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PILOT / DTI Business to Business Mentoring Initiative

CASE STUDY

PHASE 1

October 2000 – May 2002 

MENTOR 

Wayne Kirk, Amerada Hess 

MENTEE  

Phil Williams, Hydrosearch Associates

Business 2 Business -  CASE STUDY

Introduction and Specific Aims of the Mentoring Initiative 

Initially, the main aims for the mentoring initiative were defined as follows

Mentor:

· Understand the full nature of HAL’s business and identify areas where I can have some input and influence

· Gain knowledge of requirements of building and running SME business and understand influences on business and processes for future planning.

· Help HAL achieve their objectives from the Mentor Programme.

SME:

· To understand whether the industry sees the future in a similar way to HAL.

· If not, to understand what the industry needs and is likely to do in the future.

Specific goals included:

· Hydrosearch has identified the need to market itself in a more proactive and cohesive manner

· The Geoscience capabilities of HAL in particular need a higher profile in the marketplace.

· The various elements of the Hydrosearch Group (HAL plus 8 subsidiary companies) can be made to combine together more effectively.

Joint Aims

Following a series of meetings between myself and HAL, we agreed the following joint objectives

· to update and improve HAL’s corporate image

· to design and produce a new corporate brochure as the first element in a new marketing material suite

· to design and build a new web-site with public, personnel and client areas.

Background

This section will provide a brief synopsis of the SME and Mentor as follows:

SME:

· Nature of business 

· Hydrosearch Associates Limited, formed in 1979, is the lead company within the Hydrosearch Group. The Group comprises eight distinct business units – some with a technical focus, others with a geographical area of responsibility. The Group specializes in providing technical consultancy and project management services in the oil and gas, submarine cables, renewable energy and mining and minerals sectors. Year-on-year growth averaging ~28% per annum has been achieved over the last 15 years, this being achieved by a combination of organic growth and acquisitions.

· Range of products/services – as above

· Current markets

· The Group operates worldwide from operating bases in UK (Woking and Aberdeen), Australia, USA and Canada. These regional centres are also supported by an extensive network of agents and partner companies throughout the world. Work is undertaken in approximately 80 countries each year with 85% of Group revenues being generated from outside the UK. Over 500 projects are undertaken each year for a client base that, despite oil industry consolidation, is growing steadily. In 2001 services were provided to over 120 oil companies and government agencies.

· Financial summary

· The Hydrosearch Group is privately owned with all shareholders actively involved in the management and development of the business. Hydrosearch has excellent cashflow and benefits from a strong balance sheet. The company is debt-free, providing financial support where necessary (generally start-up and/or development capital) to subsidiary companies within the Group. Company and Group revenue figures over the three year period 1999 to 2001 are as follows:

	
	1999
	2000
	2001**

	Company
	£7.4m
	£10.6m
	£14.1m

	Group
	£9.5m
	£13.9m
	£20.5m


** Pre-audit figures

· Organizational structure

- At a company level, Hydrosearch has a Management Team comprising 6 main board Directors (5 executive, 1 non-executive) together with 12 function managers. The Function Managers report to the Board and each is responsible for the running and development of his/her own functional area. The Management Team is experienced – ‘year-in-industry’ averaging 18 within the board and 16 within the management team. Over 90% of the Board/Function Managers are company shareholders

From a Group perspective, the organizational structure and experience base within the subsidiaries is similar, although scaled as appropriate to match individual needs. The Group promotes a de-centralized management policy with individual subsidiaries/business units being run autonomously. Key employees are incentivised by means of an equity stake in certain business units.

· Key management systems e.g. QHSE 

- Hydrosearch operates a Key Performance Indicator (KPI) system which provides the framework for managing and monitoring the financial and commercial performance of the business. The KPIs, which address aspects from a Group level down to function level, are ‘shared’ with all Management Team personnel at the appropriate interval – mainly monthly but ranging from daily to annually. All KPIs are tracked graphically with trend analysis against target being a key aspect of their value.

Hydrosearch has a Quality System which conforms with ISO 9001 and also monitors and tracks HSE indicators.

· Key challenges facing the business

· Maintaining recent increases in growth and market share 

· Improving margins – specifically, convincing clients that this is necessary in order to provide a sustainable supply industry

· Maximizing the value that can be released by globalising the Hydrosearch business

· Key areas of Mentor support identified

- As defined by WK above 

Mentor :

· Employer 

· Amerada Hess Ltd., a UK subsidiary of Amerada Hess Corporation.

· Profile  

· Multi-national independent oil and gas explorer, producer and refiner. One of the few remaining large independent oil and gas companies, with a staff of around 9000 globally. Around 350 people based in London and a similar number in Aberdeen. Other major offices in Houston, Dallas, New York, Jakarta, Kuala Lumpar and Algeria. 2001 net income c. $914 million, with average production c.433,00 boe /day

· Qualifications 

· B.Sc. Geophysics, Ph.D. Geophysics

· Experience 

· 11 years in an operating oil and gas company. UK based. Working initially as a development geophysicist on operated UK fields in the North Sea. Then working as an exploration geophysicist in the Atlantic Margin. In the last 3 years, working as the Atlantic Margin exploration manager, with a team of 6 people whose area of responsibility covers UK, Ireland France and the Faroe Islands. 

· Current role 

· Exploration manager for Brazil (3 months)

· Personal reasons for becoming involved in this initiative

· I was identified by the company as suitable for the role. This was combined with a willingness to understand further the issues and challenges with running an SME. I have limited business experience, apart from managing a small team and preparing and managing exploration licence budgets. Being a small part in a global exploration E&P company means little exposure to less technical issues. The initiative would hopefully improve my business awareness.

· Personal development goals to be achieved under this initiative

· Improve my business awareness in general.

· Understand further the issues affecting service industries to the oil and gas sector and hopefully improve relationships with contractors. 

Summary of the overall objectives to be achieved by the SME, by the end of the Mentoring Initiative. 

	SME ORGANISATION

HYDROSEARCH ASSOCIATES LTD
	MENTOR

WAYNE KIRK – AMERADA HESS LTD

	KEY OBJECTIVES FOR SME TO BE ACHIEVED DURING THE INITIATIVE

	OBJECTIVE


	PERFORMANCE INDICATORS
	TARGET DEADLINE

	OBJ 1

· to update and improve HAL’s corporate image


	Globalisation of Hydrosearch business units i.e. thinking and acting as an integrated group. Similar corporate branding for all HAL offices and areas of business
	March 2002

	OBJ 2

· to design and produce a new corporate brochure


	Production of final brochure document which is in line with objective 1 above. To appeal to all HAL prospective customers and  investors.
	Dec 2001

	OBJ 3

· to design and build a new web-site with public, personnel and client areas


	Production of new updated website, which is in line with objective 1 above. To appeal to all HAL prospective customers and investors. To contain public, associate and client areas.
	March 2002


Summary of the overall objectives to be achieved by the Mentor , by the end of the Mentoring Initiative. 

	SME ORGANISATION

HYDROSEACH ASSOCIATES LTD
	MENTOR

W J KIRK

	KEY OBJECTIVES FOR MENTOR TO BE ACHIEVED DURING THE INITIATIVE

	OBJECTIVE


	PERFORMANCE INDICATORS
	TARGET DEADLINE

	OBJ 1

UNDERSTAND THE FULL NATURE OF HYDROSEARCH’S BUSINESS AND IDENTIFY AREAS WHERE I CAN HAVE SOME INPUT AND INFLUENCE


	MEET WITH HYDROSEARCH MANAGEMENT AND DOCUMENT ACTIVITIES
	MARCH 2001

	OBJ 2

GAIN KNOWLEDGE OF ALL THE ASPECTS OF BUILDING AND RUNNING AN SME BUSINESS & UNDERSTAND INFLUENCES ON BUSINESS AND PROCESSES FOR FUTURE PLANNING


	VIA TALKING TO HAL MANAGEMENT AND MEETING WITH HAL STAFF – DOCUMENT LEARNING.
	END 2001

	OBJ 3

HELP H/S ACHIEVE THEIR OBJECTIVES FROM THE MENTOR PROGRAMME


	LIASON WITH HAL MANAGEMENT

END OF PROJECT REPORT
	END 2001


Impact of the Mentoring Relationship & Initiative

Achievement of Objectives

Mentor High-Level objective assessment.

1. Understand the full nature of HAL’s business and identify areas where I can have some input and influence.

I now have a much greater understanding of the Hydrosearch Group’s business and capabilities. When I started the project, I thought Hydrosearch only offered support and consultation for Geophysical operations work and areas related to that. Through the mentoring programme, I have a much better idea of the whole gamete of services offered by the Group.

With the wide range of services offered and my relative lack of business experience, identifying the areas where I could have some input and influence initially proved difficult. Through discussion with Phil Williams and gaining input from the management of Amerada Hess, we were able to identify areas in which Hydrosearch could improve.  This enabled quite specific areas of influence and objectives to be defined.

2. Gain knowledge of requirements of building and running SME business and understand influences on business and processes for future planning.

This was mainly achieved from discussion with Phil Williams. I learnt a lot about having a vision of where the industry you are working in is heading. Having a model for the present and the future structure of the industry is critical. This controls future investment and divestment decisions. By reviewing the Hydrosearch vision with senior Amerada management, we were able to confirm that their vision was similar to that of a large UK operator.

Also, I now better understand the influences of rapidly changing oil company expenditure in G&G on an SME like Hydrosearch. These are usually driven by oil price variations. Therefore, the SME has to find ways of insulating itself from oil price variations, if possible. 

We also briefly discussed Hydrosearch’s profitability review. This was useful in identifying where potential cost savings could be made and the scale of those savings.

3. Help HAL achieve their objectives from the Mentor Programme.

I believe these were achieved, especially for the detailed agreed objectives. The review with Amerada management helped with defining these goals as well. See the attached brochure and link to the Hydrosearch website  .http://www.hydrosearch.co.uk/.

SME High Level Objectives – assessment
1. To understand whether the industry sees the future in a similar way to HAL. If not, to understand what the industry need and do in the future.

It is crucial for HAL, and every SME, to have a view of the current position of the industry and likely future trends. This vision guides where investment needs to be directed and where the future focus of the company should be. Of course, this needs to be coupled with a large degree of flexibility to respond to change!  Discussions with WK and the presentation to and discussion with the UK Management Team helped to confirm that our views in this key area were largely correct. Objective achieved.

2. Hydrosearch has identified the need to market itself in a more proactive and cohesive manner

Marketing has never been a Hydrosearch strong point and it was recognised that this needed to change. The first element was to develop an updated and cohesive suite of marketing material. With input from WK we have developed a Corporate Brochure and a new web-site  -  image and content. We saw the value of having a ‘client view’ during this process. Objective achieved – and with products to prove it.

3. The Geoscience capabilities of HAL in particular need a higher profile in the marketplace.

Hydrosearch is best-known for its expertise in a wide range of geophysical and survey disciplines with considerably less awareness of our geoscience capabilities. This is unbalanced as geoscience services now comprise approximately 25% of Group revenue. This ‘awareness – building’ process in underway and will be assisted greatly by 2) above. Additionally, 1) above helped to guide us on some key investment decisions regarding the infrastructure that we may require for outsourced geoscience projects. Objective partially achieved

4. The various elements of the Hydrosearch Group can be made to combine together more effectively.

The Hydrosearch Group companies have operated sucessfully within a de-centralised management structure for a number of years. We recognised that there was added value in getting the business units to combine more effectively whilst still maintaining the incentivisation that decentralisation delivers. This is a long term process (2/3 years) and is well underway, assisted by 2) above. Objective partially achieved.
Key Business Impact on the SME

The input to Hydrosearch from the Mentoring programme has been of a strategic nature. This input will have an impact on the performance of the Group over a 3/5 years timeframe rather than in the immediate future. Consequently it is difficult to identify any KPIs that will have been affected directly to date.

However, immediate intangible benefits include a stronger Group identity (benefits staff and associates world-wide), stronger market image and ‘comfort’ that we are still on the right track.

There have been increases in market share, exports and profitability during the term of the mentoring programme but it would be a stretch to attribute these to mentoring at the present time. 
Key Personal Development Impact on the Mentor

My personal development objectives were for the most part achieved. I learnt a great deal more not only about the Hydrosearch group but also about the contracting side of the business, which I was not previously heavily exposed to.  

The most useful experience was talking to the senior management at Hydrosearch. Being exposed to their thought processes on the future of the oil and gas business and their relationship with the operators very clearly demonstrated to me the need to have a vision of the future. Taking time-out to think ahead on a broad scale and not get lost in the day to day workload obviously has great benefit in identifying the key threats and opportunities.

I also developed an understanding about the requirement for branding and a global company approach. Hydrosearch has a well-respected name within the industry. Hopefully company performance will be improved by the programme to build the profile and better improve the customer awareness of Hydrosearch and its products. The global branding initiative was also a key learning point. The oil & gas industry is now truly global. Approaching a Hydrosearch office in say Australia for services, should be as familiar to the customer and have the same quality and service as a similar approach in the UK.

I maybe did not get as much exposure into the more short-term decision making processes within the company, but his was primarily due to a lack of time available to commit to the programme. Also, we had to be aware of commercially, sensitive areas which it would be inappropriate for me to enter into.

As a by-product, I also learnt more about mentoring in general.

Amerada Hess was able to better understand the services offered by Hydrosearch as a result of the programme. Several products and services have now had a wider audience within the company than prior to the initiative. We have also built up personal links with senior members of Hydrosearch. As a lot of consultancy is based on personal relationships, this will undoubtedly help both companies. 

Key Lessons Learned

The key lessons learned and experiences have been summarised above.  

I feel that the relationship between the SME and Mentor fitted into both side’s goals and work schedules. We did not have regular meetings, but met on an ad hoc basis when the requirement arose – generally triggered by progress milestones. With the busy schedules of myself and Phil Williams, this was the only way to make the initiative work. Communication was maintained via phone and E-mail, when pressures of work meant we were unable to meet. This worked well for both of us.

We developed an open and trusting relationship which was vital to the programme success.  I do not believe there were any real problems. All the members of the Hydrosearch management I met, were welcoming and friendly and keen to participate in the programme.

I would say I was able to contribute 1-2 days per month to the programme, either researching the issues raised meeting with Hydrosearch or gaining input from other people with the Amerada organization. Whilst, this was not as high as the level envisaged at the start of the programme, it appeared to work for both parties. 

The process of developing the web site and brochure, has brought a tangible / physical product out of the initiative. This is a short term ‘win’ and welcomed as the impact that these will have in developing the company and the Group further, and therefore the tangible gains, may take some time to come through.

Effectiveness of support provided by DTI & The Urquhart Partnership

The support from the DTI and Urquhart partnership although available all the time was hardly used during the course of the programme.  

Apart from attending the initial inception meetings, there was little communication between either Mentor or SME and the DTI and Urquhart.  

The mentor attended the initial kick-off meeting on the 13/11/00. I was aware of the issues associated with mentoring from earlier training, but this meeting was useful in highlighting some of the potential pitfalls of the process. I attended one further meeting on the 19th April 2001 to discuss common themes and issues apparent to all mentors, which was useful, but not absolutely necessary. We had one mentor/SME meeting at Hydrosearch on 14/9/01which was attended by Angela Latta of the DTI.

This lack of interaction was probably because;

1) The programme was based in Aberdeen and we were based in the London area. Therefore, attending M&M club meetings etc was made more difficult. This was primarily due to time / work load constraints. Also, visiting Aberdeen for a 2-hour meeting was not thought to be an effective use of time.

2) Neither mentor nor SME felt a great need to call on the services of the UP or DTI as the relationship was working well and objectives were clearly defined. Also we were making clear progress to achieving the objectives.

As stated above, we were unable to attend any of the M&M club meetings, primarily due to timing, location and work-load. It might have been useful to have a London forum of some sort, which would have made it much easier to attend.

However, some of the feedback from the M&M club via E-mail was useful in realising that the initial slow start we made was a shared problem. Similar issues seemed be faced by many pairs. 

Recommendations for Improvements to the Mentoring Initiative for the Future

1) More time should be spent at the initiation of the process explaining to the Mentors what the overall aims and purpose of the programme is. I felt that this was not totally clear at the outset. When I volunteered for the programme, I did not really know what I was letting myself in for, both in terms of deliverables and time commitment. 

2) Perhaps consulting with the Mentor who their SME partner might be, prior to the actual pairing would also aid the process. I did not feel at all involved in this process, when I should have been. 

3) Support is key in the early stages of the process, when the mentor and SME are getting to know each other and define objectives. Although we had a slow process, this does not appear to be away from the norm. Could this have been improved?

4) There appeared to be a very strong Aberdeen bias in the programme. This made it difficult for non-Aberdeen participants to interact with other Mentors, SME’s, the DTI and the Urquhart Partnership. Perhaps this could be improved by not having “stand alone” pairs, but having regions where several pairs can interact.

5) Sometimes, too many blanket E-mails were sent out from the DTI. This just clogged up E-mails and occupied time. More thought for the desired audience of the E-mails could have been given.

Conclusions

It is hard to judge the success of the initiative overall. Only the business performance of the SME’s and the career progression of the Mentors can really be the judge of that. 

The initiative did not enjoy a huge profile with Amerada Hess. This was due to the fact that we were either merging or re-organising during the whole of the programme. 

Despite this, we have defined a set of joint objectives and achieved them. The website and company brochure are tangible products from the initiative. I have also gained from realising some of my personal objectives, in understanding more about how an SME works and some of the issues associated with running such a company. From a personal perspective, it has been a worthwhile programme and an experience I was glad to participate in. I believe I have benefited from the programme.

The relationship between Amerada and Hydrosearch has definitely improved as a result of the programme.  We both understand each other better.

We plan to have a close out meeting at the end of May, where we will wrap up the programme. However, I think our relationship will continue beyond this.
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