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Empowering Progress

Why Am I Here?

• Focus on the importance of leadership engagement to achieve & maintain 

business excellence through health & safety

• Why leadership is important in creating a strong H&S culture

• Describe where we are in our journey

• What we are doing to achieve our vision of excellence 

• Key takeaways
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BAPCO Overview

• Bapco operates the Bahrain Refinery - a world-class, world-scale refinery, exporting 

products to the world

• First day of operation July 1932

• Current capacity of the refinery is: 267,000 bpd

• We are an export refinery: main products are middle distillates i.e. kerosene/jet and 

diesel ~55 vol% of total product slate

• We are embarking on a multi-billion expansion project – Bapco Modernization 

Programme (BMP) – to increase the refining capacity to 380 MBPD, reduce our fuel oil 

make and improve our energy efficiency and environmental footprint
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Our Purpose

“Bringing Energy to the World for the Enduring Prosperity

of the Kingdom of Bahrain”



6

Our Mission

“To sustainably manage and operate an integrated energy 

business, leveraging best practices and creating value for 

shareholders, customers and employees”
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EHS Achievements

• 21 million employee-hours worked without an LTI in 2018

• Only 4 resets of the Reliability Clock in 2018: lowest on record

• Received the Robert Campbell Award from the National Safety Council of the US in 

October 2007 - first ever company outside of North America to receive the award

• Achieved five star rating in British Safety Council 5 stars Occupational EHS Audit in 2017

• Awarded BSC Sword of Honour in Nov 2016 and Oct 2017

• Awarded BSC Globe of Honour in Oct 2017
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Leadership Sits at the Heart of any H&S Culture Model
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Importance of Leadership? 

• The importance of safety leadership has long been recognized in the H&S culture

literature.

• Most definitions of H&S culture emphasizes the integral influence of an organization's

leadership group on the safety attitudes & behavior of employees.

• Example: H&S culture is in fact “determined by perceptions of management commitment to

H&S, as judged by the workforce”

• Company overall performance is linked to the H&S culture.

• It is our “License to Operate”.
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Our Basic Concept Model

Leadership attitudes/
beliefs about H&S

Leadership behaviors Employees behaviors Company culture

H&S PerformanceCompany performance

Major incidents
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Major Incidents with Global Impact

– 1974 Flixborough

– 1976 Seveso

– 1984 Mexico City

– 1984 Bhopal

– 1988 Piper Alpha

– 2005 Texas City Incident

– 2005 Buncefield Fire

– 2010 Macondo Deepwater Horizon
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Key Lessons Learned from Major Incidents

• Failure to equip employees with appropriate knowledge

• Failure to make available the necessary up to date information

• Normalization of deviation

• No clear focus or visibility on process safety

• Many incidents not reported or investigated

Our Solution: Operational Excellence (OE)
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OE Culture
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How Do We Define Operational Excellence?

• “Operational Excellence is the systematic management of process safety, 

personal safety and health, environment, reliability and efficiency to achieve 

world class performance”

• Focus on effectiveness rather than (not just) certification

• OEMS goes beyond the scope of ISO, PSM

• Effectively integrates OE objectives, plans, processes, and - most importantly -

behaviours
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Our Operational Excellence (OE) Culture

• Our people wanting to do the “right thing” the “right way” all the time (always).

• The basic principles constituting the OE culture:

• Zero injuries and incidents is attainable

• Safety is not to be compromised for production or cost

• Compliance with safe operating procedures and policies is not optional

• Only acceptable safety performance is incident and injury free

• Create an environment that encourages all employees (and contractors) to be actively 

involved Health & Safety initiatives

• To us in Bapco; Leadership is key
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Leadership Roles in OE Culture (1/4) – Traits 

Clear Expectations

High Standards are set and 

followed
Effective Communication

Everyone is involved in regular face to 

face discussions on EHS issues

Personal Risk Awareness

People continually act to 

manage and assess Risks

Planning

Time is set aside for planning. 

All involved are included and 

all questions are answered

Personal Leadership

People are leading through 

personal safe behaviours and 

positive encouragement

The Right and Duty to 

Intervene

Everyone is looking out for 

each other, stopping unsafe 

acts and questioning

Accountability

People are organised, act 

safely and do not tolerate 

unsafe behaviours

Self Evaluation

People list and openly share 

their safety commitments, seek 

feedback and measure progress

Develop Encourage Sustain Safe 

Behaviours

People are giving encouragement and 

offering help
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Leadership Roles in OE Culture (2/4) – Alignment

• Set an OE Vision.

• Conduct gap Assessments

• Prioritize gaps

• Implement OE plans

• Build or improve OE Processes & 

Standards

• Measure progress.

• Build an OE culture
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Leadership Roles in OE Culture (3/4) – Empower the Workforce



19

Leadership roles in OE Culture (4/4) - Governance & Support

• Corrective Action and Preventive Actions (CAPA) Tracking

• Incident Investigation and Reporting

• Routine Health & Safety Checks

• Permits Audits

• Stop Work Authority

• Manager Tours

• Risk Assessments

• Management of Change (MOC)

• Compliance Training

• Wellness Programs



20

Key Takeaways: Leadership Challenges

• Visible leadership engagement and commitment is key: especially in personal and process 

safety

• Make process safety and people management top priorities when evaluating our 

performance

• Align Management and Employees perception and expectations

• Build the right Culture: quality vs “tick-the-box” mentality into work processes

• Ensure that Executive management receive H&S training and that their responsibilities are 

clearly defined in the H&S policy

• Maintain strong HSE management systems: focus on effectiveness

• Equip employees with appropriate knowledge

• Develop leading and lagging indicators: transparently share

• Process must be owned by all: led from the top



Thank you

http://bapcoportal/

