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PILOT / DTI Business to Business Mentoring Initiative

CASE STUDY

PHASE 1

October 2000 – May 2002 

MENTOR 

Jurry Swart, Shell UK 

MENTEE  

David Brown, Hedley Purvis  

Business 2 Business - CASE STUDY

Aim

The purpose of this report is to capture the collective experience gained and lessons learned during the DTI Business to Business (B2B) mentoring initiative which took place over the period November 1999-May 2002. The work took place within a contractual framework signed by both parties to ensure confidentiality and that no conflict of interest would occur. The report explains how a long-term relationship was developed providing the solid foundation, which allowed for a significant increase in understanding of the particular challenges being faced by the two companies and the individuals. This mutual understanding has resulted in a true mentoring relationship resulting in business and personal development opportunities.

Background

Mentee profile – David Brown

David graduated from Oxford University with an Honours degree in Physics in 1979, and joined the R&D division of Pilkington plc. Having spent a number of years in the technology arena, David made the transition to marketing, before relocating to a subsidiary specialising in low temperature insulation materials for the petrochemical industry. He joined Hedley Purvis Ltd. in 1995 focussing on the sales and marketing functions, and was appointed to the board in November 1997. Since arriving at Hedley Purvis Ltd., the company has seen some considerable expansion both in the UK and overseas.

David also sits on the Executive Board of the Northern Offshore Federation; a trade association based in Northern England focussed on the offshore and renewable sectors. He has also been involved in supporting the Northumberland Young Enterprise initiative.

Hedley Purvis Limited.

Hedley Purvis Ltd. is a privately owned business based in Morpeth, Northumberland. The company employs approximately 180 personnel and in addition to its UK facilities in Morpeth, Aberdeen, Teesside and Ellesmere Port, has overseas subsidiaries in Norway, Australia, Singapore and a Joint Venture company in Trinidad. The company specialises in the technology, standards and practices required to ensure the integrity of bolted connections in the oil & gas and petrochemical industries. Using leading edge design software, the company develops products for sale and for use by its own field personnel. Comprehensive technical input supports the activities in the field and novel software packages have been developed to assist this. Hedley Purvis Ltd. has pioneered the issue of competence for all personnel involved in activity around bolted connections and is accredited as an Assessment Centre by both EMTA and ECITB. The company was also involved in the recent UKOOA/HSE Joint Industry Project aimed at developing a series of Guidelines for the Management of Bolted Pipe Joints, due for publication this summer. 

Mentor profile-Jurry R. Swart

Jurry Swart graduated as Chemical Engineer and joined Shell in 1984. He has worked with Shell E & P in The Netherlands, Oman, Brunei and since the last five years in the UK, primarily in production operations, supervising operations and providing technical and consultancy support. Jurry joined Shell Expro in Aberdeen mid 1997. For the first year in Shell Expro he worked as Head Programming and Planning in the Northern Business Unit responsible for production performance monitoring and production planning. Next he was part of a team tasked with merging the Northern and Brent business units, which lead to significant savings. Following this he became a Global Production Management Consultant providing production management services within Shell Expro and to the Shell Group. As such he developed a keen interest in new ways of working, knowledge and change management and became an accredited ‘coaching for performance’ facilitator. Since mid 2001 he has been working on the Expro Focus Team, re-organising Shell Expro’s onshore activities in Aberdeen. Jurry has a broad knowledge of the local and international E & P business combined with a strong production engineering skills base. He is a FEANI accredited European Engineer and a member of SPE.

Way of Working

Recognising the time constraints of both parties, Jurry and David quickly developed a flexible style of working. Where opportunities emerged face-to-face meetings took place both in Aberdeen and Morpeth. Regular telephone and e-mail contact was maintained during the whole period. Both parties benefited from having extended meetings like one or two full days since this allowed for exploring issues in more detail and at the same time working the social agenda to build a better personal relationship. A significant number of meetings took place outside office hours.

Objectives

The B2B initiative focused on setting objectives, to be used as a guideline, to focus the effort and to measure progress during the 18 months of the initiative. Deciding on the objectives in the first few months was not easy and took a significant amount of discussion. This was mainly caused by the fact that in the early months not sufficient shared understanding was yet available on opportunities and challenges. The initial desire was to limit the detailed actions to ensure the greatest chance of delivery. During the initiative the scope of the objectives changed and some of the early actions dropped off because they were closed out or because they were no longer pursued.

The total list of the objectives that were discussed and pursued during the initiative can be found below.

Hedley Purvis Ltd. Objectives

· Obtain insight how Shell Expro manages asset integrity with a focus on flange integrity management in order to ensure that the Hedley Purvis Ltd. flange management strategy is consistent with that of a leading operator

· Obtain insight in problems areas on sub-sea assets with respect to mechanical connections to assist in focusing the Hedley Purvis Ltd. Research and Development programme

· Develop a knowledge management framework to allow for capturing corporate memory and experiences enabling Hedley Purvis Ltd. to improve their products and services 

· Develop an e-business strategy in order to prepare Hedley Purvis Ltd. for future ways of doing business both up and down their supply chain.   

· Develop a scorecard for Hedley Purvis Ltd. in order to benefit from the Shell Expro experiences with respect to staff alignment and communications

Jurry Swart Objectives

· How to develop a business strategy for an SME, (i.e. how does Hedley Purvis Ltd. do their strategic positioning) in order to understand how business drivers are aligned with market developments. 

· How to ensure a company is flexible to accommodate market changes or demands in order to identify opportunities for new approaches within the operator’s organisation. 

· How does an SME ‘price’ their services, which will allow the mentor to better understand tender submissions and will allow for improved commercial negotiations with vendors.

General Objective

· Explore the true value of mentoring by taking time to discuss business issues and share different perspectives from different background and position.

Lessons Learned/Achievements

For each of the objectives a brief commentary is provided, painting the picture on the actions taken and achievements. 

Obtain insight how Shell Expro manages asset integrity with a focus on flange integrity management.

With the increasing focus being brought on all operators by the HSE concerning accidental releases of hydrocarbons in the UKCS, and the recognition that failures at flanged connections is a major contributor to this, Hedley Purvis Ltd. was keen to understand the approach which was being taken by Shell Expro. An interview with the new Expro co-ordinator for hydrocarbon leak reduction was arranged to explore common areas of interest, and to assist in developing the approach and types of offering which might be valid for Hedley Purvis Ltd. to adopt for operators in the UKCS in general. Contact has been maintained not only as part of the Joint Industry project but also directly with the Expro team involved. The clear outcomes have been the recognition of the value, which Hedley Purvis Ltd. can bring to this specialised area, and the identification of the needs, which Expro has for assistance.

Obtain insight in problems areas on sub-sea assets with respect to mechanical connections

Future developments of the UKCS will concentrate on the unlocking of small reserves, which will be tied back to existing oil and gas evacuation infrastructure. It is expected that a large proportion of these developments will be sub-sea based. This is a new business opportunity for Hedley Purvis Ltd. and as yet not many flange integrity management tools have been developed for sub-sea flange connections. To assist in focusing their R&D focus, a number of interviews were organised with sub-sea equipment experts to gain a better understanding of the technical challenges being faced. This has resulted in the in house refinement of products and also in a further marketing of the sub-sea testing facilities Hedley Purvis Ltd. has available. Important for both parties is the establishment of a technical dialogue to address future issues.

Develop a knowledge management framework to allow for capturing corporate memory and experiences

The Hedley Purvis Ltd. strategy focuses at increasing their income from overseas markets. As such a number of joint ventures have been and will continue to be formed. This results in the situation that an increasing part of their work force will not work from the home base in Morpeth and that also overseas local labour will have be recruited by Hedley Purvis Ltd. This gives a new challenge on how to ensure that all staff is being kept informed about recent product developments and that experience with tools and techniques are effectively shared. A demonstration was given of the Shell Global Networks and the software tools used. Also a session with the Shell Expro production operations knowledge manager was organised which highlighted the change management aspects of introducing such technologies. Hedley Purvis Ltd. was provided insight in the tools used and their IT service provider Energise IT will explore the feasibility of similar tools within Hedley Purvis Ltd. Via Hedley Purvis Ltd., Shell was brought into contact with the Robert Gordon University and their knowledge management discipline. This resulted in continued contact on knowledge management practices and development beneficial to Shell and industry.  

Develop an e-business strategy

At the start of the B2B initiative the e-business hype was starting to decline and Hedley Purvis Ltd. was considering how to best position themselves. This positioning was taking into account cost saving opportunities, new business opportunities via offering a portal or other web services and the use of e-market place tools such a TradeRanger as promoted by the large operators. A usability assessment was performed on the Hedley-Purvis Ltd. website (www.hedley-purvis.com), which resulted in modifications reflected in their latest website. On the strategic front a number of sessions were organised with the Hedley Purvis Ltd. Management team and a Shell e-business strategist. The approach taken was focused on familiarisation with the terminology, an overview of the different business models used in generating cash flow from e-business applications and an explanation of the drivers and intentions of operators such as Shell with respect to e-business. Based on this work a paper titled: “SME strategy for the e-World” was written and published by Ernst and Young in their World Oil & Gas Technologies 2001 (ISBN 1 85938 360 2). The subject and the B2B initiative were also presented during an ‘Eye for Energy’ conference in Acapulco, Mexico in June 2001.

Typical actions resulting from the work were:

· Hedley Purvis Ltd. to adopt where possible internal e-business applications such HR-one-click in order to gain experience

· Hedley Purvis Ltd. to explore opportunities to become an example on e-business applications with their own suppliers. This will initially focus on electronic exchange of purchase orders and invoices. An early adopting is the electronic purchase of air travel tickets.

Develop a scorecard for Hedley Purvis Ltd.  

The use of scorecards has become common in Shell and they serve an important role in communicating performance and providing staff insight in what is driving the company’s success. We explored the internal communications and business driver issues in Hedley Purvis Ltd. and designed a scorecard to be used by the management team. This scorecard is now used in the monthly board meetings and allows for more focused discussions and communications was staff on issues like cost, credit notes and it stimulates discussions on how to improve the performance on these specific indicators. Useful reference material is the management textbook by Robert Kaplan: The Balanced Scorecard (ISBN 0 87584 651 3).  

How to develop a business strategy for an SME? 

Insight was given in the strategic planning process of Hedley Purvis Ltd. and a good understanding was obtained on how an SME approaches markets and tries to find a balance between short term cash flow needs and longer term business growth objectives. It was very valuable to get the opportunity to be part of one of the Hedley Purvis Ltd. strategic planning sessions. As an independent outsider feedback was given on how Hedley Purvis Ltd. was perceived in Shell. This feedback was obtained by conducting a dozen interviews with key players within Shell and the results were presented in the form of a SWOT matrix. This provided Hedley Purvis Ltd management with valuable insight, which allowed them to revisit their marketing strategy and effort. From latest developments it seems that their increased understanding of Shell as a potential customer is bearing fruit.

How to ensure a company is flexible to accommodate market changes or demands?

One of the difficult issues of a SME is the limited availability of key staff to pursue all the emerging business opportunities. Hedley Purvis Ltd. has addressed this challenge by dividing its management attention between the day to day running of the business and pursuing future growth opportunities. The growth opportunities are identified based on their strategic planning work and Jurry participated in one of these sessions. Discussions with the management team focused on how to ensure that the growth opportunities identified are indeed delivering the envisaged results within an agreed time frame and how these opportunities are linked to the overall strategic plan. An interesting difference was observed between the more rigid process approach of Shell with respect to assessing opportunities against the strategic plan vs. a more flexible approach of Hedley Purvis Ltd., grasping opportunities which could deliver cash flow even if the strategic fit is not necessarily strong. The discussions resulted in a more stringent approach in Hedley Purvis Ltd. to assess opportunities, taking into account exit strategies for short-term opportunities. Over the current and subsequent planning rounds for Hedley Purvis Ltd., more mechanisms have been introduced to ensure that the company is in line with plan whilst not restricting too much the opportunity to seize other initiatives, which will undoubtedly arise. As an example, there is greater focus on meeting the timetable set and understanding the impact of slippage. This is vitally important during the present phase of the life of the company with new ventures being established and acquisitions being considered, which put increased strain on the management process.        

How does an SME ‘price’ their services?

Valuable insight was obtained on the effort required (and therefore cost involved) by an SME to develop a tender submission. We went through an actual tender and discussed why operators would be asking for certain information, which at face value did not seem to be relevant to the core service offering for which was tendered. It was noted that due to the different tender formats and the different tender questions, every tender submission is unique, requiring a significant amount of (re-) work within the SME. We also discussed how to price the services requested and to what extent the internal accounting systems of an SME allowed insight in the true cost of the services. Overall this proved to be an area where, for both the operators and SMEs significant cost savings can be made in case standard tender formats would be agreed upon across industry. It also proved the importance for an SME to monitor the cost of the tender submission process and being able to assess cost vs. perceived benefits before entering into a tender submission.

Explore the true value of mentoring

Both Jurry and David enjoyed discussions around work-life balance, career development and individual aspirations and the opportunities offered and constraints imposed by working in a large operator company and a small SME. This allowed for a very good relationship and mutual understanding and respect. Using the Leader as Coach (ISBN 0 93852 914 15) book, a one-day session was organised with the Hedley Purvis Ltd. management team to discuss the importance of coaching and staff development. This also showed how important it is for small management teams to take time out and focus on the team dynamics and the softer issues around running an enterprise. A key learning for Jurry was the importance of networking in which a company like Hedley Purvis Ltd. excels. Partaking in a number of industry wide events, such as the Northern Offshore Federation annual dinner, allowed Jurry to broaden his contacts with positive benefits to Shell.

Overall Conclusions

The initiative has proven to be very beneficial to both parties. Jurry’s involvement in the scheme has enabled him to learn a great deal about how an SME operates and has allowed him to develop useful skills with respect to small business development, marketing, maintaining a wide variety of contacts and networking.  Shell Expro has had the opportunity to actively demonstrate its commitment to SMEs and their exposure to this valuable area of the supply chain. The visible support from Malcolm Brinded and Tom Botts (Managing Directors of Shell Expro) was both crucial and stimulating to make a success of this initiative.

Hedley Purvis Ltd. has benefited from having an impartial adviser who now appreciates the demands of the oil and gas industry and pressures that are applied to SMEs from the operators and contractors. The sharing and learning that has been gained from the initiative will help both organisations influence future decision making regards collaboration within the supply chain.

The opportunity to present our findings and experience to the Minister of Energy, Mr. Brian Wilson during the Offshore Europe Exhibition in September 2001 was a highlight and recognition of the wide interest for the B2B mentoring initiative.

There is no doubt that although job roles may change, there is a desire for the relationship between David and Jurry to continue into the future – a clear sign that mentoring in its truest sense is working.
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