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Traditional site reviews & their challenges

Project review by internal team & 3rd

3rd party reviewer given a ‘library’ to review & write a report on findings
No context, no site visit, no consideration of Tesoro goals for site

Non-collaborative - done in a bubble

Meeting with 3rd party reviewer, incumbent and clientMeeting with 3 party reviewer, incumbent and client
Turns into a marketing exercise

Outcomes
Minimal improvement to site management & strategy after a cursory review
• Suggestions often can’t be implemented due to unknown limitations (e.g. regulatory preferences, logistical 

issues)

Expensive and time consuming

Metrics not tracked post-review – just ‘yes or no’ acceptance of recommendations
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Tesoro’s driver for improvement…

2013: acquisition led to a 2-3x increase in the environmental reserves

New sites, new consultants and new Tesoro PMs

Several significant sites presented opportunities to improve

Tesoro management wanted to establish an internal program to ensure 
that the large sites/reserves are managed effectivelythat the large sites/reserves are managed effectively

Technically appropriate remediation measures are implemented

Financially responsible implementation of remedies
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We designed ‘Gatekeeper’ using our tried and true Lean
based approach… 

Work is done in alignment with 
customer goals

CollaborationCollaboration

Simple, visual documentation

Gemba

We designed ‘Gatekeeper’ using our tried and true Lean-
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Examples of other challenges addressed 

using a Lean-based approach (from 2015 

IPEC Presentation)

mgmt, trackin
g & reporting
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documents

Site closure 
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planning
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Goals of the Gatekeeper program

Systematic site selection

Standard approach/tools for site 
reviews

Collaborative approach

Harness team institutional knowledge

Ensure inclusion of subject matter experts

Modular/flexible

Output: real, implementable 
improvements aligned with site goals

Goals of the Gatekeeper program



The Gatekeeper process – the team

Tesoro PM

Tesoro Gatekeeper

Project consultant team

FacilitatorFacilitator

rd party reviewer (as appropriate)

the team



The Gatekeeper process

Full Team Kick-off

Intro to program and purpose *NOT a 
consultant performance review exercise!*

Standard Data Collection (by 
consultants) & Gatekeeper review 

Std docs: CSM, recent reports

Project Scoping via Improvement 
Profile:

Identify challenges/data gaps

Identify site goals

Key considerations (risk, logistics, etc.)

Example Improvement Profile



The Gatekeeper process

‘Gemba’ Meeting - 1.5 days, on-site

Full project team participates

• Engage operations personnel (e.g. Terminal 
Mgr/customer)

‘Gemba’

Key questions: Is site CSM complete? What Key questions: Is site CSM complete? What 
are the gaps? Major issues/risk drivers at 
the site?

Outputs: 

• improvement action plan for immediate 
implementation of improvements 

• optimized long-term strategy 

• key metrics to measure improvements

Day 2:

• Assess data gaps/ 

problems

• Brainstorm and analyze 

improvements

• Develop improvement 

action plan

• Due dates

• Assign 

responsibility

Day 1:

• Consult presentation 

on site

• Tesoro – site goals

• Assess what is going 

well and where 

challenges lie

• Analyze and 

prioritize findings

Site Gemba walk

General Gemba Meeting Agenda

responsibility• Site Gemba walk

Site ‘Gemba’ Walk



The Gatekeeper process

Gemba Follow-up

~1 to 2 months after Gemba 
Meeting

Full team call lead by the 
Gatekeeper

Review Improvement Action PlanReview Improvement Action Plan

• Ensure all improvements are on 
track; adjust where needed

Track metrics for report out to 
management & customers on 
results 

• Standard format (shown in 
results)

Improvement Action Plan (partial)Improvement Action Plan (partial)



Gatekeeper process (simplified, partial)Gatekeeper process (simplified, partial)



Gatekeeper reviews to date

Program Launched November 2015

Large CA Terminal with significant 
SPH

Medium Terminal in Alaska

Medium Terminal in CA (in 
progress)

Small pipeline release (Gatekeeper 
‘light’)
Small pipeline release (Gatekeeper 

Terminal Site Gatekeeper Review

November 2015 



Results summary

$5 - $7M – cost avoidance 

via an improved municipal 

well contingency plan 

Reduce 1 FTE via 

optimized product 

management

7 significant data gaps 

identified & an action plan 

developed

High risk storm sewer 

condition identified; 

protection of bay

Proposed expensive 

remedy rejected in lieu of 

completion of CSM 

Example project summary with improvement action itemsExample project summary with improvement action items
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