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Current	
  State	
  of	
  the	
  Industry	
  
…	
  from	
  a	
  turnarounds	
  point	
  of	
  view	
  

●  Improved	
  margins	
  have	
  illuminated	
  turnarounds	
  as	
  an	
  
opportunity…not	
  a	
  liability	
  
o  Capital	
  project	
  ac7vity	
  has	
  returned,	
  and	
  more	
  of	
  it	
  is	
  being	
  

executed	
  during	
  the	
  turnaround	
  window	
  

o  Turnarounds	
  are	
  part	
  of	
  strategic	
  business	
  planning,	
  resul7ng	
  in	
  
challenging	
  performance	
  targets	
  (especially	
  dura7on)	
  

●  Increasing	
  regulatory	
  compliance	
  requirements	
  

●  High	
  profile	
  ini7a7ves	
  compe7ng	
  for	
  $	
  and	
  people	
  
●  Industry-­‐wide	
  decline	
  of	
  turnaround	
  experience	
  and	
  capability	
  

For	
  many,	
  turnaround	
  performance	
  con6nues	
  to	
  be	
  subpar	
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10.	
  Quality	
  issues	
  at	
  startup	
  
	
  	
  9.	
  Improper	
  management	
  of	
  contractor	
  resources	
  
	
  	
  8.	
  Significant	
  scope	
  growth	
  
	
  	
  7.	
  Delayed	
  decontamina7on	
  and	
  unit	
  handover	
  
	
  	
  6.	
  Lack	
  of	
  resources	
  for	
  op7mum	
  prepara7on	
  
	
  	
  5.	
  Incomplete	
  adherence	
  to	
  turnaround	
  work	
  process	
  
	
  	
  4.	
  Inadequate/Incapable	
  execu7on	
  organiza7on	
  
	
  	
  3.	
  Ineffec7ve	
  turnaround	
  Strategy	
  and/or	
  Steering	
  Teams	
  
	
  	
  2.	
  Inability	
  to	
  integrate	
  with	
  capital	
  projects	
  
	
  	
  1.	
  Unrealis7c	
  targets	
  for	
  turnaround	
  success	
  

Top	
  Reasons	
  For	
  Turnaround	
  Failure	
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Turnaround	
  Predictability	
  Performance	
  
…as	
  a	
  func6on	
  of	
  %	
  Capital	
  Projects	
  

Source:	
  AP-­‐Networks	
  Turnaround	
  Database	
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Integra7on	
  Index	
  
…is	
  a	
  leading	
  indicator	
  of	
  event	
  cost/schedule	
  performance	
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Strong	
  Integra6on	
  Index	
  drives	
  beCer	
  event	
  performance	
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Strategies	
   Scoping	
   Detailing	
   Execu7ng	
  

1.	
  Adhering	
  to	
  “Collabora7ve”	
  Work	
  Processes	
  
…and	
  producing	
  high	
  quality	
  deliverables	
  

●  Map	
  out	
  major	
  interfaces	
  (or	
  milestones)	
  between	
  the	
  
capital	
  project	
  and	
  turnaround	
  work	
  processes	
  in	
  a	
  way	
  that	
  
assures	
  they	
  are	
  “collabora7ve”	
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Work	
  Process	
  Compliance	
  Drives	
  Readiness	
  
Turnaround	
  readiness	
  is	
  a	
  key	
  leading	
  indicator	
  of	
  outcomes	
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Late	
  defini6on	
  and/or	
  funding	
  of	
  projects	
  is	
  crippling	
  

2.	
  Defining	
  the	
  Project	
  Scope…Early	
  
Too	
  oIen	
  IFC	
  packages	
  finish	
  aIer	
  scope	
  freeze	
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Scope	
  Freeze	
  Gming	
  

Source:	
  AP-­‐Networks	
  Turnaround	
  Database	
  

IFC	
  =	
  Issued	
  For	
  ConstrucGon	
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IFC	
  Packages	
  are	
  a	
  Key	
  Project	
  Deliverable	
  
…and	
  have	
  a	
  sizable	
  impact	
  on	
  turnaround	
  event	
  outcomes	
  

Highly	
  complex	
  event	
  with	
  average	
  TRI	
  and	
  integra6on	
  

Source:	
  AP-­‐Networks	
  Turnaround	
  Database	
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3.	
  Documen7ng	
  an	
  Event	
  Integra7on	
  Plan	
  
…requires	
  early	
  defini6on	
  and	
  commitment	
  

●  The	
  Event	
  Integra7on	
  Plan	
  is	
  “the	
  contract”	
  between	
  
turnaround	
  and	
  projects	
  defining	
  the	
  what,	
  how,	
  when,	
  and	
  
who	
  details	
  of	
  integra7on	
  

●  Ideally	
  developed	
  in	
  a	
  facilitated	
  workshop	
  ~2	
  years	
  prior	
  to	
  
feed-­‐out,	
  it	
  is	
  an	
  extremely	
  enabling	
  document	
  

●  In	
  detail,	
  it	
  addresses	
  the	
  following	
  areas:	
  
o  Organiza7on	
  
o  Strategic	
  Processes	
  
o  Prepara7on	
  Prac7ces	
  
o  Execu7on	
  Systems	
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4.	
  Establishing	
  an	
  Effec7ve	
  Steering	
  Team	
  	
  
…fits	
  within	
  the	
  turnaround	
  event	
  management	
  structure	
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Steering	
  Team	
  Effec7veness	
  
…drives	
  desirable	
  results	
  and	
  is	
  a	
  significant	
  differen6ator	
  

●  Steering	
  Teams	
  are	
  responsible	
  for	
  driving	
  “R3S”	
  
●  Turnaround	
  events	
  led	
  by	
  Steering	
  Teams	
  drive	
  drama7cally	
  

favorable	
  outcomes	
  
o  Turnaround	
  Readiness	
  Index	
  (TRI)	
  

o  Significantly	
  bener	
  Cost	
  and	
  Schedule	
  Performance	
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The	
  Shell	
  Framework	
  
Best	
  prac6ce	
  for	
  integra6ng	
  turnarounds	
  and	
  capital	
  projects	
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The	
  Shell	
  Framework	
  
Integra6on	
  best	
  prac6ce	
  elements	
  

Accountability 
Integrated 
Schedule Deliverables Leadership 

Commitment 
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●  Site	
  leadership	
  must	
  establish	
  the	
  event	
  as	
  a	
  mission	
  cri7cal	
  
focus	
  for	
  the	
  facility	
  

●  Through	
  the	
  Steering	
  Team,	
  the	
  turnaround	
  and	
  project	
  
groups	
  are	
  jointly	
  accountable	
  for	
  delivering	
  the	
  event	
  

●  There	
  will	
  be	
  only	
  ONE	
  fully	
  integrated	
  event	
  execu7on	
  
schedule	
  

●  The	
  turnaround	
  and	
  projects	
  work	
  processes	
  will	
  be	
  
integrated	
  in	
  order	
  to	
  drive	
  the	
  7mely	
  comple7on	
  of	
  all	
  
project	
  deliverables	
  



The	
  Shell	
  Framework	
  
Integra6on	
  best	
  prac6ce	
  elements	
  

Integrated 
Organization Planning 

Execution and 
Contracting Strategy Prorates 
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●  There	
  will	
  be	
  only	
  ONE	
  fully	
  integrated	
  organiza7on	
  for	
  
prepara7on	
  and	
  execu7on	
  of	
  the	
  event	
  

●  The	
  methodology	
  for	
  detailed	
  planning	
  shall	
  follow	
  proven	
  
turnaround	
  prac7ces	
  and	
  be	
  performed	
  in	
  ONE	
  system	
  

●  The	
  strategies	
  for	
  contrac7ng	
  and	
  execu7on	
  shall	
  be	
  done	
  to	
  
deliver	
  ONE	
  fully	
  integrated	
  approach	
  

●  Shared	
  event	
  costs	
  (over	
  and	
  above	
  those	
  required	
  for	
  the	
  
turnaround)	
  will	
  be	
  propor7onally	
  shared	
  by	
  projects	
  



The	
  Shell	
  Framework	
  
Integra6on	
  best	
  prac6ce	
  elements	
  

Cost 
Controls 

Representation 
in Work Process Communications Trust Barriers 
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●  Ideally	
  designed	
  as	
  ONE,	
  the	
  event	
  controls	
  plan	
  and	
  systems	
  
will	
  be	
  defined	
  collabora7vely	
  and	
  early	
  

●  Project	
  teams	
  shall	
  par7cipate	
  in	
  all	
  premise	
  seong,	
  
alignment,	
  and	
  team	
  building	
  workshops	
  

●  The	
  methods	
  for	
  communica7on	
  will	
  be	
  formally	
  
documented;	
  turnover	
  of	
  pre-­‐turnaround	
  work	
  is	
  essen7al	
  

●  Organiza7on	
  is	
  commined	
  to	
  proac7vely	
  clarifying,	
  defining,	
  
and	
  addressing	
  all	
  issues	
  that	
  could	
  create	
  a	
  trust	
  barrier	
  and	
  
ul7mately	
  inhibit	
  the	
  team’s	
  effec7veness	
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Conclusions	
  

●  The	
  amount	
  of	
  capital	
  executed	
  during	
  a	
  turnaround...	
  
}  Increases	
  both	
  the	
  turnaround	
  event	
  risk	
  and	
  complexity	
  
}  Nega7vely	
  impacts	
  the	
  ability	
  to	
  predict	
  event	
  outcome	
  

●  A	
  leading	
  indicator	
  metric	
  that	
  correlates	
  the	
  level	
  of	
  
integra7on	
  with	
  turnaround	
  event	
  outcomes	
  is	
  available	
  

●  Establishment	
  of	
  a	
  formal	
  Integra7on	
  Framework	
  is	
  an	
  
emerging	
  best	
  prac7ce	
  

●  There	
  are	
  4	
  key	
  components	
  that	
  drive	
  bener	
  integra7on:	
  
}  Timely	
  defini7on	
  of	
  capital	
  scope	
  
}  Implemen7ng	
  (and	
  following)	
  collabora7ve	
  work	
  processes	
  
}  Establishing	
  Steering	
  Teams	
  that	
  drive	
  R3S	
  
}  Defining	
  a	
  robust	
  turnaround	
  and	
  capital	
  integra7on	
  plan	
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Ques7ons	
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