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Executive Summary 


The  scientific  field  of  risk  management  (RM)  is  not  older  than  30-40  years,  but  today  it  is 
 considered as a critical business function. In a society where large amounts of data are being 
 processed at an ever-faster pace, such as in the oil and gas industry, there is a need for a well-
 functioning RM system. The system should enable companies to identify and manage risks, as 
 well as support the decision in addressing risk when making decisions under uncertainty.   


The purpose of this master thesis is to study how companies in the oil and gas industry manage 
 risk  during  the  whole  project  life  cycle,  using  Offshore  AS  as  an  example.  The  thesis  will 
 investigate if Offshore AS’s process manuals are adhered to and sufficient, and further look 
 into how the risk is transferred between the departments and different stages of a project. In 
 addition, it will also be considered whether it is possible to optimize the RM in Offshore AS. 


To  answer  these  questions,  a  review  of  the  company’s  internal  documents,  qualitative  case 
 studies  of eight  previous projects  and six semi-structured interviews  with  key personnel  has 
 been carried out.  


The  document  review  of  the  internal  process  manuals  provides  an  understanding  of  how 
 Offshore AS manage risk in their organization. The document review is also the basis for the 
 evaluating  in  the  case  studies,  where  previous  projects  are  evaluated  against  the  process 
 manuals.  The results  from  the case studies  further provided the foundation for the interview 
 questions, which were intended to verify the findings in the case study.  


The evaluation of Offshore AS shows that they satisfy the processes to a large extent, and many 
 of the principles for good RM are implemented. At the same time, the processes are not always 
 adhered to, they are not sufficiently described and there exist signs of errors and weaknesses, 
 which convey that the processes are not optimal and needs improvements. The results indicate 
 that the risk transfer between the various departments is somewhat discontinuous.  


In order to improve the risk transfer between the departments, it is important that the processes 
that  have  been  set  are  followed  and  described  in  more  detail,  and  that  they  are  prioritized 
independently of available resources. 
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During  the discussion, there were several  suggestions on how Offshore  AS  can  optimize its 
 RM. The measures listed below are among the most important measures the authors recommend 
 the company to implement: 


- Examine the possibilities of either improving one of their current systems or look for a
 better  system  for  managing  and  storing  data,  which  includes  a  sorting  and  filtering
 function,  opportunities,  document  control,  registration  of  actual  events  and  a
 notification function that clarifies when someone has updated or changed documents.


- Revise and update the process manuals in addition to carry out a comprehensive training
 program  to  achieve  a  unified  understanding  of  the  processes,  responsibilities,  and
 content.


- Apply  and  include  a  detailed  description  of  the  Lessons  Learned  process  on  how  to
 capture important lessons learned and make efficient use of these.


- Last but not least, Offshore AS should improve and update the RA templates.


If Offshore AS implements the measures above, it can help them to improve their RM and the 
risk transfer between the various departments in the organization. The risk transfer circle will 
then be more coherent and continuous than it is today.  
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Concepts 


Risk analysis  Risk analysis is the process of evaluating the probability of an unfavorable 
 event occurring within the company (Rausand & Utne, 2014).  


Risk assessment  Risk  assessment  (RA) is  a systematic process  of assessing the potential 
 risks that can occur in a planned activity or company (Rausand & Utne, 
 2014).  


HAZOP  Hazard  and  Operability  Analysis  is  a  structured  method  to  identify  and 
 document  hazardous  events  and  operative  relations  for  a  system  or  a 
 process. The method is often carried out in the design phase to verify the 
 integrity of a system or a process and has become a for verification of the 
 design  of  process  systems  in  the  offshore  industry  (Rausand  &  Utne, 
 2014). 


HAZID  Hazard identification is a structured method to identify and document risk 
 and  dangerous  relations  connected  to  an  operation,  such  as  installation, 
 modification, replacement of equipment’s etc. It is a well-recognized and 
 documented method that ensures that the analysis object is analyzed in a 
 thorough and structured manner (Rausand & Utne, 2014).  


HIRA  Hazard Identification and Risk Analysis (HIRA) is  a mutual  expression 
 that cover the activities concerned to identify hazards and assess  risk at 
 facilities  and  throughout  their  life  cycle.  This  to  secure  that  the  risk 
 to employees, the public, or the environment  are constantly coordinated 
 with the company’s risk acceptance (Chola Risk Services, n.d).  


Accept criteria  The  risk  acceptance  criteria  are  used  as  a  base  when  making  decision 
about what is acceptable risk. Acceptable risk is the risk that is accepted 
in  a  specified  situation  based  on  present  standards  of  the  society  and 
within the company (Rausand & Utne, 2014).  
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ALARP  ALARP (As Low As Reasonably Practicable) involves reducing the risk 
 further than currents requirements in regulations. Identified risk-reducing 
 measures  shall be implemented unless they are  grossly  disproportion  to 
 costs and other disadvantages (Rausand & Utne, 2014) .   


Toolbox talk  Toolbox  Talk  is  an  everyday  dialogue  among  the  employees,  that 
 emphases on specific safety concerns. These tools can be used regularly 
 to support the safety culture along with promotion of the health and safety 
 dialogue on job sites (SafetyCulture, n.d). 


  


SJA  Safe Job Analysis (SJA) is a systematic analysis of risk elements that is 
connected to the work task that is being performed. The analysis is carried 
out  in  advance  of  the  job  to  secure  that  all  risk  factors  are  taken  into 
account and to make the employees, who are to do the work task, more 
aware of possible hazards (Cholar Risk Services, n.d).  
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Chapter 1 Introduction  


Even though the history of risk has stretched over millennia, the scientific field is quite young. 


The phenomenon of risk extends far back in time; however, it does not exist a widely agreed 
 definition of the concept of risk yet. As it was more usual to think of risk as the expected value 
 of loss in the 70s, the concept of risk has developed to include environment, safety and health.  


There  are  several  definitions  of  the  term  risk  within  the  various  disciplines.  It  is  common 
 practice in the oil and gas industry to practice a probability-focused definition of risk, but in 
 recent  times  there  has  been  expressed  a  need  for  seeing  beyond  expected  values  and 
 probabilities. In order to see beyond expected values and probabilities, it is critical to take the 
 knowledge that risk, and probability judgement are based on into account and further describe 
 the risk in terms of uncertainties. Professionals from all over the world with great interest and 
 commitment has gathered to be able to reach a much-needed consensus in the scientific field of 
 risk-related terms (SRA, n.d) which can be justified for different disciplines, such as the oil and 
 gas industry.  


As  the  oil  and  gas  industry  faces  a  number  of  risks  and  uncertainties,  it  is  important  that 
 companies  focus  on  risk  management  (RM)  to  handle  the  amount  of  uncertainty  they  are 
 exposed to. The scientific field of RM is not older than 30-40 years, but today it is considered 
 as a critical business function and many recognize the need for a well-function risk architecture. 


It is no longer seen as acceptable for a company to cause damage to people, environment or 
 material values, in addition to the company’s reputation. Therefore, clients and stakeholders 
 place higher demands and expectations on the company to take RM seriously. In a society where 
 large amounts of data are being processed at an ever-faster pace, such as the oil and gas industry, 
 there is a need for a well-function RM system that enables companies to identify and manage 
 risks,  in  addition  to  support  the  decision  in  addressing  risk  when  making  decisions  under 
 uncertainty.   


Although the overall trend is that RM has improved on the Norwegian shelf, Petroleum Safety 
Authority Norway’s (PSA) indicator for 2015 shows that the risk level is increasing compared 
with  previous  years  (Tollaksen, 2016). Therefore, it is  particularly intriguing to study  a real 
example that provides insight on how an oil and gas company manage risk throughout the life 
cycle of a project and if there are any areas that needs to improve. 
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1.1 Offshore AS 


The report is written in cooperation with Offshore AS, which is a global oil and gas company 
 that delivers a high range of services to the offshore industries. Due to the anonymity of the 
 report, the company’s name is anonymized by using the fictitious name “Offshore AS”. This 
 chapter provide readers a brief introduction about the company and their work areas. All the 
 information is retrieved from Offshore AS’s website and annual report.  


The Company’s business 


The  company’s  business  consists  of  vessel  management,  including  contracting,  purchasing, 
 selling, processing and rental of ships. Furthermore, they provide Remotely Operated Vehicle 
 (ROV)  services,  subsea  constructions,  inspection,  maintenance  and  repair,  engineering  and 
 project management. 


The Company is currently operating a large fleet with vessels ranging from Platform Supply 
 vessels,  Anchor  Handling  Vessels,  Subsea  Construction  Vessels  to  Light  Well  Intervention 
 Vessels (Anonymous, 2018).  


Business segments 


Offshore  AS’  business  is  divided  into  two  segments  which  allows  for  higher  income 
 opportunities and gives the opportunity to provide integrated subsea projects.  


The  first  segment  consists  of  vessels  operations  and  project  management  within  the  subsea 
 projects.  Offshore  AS  has  is  positioned  as  a  worldwide  IMR  partner  as  they  possess  all 
 necessary  assets  and  disciplines  regarding  IMR  projects  to  offer  unified,  available,  subsea 
 solution from a total supplier (Anonymous, 2018).  


The  second  segment  consist  of  long-term  vessel  chartering  to  third  party  companies,  which 
gives Offshore AS solid contract insurance and strong income. This includes modern subsea 
vessels  and  ship  management  services  to  oil  companies  and  leading  subsea  contractors 
(Anonymous, 2018). 
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1.2 Objectives and Limitations 


The purpose of this thesis  is  to  study if Offshore AS’s process  manuals  are  adhered to  and 
 sufficient  to  manage  risk  throughout  the  project’s  life  cycle  with  the  associated  research 
 questions:  


-  How  does Offshore  AS  manage  to  transfer  the  risk  from  the  tender  process  to 
 completion of the project? 


-  How can Offshore AS optimize the risk management from tender process to completion 
 of the project?  


The purpose of the research questions is to investigate whether the processes, that all personnel 
 in Offshore AS shall comply to, have a sufficient approach to risk in this type of industry and 
 whether these are followed. By examining this, it will provide an insight into whether there is 
 a need for changes to get a more well-functioning system and work methodology. 


The  research  questions  will  be  answered  by  performing  a  case  study  and  semi-structured 
 qualitative interviews. As the classic case study approach requires the development of theory 
 before collecting the data in order to deduce propositions and guidance of the data collection 
 and evolution, the authors will be reviewing Offshore AS’s three of the main process manuals 
 used in  the project  lifecycle  with  emphasize on risk. This  includes  the Business Acquisition 
 (BA) manual, the Project Management (PM) manual and the Risk Management (RM) manual, 
 to get an overview of the activities and the controls performed by Offshore AS operations. Eight 
 previous projects with associated documents will be analyzed in relation to the above process 
 manuals  to  investigate  whether  they  were  according  to  the  processes  or  in  which  areas  they 
 differ. To verify the results of the case study and to achieve a picture of the current situation in 
 the company, interviews across the departments  will be conducted based on the information 
 obtained from previous projects and the company’s internal documents. Results will further 
 present an insight about what Offshore AS should emphasize on to be able to improve their RM 
 in the future.  


When mentioning the departments within Offshore AS, it is delimited to the departments within 
BA, PM, HSEQ and operational. It is worth mentioning that HSEQ is a support function. Due 
to limited access to documentation of the risk transfer from PM to operation, the thesis does not 
focus  as  much  on  this.  The  report  is  limited  to  focusing  on  Offshore  AS’s  head  office,  and 
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therefore  the  results  may  not  apply  for  other  offices  located  in  different  parts  of  the  world. 


Because the thesis consists of semi-structured qualitative interviews that require a large amount 
 of processing work, it was  definite to  interview few, but  representative, candidates.  As both 
 time and representative completed projects was limiting, it was decided to only focus on IRM 
 projects of level 3 and level 4 which will be described later. As the thesis focuses on the entire 
 project’s life cycle, it was decided to only consider completed projects which includes older 
 projects. This, together with the fact that the authors were new to the company’s system, may 
 cause the results to differ slightly from the current situation as things might have changed. Time 
 also limits literature review and as the thesis has a wide scope, it has been chosen to focus on 
 the most important parts in RM within the project.  


1.3 Content 


The thesis is divided into seven chapters. Chapter one contains an introduction to the topic of 
the thesis, in addition to a short presentation of the company that has been studied, as well as 
the  thesis  goals  and  limitations.  In  chapter  two,  literature  relevant  to  the  topic’s  theme  and 
research questions is presented, which includes the concept of risk, risk description, RM and 
finally how to optimize RM. Chapter three is concerned to outline the three process manuals 
which  provides  a  single  global  standard  for  BA,  PM  and  RM  on  how  Offshore  AS  should 
perform the processes. The next chapter takes you through the relevant methods used to answer 
the research questions. This involves a qualitative research strategy with a case study research 
design involving multiple former projects, in addition to various interviews of participants from 
the disciplines of BA, HSEQ and PM. Furthermore, in chapter five the results from the case 
study and the semi-structured interviews will be presented. In chapter six, the results from the 
methods mentioned above will be discussed against the documents reviews of the manuals and 
relevant  theory.  In  addition,  appropriate  improvement  measures  will  be  considered  and 
discussed. Chapter seven will present the conclusion, along with recommended improvement 
measures, to improve and optimize RM from the tender process to project completion. 
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Chapter 2 Theory 


In  this  chapter,  literature  relevant  to  the  topic’s  theme  and  research  questions  is  presented, 
 which includes central concerns about how to define, describe and manage risk, in addition to 
 optimize RM. 


While the history of risk has stretched over millennia, the risk analysis has been developed as 
 a field since the middle of the last century. The first standard within risk and reliability analysis 
 came in 1949 with the purpose of integrating safety and reliability thinking while developing 
 products (Rausand & Utne, 2014). Since then, a number of new standards and suggestions have 
 been made to define, understand and propose ways to deal with the risks. In the 1970s and 80s, 
 the offshore industry’s perspective on risk developed along with various methods, which is still 
 the basis for the field  today. The Norwegian offshore industry  gained an increased focus  on 
 safety, in the same time period as mentioned above, as a result of near accidents or accidents in 
 the Norwegian shelf. A decade later, requirements for risk analyzes were introduced, yet there 
 is still challenges in the industry how the risk should be defined and understood (Rausand & 


Utne, 2014).  


2.1 The concept of risk 


Since the phenomenon of risk extends far back in time, there are several definitions of the term 
 risk. Abraham de Moivre defined risk in 1711 as: “The risk of losing any sum to be the sum 
 adventured multiplied by the probability of the loss” (Aven, Risk, surprices and black swans, 
 2014, s. 23), in modern terms, the expected value of loss. As stated by Aven (2014), there do 
 not exist a widely agreed definition of the concept of risk. Many attempts have been made to 
 provide a broadly accepted definition, nonetheless, one unified set of definition have not been 
 established (Aven, 2015a). 


Some examples of probability-based risk definition are: 


-   Risk  is  the  product  of  probability  of  an  event  and  the  consequences  of  the  event 
 (DNVGL, 2017). 


-  Risk = Probability x Consequence (Rausand & Utne, 2014).  


Many  oil  and  gas  companies,  including  Offshore  AS  uses  probability-focused  definitions. 


However,  Aven  (2015b)  expresses  the  need  for  seeing  beyond  expected  values  and 
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probabilities, and underlines the need to focus on the critical link to knowledge, and the lack of 
 knowledge, which risk and probability judgements are based on. In recent times, the scientific 
 fields have switched from describing risk in regard to probability to describing the risk in regard 
 to  uncertainties  (Rosa,  2011).  The  Society  of  Risk  Analysis  (SRA),  a  multidisciplinary, 
 scholarly,  international  society  that  enables  an  open  forum  for  discussions  related  to  risk 
 assessment (RA) (SRA, n.d), has contributed with an authoritative glossary of risk-related terms 
 which  brings  the  scientific  field  on  step  further  to  a  much-needed  consensus.  This  glossary 
 gives some definitions of risks, which can be justified for various contexts: 


a)  Risk is the possibility of an unfortunate occurrence. 


b)  Risk is the potential for realization of unwanted, negative consequences of an event. 


c)  Risk  is  exposure  to  a  proposition  (e.g.  the  occurrence  of  a  loss)  of  which  one  is 
 uncertain. 


d)  Risk is the consequences of the activity and associated uncertainties. 


e)  Risk is uncertainty about and severity of the consequences of an activity with respect to 
 something that humans’ value. 


f)  Risk is the occurrence of some specified consequences of the activity and associated 
 uncertainties. 


g)  Risk is the deviation from a reference value and associated uncertainties (Aven, 2015a) 


In supplement to the risk described by uncertainty, the common factors are that an activity is 
 assessed,  and  risk  is  defined  in  connection  to  the  consequences  of  this  activity  considering 
 something that people value. To explain the term risk concept, Aven (2015b) describe that an 
 activity leads to some consequences (C) and that these are unknown - they are uncertain (U). 


These two components constitute risk: “The risk concept (C, U) covers (i) that the activity leads 
 to some consequences C, and (ii) that these consequences are not known (U)” (Aven, 2015b, 
 s. 13). Sometimes consequences are split into events A and their associated consequences C. 


Risk is then written as (A, C, U) (Aven, 2015a). 
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2.2 Risk description 


The risk concept does not provide a tool for assessing and managing risk; therefore, we have to 
 describe or measure the risk. As for the risk concept, there are also many different definitions 
 of risk description. The SRA glossary gives some definitions of the risk description, which can 
 be justified for various contexts: 


1.  The combination of probability and magnitude/severity of consequences. 


2.  The triplet (𝑠𝑖, 𝑝𝑖, 𝑐𝑖) where 𝑠𝑖 is the i-th scenario, 𝑝𝑖 is the probability of that scenario, 
 and 𝑐𝑖 is the consequence of the i-th scenario, 𝑖 = 1,2, … , 𝑁. 


3.  The  triplet (𝐶′, 𝑄, 𝐾),  where 𝐶′  is  some  specified  consequences, 𝑄  a  measure  of 
 uncertainty associated with 𝐶′ (typically probability) and 𝐾 the background knowledge 
 that supports 𝐶′ and 𝑄 (which includes a judgement of the strength of this knowledge). 


4.  Expected consequences (damage, loss), for example computed by: 


i.  Expected number of fatalities in a specific period of time or the expected number 
 of fatalities in a specific period of time or the expected number of fatalities per 
 unit of exposure time. 


ii.  The product of the probability of the hazard occurring and the probability that 
 expected damage given that the hazard occurs, and the object is exposed to it. 


iii.  Expected disutility. 


5.  A  possibility  distribution  for  the  damage  (for  example  a  triangular  possibility 
 distribution) (Aven, 2015a). 


In  Aven’s  book  called  “Risk  Analysis”,  he  defines  risk  description  as  point  three  above.  In 
 accordance with Aven’s risk concept, (C, U), a risk description is obtained by describing the 
 consequences and utilize a description of uncertainty, Q (Aven, 2015b). The risk description 
 then becomes: (C’, Q, K) or (A’, C’, Q, K), where A’ is some specified events (Aven, 2015b). 


For this, a common approach to express the uncertainties is by the means of probabilities. It is 
common to distinguish between two probabilities; knowledge-based probability and frequentist 
probability. We refer to knowledge-based probability when the uncertainty is expressed based 
on  the  assessors  degree  of  belief  in  terms  of  the  assessors  background  knowledge,  while 
frequentist probability is the fraction of times the event occurs when the situation considered 
were hypothetically repeated over and over again under similar conditions (Aven, 2015b). 
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2.3 Risk management 


RM  is  a  continuous  management  process  with  the  objective  to  identify,  analyze  and  assess 
 possible risk factors in a company, as well as to find and implement measures that can minimize 
 the  possible  outcomes  (Rausand  &  Utne,  2014).  A  good  company  management  has  risk  as 
 integrated part of their daily operations and relates to all activities, situations and happenings 
 that may affect the company and its capability to reach the company’s objectives and vision 
 (Aven, 2015b). As there is risk related to all activities managed by people, RM applies to all 
 industries and businesses and is often split into three main categories: strategic-, financial- and 
 operational risk. The strategic risk entails the consequences that are affected by acquisitions, 
 technology,  laws  and  regulations  and  the  labor  market.  The  financial  risk  entails  the 
 consequences that are affected by the market, credit and liquidity issues. Finally, the operational 
 risk  that  may  cause  consequence  on  the  company  as  a  result  of  safety-  or  security-related 
 matters. For a company to successfully implement RM, Aven (2015b) elaborates that it is very 
 important that the top management is involved and assure that: 


-  A strategy for RM is established. 


-  A formal RM process is established along with routines the company has to follow.  


-  A  management  structure  with  roles  and  responsibilities,  to  assure  the  risk  analysis 
 process is being an integrated part of the company.  


-  Analysis and support systems is implemented. 


-  Communication, training and development of RM culture to achieve that the company 
 is improving.  


The risk analysis process is a central part of the RM and contains three main phases: planning, 
RA and risk treatment (Aven, 2015b). Risk analysis is important as it will form the basis for a 
decision which the decision-makers will evaluate in a decision situation. There are a number of 
definitions  about  RM,  but  a  joint  factor  is  that  various  concerns  has  to  be  measured  when 
evaluating and managing risk in an environment of uncertainty and to keep a balance among 
the economic aspects and safety aspects.  
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 2.3.1 Decision making under uncertainty  


RM involves making big decisions for the company, and these decisions  can be made when 
 there are considerable risk and high uncertainty as to what the consequence the provision may 
 entail (Aven, 2015b). The outcome of the decision is difficult to predict, and the objective of 
 RM is to support the decision in addressing risk when making decisions under uncertainty. A 
 method to deal with uncertainty is the cautionary principle.  


Cautionary principle 


A  decision-making  strategy  consider  the  effect  on  risk  and  the  uncertainty  that  cannot  be 
 identified  in  the  analysis.  The  result  is  a  decision  which  is  based  on  calculation  of  risk  and 
 application  of  cautionary  principle  or  precautionary  principle.  By  applying  the  cautionary 
 principle in RM, means that caution is taken by not starting an operation or by implementing 
 measures to minimize the risk and uncertainties, where the level of caution is balanced against 
 other concerns like cost etc. (Aven, 2015b). In the offshore industry, the consequences are often 
 known, and therefore minimum requirements are set in order to protect people and environment, 
 and these requirements can be considered justified by referring to the cautionary principle.  


Risk analysis are tools that provide insight into risk and the trade-offs involved but consist of 
 strong limitations as they are built upon assumptions and suppositions. The analysis does not 
 express objective results and by being caution, Aven (2015b) means reflecting on this fact and 
 emphasize on robust design solutions, design for flexibility, implementation and improvement 
 of  safety  barriers,  quality  control,  precautionary  principle  and  the  ALARP  (As  Low  As 
 Reasonably  Practicable)  principle.  With  experience,  gained  information  through  experience 
 transfer and by investing incidents, the company can use this information to form the basis for 
 further  work  to  prepare  a  nuances  and  improved  RM  offshore.  Therefore,  the  essential  idea 
 behind a cautionary principle is to be up to date on development and have knowledge of what 
 a solid RM is, to prevent accidents and unwanted incidents.  


2.3.2 Framework and guidelines for risk management 


RM approaches constitute the foundation for RM. This also include activities like establishing 
 roles and responsibilities, communication, training and the development of a good risk culture. 


As rules and regulations require that RM is carried out in the offshore industry, many companies 
choose to adopt comprehensive tools such as guides, frames and standards to get guidance on 
how they can fulfill the requirements. Two examples on such tools is DNV guidelines and the 
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ISO  31000  standard.  DNV  guidelines  provide  RM  and  quality  assurance  services  to  the 
 maritime, oil and gas industry. DNV GL – Maritime is seen as the world’s leading classification 
 society  and  is  a  recognized  advisor  within  the  maritime  industry  (DNV  GL,  n.d).  The  ISO 
 31000  standard  provides  guidance  on  how  organizations  can  integrate  risk-based  decision-
 making processes into the organization’s activities (ISO, 2018). 


DNV Guidelines – Risk Management in marine and subsea operations 


DNV  has  prepared  a  recommended  practice  with  a  goal  to  “establish  guidelines  and 
 recommendations for the process required to reach an acceptable and controlled exposure to 
 risk during marine operations, for personnel, environment, assets and reputation” (DNVGL, 
 2017). All activities of an organization may involve risks which can have a negative impact on 
 the  environment,  safety  and  societal  areas,  in  addition  to  cause  damage  to  the  company’s 
 economic performance and corporate reputation (DNV GL, n.d). DNV outlines that to manage 
 risk effectively will help the company to perform better in an environment with uncertainty and 
 build sustainable business performance over time. Their RM service portfolio is primarily based 
 on  the  international  standard  for  RM  –  ISO  31000,  and  their  goal  is  to  help  the  companies 
 understand the core principles of RM and implement it as a part of the company’s management 
 systems. If the company implement a solid RM platform and start using a risk-based thinking, 
 the company will be more equipped for the shift to the ISO standards where it is required to 
 apply a systematic approach for managing risk.  


The ISO 31000 standard 


As the world we live in today is constantly changing, it is important that the companies manage 
the  amount  of  uncertainty  they  are  exposed  to.  How  companies  manage  uncertainty  can  be 
crucial for whether the company manages to succeed in achieving its goals (ISO, 2018). The 
ISO 31000 standard is newly revised where potential positive effects in the perception of risk 
is also integrated. It can then be said that the risk is about uncertainty about goal achievement 
in general. The uncertainty can be affected by both hazards and opportunities, and thus gives 
both  negative  and  positive  results  in  relation  to  the  goal  (Difi,  n.d.a).  By  conducting  an 
uncertainty  analysis,  it  will  be  possible  to  identify  the  projects  potential  uncertainties  (Difi, 
n.d.b). ISO 31000 gives a guidance for how the companies can implement risk in every decision 
in  management,  planning,  reporting,  policy,  values  and  culture.  As  the  standard  is  newly 
revised, it allows the standard to be more strategic with more emphasize on the involvement 
from  top  management  and  implementation  of  RM  in  the  company’s  organization.  The  new 
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standard  points  out  that  RM  should  be  a  part  of  the  company’s  structure,  processes,  goals, 
 strategy and activities. The system can be applied by every organizations and is further open 
 and principle-based letting the company apply the principles in the standard in relation to their 
 own context. If oil and gas companies apply the ISO 31000 tool, they can develop a strategy 
 for RM to identify and minimize risk, and on behalf of that they can increase their probability 
 of achieving their goals and a better protection of their values. The ISO 31000 main goal is to 
 develop  a  RM  culture  where  the  employees  and  clients  are  aware  of  the  importance  of 
 monitoring  and  manage  the  risk.  In  the  offshore  industry,  it  is  especially  important  that 
 companies implement such a type of RM as many clients have a very strict policy and demands 
 towards the company they are cooperating with. Figure 1 show ISO 31000:2018 suggest hos 
 risk is manages based on principles, framework and processes.   


The  standards  (ISO,  2009)  definition  of  the  objective  with  the  RM  process  is  that  it  is  a 


“systematic application of management policies, procedures and practices to the activity of 
 communicating,  consulting,  establishing  the  context,  and  identifying,  analyzing,  evaluating, 
 treating, monitoring and reviewing risk” . The process begins by getting a common view of the 
 context,  establishment  of  the  scope  and  goals  which  also  include  activities  like  problem 
 definition, gather information, organize the work and select an analyze method (Aven, 2012). 


It is important that the context is described and understood as it may minimize the total risk and 
 avoid the decision-makers from overlooking matters that can turn to unwanted events.  


Figure 1: The ISO 31000 model (ISO, 2018) 
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The central part of the RM process is RA, and a general approach is first to identify the risks 
 that can cause an effect on the company’s goals (ISO, 2018). Conducting a RA may expose 
 risks that can emerge, where there is weak background knowledge, which can further imply a 
 new sort of event that may lead to serious consequences if it occurs (Aven, 2014). The risks 
 that  are  identified  will  then  be  assessed  using  cause  and  consequence  tools,  for  so  to  be 
 evaluated what that is required for the initiating event to take place and the potential outcome 
 (Aven, 2012). To evaluate and present the cause and consequence, tools can be used such as 
 probability,  expected  value,  prediction  interval,  uncertainty  factor,  evaluate  the  strength-of 
 knowledge and so on. When the risk has been evaluated, some risk treatment proposals can be 
 given to the decision-makers (ISO, 2018).  


2.3.3 Process 


A general definition of a process is the movement from one state to another, for example getting 
 from A to B. A process is also stated as a systematic order of activities that together create a 
 required result (Difi, 2018). A project contains many processes and it is therefore important that 
 the processes are a planned movement from A to B, with a clear purpose of development or 
 change. In other words, how the processes are managed and lead in Offshore AS to get from 
 the current situation (tender phase) to the wanted situation (project completion). The project 
 manager is responsible for making sure that the project is going according to plan, but it is the 
 interaction between those who participate in the actual process that create the results. How long 
 a process  lasts  is  varying, some may last from  weeks  to  months,  while others last  for  years. 


Regardless of the time of the process, good project and RM are equally important with each 
 process  to reduce the likelihood of  an unwanted  event  occurring. Offshore AS  has  prepared 
 three process  manuals  that  show all the activities that belong to  each process  in  the project, 
 which will be further explained in Chapter 3.   


2.4 Optimization of Risk Management 


According to SNL (2018), the term optimizing is about making something as good as possible, 
bringing  a  system  or  process  to  an  optimum  under  the  conditions  given.  Although  there  are 
many definitions of optimization, they have one thing in common; to make changes that deliver 
better results. Optimization is a word with broad terms and this report focus on RM and risk 
process  optimization  in  the  oil  and  gas  industry.  ISO  31000  define  RM  process  as:  “A 
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systematic  application  of  management  policies,  procedures  and  practices  to  the  activities  of 
 communicating,  consulting,  establishing  the  context,  and  identifying,  analyzing,  evaluating, 
 treating, monitoring and reviewing risk” (ISO, 2009). 


Despite the fact that RM has a long history, RM as a scientific field is quite young - not more 
 than 30-40 years (Aven, 2015a). Today it is seen as one critical business function that underpin 
 the operational, accounting, financial and strategic health of a firm and many now recognize 
 the need for a well-function risk architecture to both help them to reduce and mitigate risk and 
 to  improve  and  optimize  performance  (Marsh,  n.d).  RM  is  an  important  tool  when  used 
 properly, provide a global view to identify the “big picture” risks, in addition to opportunities 
 to apply RM methods across departments to optimize and improve performance. 


As all operational  activities occur inside of specified business  processes,  so  too  do all risks, 
 mitigation  activities,  and  monitoring  processes.  Improvement  of  RM  processes  permits  an 
 organization  to  identify  these  risks  and  form  appropriate  and  suitable  controls  in  a  more 
 consistently  manner.  On  one  side  you  have  risk  identification  and  form  a  process  for  risk 
 mitigation and on the other, to make sure the process is truly executed. For this, transparency 
 through  the  organization  is  needed,  along  with  communication  between  departments  and  a 
 method  to  assign  accountabilities.  To  achieve  these,  RM  process  improvement  is  important 
 (LogicManager, n.d.).  


Business objectives and surrounding environment changes, thus there is a need for continuous 
 improvement  of  the  RM  processes  and  by  monitoring  the  RM  processes,  possibilities  for 
 carrying out improvements and optimization of the processes will emerge. 


2.4.1 Single loop-, double loop- and deutero learning 


In conjunction with optimization, Chris Argyris and Donald Schön have developed the concepts 
of single and double loop learning.  People tend to look at changes as something negative, don’t 
always understand the need for changes and are resistant when changes require them to deviate 
from  old  routines.  Therefore,  single  loop  and  double  loop  learning  is  important  for  all 
organizations, including oil and gas firms, so that both the organization and its workers develop 
an  understanding  of  the  cause  of  the  problem  and  a  productive  way  to  solve  them.  Argyris 
describes that single loop learning occurs when: “a mismatch is detected and corrected without 
changing the underlying values and status quo that govern the behaviors” (Argyris, 2003, s. 
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1). That is, single loop learning debris within the approved routines and is fixing an action to 
 find  a  solution  to  or  prevent  a  mistake.  However,  this  avoids  the  root  cause  of  the  problem 
 which results in only making small fixes and adaptions (Argyris, 2003). Therefore, in addition 
 to single loop learning, we also need double loop learning. 


Argyris describes further that double loop learning occurs when: “a mismatch is detected and 
 corrected by first changing the underlying value and other features of the status quo” (Argyris, 
 2003,  s.  2).  That  is,  double  loop  learning  is  correcting  and  goes  deeper  and  more  into  the 
 underlying cause of the problem which might be norms and policies, motives and assumptions 
 etc. (Argyris, 2003). It is about self-awareness and be willing to candidly inquire why it went 
 wrong without going to self-defense mode that prevent truthful feedback and learning. As oil 
 and gas companies face decisions that have an element of risk and uncertainty every day, double 
 loop learning can help oil and gas companies to improve decision-making in their operations 
 and learn from incidents by changing the rules.  


A third concept, which is developed by Gregory Bateson but introduced by Argyris and Schön, 
 is  deutero  learning,  which  includes  and  exceeds  both  single  and  double  loop  learning. 


According to Argyris and Schön it is to be understood as second order learning, reflecting on 
 the first order actions, which they describe occurs by “going meta on single and double loop 
 learning (Argyris, 2003, s. 2). Employees learn from mistakes of both the present and the past, 
 and they must be able to admit this as the goal of deutero learning is to improve awareness and 
 learning. With other words, deutero learning involves “learning how to learn” by searching to 
 improve both single loop and double loop learning (Argyris, 2003).  


As  oil  and  gas  companies  are  concerned  with  delivering  reduced  project  risk,  together  with 
increased efficiency and optimized safety performance, it is important to address both single 
loop and double loop learning in  addition to deutero learning in the originations. While it is 
important for oil and gas companies to correct errors, it is also important to detect errors by 
taking underlying assumptions into account and learn from mistakes. In addition, it is important 
that oil and gas companies develop the ability to learn about learning.  
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 2.4.2 Tacit and Explicit Knowledge 


It is common to distinguish between tacit and explicit knowledge. Schindler & Eppler (2003) 
 explains that tacit knowledge refers to “know-how” and “know-why” questions which is hard 
 to obtain and challenging to transfer and communicate to others by verbalizing it or writing it 
 down. Michael Polanyi (2015) expresses tacit knowledge as “knowing more than we can tell”, 
 and further explained that one of the most convincing examples is facial recognition: “We know 
 a person’s face, and can recognize it among a thousand, indeed a million. Yet we usually cannot 
 tell how we recognize a face we know, so most of this cannot be put into words” (Polanyi, 1966, 
 s. 4).  Other examples include cycling or driving a car, which can only be taught and acquired 
 through  personal  experience.  Michael  Polanyi  (2015)  further  explains  that  personal  contact, 
 regular interaction and trust are needed to be able to transfer tacit knowledge. 


One the other hand, explicit knowledge refers to “what”, “where” and “how many” questions, 
 which  is  knowledge  that  is  articulable,  modifiable,  storable  and  accessible,  such  as  process 
 manuals, textbooks, documents and procedures (Schindler & Eppler, 2003). Explicit knowledge 
 can without difficulties be transmitted to others, and therefore explicit knowledge has mainly 
 been captured in former projects, as it is not easy to express tacit knowledge. 


Newell  et  al.  (2006)  points  out  that  capturing  lessons  learned  (LL)  is  a  frequent  strategy  to 
transfer knowledge between projects. Williams (2004) outlines that tacit lessons are important 
lessons  that  are  unfortunate,  often  overlooked,  and  emphasize  the  importance  of  converting 
tacit  knowledge  to  explicit  knowledge  which  requires  commitment  and  motivation  of 
employees (2004). A Lessons Learned Processes is important to convert tacit knowledge into 
explicit  knowledge  to  make  the  knowledge  available  for  future  reference  and  useful  when 
necessary (Trevino, 2018). 
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Chapter 3 Document Review 


In order to answer the research questions whether if Offshore AS manages to transfer the risk 
 from  the  invitation  to  tender  to  project  completion,  hereunder  if  the  employees  follow  the 
 company’s process manuals, it is essential to give an insight into three of the company’s process 
 manuals. These process manuals provide a single global standard for BA, PM and RM on how 
 Offshore  AS  should  perform  the  processes.  This  chapter  will  only  include  and  incorporate 
 relevant information for the research questions that empathize on the focus areas.  


The chapter will first present the BA process manual which will give an introduction on how 
 projects are classified in accordance with pre-defined criteria, and then outline the BA life cycle  
 that present the process. The chapter will then present the PM process manual which outlines 
 the project life cycle that takes you through the eleven phases that present the process. Finally, 
 the chapter covers the RM process manual that outlines the implementation and monitoring and 
 RM in Offshore AS. 


3.1 Business Acquisition Manual 


The BA manual, which all employees within the BA department  is committed to comply, is 
 designed to give the company an overview of all the BA activities and the controls performed 
 by Offshore AS.  The core of  the  BA manual  is  to provide a set  of management  and system 
 processes, tools and abilities to handle all BA activities, where the result is a cost-efficient and 
 consistent deliverable in agreement with the client and Offshore AS’s requirements. 


It  is  important  that  the  risk  evaluation  and  management  process  is  considered  and  applied 
 throughout the entire BA process. This will be given more consideration in chapter 3.3 Risk 
 Management Manual. 


Since Offshore AS has a various range of project types and contract values, it is not suitable to 
use the same processes to all opportunities and tenders. To allow flexibility, Offshore AS has 
developed five levels which is chosen based on the project’s scope and level of risk. The five 
levels will be further elaborated later in this section. 
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 3.1.1 Project Levels 


Projects are classified in accordance with pre-defined criteria based on the scope of work related 
 with the project. The projects are classified into five separate levels through an increasing scale 
 of: Commercial Risk, Technical Risk/Complexity, Country Risk. Level 1 denotes low risk and 
 Level 5 project attracts significant risk.  


When an ITT is received, a level is established using a form that establishes necessary internal 
 deliverables  and  the  reviews  required.  The  deliverables  and  review  needed  increases 
 proportional with the level of risk, as shown in Figure 2. 


Figure 2: Project Level Model (Anonymous BA, 2018) 


Project Level 1 – Manpower or Equipment Hire 


Offshore  AS  is  working  under  the  direct  command  from  the  clients.  The  scope  is  to  supply 
 competent  employees  and/or  proper  equipment  in  according  with  the  scope  of  work  to  be 
 completed. The projects  requirement is  assessed to be of low  commercial/low technical  risk 
 and low country risk, and also generally be at low value. 


Project Level 2 – Working on Client Vessel or Engineering Contracts 


Offshore AS employees would be carrying out their obligations and activities on supplied 3rd
party vessel, and not an Offshore AS owned vessel. The scope of work would be described and 
completed under instructions from either the client or Offshore AS project employees.  
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Offshore AS Engineering department may be asked to develop plans, solutions, and supply with 
 equipment  etc.  on  behalf  of  a  client.  The  projects  requirement  is  assessed  to  be  of  low 
 commercial/low technical risk and low country risk.  


Project Level 3 – Vessel Charters or Minor IMR Campaign  


Offshore AS simply provide the vessel to its client. If there is any work it will be of minimum 
 engagement for Offshore AS, and the obligation for providing employees and/or equipment in 
 accordance with the scope of the work to be completed would be with the client. The scope 
 could  extend  to  minimal  IMR  job  or  surveys.  The  projects  requirement  is  assessed  to  be  of 
 medium commercial risk, and/or medium technical risk and/or medium country risk.  


Project Level 4 – Light Construction or IMR  


Offshore AS is responsible for most, if not all, activities related with the project and is to supply 
 and  manage  all  resources  needed  to  complete  the  project.  There  may  be  significant 
 subcontractors  required  and  handling  valuable  client  free  issued  resources.  The  projects 
 requirement is assessed to be of high commercial risk, and/or high technical risk, and/or high-
 country risk.  


Project Level 5 – Major Construction/Intervention Projects 


Offshore  AS  is  answerable  for  all  the  activities  related  with  the  project  and  supplying  and 
managing all resources needed to execute the project in consistent with both client expectations 
and  contractual  commitments.  Level  5  projects  will  be  high  value  and  might  have  EPIC 
(Engineering Procurement Installation Commissioning) answerability with several momentous 
subcontractors. The projects requirements are assessed to be very high commercial risk, and/or 
very high technical risk, and/or very high-country risk. 
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 3.1.2 Business Acquisition Life Cycle 


The BA life cycle is split into thirteen phases that present the process which all BA personnel 
 shall comply to. The Process Map, see Table 1, gives an overview of the thirteen phases and 
 provides a clear and precise sequence of activities. These activities  have to be in accordance 
 with the prescribed deliverables, see Appendix 1.1, which is fundamental to secure and verify 
 that full compliance with the BA management process has been accomplished.  


Table 1: The Process map, Business Acquisition (Anonymous BA, 2018) 


The Business Development Stage 


Phase 1  Identify Business Opportunities and Prospects 
 The Business Acquisition/Tender Management Stage 
 Phase 2  Receipt of ITT/RFQ 


Phase 3  Tender and Pre-Kick Off Administration 
 Phase 4  Kick-Off Meeting 


Phase 5  Tender Documentation Preparation 
 Phase 6  Tender Review/Provisional Approval 
 Phase 7  Tender Approval 


Phase 8  Tender Submission 


Phase 9  Tender Clarifications & Negotiations 
 Phase 10  Tender Commitments 


Phase 11  Handover to Projects 


Phase 12  Lessons Learnt – Unsuccessful Tender 
 The Business Acquisition Support Stage 


Phase 13  Business Acquisition Support 


The phases will furthermore be presented in the following sections with emphasis on risk.  


Phase 1 - Identify Business Opportunities and Prospects 


This  phase  includes  the  activities:  identify  potential  clients  and/or  opportunities,  internal 
assessment  of  client/opportunities,  develop  qualified  client  and/or  opportunities,  develop 
strategy/pursuit plan and maintain client relationships.  
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Subcontractor risk is a central challenge and therefor Offshore AS needs to assess such risk and 
 create  proper  strategies  to  deal  with  it.  Hence,  developing  a  strategy  plan  involves  creating 
 agreements with subcontractors and applicable partners.  


Every change involves inherent risk, and therefore it’s essential to maintain client relationship 
 and report changes in Offshore AS’s Customer Relationship Management (CRM) system. 


Phase 2 – Receipt of Invitation to Tender / Request for Quotation (ITT / RFQ) 


When Offshore AS gets an ITT from a client, a series of actions are commenced by Offshore 
 AS to assure that the invitation is handled and supervised in agreement to the corporate goals 
 and/or  operational  capabilities.  Further  actions  and  supervisions  are  aimed  to  secure  that  all 
 requests for services are handled in a controlled and qualified approach to validate the data used 
 to formulate a response to the client. This phase will give guidelines for the following activities:  


●  Receive and record ITT/RFQ 


●  Bid/No Bid Decision 


●  Establish Project Criteria Level (Anonymous BA, 2018). 


Making  a  bid  is  not  a  decision  that  should  be  taken  carelessly,  as  the  effort  that  goes  to 
 responding  to  tenders  is  a  significant  investment.  The  decision  has  to  be  based  on  Offshore 
 AS’s capability, equipment availability, competitive position and availability of resources to 
 assemble tender.  The finished Bid/No Bid form confirms the Project Level and establish the 
 tender deliverable and the reviews that are required which is then used for control of the tender 
 development.  


Phase 3 – Pre-Kick Off Administration 


This  phase includes  the activities:  Preliminary Review of  Lessons  Learnt,  Formalize  Tender 
 Team & responsibilities, Access to Tender Documentation, Prepare Presentation for Kick Off 
 Meeting, Prepare Tender Responsibility Matrix and Establish all necessary registers. 


Offshore AS shall assure that LL from former tenders is applied and Feedback to Tendering is 
reviewed. Problems identified must be listed in the Tender Kick Off Meeting and included in 
the Tender Kick Off Presentation. Furthermore,  all required registers must  be established to 
assist the tender process, usually: Contractual, Technical, Commercial and Risk Register. 
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 Phase 4 – Kick-Off Meeting 


In this phase all relevant departments should attend to clarify responsibilities and timelines for 
 the  tender.  In  the  Kick-Off  meeting  the  tender  budget  is  established  and  are  based  on  the 
 approved amount in the Bid/No bid which will be monitored and reported throughout the tender 
 phase. The activities and results of the Kick-Off meeting shall be documented in the minutes 
 of meeting. 


Phase 5 – Tender Documentation Preparation 


The Tender Deliverables and Review Form are to be stored in Document Management System 
 (DMS) and shall be accessible from CRM.  


Phase  5  includes  the  activities:  Commence  Tender  Readiness  Review  Checklist,  Strategic 
 Review, Lessons Learned Review, Constructability Review, Risk Assessments, Subcontractor 
 Scope  of  Work,  Equipment  &  Consumable  Lists,  Third  Party  Costing’s,  Prepare  Tender 
 Proposal Documents, Prepare Qualifications to Tender and Prepare Cost Estimate. 


The Tender Readiness Review Checklist is a living document which the department of BA is 
 responsible  to  maintain.  The  intention  of  the  checklist  is  that  it  should  work  like  a  memory 
 jogger with LL from previous tenders to ensure that the mistakes are not repeated. Furthermore, 
 it is expected that each region maintains their own checklist. 


The  Pre-Kick  Off  Administration  Stage  demands  a  LL  review,  which  shall  be  recorded  in 
 MOM, that entails: 


●  Review of Lessons Learnt Database  


●  Review of Close out reports of applicable projects 


●  Consultation  with  personnel  involved  in  former  (or  current)  applicable  projects 
 (Anonymous BA, 2018). 


To  determine  the  level  of  risk  related  to  the  tender  terms,  conditions  and  scope  of  work,  a 
 number of RA must be performed. The output shall be recorded in the following RA documents: 


Legal  Contractual-, Commercial- and Technical  RA, which needs to  be assessed and signed 
prior submitting the tender. They shall be updated throughout the tender clarification process, 
and should be revalidated before contract award, as a minimum. Qualifications occurs when 
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Offshore AS is taking exceptions to something from the client’s documents. These are to be 
 assembled, reviewed and approved before submitting to the client. 


Phase 6 Tender Review/Provisional Approval 


This phase is to assure that suitable level of checking is performed before the final review and 
 agreement  by  the  senior  management.  The  amount  of  reviews  is  decided  in  Phase  2  and 
 documented in the Tender Deliverables and Review document, it is not necessary to complete 
 these reviews unless previously identified. The various reviews are outlined below: 


●  Schedule Review 


●  Project Management & Engineering (PM&E) Review 


●  Method Statement Review 


●  Qualifications Review (Anonymous BA, 2018). 


Dependent on numbers and details, the qualifications can have an instant effect on the client’s 
 response to the tender. The qualifications need to assure that the offer is clear, but too many 
 may eliminate Offshore AS in an early stage. The qualifications have to be reviewed to assure 
 it is a differentiation between relevant qualification and clarifications and that unacceptable risk 
 issues at the ending of RA are closed.   


Phase 7 – Tender Approval 


This  phase  includes  the  activities:  Prepare  Tender  Approval  Information,  Regional  Review, 
 CEO Review, Board Review and Obtain signature approval to submit tender to client. 


Relying upon the Authority level, numerous of senior management reviews are required which 
 is,  along  with  the  deliverables  required,  defined  in  the  Tender  Deliverables  and  Review 
 document. Normally the deliverables are the same:  


●  Tender Board Review Presentation. 


●  Tender Approval Form. 


●  Board Review Memo (Anonymous BA, 2018). 


Prior  to  the  Tender  Board,  all  tender  deliverables  and  reviews  shall  be  archived  in  DMS. 


Furthermore, the results of the reviews shall be recorded in minutes of the meeting. Acceptance 
for submitting the tender is  given  by  a signed Tender Approval  form.  If substantial  changes 
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related  to  the  submission  are  identified  after  original  approval  has  been  received,  then  the 
 Tender Approval Form must be revised and re-approved. 


Phase 8 Tender Submission 


Before  Offshore  AS  submit  the  tender  submission  package  they  have  to  ensure  that  all 
 information  and  documentation  used  in  the  submission  is  appropriate,  precise  and  current. 


Preparation of the final submission package has to include a suitable cover letter and executive 
 summary which will further forwarded to the client in agreement with the delivery guidelines 
 accommodated  in  the  original  ITT/RFQ.  While  the  client  is  reviewing  the  submission, 
 personnel  from the tender team has to preserve the regular contract with the client to assure 
 compliance  with  the  submission  and  the  client’s  guidelines.  Through  their  communication 
 channel they will also be able to discuss or clarify the client’s needs.  


Phase 9 Tender Clarifications & Negotiations 


The  phases  before  leads  to  activities  aimed  to  assure  quality,  competitive,  risk  managed 
 proposal is submitted, and it is important in this phase that the integrity of the BA process is 
 maintained.  


If there are any commentaries from the client that involve variations to the proposal, the process 
 has to return to Phase 5. During the tender clarification process, it is also important that the 
 RA’s  are  kept  up-to-date.  With  substantial  changes  in  the  risk  profile,  the  form  should  be 
 revalidated by the person specified on the form. As a minimum the form should be revalidated 
 before the contract is awarded, and The Tender Approval Form should be updated and re-signed 
 for substantial changes.  


Phase 10 Tender Commitment 


The tender commitment phase is the last chance to examine and confirm that all risk and cost 
 is sufficiently defined. Before acceptance of the contract they have to complete: 


●  RA is up to date and signed. 


●  Tender Approval Form is up to date and signed (Anonymous BA, 2018). 


Phase 11 – Handover to Projects 


Phase  11  includes  the  activities:  Prepare  Documentation/Presentation  for  Tendering 
Department, Handover to Projects and Tender Outcome. The former is about collecting final 
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documentation  for  handover  to  applicable  project  manager,  while  Tender  Outcome  is  about 
 updating the CRM database with award status. 


Phase 12 – Lessons Learnt – Unsuccessful Tender 


As  defined  earlier,  the  investment  of  tendering  is  significant.  When  Offshore  AS  has  an 
 unsuccessful tender, it is important to assure that they learn and can improve until next time 
 they submit a tender. Offshore AS is using a The Tender Debrief Report to get feedback from 
 the clients, but it may also be used as a debriefing process and where necessary changes were 
 made.  


Phase 13 – Business Acquisition Support 


When  the  contract  is  handed  over  to  Project  Management,  the  tender  team  still  has  to  be 
 involved in some further phases, such as feedback to tendering (FFT). FTT process initiated by 
 projects may be important for the next tendering. The PM can advise the BA department about 
 point  of  note,  such  as  cost  omissions  or  overestimates,  contractual  inconsistencies  or 
 misrepresented information.  


Implementation and Monitoring 


To implement and monitor the various BA management processes and tools, it is fundamental 
 to establish and promote an effective process management. Offshore AS Business Units will be 
 capable to assure the completion of the goals and implementation of important improvements 
 to the BA management process. 


Auditing and Improvement 


To  achieve  continual  improvement,  it  is  important  that  Offshore  AS  monitor,  measure  and 
 analyze processes and based on reliable results they are able to assure completion of the process 
 goals and continuously improve within the BA system.  


3.2 Project Management Manual 


The Project  Management  (PM) manual,  which  all  project  staff is  committed to  comply, is  a 
discipline  where  projects  are  planned,  executed  and  finished  by  applying  a  systematic, 
repeatable, and adaptable process. According to Offshore AS, a project is defined as: 
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“A unique set of activities that are meant to produce a defined outcome, with a specific start 
 and finish date, and a specific allocation of resources” (Anonymous PM, 2018). 


The  core  of  PM  is  to  provide  a  set  of  management  system  processes,  tools  and  abilities  to 
 successfully handle a project where the results is a cost-efficient and operationally consistent 
 deliverable in agreement with the client and Offshore AS’s requirements.  


The manual includes the sequential phases that are necessary to give the topmost level of project 
 control. Nevertheless, the actual level of PM control is decided by the designated level. The 
 project level, as described in 3.1.1, is decided at the tender stage, but the General Manager can 
 modify  at  the  project  kick-off  stage  if  necessary.  Furthermore,  Appendix  1.2  –  Project 
 Execution  Deliverables  &  Review  Template,  gives  an  overview  of  specific  project  control 
 requirements.  It is important that risk evaluation  and management process is considered and 
 applied throughout the entire PM process. This will be given more consideration in chapter 3.3 
 Risk Management Manual. 


3.2.1 Project Life Cycle 


The  Project  Life  Cycle  includes  five  different  stages  as  demonstrated  in  Figure  3,  which  is 
 further split into eleven phases that present the process which all PM personnel shall comply 
 to.  


Figure 3: Project Life Cycle (Anonymous PM, 2018)
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The  Process  Map,  see  Table  2,  gives  an  overview  of  the  phases  provide  a  clear  and  precise 
 sequence of activities which have to be in accordance with the prescribed deliverables that is 
 fundamental to secure and verify that full compliance with the project management process has 
 been accomplished. 


Table 2: The Process Map, Project Management (Anonymous PM, 2018) 


The Business Acquisition Stage 
 Phase 1  Commercial Handover 
 The Project Management Stage 
 Phase 2  Project Kick-Off 
 Phase 3  Project Preliminaries 


The Engineering, Procurement and Construction Stage 
 Phase 4  Project Constructability Review 


Phase 5   Project Preparation 
 The Operations Stage 


Phase 6  Project Readiness 
 Phase 7  Project Mobilization  
 Phase 8  Project Offshore Execution 
 Phase 9  Project De-Mobilization  
 Phase 10  Project Completion  


The Experience, Feedback and Learning Stage  
 Phase 11  Project Close-Out 


The phases will furthermore be presented in the following sections with emphasis on risk. 


Phase 1 - Commercial Handover 


Even though the PM manual begins at the commercial handover point, the PM team should be 
included  to  support  the  BA  process  and  activities.  The  BA  department  are  answerable  for 
planning and leading a Project Handover meeting, which includes that all relevant departments 
are  represented.  Before  the  contract  for  the  project  is  signed,  a  contract  review  meeting  is 
recommended, where Legal, Tendering, Commercial and Financial departments have a meeting 
with the suggested project manager to go through the contract and make sure that it is consistent 
with documentation and obligations in the offer. 
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 Phase 2 – Project Kick-Off 


The goal of phase 2 is to assure that everybody, including key designated subcontractors when 
 applicable, is familiar with: 


●  The project goals and objectives 


●  Contract requirements and client expectations 


●  Roles and responsibilities 


●  The relation with other projects and resources (Anonymous PM, 2018). 


Phase 3 – Project Preliminaries 


This phase includes identification and establishment of draft documentation and activities that 
 are necessary for the project to assure that all required deliverables are identified. Furthermore, 
 it includes that the control budgets, plans, schedules and correlated documentation are settled 
 and approved by both Offshore AS and the client.  


Phase 4 – Project Constructability Review 


In phase 4 conceptual designs are developed showing ideas and suggestions to find operational 
 solutions essential to execute project requirements. The aim of this phase is to ensure that the 
 methods are attainable without any considerable changes expected, to determine issues or risks 
 and allowing improvement of solutions or measures regarding design, HSE, quality, assets etc.  


Phase 5 – Project Preparation  


This phase consists of preparing exhaustive project documentation, engage subcontractors and 
 carry out procurement and fabrication activities. Documentation shall be finished by applying 
 accepted forms and templates. The phase also includes management of control budgets, plans 
 and schedules, where any  changes  has  to  be inspected, reported and endorsed in  conformity 
 with authorization matrices. The most important topics under this phase with emphasize on risk 
 is: 


●  Master Document and Deliverables Register (MDDR) 


●  Management of Change (MoC) 


●  Lessons Learned 


●  Hazard Identification and Risk Assessment (HIRA) (Anonymous PM, 2018). 
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