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Company Information

Providing safe and reliable service to 10 million 
customers across Delaware, Illinois, Maryland, 
New Jersey, Pennsylvania and the District of 
Columbia

Exelon Utilities

– Atlantic City Electric

– Baltimore Gas and Electric

– ComEd

– Delmarva

– PECO 

– Pepco

Gas Utilities
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Background

– PSMS provides Exelon a systematic, deliberate approach to addressing the safety of the 
workforce, the public and the company’s assets. PSMS is a framework to reveal and 
manage risk, promote a learning environment, and continuously improve pipeline safety 
and integrity.

– PSMS is cited in the PIPES Act effective December 23, 2020. PHSMA will provide an 
update on industry implementation to Congress in 3 years.

– PSMS is recommended by both the American Gas Association (AGA) and the National 
Transportation Safety Board (NTSB) to be implemented across the gas utility industry.
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Overview

API Sec. Element

5.2-5.5 Leadership and Management Commitment

6.2-6.3 Stakeholder Engagement

7.1-7.6 Risk Management

8.1.1-8.2.5 Operational Controls 1-12

8.3.2- 8.4 Operational Controls 13-16

9.1.1-9.4
Incident Investigation, Evaluation, and Lessons 

Learned

10.2.1- 10.3 Safety Assurance 1-10

10.4 Safety Assurance 11-13

11.1-11.3 Management Review & Continuous Improvement

12 Emergency Preparedness & Response

13 Competence, Awareness, and Training

14.1-14.2 Documentation and Recordkeeping
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PSMS Organization Structure
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PSMS Organization Structure
Additional Roles and Responsibilities 

Gas Vice Presidents

Serve as Executive Sponsor

Members of Executive Steering Committee

Provide guidance and define future goals and objective

Element Owners

Responsible for advancement of element and measuring the 
performance 

Integration with the other applicable elements, and all the associated   
requirements across the gas utilities

Requirement Owners

Responsible for their organization’s work practices in alignment with 
the Pipeline Safety Management Program and Procedures
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Maturity Model 

8 Exelon Proprietary and Confidential
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Maturity of Elements

Evidence Heat Map for Maturity Level 3 

                                   

                 
Legend Closed Pending

DR 

CA 1 2               

  

     

  

EP 1 2                  

        

           

9 10 11 12 13      

  

  

        

  

  

     SA 1 2 3 4 5 6 7 8

MR 1 2 3 4

1 2   

5 6      

  

                 8      

9 10 11 12 13 14

           II 1 2 3 4 5 6      

10 11               

OC 1 2 3 4 5 6 7 8 15 16

4 N/A 6                              

9

71 Requirements - Maturity Level 3 Tracker 

  SE 1 2 3

  LM 1 2 3 4 5 6 7 8

        

                 

RM 1 2 3 4 5 6 7   



Privileged and Confidential 10

Plan, Do, Check, Act Methodology
The PDCA cycle is a four-step model for carrying 
out the principles of the safety management 
system. This methodology can be applied to the 
management system as a whole, as well as to all 
individual elements and processes within the 
system. 

The PDCA principal aim is to encourage creating 
strategies and plans in line with the guidelines, 
checking those actions for conformity and using 
those results to adjust the next generation of 
plans.  This cycle is iterative and is maintained to 
achieve continuous improvement.

Plan – establish objectives and processes to 
deliver results

Do – execution of the plan designed in the 
previous step

Check – review of the results compared with 
established objectives

Act – pipeline operator takes actions to 
continuously improve process performance 
through analyzing differences between actual 
and planned results
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Plan-Do-Check-Act Methodology

Activity/Task Description: Conducting a camera inspection for a post directional drill gas main installation (CHECK)

The Plan

PECO’s cross bore 
program is standard 
procedure where a 
camera inspection is 
performed following a 
directional drill gas 
main installation.  
This provides a 
confirmation that 
sewer laterals have 
not been 
compromised

The Do

Upon performing the 
camera inspection of 
the sewer lateral, it 
was discovered that 
the sewer pipe was 
broken.  The gas 
main had bored 
through the sewer 
pipe along the 
bottom of the lateral 

The Check

Camera inspections 
are a successful 
check point, per this 
example.  If the 
property owner had a 
sewer back-up, a 
sewer clearing 
device could have 
severed the gas pipe 
causing gas to leak 
into the house and 
the sewer system

The Act

The contractor crew 
responsible for the 
gas main installation 
was informed and 
performed repairs 
and remediation at 
the site.  The 
customer was 
notified of the event.  
A follow-up ACE 
investigation will be 
conducted for 
additional lessons 
learned

ACTCHECKDOPLAN
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Key Initiatives

• On-board employees for the sustainable PSMS organization

• Implement Management of Change (MOC) process and document on 
Management Model

• Execute PSMS Communications Plan for Employees and Contractors

• Integration of plan do check act methodology

• Finalize Key Performance Indicators tied to PSMS
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Lessons to Share

Establish PMO Early On – While some things can be level of effort, you will need some dedicated support 
to implement PSMS.  A Project Management Organization (PMO) that oversees the elements and 
implementation is very helpful in setting up and tracking progress.  Creates common framework for 
documentation such as project plans and evidence tracking.  This may be in-house or outsourced.

Leadership and Governance – Establish your company’s policy and program requirements for 
implementing PSMS within your organization.  Leadership clearly articulates their commitment and provides 
the sponsorship via Executive Committee and Management Reporting Meetings. The PMO has the 
guidance to manage and document PSMS implementation requirements in alignment with the 
organization’s goals.

Assign Element Owners and SMEs – Element teams were established early on with clear definition of 
Element Owners responsibilities. Element Owners had Leadership support and set up regular meetings with 
Subject Matter Experts (SMEs) to bring the element to higher levels of maturity and connection to daily 
operations. Establish goals at the individual level. 

Create Implementation Phases – Depending on the size of your organization, you may choose to 
implement all ten elements at once or phase in elements over time.  Leadership Management, Stakeholder 
Engagement, Risk Management and Safety Assurance are pillars of PSMS.
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Lessons to Share

Use the API Tools – API provides many tools available on pipelinesms.org.  These tools help identify gaps 
and where you are in terms of maturity level.  Use the tools for self audits or preparing for external audit.  
Follow the statements and be self-critical.

Know Interdependencies – API guidelines show interdependencies among elements.  Through the PMO 
or Central Team, review the elements and pull teams together for common initiatives.

Schedule MRMs for the year – Monthly Management Review Meetings (MRMs) are important to get all 
the elements together and report to Senior Leadership on initiatives.  The MRM provides the forum for 
element alignment and mutual awareness among the teams. Centers attention on the review of metrics for 
all Elements focusing on risk mitigation and actively reviews maturity level progress for each Element.

Deliver the PSMS Message – Develop your organization’s PSMS branding message, be visible to the 
organization through implementing your PSMS Communication Plan, compliment current processes with 
PSMS methodologies (Plan, Do, Check, Act) to recognize impactful learnings in daily operations, and define 
the parameters for managing change within your organization that maximize your ability to mitigate risk.
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Questions?


