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[bookmark: _Toc489189363]Appendix E – Project Diamond Execution Plan
This appendix contains the sample Project Diamond Execution Plan, which governs the project during execution, after DG3 and up to DG4.
[bookmark: _Toc489189364]1 Introduction to the Diamond Project Execution Plan for DG3 to DG4
[bookmark: _Toc489189365]1.1 Purpose
[bookmark: _Hlk487879546]The purpose of this document is to outline how the Diamond project is planned to be executed from DG3 to DG4. This document describes project targets, strategies and the management and control systems established to meet the project objectives within the given project framework. The Project Execution Plan (PEP) is a part of the project governing documents for the Diamond project. The document outlines the most important elements in the project execution phase, and how the project intends to handle these in order to achieve a timely, cost effective and safe development of the Diamond project.
[bookmark: _Toc489189366]1.2 Responsibility
In the sample organization, the Field Director is responsible for the preparation and maintenance of the PEP with support from relevant representatives in the project team. The field director is also in charge of the facility and the 500-meter zone around the facility.  This includes operations, resupply, helicopter operations, and transiting in and out of the surrounding safety zone. The PEP is approved by the Diamond Project Director. In the sample organization, the Project Director is also the VP of Projects, to whom the Project Manager reports.
[bookmark: _Toc489189367]1.3 Governing Documents
The Diamond governing documents are listed hierarchically as follows:
· National laws and regulations
· Joint operating agreement and PDO
· ABC Corporation Management System
· Diamond Project Mandate and PEP
· Diamond HSE Program, Design Basis, Functional Requirements, project specific processes and procedures
· Project Technical and contractual requirements
· Project Standards and guidelines
[bookmark: _Toc489189368]1.4 Definitions and Abbreviations

CAPEX 		Capital Expenditure
CCE 			Current Control Estimate
CCS			Current Control Schedule
CRA 			Cost Risk Analysis
DG 			Decision Gate
DRILLEX 		Drilling Expenditure
EIA 			Environmental Impact Assessment
EPC 			Engineering, Procurement and Construction
PEP			Project Execution Plan
FEED 			Front End Engineering Design
HAZID 		Hazard Identification Study
HAZOP 		Hazard and Operability Analysis
HSE			Health, Safety and Environmental
HUC 			Hook-up and Commissioning
KPI 			Key Performance Indicator
LCI 			Life Cycle Information
LoI		 	Letter of Intent
MC 			Management Committee
MCE 			Master Control Estimate
MCS 			Master Control Schedule
OPEX 			Operational Expenditure
PDO 			Plan for Development and Operation
pdQ			Platform partial processing, drilling and Living Quarter platform
PEP 			Project Execution Plan
PEOPS 			Project Execution and Overall Procurement Strategy
VO 			Variation Order
VOR 			Variation Order Request
[bookmark: _Toc489189369]2 Project Overview
[bookmark: _Toc489189370]2.1 Description of the Project
Project Diamond encompasses a 20-km area within the DL 0072 and DL 0046 development licenses.  The development license is an authorization from the government that allows an entity the access rights to a specific and defined area for developing hydrocarbons resources.  The percentage of ownership is mandated by the government as part of licensing rounds conducted by the governments’ petroleum directorate. Development licenses describe, govern and specify the percent interest to each licensed firm. ABC Corporation (65%) is the operator for the Diamond Project while TDN, Inc. (25%) and Waverly Exploration (10%) are partners.
 
ABC’s main business objective for the Diamond Project is to develop the resources in the DL 0072 & 0046 license fields in accordance with the scope and framing defined by the Diamond PDO. The reserves are estimated to be 280 million barrels (boe).  (BOE, or barrels of oil equivalent, is a measure to quantify crude oil, natural gas liquids and natural gas amount using the same metric to determine the amount of energy available to a firm). The development is based on a pdQ platform; production, drilling and living quarter platform. The wells on Diamond will be drilled by a jackup rig (self-elevating hull with legs) from the pdQ.

In order to tie-back future third party fields, the pdQ will be equipped with spare J-tubes. (Tie-backs are additional risers that are connected to the original platform. They allow drilling of surrounding marginal fields in addition to the main field, without the significant investment required for the main platform. Risers are subsea pipelines used to transport produced hydrocarbons and other materials). J-tubes are conduits for risers. Diamond is coordinated with the Sapphire development, with partial processing on Diamond (1st stage separation and injection of water) and final processing on Sapphire.  

The wells are drilled by a jack-up rig.

Diamond’s Integration with the Sapphire pdQ is outlined below:

[bookmark: _GoBack]Diamond

· A 20-slot well bay area
· First stage separation at Diamond 
· Boosting of oil and gas streams at Diamond before they are co-mingled and sent to Sapphire
· Treatment of produced water and reinjection of produced water mixed with sea water at Diamond

Sapphire

· Pressurized gas for gas lift and electric power from Sapphire to Diamond
· The oil will be exported from Sapphire through the Oil Pipeline Project and further on to onshore terminal system for processing.
· The gas will be exported from Sapphire through the Gas Pipeline Project to onshore terminal facilities for further processing and transport to market.

[bookmark: _Toc489189371]2.2 Background
The Diamond and Sapphire license groups signed an agreement for a coordinated development on the field in March 20XX. This implied a partial processing platform, pdQ, at the Diamond field center with final processing of the dewatered hydrocarbon fluids on Sapphire before exporting the combined hydrocarbon stream (combined oil and gas, minus the water) onshore to processing terminals.  In March 20XX, the Diamond license group gave the Diamond operator (ABC Corp.) approval to start FEED studies for pdQ topside, jacket and pipelines.  Further, the Management Committee approved the Diamond project DG2 Work (“define”) leading towards a DG3/PDO decision (“execute”).

Evaluations and FEED studies were performed for nearly one year to ascertain the best option to develop discoveries in the license area.  These studies led to the development and submission of the Plan for Development and Operation (PDO), which was submitted to the government for approval.  Based on recent approval of the PDO by the government, the execution phase of the Diamond Project will commence with an estimated project development cycle of five years and an operational life of 25 years.  A conceptual rendering of the entire field development is provided in Figure E-1.

[image: ]
Figure E- 1. Conceptual Illustration of Project Diamond and Project Sapphire Field Development
[bookmark: _Toc489189372]3 Project Development Plan and Contract Strategy

The Diamond Project will utilize a contract strategy that maximizes expertise in the marketplace while providing best value to the sponsoring organization.  Accordingly, the project has been segmented to deliver the offshore facilities.  Major contract components include: Topside, Living Quarters (LQ), Jacket, Subsea and Drilling and Wells (D&W).  Figure E-2 conceptually illustrates the major systems comprising Project Diamond.
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Figure E- 2. Conceptual Illustration of Project Diamond Major Sub-Projects
[bookmark: _Toc489189373]3.1 Topside Engineering, Procurement and Construction (EPC)  
The Topside facility provides the main function of recovery of hydrocarbons from the reservoir, partially processing the hydrocarbons to remove water content, and transferring the partially processed hydrocarbons to the Sapphire project through pipelines.  This contract includes all work necessary to design, procure and construct the Topside facility, consisting of the utility module, processing module, well bay module and flare boom.  In addition, the Topside EPC will be responsible for “system technical integrity”, that is, the integrity of the entire system comprising Project Diamond, and will ensure standardization and alignment across the entire project.  
[bookmark: _Toc489189374]3.2 Living Quarters (LQ) Engineering, Procurement and Construction (EPC)
The LQ is part of the facility that will provide accommodation, food, recreation and utility services to personnel to support a comfortable habitat for personnel performing work on the facility.  The LQ EPC contract will include all work necessary to design, procure and construct the living quarters to house facility personnel during operations. The LQ EPC contract will also include helipad to support helicopters operations to and from the LQ. 
[bookmark: _Toc489189375]3.3 Jacket Engineering, Procurement, Construction (EPC)
The Diamond Project Jacket will be a steel support structure that provides support for the offshore facility. Steel jackets are vertical sections made of tubular steel members, and will be piled into the seabed.  The Jacket EPC contract will include work necessary to design, procure and construct the Jacket. 
[bookmark: _Toc489189376]3.4 Subsea Engineering, Procurement, Construction and Installation (EPCI)
The Diamond Project must send its partially processed hydrocarbons to the Sapphire Project for further processing and transport to onshore processing facilities.  Transfer of the Diamond Project’s hydrocarbons will be accomplished through subsea pipelines connected to both projects.  The Subsea EPCI will include all work necessary to design, procure, construct and install the pipeline between the Diamond and Sapphire project (estimated to be 10.3 kilometers in length).  
[bookmark: _Toc489189377]3.5 Transportation and Installation (T&I)
A separate contract will be established for transportation and installation of the Topside modules, LQ and Jacket from their construction locations to the offshore installation location and include the scope needed to install the Topside, LQ and Jacket systems and modules offshore.  This contract will include all work necessary to design for transportation including all lifting, loading, and securing for transport.  
[bookmark: _Toc489189378]3.6 Drilling and Wells (D&W)
Drilling and Wells department is an ABC Corporation organizational asset, and will manage the drilling and wells sub-project.  As a result, D&W department will contract for all hardware, services and support required for drilling and completing wells for the Diamond project.  D&W contracts will be managed by the D&W department, but their contractors need to interface with Project Diamond to ensure physical, logical and functional alignment during project integration.  
[bookmark: _Toc489189379]3.7 Project Diamond Completion Team
ABC Corp. takes responsibility for completion of the offshore facility.  Completion is defined to mean physical hook-up between various components after installation.  After hook-up is completed, the facility will undergo system validation as part of the “Commissioning” process.  Commissioning ensure the facility is ready to deliver required system functionality.  Upon successful Commissioning, the facility will be turned over to the Diamond Operations Group who will be responsible for starting up and operating the facility.
[bookmark: _Toc489189380]4. Project Execution Plan
[bookmark: _Toc489189381]4.1 Project Execution Principles
In order to meet the project objectives and secure the project execution phase, ABC Corp. applies the following project execution principles. The project priorities are:
· HSE
· Quality
· Schedule
· Cost
4.1.1 HSE Principles
· Clear HSE commitment from the project management and throughout the project organization
· Clear HSE commitment from contractors and suppliers
· Adherence to Diamond Project’s Overall HSE Program 
· Ensure that HSE issues are addressed both in design and execution
4.1.2 Quality Management Principles
· Ensure high quality performance in the execution phase by following ABC Corp’s Project Quality Management System
· Ensure a well-functioning change control system
· Further develop and follow the risk management system to reduce, mitigate and eliminate potential project execution risks
· Establish reporting routines satisfying the requirements set down by the authorities, license agreements and ABC Corp’s internal requirements.
4.1.3 Schedule Principles
· Early placement of Letter of Intent for major contracts
· Identify need for, and place order(s) for long lead items (LLI) early in order to secure project execution schedule.
· Arrange for float in the execution schedules to secure a robust plan
· Minimize carry over scope from onshore to offshore (Carryover work is work that was planned to be conducted onshore, but was not completed and is thus rescheduled as offshore work. Onshore work is generally faster and less expensive than offshore work – thus the need to minimize carryover work.)  
4.1.4 Commercial Principles
· A thorough prequalification and tender evaluation process for all major contracts was carried out by ABC Corp.
· International competition for all major contracts
· Balanced compensation strategy; ABC Corp to take risk on scope and contractors to take risk on productivity.
· Apply well known technology
· Attention to life cycle costs towards contractors and subcontractors.
· Front end loading of design activities and thereby optimize maturity of design and minimize changes during execution.
· Close follow-up with selected vendors to achieve defined quality of the product, documentation and schedule
· Strict Management of Change process
· High commercial awareness during project execution including development of commercial follow up strategies for all sub-projects
· Introduce incentives to contractors in order to achieve first oil
4.1.5 Organizational Principles
· Employ experienced ABC Corp project teams for controlling and monitoring the EPC contractors during the execution phase
· ABC Corp project teams are to be integrated with their respective contractor teams, even collocated, in order to secure alignment and good communication
· Employ highly qualified and motivated project team members in all phases of the project
· Utilize consultants where ABC Corp needs additional resources
· Key operation personnel to be included in the execution team in order to secure operational requirements into the design/execution
· Ensure cultural understanding as well as experience from multidiscipline projects and operation experience.
· Continuity advantages will be ensured by transferring personnel that have been involved during the DG2/FEED phase into the execution phase, including hook-up and commissioning.
[bookmark: _Toc489189382]4.2 Project Success Factors
· Strong HSE commitment within the project management team.
· Utilize best industry practice through lessons learned and benchmarking.
· Experienced, competent and sufficient internal and external resources.
· No-change philosophy.
· Integrated team execution model.
· Proactive collaboration with EPC Contractors to meet project milestones.
[bookmark: _Toc489189383]5 Project Organization and Resources
[bookmark: _Toc489189384]5.1 Project Governance
Project Diamond will closely adhere to ABC’s governing documents and the governance system established for the project. 

The Diamond Project Owner from DG3 to DG4 is the SVP Capital Projects. The Project Owner is responsible for contributing to alignment internally, and with the Diamond project partners and key external stakeholders (e.g., the Ministry of Petroleum and Energy and the Petroleum Directorate (MPD)). On behalf of the CEO, the Project owner is responsible for ensuring that ABC’s values are maintained and that the project’s business objectives are met. The Project Director is responsible for completing the project from DG3 to handover to operations at DG4 according to approved PDO, project mandate and the Diamond authority procedure. The responsibility is governed by the Diamond Project Mandate. Change management is strict to prevent delays in first production. A strict Management of Change process is applied in the project in order to secure first oil at the earliest possible date.
[bookmark: _Toc489189385]5.2 Project Organization
The Project Director is responsible for adequate manning of the project organization with competent resources, ensuring that the project can be executed as agreed within the approved baseline cost and schedule. 
[bookmark: _Toc489189386]5.3 Key Roles and Responsibilities
The paragraphs below describe the principal roles in the Project Management Team organization and their main responsibilities.
Project Director 
Has overall responsibility for execution of the project according to approved plans and governing documents. This position is also directly responsible for Facilities (the entire offshore platform), including Topside, Jacket, Subsea, Completion and T&I.
Field Director
Has overall responsibility for the field preparations including Petroleum Technology (PETEK) department, Drilling and Wells Department, Operations and coordination with the Sapphire project. The Field Director and the Project Director share responsibility for effective project execution.
Sub-Project Teams
Each sub-project (Topside, Jacket, LQ, Subsea) will be managed by a sub-project team representing the project sponsoring organization, ABC Corp.  Their responsibilities include: 

· Delivery of the sub-project scope of work within the agreed quality, cost and time
· HSE for sub-project
· Lead and manage the sub-project team
· Manage resources allocated to the project 
· Report cost, progress and any areas of concern
· Contribute to good cooperation and communication between project team members
Petroleum Technology (PETEK) Department 
· Prepare and be ready for operational phase
· Document the resource basis (for the project and for the area) including uncertainties
· Develop and update geological model(s) and dynamic reservoir assessments including uncertainties
· Establish reservoir development solutions with production strategy and production/injection forecasts including uncertainties
· Develop and update data acquisition strategy
Drilling & Wells Department
· Prepare and be ready for operational phase
· Develop and update well design for optimum production performance, reflecting reservoir uncertainties
· Develop and update well cost estimates
· Plan and perform safe and efficient drilling and well operations
· Secure control of the interfaces towards other disciplines
· Develop optimum execution schedules with regard to preparation and actual drilling and completion operations
· Follow up construction of jack-up rig
Facility Operations
· Prepare and be ready for operational phase
· Establish onshore and offshore organization of operation and maintenance
· Establish systems for operations and maintenance
· Support engineering, procurement and commissioning with operation personnel
Project License and Support
· Ensure that all necessary actions with the Sapphire project are handled in a timely manner
· Secure Project Diamond’s interests in the coordination, development and operational agreement with Project Sapphire (XYZ Corporation)
· Contribute to good cooperation and communication with XYZ Corporation (Project Sapphire)
· Handle of day-to-day license issues
HSE Department
· Identification of applicable legislation, regulations and codes
· Establishment, implementation and follow up the HSE Management Systems
· Provision of HSE program
· HSE audits and surveillance of the performing organizations
· Identification of nonconformities to HSE and closure of corrective actions
Qffice of Administration/Information Management/Risk 
· Establishment, implementation and follow-up of the project management system
· Project audit and verification plans
· Project risk register
· Project manual (on intranet)
· Information processes
· Procurement of information and communications technology (ICT) systems for operations (those who will take custody of the platform and operate it)
Project Control 
· Establishment and implementation of best practices, methods and systems for project control
· Estimating, cost control and reporting
· Planning and progress reporting
· Budget and schedule updates and forecasting
· Monthly status reporting
· Project change management
Procurement, Contracts & Logistics 
· Overall contract strategy
· Specific contract strategies and prequalification of bidders
· Contract and procurement plans
· Competitive tendering
· Issues Invitations to Tender and performs bid evaluation and negotiations
· Purchase order (PO) preparations
· PO administration
· Review of correspondence with contractors -- monitor EPC contractors and follow up of critical subcontractors
· Implement, as needed, incentive programs on subcontractor level
· Insurance and guarantee handling
· Systems and methods for logistics
Human Resources
· Recruitment of permanent staff and the hiring of consultants
· Establishing competency requirements and a training plan for offshore personnel as part of PREOPS
· Ensuring that Local Administrative Standards are in place at each site regulating administrative- and personnel-related issues for expatriate personnel
· Contact person towards suppliers with regards to hiring of consultants
· Relocation of personnel and, if applicable, their families 
Marine Coordinator 
· Acquire and manage all necessary permissions for Marine Operations
· Coordinate all vessel movements and maintain marine calendar and weekly planning during offshore completion operations toward the end of project execution
· Solve marine operations interface issues, monitor vessel schedules and act as general advisor in marine operations (such as when multiple ships are operating in the same area at the same time)
· Advise and recommend priorities among different activities offshore
[bookmark: _Toc489189387]5.4 Stakeholders
The project will perform stakeholder analysis to identify relevant stakeholder needs and requirements and develop a communication plan to address stakeholder concerns. The purpose of the stakeholder management plan documents is to contribute to a systematic, effective and well-coordinated dialogue with Project Diamond stakeholders.
[bookmark: _Toc489189388]6 Project Strategy, Management and Control
[bookmark: _Toc489189389]6.1 Project Management
ABC Corp’s execution model is based on an integrated team. This will ensure the quality of the overall project, and ensure a seamless transition from project to operation. ABC Corp. is managing the project from its headquarters in London, United Kingdom. In addition, ABC will establish local project offices at Contractors’ offices to manage the work on a daily basis.

ABC will control project Diamond activities by:
• Ensuring a high standard of quality, health, safety and environment throughout the project implementation and at all project locations
• Ensuring that the project delivers on budget and schedule and with the right quality
• Ensure that project deliverables meet the requirements of international laws and regulations as well as the ABC’s own requirements

ABC Corp will in general seek to reduce risks, and in particular interface management risk, to reduce/limit the project’s exposure. The project has implemented a Project Information Management System (PIMS) for project monitoring and reporting.
[bookmark: _Toc489189390]6.2 Interface Management
Interface management will be performed according to the Project Diamond Interface Management Procedure. ABC Corp maintains overall responsibility for ensuring interface management is being performed effectively in the Diamond project while contractors are responsible for managing interfaces within their scope of work and interfaces with other contractors. Unless specified by ABC Corp., Contractors will use their respective interface management systems to manage interfaces within their scope of work to their sub-contractors, suppliers and vendors.  

During the project execution phase, the Topside EPC contractor will have the primary lead interface coordination responsibility toward other execution phase contractors. Lead interface
coordination responsibility for interface groups not involving the Topside EPC is designated by ABC Corp. in the Interface Management Procedure.  ABC Corp. internal interfaces and all formal interface requirements between ABC sub-project teams will also be managed
through the interface management system; this system will provide a formal communication channel to all other ABC teams to transmit/ receive/process internal interface requirements.  

Interfaces shall be managed in the interface procedure accordance with the following principles:

· ABC has the overall project interface responsibility and will be headed by an ABC interface function in the project
· ABC Corp representatives shall be invited to all interface meetings and receive copies of all interface correspondence
· Topside EPC contractor shall be the lead interface coordinator towards the other main contractors
· Interface issues shall be resolved directly between the interface parties at the relevant level in the organization
· All interface information between contractors shall be documented and continuously updated as best practice within interface management
· Each interface party is responsible for ensuring that required interface information is made available with sufficient detail and in accordance with agreed schedule
· All interface parties shall establish an Interface Coordinator position
· All interfaces and agreements shall be documented in the interface register
· Interface responsibilities will be clearly defined in each of the EPC contracts

[bookmark: _Toc489189391]6.3 Information Management
Information management includes all activities and systems related to information transfer, including document control and Life Cycle Information (LCI). The project managers are responsible for supplying information according to project requirements, and the
information management team is responsible for establishing systems and procedures and supporting the organization in using them.  Interface documentation needed to support scopes of work and areas of responsibility shall be identified as part of the initial Interface group kick-off meeting through an exchange of Master Document Registers (MDRs).  Each contract contains a list of document deliverables.  These are listed in an MDR that is included in the contract. These documents shall be identified and flagged within respective document control and distribution systems to ensure Interface parties receive the latest revision of Interface documents.

[bookmark: _Toc489189392]6.4 Document Control
The client and each contractor maintain a document control system.  at the kick-off meeting, each contractor provides their MDR to each of the interface parties to review and vice versa.  Each interafce group review the others MDR to identify documents they need to support their scope of work.

For document control, each document on the contractors’ MDR is delivered to the client via a document control system to show formal delivery of the document to the client.  In addition, because many document undergo numerous revisions, the contractor sends the document to each of the relevant interafce parties.  
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