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5 Management Keys to High-Quality PHAs

A high-quality Process Hazard Analysis (PHA) is one of the most powerful tools for preventing
catastrophic incidents, protecting people, and safeguarding business continuity.

Yet many PHAs fail to deliver their full value due to weak preparation, incomplete teams, poor
documentation, or lack of leadership support.

This guide outlines five leadership keys that management must ensure to achieve consistent,
high-quality PHAs that reduce risk, support compliance, and protect the business.

Ultimately, PHA quality is not a technical outcome — it is the direct result of leadership
decisions.

1. Experienced & Independent Facilitator - Leadership Accountability

The quality of a PHA is heavily influenced by the skill and independence of the facilitator. An
experienced facilitator ensures consistent methodology, unbiased risk evaluation, effective
team engagement, and high-quality documentation, while using their technical background to
uncover hidden risks.

From a management perspective, this is critical because poor facilitation leads to missed
hazards, inconsistent risk ranking, weak recommendations, and reports that do not stand up to
audits or incident investigations.

Leaders should ensure that facilitators are:

e Technically experienced in the process and PHA methodology

e Able to use their technical knowledge to uncover hidden risks

¢ Independent and neutral in risk evaluation

e Capable of managing cross-functional teams effectively

e Accountable for producing clear, auditable PHA documentation for easier
implementation of recommendations

An experienced facilitator works with the
team to document the PHA like a
conductor leads the orchestra, bringing in
each team member's contribution.
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2. Team -> Management’s Role in Staffing PHAs

A complete, engaged, and experienced team is necessary for a quality PHA. Assembling a
complete team means including team members with experience on the unit who understand
what COULD go wrong.

Ensuring the right team is available is not a scheduling issue — it is a leadership risk decision.

Advance planning supports assembling a PHA team with the needed knowledge and availability.
That includes assigning a facilitator early in the planning to ensure the team is complete and
has access to information and experts that may be needed.

If senior staff cannot be available for the entire PHA, create scheduling that allows some time at
the beginning of the PHA for them to discuss their concerns as well as at the end for review.
Make sure that senior staff is available to handle questions from junior staff serving in their
place.

A complete, engaged, and
experienced team works
together in a PHA.

3. Subject Matter Experts - Governance and Resourcing

Subject Matter Experts (SME’s) are a key source of information for the PHA. Although they are
not required to be present through the entire PHA, having them available to consult can clarify
issues when questions come up.

e SMEs must be identified in advance
e Access to SMEs is a management responsibility
e Missing expertise leads to blind spots
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4. Clear Documentation - Audit, Compliance, and Defensibility

Without sufficient and accurate documentation, the PHA won’t capture the true risks and
needed safeguards. At best, you will only have a partial picture leaving unrecognized risks.

Incomplete or outdated documentation creates regulatory, legal, and reputational risk — not
just technical risk.

e Support staff in verifying P&IDs are updated prior to the PHA & allow staff sufficient
time to gather documentation.

e Ensure Equipment Data (Relief device design, MAWPs, Pipe Codes, Tank Volumes, Pump
Curves, etc..) is readily accessible to the team.

e Other documentation (PFDs, MSDSs, Consequence Modeling) is also required and
should be available.

Clear and thorough documentation is essential for:
e Regulatory defensibility
e Incident investigation exposure

® |egal and reputational risk

5. Quality - A Leadership Commitment

Quality in Process Hazard Analyses is a leadership decision.

When management prioritizes speed, minimal compliance, or cost over quality, risk is
transferred directly to the business. Conversely, when leaders insist on rigor, preparation, and
high standards, PHAs become one of the most powerful tools for preventing catastrophic
incidents and protecting long-term business value.

Over the years, we have heard three common reasons not to invest in PHA quality:
e “Quality is too expensive.”
e “Our process isn’t that big.”
o “We’ve never had a serious incident.”
From a management perspective, each of these assumptions introduces hidden business risk.
Quality is always less expensive than an incident.
The direct and indirect costs of a major incident — injuries, fatalities, regulatory penalties, legal

liability, asset damage, production losses, and reputational harm — far exceed the incremental
cost of a high-quality PHA.
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Small processes can create big consequences.

Smaller or simpler processes often operate closer to communities and critical infrastructure. A
single major event at a small facility can put an operator out of business. Growth in surrounding
populations and changes in land use only increase this exposure over time.

A strong incident history does not eliminate future risk.

A clean safety record is a positive outcome, but it can also lead to complacency.
Overconfidence reduces vigilance and increases the likelihood that early warning signs, weak
signals, and near misses will be ignored.

From a leadership standpoint, commitment to quality means ensuring that:

e PHAs are given sufficient time, resources, and skilled facilitation

e Teams are properly staffed and fully engaged

e Up-to-date documentation is available before studies begin

¢ Findings and recommendations are taken seriously and acted upon
e Consistent standards are applied across sites and business units

When PHAs are approached this way they can change how teams view their own processes.
Experienced engineers and operators can recognize hazards and failure modes they may not
have fully considered before.

That shift in perspective is not just a technical win — it is a business win. It strengthens risk
awareness, improves operational discipline, and reinforces a culture that prioritizes prevention

over reaction.

Ultimately, management must ask not whether a PHA was completed, but whether it was done
well enough to protect people, assets, and the long-term viability of the business.
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About RISK
Expert Guidance for Process Safety Success

Risk Integrity Safety Knowledge, Inc. (RISK, Inc.) provides consulting, training, and staffing
services focused exclusively on process safety management.

When the company founder and her husband both worked at a refinery he was involved in a
near-miss incident — one that clarified the importance of process safety done right. Process
safety is personal.

Our work is grounded in real-world experience and a commitment to helping organizations
prevent catastrophic incidents, protect people and communities, and safeguard long-term
business value.

At RISK, process safety is personal — and performance-driven.

What our clients say about working with us:

“RISK is a trusted partner for our company. Their team has been significant to the success of
our process safety journey. They listen to our needs and consistently deliver high quality

results in a timely fashion.” PSM Leader, for Starches, Sweeteners, & Texturizers section of major
agribusiness company

“Your team is by far the best | have ever worked with doing PHAs and DHAs. They got great
reviews from all members of the teams that sat in on the sessions. Especially from the shop
floor guys which we know is the most important.” Plant Manager, chemical company

Ready to Strengthen Your PHA Quality and Reduce Business Risk?

Partner with RISK, Inc. to improve the quality, consistency, & defensibility of your
PHAs and PSM programs.

Schedule a confidential discussion with our team.

Contact us at info@psmrisk.com
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