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A Guide for Turnaround Success m antage

Executive Summary

Effective coordination during Shutdown, Turnaround, and Outage (STO) events determines
the difference between meeting objectives and experiencing costly overruns. This white
paper identifies ten critical deliverables that coordinators must provide across pre-
execution, execution, and closeout phases. Based on industry best practices and field-
proven methodologies, these deliverables create a framework that reduces duration by 10-
15% and improves cost performance by 8-12% when properly implemented.

© 2025 APVantage LLC ALL RIGHTS RESERVED



10 Essential Deliverables of Effective STO Coordination:
A Guide for Turnaround Success Page 2 of 9

Introduction

As turnaround season approaches, industrial facilities face unique challenges that test even
experienced teams. Weather constraints, compressed timelines and holiday schedules
create an environment where coordination excellence becomes non-negotiable. The
coordinator's role has evolved from simple schedule tracking to comprehensive integration
management, requiring specific deliverables that drive measurable results.

Recent industry data shows that facilities with structured coordination approaches achieve
95% schedule compliance compared to 78% for those using traditional methods. The
difference lies not in the complexity of systems but in the clarity of what coordinators must
deliver at each phase. This white paper provides STO event managers, schedulers, and
coordinators with a practical framework for ensuring coordination success.

Pre-Execution Phase: Building the Foundation

The pre-execution phase sets the trajectory for the entire turnaround. Coordinators who
deliver specific outcomes during this period create conditions for smooth execution rather
than constantfirefighting. The most successful turnarounds invest 40% of their coordination
effort before any wrench turns, establishing systems that prevent problems rather than
solving them later.

1. Validated Work Package Readiness

Work package validation goes beyond checking that documents exist. Effective coordinators
deliver packages that field teams can execute without confusion or delay. This means
verifying that every package contains accurate drawings, clear procedures, correct material
callouts, and proper permit requirements.

The validation process requires coordinators to think like the craftsperson who will perform
the work. A validated package answers every question before it's asked. When packages
achieve this standard, rework drops by 60% and field productivity increases by 25%.
Coordinators accomplish this by conducting systematic reviews with operations,
maintenance, and contractor personnel, capturing their input before execution begins.

2. Comprehensive Constraint Identification and Mitigation

Every turnaround faces constraints, but exceptional coordinators identify and address them
before they impact execution. This deliverable requires systematic evaluation of potential
barriers across multiple dimensions: technical requirements, resource availability, material
supply, spatial conflicts, and operational interfaces.

Effective constraint management follows a structured approach:

e Systematic review of all planned activities for potential conflicts

e Cross-functional workshops to surface hidden dependencies

e Development of specific mitigation plans for each identified constraint
e Regular tracking through formal constraint logs with clear ownership

The payoff is substantial. Facilities that implement comprehensive constraint management
report 40% fewer schedule disruptions and 35% reduction in idle time during execution. The
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key lies in treating constraint identification as a core deliverable rather than an optional
activity.

3. Resource Plan Validation and Field Readiness

While planners create the integrated resource loading plan, coordinators ensure these plans
can actually work in the field. This pre-execution deliverable focuses on validating resource
allocations against real-world constraints and preparing for smooth execution.

Effective validation requires coordinators to review plans through the lens of field execution.
They confirm that 50 pipefitters can actually work productively in the allocated space, that
crane positions allow required reach, and that material staging areas can handle planned
volumes without creating bottlenecks. This isn't about questioning the plan but about
ensuring its success.

The validation process requires walking the actual work areas, visualizing resource
movement, and identifying potential conflicts before they occur. Coordinators engage with
contractor supervision to confirm crew capabilities match planned productivity rates. They
verify with equipment suppliers that delivery timing aligns with actual need dates, not just
contractual requirements. They check that support resources like scaffolding and permits
align with the work sequence. This ground-truth validation transforms theoretical plans into
executable reality, preventing the resource chaos that derails many turnarounds.

Execution Phase: Driving Performance

During execution, the coordinator's deliverables shift from planning to active management.
Success depends on providing specific outputs that maintain momentum, address issues
promptly, and keep all stakeholders alighed. The best coordinators balance detailed tracking
with strategic intervention, knowing when to let the plan work and when to actively adjust.

4. Daily Verified Progress Updates

Progress reporting transforms from administrative burden to strategic tool when done
correctly. Effective coordinators deliver updates based on physical verification rather than
contractor estimates, providing confidence in reported status and early warning of emerging
issues.

The verification process requires coordinators to spend 70% of their time in the field,
observing actual conditions rather than relying on reports. This direct observation captures
nuances that percentage complete figures miss. A pump might be "90% complete"
according to the work order, but field verification reveals that alignment checks haven't
started, creating downstream impacts on connected piping work.

These verified updates drive better decisions at every level. Field supervisors adjust crew
deployments based on actual rather than assumed progress. Managers allocate resources
to areas genuinely needing support. The result is a 30% improvement in schedule
predictability and significant reduction in last-minute scrambling.
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The Critical Gap: Reported Progress vs. Field Reality

REPORTED PROGRESS

90% COMPLETE

Pump P-101A Overhaul

° Mechanical work complete

° Piping reconnected
° Insulation installed

@ Qc inspection passed

STATUS: ON TRACK
Ready for startup tomorrow

FIELD VERIFIED REALITY

65% COMPLETE

Pump P-101A Overhaul - ACTUAL

° Mechanical work complete

o Piping: Alignment not started

e Insulation: 50% complete

0 QC: Blocked - alignment required
o Testing equipment not on site
o Gaskets wrong specification

STATUS: AT RISK
24+ hours required to complete

THE 4:1 RULE: Spend 4 Hours in the Field for Every 1Hour in the Office

Trust but verify: Field presence reveals the truth that reports often miss
5. Proactive Issue Resolution

Problems during turnarounds are inevitable. What separates successful events is how
quickly and effectively these issues get resolved. Coordinators must deliver structured issue
identification, assessment, and resolution that prevents minor problems from becoming
major delays.

Proactive issue resolution starts with systematic identification methods. Daily field walks,
structured handover communications, and regular interface meetings surface issues while
they're still manageable. But identification alone isn't enough. Coordinators must also
deliver clear escalation paths that match issue severity with appropriate decision authority.

The most effective coordinators implement tiered response systems:

e Field-levelissues resolved within 2 hours through supervisor coordination
e Area-level impacts addressed within 4 hours through management intervention
e Critical path threats escalated within 30 minutes to turnaround leadership

Issue Resolution Time Impact: The Cascade Effect

sommutes B 2HouRs | 8 HOURS 24 HoURS

ACTION

Minor Adjustment Area Resequencing Critical Path Recovery Major Recovery Plan

REQUIRED
RESOURCES
AFFECTED @ people @ people @ people people
= R E—
IMPACT
$ $$ $$$ $$$9$

SCHEDULE No critical path impact

RISK  simple resequence Float consumption

Area delays possible

Milestone at risk
Duration extension

Critical path delay
Overtime required

THE GOLDEN RULE: Address Issues Within 30 Minutes

Every hour of delay exponentially increases complexity, cost, and resources required

Early intervention = Simple Solution | Late response = Major Disruption
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This structured approach reduces average issue resolution time from days to hours,
preventing cascade effects that derail schedules.

6. Real-Time Resource Optimization

This is where coordinators truly demonstrate their value, taking the planner's resource
loading plan and making it work in the dynamic execution environment. Planning builds the
plan, but coordinators make it work, continuously balancing resources to maintain
productivity across all work fronts.

Resource optimization begins with accurate tracking against the plan. Labor productivity
varies from planning assumptions. Equipment utilization differs based on actual field
conditions. Material consumption rates reveal themselves through real usage. Coordinators
who capture these variations can make informed adjustments rather than blindly following
a plan that no longer matches reality.

The art lies in dynamic rebalancing while maintaining overall objectives. When mechanical
work falls behind in one area while electrical work surges ahead in another, the coordinator
identifies reallocation opportunities that benefit both. They suggest improvements based on
field observations, perhaps discovering that splitting large crews into smaller groups
improves productivity in confined spaces, or that adjusting shift patterns reduces
equipment conflicts. These field-driven optimizations, reported back to planners for future
improvement, represent the difference between theoretical planning and execution
excellence. Skilled coordinators execute against the plan while continuously suggesting
improvements until the job is done.

7. Quality Verification Coordination

Quality problems discovered during startup can devastate turnaround success metrics.
Effective coordinators deliver quality verification coordination that ensures work meets
specifications before systems close. This goes beyond simple inspection scheduling to
create integrated quality assurance throughout execution.

The coordination challenge involves multiple moving parts. Inspectors need access at
specific completion points. Testing requires system availability and qualified personnel.
Documentation must flow from field to engineering for timely review. Without coordination,
these elements create bottlenecks that delay progress or compromise thoroughness.

Successful quality coordination follows systematic patterns. Coordinators establish clear
hold points in work packages where verification must occur. They integrate inspection
requirements into daily scheduling, ensuring resources are available when needed. Most
importantly, they create feedback loops that quickly address any identified deficiencies
before they impact downstream work.

Closeout Phase: Capturing Value

The closeout phase often receives minimal attention as teams rush to complete physical
work. Yet this phase delivers critical value for both current startup success and future
turnaround improvement. Effective coordinators recognize that closeout deliverables
directly impact operational readiness and organizational learning.
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8. Comprehensive System Turnover Packages

System turnover represents the critical transition from maintenance to operations.
Coordinators must deliver packages that provide operations with complete confidence in
system readiness. This requires more than checkbox completion of work orders.

Comprehensive turnover packages integrate multiple elements into a cohesive whole. Work
completion documentation confirms all planned activities were executed properly. Quality
records verify that inspections and tests meet specifications. Operational changes are
clearly identified with updated procedures or training requirements. Outstanding items are
documented with clear risk assessments and mitigation plans.

The coordination challenge lies in synchronizing these elements across multiple disciplines
and contractors. Mechanical work might be complete while instrumentation calibration
continues. Insulation replacement could be finished but heat tracing functionality
unverified. Effective coordinators create turnover packages that clearly communicate actual
system status, enabling operations to make informed startup decisions.

9. Accurate Performance Analytics

Numbers tell stories, but only if they're accurate and meaningful. Coordinators must deliver
performance analytics that honestly assess what happened and why. This requires going
beyond simple metrics to provide context and insight that drives improvement.

Effective analytics start with accurate data capture throughout the event. Schedule
performance isn't just about finish dates but about understanding which activities drove
critical path changes. Cost analysis must separate planned scope from discovered work to
reveal true estimating accuracy. Safety metrics need to include leading indicators that
predict performance, not just lagging results.

But raw data doesn't drive improvement. Coordinators must deliver analysis that identifies
root causes and improvement opportunities. Why did piping work consistently exceed
duration estimates? What caused material delays in the exchanger bundle replacements?
Which coordination practices prevented issues versus which gaps allowed problems to
develop? These insights transform data into actionable knowledge.

10. Actionable Lessons Learned

The final and perhaps most valuable deliverable is a lessons learned package that actually
drives future improvement. Too many organizations create lengthy reports that gather dust.
Effective coordinators deliver focused, actionable insights that change how future
turnarounds are planned and executed.

Actionable lessons learned share several characteristics. First, they're specific rather than
generic, identifying exact conditions and responses rather than broad generalizations.
Second, they include both successes to replicate and failures to avoid, recognizing that
positive lessons often provide more value. Third, they connect observations to specific
recommendations with clear implementation paths.

The delivery format matters as much as content. Effective coordinators create multiple
outputs targeting different audiences. Executive summaries highlight strategic insights for
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leadership. Detailed technical lessons feed into planning processes. Quick reference guides
support field execution. Video captures of key learning moments provide powerful training
tools. This multi-format approach ensures lessons reach the people who can apply them.

Implementation Considerations

These ten deliverables create a comprehensive framework for coordination excellence, but
their implementation requires thoughtful adaptation to specific contexts. Fall and winter
turnarounds face unique challenges that affect how coordinators approach each
deliverable.

Weather impacts every aspect of coordination. Pre-execution constraint identification must
consider temperature effects on materials and worker productivity. Execution phase
progress tracking needs to account for weather delays and modified work methods.
Closeout activities may require special preservation procedures for systems that won't
immediately return to service.

Holiday schedules create resource discontinuities that require careful management. The
integrated resource loading plan must account for reduced availability during holiday
periods. Issue resolution processes need clear delegation for times when key personnel are
unavailable. Performance analytics should separate holiday impacts from underlying
execution effectiveness.

Compressed schedules typical of year-end turnarounds demand even tighter coordination.
Work package validation becomes critical when there's no time for field clarification.
Resource optimization must be more dynamic to maintain critical path progress. System
turnover coordination requires parallel processing rather than sequential handoffs.

STO Coordination:10 Essential Deliverables by Phase

PRE-EXECUTION EXECUTION CLOSEOUT

8 System Turnover

1 Work Package Validation 4 Daily Progress Verification

2 Constraint Management 5 Issue Resolution 9 Performance Analytics

3 Resource Plan Validation 10 Lessons learned

6 Resource Optimization

DELIVERABLES

7 Quality Coordination

3 Deliverables 4 Deliverables 3 Deliverables
Foundation Setting Active Management Value Capture

Implementation Impact
Safety Schedule Performance Cost

B o530 [ 110-15% 1 8-12%

Legend: [l Pre-Execution [l Execution [l Closeout

Measuring Success

The true test of these deliverables lies in their measurable impact on turnaround
performance. Organizations implementing this comprehensive approach report consistent
improvements across key metrics:
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— Schedule performance improves by 10-15%, with critical path delays reduced by
40%. This improvement comes from better front-end preparation, faster issue
resolution, and optimized resource deployment. The compound effect of multiple
coordination improvements creates schedule reliability that traditional approaches
can't match.

— Cost performance enhances by 8-12%, driven by reduced rework, better resource
utilization, and fewer emergency responses. While coordination requires investment,
the return far exceeds the cost through improved execution efficiency.

— Safety performance shows marked improvement with 25-30% reduction inincidents.
Better coordination means fewer rushed decisions, clearer communication, and
proper resource availability for safe work execution.

— Quality metrics improve substantially with 50% reduction in startup issues attributed
to maintenance work. Comprehensive turnover packages and integrated quality
coordination ensure systems return to service properly.

Conclusion

Effective coordination delivers specific, measurable value throughout the turnaround
lifecycle. The ten deliverables outlined in this paper create a framework that transforms
coordination from overhead activity to value driver. As organizations prepare for
turnarounds, focusing on these deliverables will significantly improve their probability of
success.

The key lies not in complex systems or extensive documentation but in clarity about what
coordinators must deliver. When everyone understands these expectations, from event
managers planning resources to field coordinators managing daily execution, the entire
organization aligns around common objectives.

Success requires commitment to developing coordination capabilities before events begin.
Training programs should focus on these specific deliverables rather than generic skills.
Performance evaluation should measure delivery of these outcomes rather than activity
levels. Resource allocation should ensure coordinators have the tools and authority to
deliver these results.

The organizations that master these coordination deliverables will find their turnarounds
becoming more predictable, efficient, and successful. In an industry where every day of
improved performance translates to significant value, investing in coordination excellence
provides returns that compound across multiple events.

Take Your Turnaround Performance to the Next Level

APVantage brings field-proven execution methodologies that drive better schedule
performance, reduce costs, and enhance safety outcomes. Our practical approach focuses
on what actually works in the field, not what looks good on paper.

Whetheryou're facing execution challenges or seeking to build on current success, we'll help
you implement systems that deliver measurable improvement in your turnaround results.

Contact us at info@ap-vantage.com to discuss how we can help your event realize its full
potential.
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