnel responsible for key 
programs and functional areas



NGA PSMS Task 2 Deliverable
Gap Analysis/ Build-On Workbook Requirements of RP 1173

A Tab for Each of the 10 Elements

Observations: Organization’s 
Basis for Meeting the 

Requirements

Opportunities to Conform
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PSMS Implementation GANTT Chart (Example)



NGA PSMS Task 3 Deliverable
Build-On and Road Map Report

Take Workbook and Generates
A Word Document – Report (˜30 p.)

Will Categorize Opportunities Into
Short, Medium and Long Term 

High-Level Road Map

Detailed GANT Chart

©  November 2020 The Blacksmith Group & Northeast Gas 
Association All Rights Reserved 



Pipeline Safety Management
System Roadmap

1. Conduct Routine Management Reviews and 
Define Improvements 

2. Continue to Address Opportunities Within 
Programs and Through Elements

3. Evaluate and Improve Stakeholder 
Engagement

4. Refine PSMS Metrics

1. Define Opportunities to be Addressed Within Existing Programs
2. Define Element Owners to Address Short Term Opportunities
3. Undertake Coalition Building at Executive and Director Levels 
4. Develop Routine Communication About PSMS
5. Formalize Management of Change
6. Participate in NGA Safety Culture Survey

1. Establish a PSMS Steering Committee
2. Define PSMS Governance Structure
3. Develop a PSMS Description Document
4. Deploy Initial Project Team 
5. Combine Existing Selected Management Reviews Making 

PSMS Management Reviews Routine

First Six Months
Project Phase

Second Six Months
Project Phase

Year 2
Project Close Out

Begin Implementation

Year 3
Assess
Implementation

Year 4
Work To Mature

1. Conduct Routine Management Reviews and 
Define Improvements 

2. Undertake Coalition Building for Supervisors
3. Continue to Address Opportunities Within 

Programs and Elements
4. Benchmark Elements 
5. Assess Implementation 

1. Benchmark Maturity 
Assessment Methods – CFATS, 
API Tools, Peer Operators

2. Continue Routine Management 
Reviews and Define 
Improvements

Blacksmith Group 2020



Task 3 - NGA PSMS Compendium Report



Task 4 Tactical 
Guides…. 

Bridging the 
Strategy 

Implementation 
Gap

• Pressure Regulation, Control & 
Odorization 

• Mains & Services Construction 

• Gas Control 

• Distribution System 
Maintenance 

• Damage Prevention 

• Engineering Design & Integrity 
Management 

• Pipeline Safety Stakeholder 
Engagement 

• LNG Operations 

• Emergency Preparedness & 
Response 



Plan, Do, Check, Act 
Model is at the Core 

of EDR and 
PSMS/API RP 1173
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Plan, Do, Check, Act Model  - Operationalizing Strategy
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NGA PSMS
Tactical Guides

Three Proof of Concept Tactical Guides
- Mains and Services Construction
- Pressure Regulation, Control and

Odorization
- Gas Control

Operationalization 
of PSMS
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Incident

Closing the Holes in the Swiss Cheese - Pipeline Safety Management Systems

Accelerating Learning Through Information Sharing
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NGA PSMS –
Initial Metrics –

2021
Targeted Phase 1 and 

Selected Phase 2

• % of leadership meetings completed [Planned versus Actual]
• % of action items identified and closed out 

Leadership and 
Management 
Commitment

• Miles of main and numbers of services, planned and replaced
• # of emergent risks revealed
• Leak mitigation associated with main segments replaced

Risk 
Management 

• # of procedure improvements
• # of near misses/ good catches reported
• # of non-compliances
• # of instances of stop work

Operational 
Controls 

• # of operationally focused QA Findings identified
• # of operationally focused QA Findings addressed
• Completion of NGA Safety Culture Assessment

Safety Assurance

Lagging Metrics Reported in 
Annual and Incident Reports

• Miles of main
• Numbers of services
• Leaks and leaks repaired by 

cause 
• Incidents by cause 
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What is Safety 
Culture? 

• “Shared views within a 
company of how 
important and valued 
safety is in daily 
organizational execution 
of jobs and routines.”

• Safety priority –
emphasis on workplace 
safety when productivity 
pressure is high 

27
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PSMS Culture Assessment Survey Steering Group

The Blacksmith Group

Technical Lead 
Blacksmith Group

Josie Long
Mark Hereth

University of 
Houston 

NGA/SGA Staff
Mike Gallinaro 

Bob Wilson 

Chair
Jeff O’Brien, National Grid

Contractor
Lead

Krystle Fitzpatrick, Hallen

Large Organization
Lead

Roger Gunnels, PSE&G

Medium 
Organization Lead
Bob Richards, Unitil

Small Organization 
Lead 

Pat Levesque, WG&E

Holyoke
Christopher Perry

Middleborough
Danielle  Hayes

Wakefield
Raven A Fournier

Westfield
Patrick M. Levesque

Orange & Rockland
Michelle Modica

Liberty Utilities
Gary S. Munroe

Unitil
Robert H Richards

Central Hudson
Jerry Amato

National Grid
Kathy McNamara

Lee Westerlind

Con Edison
Jay Jani

PSE&G
Roger Gunnels

Eversource
Megan Cyr

Natasja Giordano 

Avangrid

Hallen
Krystle Fitzpatrick

AGI
Jamison Carpenter

Precision
Shawn King

Southern Star
Kevin Clark

NiSource
Lauren Anderson

BG&E
Nancy Shippe

SGA
Lead

Reagan Ginther, SGA 



Steering Group Deliverables
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SURVEY 
PROCESS

SURVEY 
CONTENT

DEMOGRAPHIC 
STRUCTURE

SURVEY 
ADMINISTRATION 

PORCESS

COMMUNICATION 
PLAN

Steering Group

Safety Culture Assessment Steering Group Activities

Establish safety culture survey  timeline

Develop/revise survey items  

Create introduction content and definitions

Design a common demographic worksheet for HRIS files

Define paper, and email survey distribution  process

Create internal communication plan for both paper and email 

Presenter
Presentation Notes
Sean N.



Measuring & Benchmarking Pipeline Safety Culture

Sub Committee

Pipeline Safety Culture Assessment Background & Benefits

Tangible indicator of safety that allows companies to benchmark compared to industry norms.

Allows organizations to implement improvements and measure progress over time. 

Based on an established survey approach conducted by pipeline trade associations since 2013.

Incorporates contractor organizations and embedded contractor crews in the survey.

Organizations analyze results by organizational and demographic attributes.

Includes partnerships with leading safety culture industrial psychologists.

• Northeast Gas Association (NGA)
• Southern Gas Association (SGA)
• Process Performance Improvement Consulting (P-PIC)
• University of Houston, Industrial Psychology Dept.

KEY PARTNERSHIP

Presenter
Presentation Notes
Sean N.



Texas Tech University, Center for Energy Commerce
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Safety Culture Assessment Milestones

Pre-Survey 
Strategy and 

Planning 
Meetings
Q1 2021

Complete

Core Survey 
Content 
Finalized
May 2021
Complete

Survey Item 
Pilot & 

Feedback
June 2021

Finalized 
Hierarchy & 

Communication 
Rollout

July 2021 

Survey Administration 
Sept 15th Launch

October 20th Close

Reports 
Available

December 
2021

Executive 
Presentation 
and Member 

Meetings
TBD

Action 
Planning
Ongoing 

post-
results

2022 PSMS 
Phase III 

Plan

Presenter
Presentation Notes
Tony



NGA PSMS Collaborative Journey
Sustaining Advances in Pipeline Safety & Strengthening Safety Culture 

Phase I

Phase II

Phase III

What, Why, How

Making It “Stick”
Driving Sustainable 
Behaviors

Building  Implementation Tools
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