Procurement working as One Team to support TAR goals
Procurement is working as One Team with Operations and the Turnaround (TAR) group to not only hit 2014 turnaround milestones, but to stay in front of them.  Other Top 10 behaviors such as communication and owning the whole are helping them ensure that TAR work will be completed safely, on time and on budget.

“Much work has already been performed to set up 2014 for success,” said Procurement Manager Brian Drzewiecki.  He cited several examples:

· Earlier contractor selection due to better-defined scopes of work

· An improved incentivized contracting strategy, using lessons learned from recent TAR successes and improvements

· A new materials management process during TAR execution

· More systematic management of reporting and costs during TAR execution

“This is one of the largest and most complex turnarounds we have at the site.  It has a significant commercial impact,” said Darryl O’Bryant, TAR Maintenance Leader. “Success is all about earlier engagement of the stakeholders.”

Complex maintenance, repair and compliance work in early 2014 will require simultaneous outages at the Resid Hydrotreating Unit, Resid Deasphalting Unit, Distillate Desulphurization Unit 300, Sulfur Recovery Unit A and B, and Pipestill 3B (PS3B).

PS3B Operations Superintendent Doyle Nash said that the approach they are taking in preparing for this TAR is very different from previous TARs.  
“We are much more proactive in planning for this TAR than we have been in the past,” he said.  “We put together a team of Operations representatives 18 months ahead of the scheduled outage to begin identifying the work scope, shutdown plans, LOTOs, blinding strategy, and chemical cleaning plans. 

“Getting involved in the TAR process as we have done gives the team the time and space to be very thorough in defining work scope,” Nash said.  “This leads to better pricing on contracts and long-lead items.”

One example is the site’s purchase of high-pressure exchanger bundles for the RHU.  Procurement had enough lead time to globally source the equipment and negotiate a deal for significant savings. 

“We also need time to identify the right contractors with the right skill sets for the different turnarounds,” said Manjay Shetty, TAR & Maintenance leader for Procurement.  “Specialized contractors are more difficult and more costly to secure if we delay the process.

“We’re using an incentivized cost plus fixed fee strategy for our major mechanical contractors,” Shetty said.  “If a contractor can meet key performance indicators, or KPIs, they can get a bonus.  If they don’t meet the KPIs, then some of their fixed fee will be in jeopardy.”  KPIs are based on core values of Safe, Compliant, Reliable, and Sustainable Cost.

Procurement also has negotiated a contract with a materials service provider to stock designated commonly needed materials – such as pipe valve fittings, fasteners and gaskets – on a consignment basis.  The site will pay only for materials it actually uses. This is expected to save several million dollars for all 2014 turnarounds.  

Another effort around cost management is to improve utilization of the CCTS system, the software that captures the actual usage of contractor time and cost.  Previously, this was tracked on a weekly basis, but now there are plans for daily monitoring to get a more accurate accounting of costs.

“We can then analyze actual versus planned costs and get a real value to help stay on budget,” Shetty said.  “This also allows us to properly document spend and plan better for future turnarounds.”
