
A thirty-year-old facility required step-change improvements in reliability,
performance and morale. Employees were not always collaborating in an effective
manner, and organisational issues often prevented efficient execution of business
plans. The facility and the people that made it work required revitalizing through
improved systems, processes and leadership skills.

In 2003, the executives responsible for BP Trinidad & Tobago’s terminal at Galeota
Point recognised the need to make improvements at the facility, which processes and
separates the oil, water and natural gas pumped from several offshore production
platforms. While the facility was meeting its fundamental purpose, many unhelpful
behaviours limited its potential.

The terminal faced challenges stemming from a variety of organisational issues.
Conflicts existed between permanent employees and contract workers, and divisions
also formed between Amoco and BP heritage staff after their 1998 merger. The goal
was to bring the terminal’s culture into alignment with their aspirational values
statement, which call for “treating everyone with respect and dignity, striving for
mutual advantage and contributing to human progress.”

Using its Enlightened TransformationTM framework, Evolve helped BP achieve substantial improvement
in operational performance by creating a workplace where people from different cultures came
to work together to work effectively as teams. With 400 people on-site (including contractors)
and daily throughput of 70,000 barrels of liquid and output of 40,000 barrels of oil, the
terminal represents a key asset for BPTT.

The challenge

The need for improvement at BP Trinidad & Tobago’s terminal on the southeast tip of
Trinidad at Galeota Point became clear after BPTT raised performance expectations around
safety, production, productivity, environmental impact, and employee satisfaction. 
In broadest terms, these higher standards called for improvements in three main areas:
physical plant, processes, and people. 

Physical plant issues centred on the integrity of pipelines, vessels and valves, some of which 
were more than 30 years old. Process issues included the need to reduce environmental 
impact through effluent quality, as well as cost management, operations and maintenance. 
In addition to process design, contractor management, and cost management issues, areas 
for improvement in the people arena included communication, accountability, employee
teamwork, and performance management. As experts in change management and helping
companies maximise the effectiveness of their people, Evolve was engaged to help BP address
the people issues, increase capability, resolve the physical plant and process issues.
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Aligning goals and laying the foundation

In autumn 2003, Evolve worked with the terminal’s management to define the scope of the
engagement, train and develop an internal programme team and craft a vision for
improvement. Over a nine-week period, Evolve developed a programme team made up of
BPTT employees and contractors to identify areas to be addressed and to gather data to
establish the current-state performance baselines against which improvements would be
measured. Key stakeholders from the management ranks came to understand the need for
change and join in the effort. A change programme was created and branded under the tagline
“Terminal Transformation: The Gateway to Our Success.”

Setting the sign posts on the course towards improvement

After assessing the terminal’s current state, the programme team developed a multi-phase
approach, with the understanding that lasting change would take time to implement. 

Phase I of the project, which was all about putting the basics in place, was undertaken in 
2004 through a variety of workstreams, including operations and process control,
management systems, and leadership development. Phase II, which focused on delivering a
step change performance improvement, was embarked upon the next year, with a significant
emphasis on putting behaviours in line with key results and moving towards overall
performance improvement.

Building the business case
The programme team developed a detailed understanding of the processes that needed to 
be improved in order to move toward operational excellence. With Evolve’s support, the
team analysed all aspects of the business through Evolve’s Organisational SpaceTM model,
conducting root-cause and impact assessments to begin the process of developing ambitious
yet achievable targets and detailed plans of how they would come to be achieved. 
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Use of Enlightened TransformationTM framework to help transform BP’s terminal

Conducted regular
training sessions on
leadership skills 
and techniques

Provided coaching and
feedback to leaders and dept.
managers. Coached leaders
individually on just-in-
time/needs-based basis to
maximize takeaways

Rolled out logo for 
all programme
communications and
developed multi-channel
communications plans

Developed
communications skills 
to help leaders deliver
messages more
effectively

Established performance
dashboard and review
mechanism. Helped teams
analyze, redesign and
implement process
improvements in
maintenance, integrity
management and project
tracking process
management and 
value management

Worked with terminal management to weave together all
elements of programme and coach them through process of
leading it; cross-functional learnings shared in leadership meetings

Created outcome map for each area of focus to
build clarity on goals

Developed multi-phase
roadmap upfront to guide
change efforts and tie to

business inprovement

Built clarity around
roles and
responsibilities

Increased rigor
around individual
performance
management criteria
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Defining required behaviours

Improving relations across the workforce while developing a performance culture would
require new management and leadership skills. In simplest terms, improved behaviours 
would drive improved business results. 

Evolve introduced a number of tools and techniques geared towards improving the way in
which people worked with one another and to clarify the linkage between individual actions
and the terminal’s performance. Among the techniques introduced were tools to clarify roles
and responsibilities, coaching on how to give effective feedback, how and when to use
leadership models, and workshops on how to build high-performing teams. 

Delivering process performance improvement

After more than three decades in service, many of the terminal’s pipelines, structures, 
and equipment were a cause for concern. The cross-functional team set up to address these
problems included people from maintenance, construction, inspection, engineering, and
operations. The team developed a database and prioritisation process that identified, planned
and tracked progress of critical integrity work, and also created standards and a quality
assurance process. 

Plant integrity, maintenance management processes at the terminal were also 
addressed.Organisational changes were made to improve the maintenance planning process
and improve the productivity of maintenance technicians. One example is Maximo, the
terminal’s maintenance management system, which helped track maintenance performance 
more accurately and improved communication between the operations and 
maintenance departments. 

Processes around shipping operations were also improved. Equipment repairs and upgrades
helped reduce the percentage of impurities in the outgoing oil, but more important were the
process improvements that helped cut the average amount of water contained in the shipped
oil by half. Similarly, the terminal was incurring commercial penalties due to demurrage,
whereby tankers spent excessive time taking on their cargos. The programme team helped to
design and implement pre-lift planning meetings to ensure that the terminal was fully
prepared for each lift (shipment of crude), and post-lift review meetings were instituted to
discuss successes, review any failures and make improvements to the way they work.

Another team focused on the cost aspect of terminal management, specifically the process by
which the capital expenditure budget was managed and tracked for performance. The volume
of projects that needed to be executed concurrently created prioritisation problems due to
limited resources. In order to bring clarity to prioritisation decisions, the team created and
deployed a risk matrix that took into account key factors such as safety, cost, production and
reliability as well as alignment to the terminal’s long-term growth plan.

“For me, Evolve reaffirmed the need for people to have a purpose
and to align individuals with the team. It takes more than a great
process to get results; it takes people who are switched on and who
see the difference they can make.”
Bob Fryar, BPTT Operations Performance Unit Leader



Results

The Terminal Transformation programme brought substantial performance improvements
through improved efficiency and reduced costs. The improvement in cargo quality and
reduction in demurrage are collectively saving BP $5 USD million annually. The capital
expenditure team achieved substantial savings by achieving more than a fivefold improvement 
in the unplanned cost ratio (the ratio of money spent on unplanned projects versus the
amount spent on planned projects,expressed as a percentage), which was reduced from 
more than 100% to less than 20%.

Employee surveys, conducted twice a year, showed an increase in
morale at the terminal throughout the transformation project due 
to improved relations between management and workers, clarity
around performance measurement, and better processes. 

More importantly, many of the people who manage and operate 
the terminal have undergone a behavioural transformation.
Accountability for and ownership of results has been driven deep into
the organisation. Line operators and technicians confidently take the
initiative to solve problems on the front line at the areas of impact
rather than waiting for someone further down the line to address
them. Skills have been transferred across all shifts, making for
consistent operations around the clock. These positive attitudes and
behaviors represent a significant cultural change for the facility.

Improving the terminal’s impact on the local environment was a
critical result of this process. Each day, the terminal processes 70,000 barrels of an oil, sand
and water mixture received from the production platforms, returning the equivalent of some
30,000 barrels of water back to the ocean. New processes helped to ensure that the terminal
released the absolute minimum of oil, with the goal of returning the cleanest water possible
to the environment. 

Evolve provided guidance, coaching and training, but the people at the BPTT Terminal did
much of  the work, and through this process learned how to implement change in the
organization. This allowed Evolve to phase out of the programme confident that the people
who drove Terminal Transformation could themselves apply their new skills and
understanding to work towards achieving true world-class results. 
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“The programme provided a framework that enabled us to
understand key issues and to confront them.” 
Andre Celestain, Onshore Manager

Reduction in Water 
Four week rolling average

“Working with a team of dynamic people toward a set goal leads to
success. I have learned that change brings fear, but not changing
can be more scary.” 
Kizzie Perez, Communications Team




