
Portfolio Management 
Simplified – a case study
Tesoro Corporation
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Special Thanks to

• Jeff Baker - Tesoro Corporation

• Sue Boyle, Bethany Zinni, Steve MacIntyre - Haley & 
Aldrich;  Lean Practitioners 

• The Tesoro Consultants -
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Goals for Today

• Brief introduction to Lean

• The “beauty” of standard work

• Tesoro’s Retained Liability Portfolio

• Challenges and opportunities
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• Explore Approach and Value Delivered

• Results

• Quantified, based on 3 years of use

• Future Opportunities  (and Take your Questions)

• M&A support, optimize spending,  go further faster



Lean 

IncreaseValue
Reduce Waste
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Respect People

People Understanding Value, Acting 
Together to Reduce Waste & 
Checking/Adjusting for Results (PDCA)



Lean Principles – Guide VWP
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Operational
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Overarching



4P

PProblem Solvingroblem Solving

Many
organizations 

attack only 
process “waste”. 
This works but is 

tough to make 
stick.
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PPhilosophy hilosophy –– llong term, customerong term, customer

PPeopleeople & PartnersPartners

PProcessrocess



4P

PProblem Solvingroblem Solving

We’ve had 
success by gently 

training & 
engaging people 

in problem solving 
to find the right 

processes, 
actions & results. 
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PPhilosophy hilosophy –– llong term, customerong term, customer

PPeopleeople & PartnersPartners

PProcessrocess

actions & results. 



Tesoro’s Key Challenge

Why? 

How could Tesoro better manage its entire portfolio  
of retained liability sites with limited resources?  

Sites were 
languishing and not 

getting closed

Rapidly changing 
business conditions 
required Tesoro to 

nimbly change their 
remediation 

Client PM was 
spending too much 

time on financial 
data manipulation
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Key Results

16% risk 
reduction, 25% 

spend

Haley & Aldrich 
partnered with 

Tesoro to create a 
tool to manage risk 

versus spend. 

3x to 5x site 
closure rate

Improved regulator 
advocacy, 

remediation 
selection and 

operation

50% time 
reduction

A standard budget 
& reserve process 
allowed Tesoro to 
focus attention on 
portfolio strategy

getting closed
remediation 
approach

data manipulation



Lean Made Opportunities Visible, Helped Focus on the 
Biggest Problems

• Report Writing – inconsistent, too long, 
insufficient advocacy with regulators

• Incomplete Site Characterization –
moving  too quickly to remedy selection

• Inappropriate Remedy Selection –
consultants had personal biases toward 
certain technologies; some were misapplied
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certain technologies; some were misapplied

• Project Accounting – budgets, invoicing 
and accrual tasks were inconsistent, took 
up a significant managerial time

• Site Closure – wasn’t happening fast 
enough

• Expenditure Balance – no way to ensure 
that expenditures were balanced with site 
conditions

Key learning: 
Tesoro was getting “low-cost” 
bids & spending more money!



Project Example
Haley & Aldrich Designed and Led a Series of 
Lean Events* to Identify & Remove Waste

• Discontinuity in work flow, redundancies, re-work 

• Lack of standard methods to establish priorities, achieve 
Tesoro goals and guide project teams; e.g., different 
approaches to similar investigation, remediation needs 
(everyone “owned” their own method) across portfolio
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(everyone “owned” their own method) across portfolio

• *  With the Consultants - Not in a vacuum



Beneficial Outcomes

• Consensus

• Camaraderie

• Cooperation

• Ownership of the results
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Standardized approaches allow analysis
One Outcome: Site Significance Tool (SST)

• Allows powerful analyses of financial and risk data

• Allows management to assess the portfolio “as a whole” to 
optimize spending

• Assess and match spending and consultant activities to 
business, site and economic conditions
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business, site and economic conditions

• Systematically identify poor performance  (site, technology, 
project team and more) and resolve

• Assess what is working well, and replicate

Prepared under privilege, 
at request of counsel



Generic Impact Tool – Allows Analysis of 
the Portfolio Condition
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Site Significance Tool
Portfolio Priority Rating

Site Name
Lead 

Consultant

% Total Cost 
Paid by 

Company

Current 
Lifecycle

WEIGHTED
PRIORITY

PRIORITY
CODE

Current Fiscal 
Year Cost 

CODE

CFY Total 
Cost

CFY Cost Per
Unit Priority

CFY Base 
Cost

# Wells in 
Monitoring 
Program

CFY 'Task 
Costs'

CFY 'Task' 
Costs Per Unit 

Priority

Previous Year 
Invoice Total 

5 Year Total 
Cost

5 Year Cost 
Per Unit 
Priority

Site L Consult B 100% C 4 1 A $       5,325 $           1,331 $5,204 2 $121 $              30 $           4,999 $17,024 $         4,256 

Site H Consult F 100% B 8 1 B $     86,308 $         10,788 $14,570 0 $71,738 $         8,967 $         16,783 $86,308 $       10,788 

Site W Consult H 100% B 12 1 A $     17,336 $           1,445 $17,336 12 $0 $                 - $         44,985 $75,560 $         6,297 

Site D Consult F 100% B 13 1 A $     34,158 $           2,628 $11,625 4 $22,533 $         1,733 $         40,677 $34,158 $         2,628 

Site Z Consult H 100% B 16 1 A $     14,754 $              922 $14,754 10 $0 $                 - $         86,612 $55,486 $         3,468 

Site A Consult H 100% B 16 1 B $     51,736 $           3,234 $29,972 12 $21,764 $         1,360 $       107,693 $161,459 $       10,091 

Site N Consult D 100% B 21 1 A $     33,081 $           1,575 $27,614 17 $5,467 $            260 $         35,134 $71,931 $         3,425 

Site PP Consult A 100% B 22 1 B $   116,978 $           5,317 $38,153 10 $78,825 $         3,583 $         76,893 $263,393 $       11,972 

Site JJ Consult F 100% A 24 1 B $     64,760 $           2,698 $42,460 19 $22,300 $            929 $       139,080 $125,000 $         5,208 

Site S Consult D 100% B 25 1 A $     28,358 $           1,134 $23,855 15 $4,503 $            180 $         56,972 $84,374 $         3,375 

Site LL Consult D 100% B 25 1 A $     33,819 $           1,353 $26,694 5 $7,125 $            285 $         42,783 $85,863 $         3,435 

Site Y Consult H 100% B 25 1 B $     80,195 $           3,208 $38,825 15 $41,370 $         1,655 $       129,712 $160,902 $         6,436 

Site AA Consult A 100% B 27 1 B $   121,663 $           4,506 $51,138 7 $70,525 $         2,612 $       127,575 $379,493 $       14,055 

Site V Consult D 100% B 27 1 A $     23,498 $              870 $19,195 7 $4,303 $            159 $         44,667 $42,441 $         1,572 

Criteria (rated on/off site)
Site
• Soil
• Groundwater
• Sediment
• Surface Water
• Soil Vapor
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Site V Consult D 100% B 27 1 A $     23,498 $              870 $19,195 7 $4,303 $            159 $         44,667 $42,441 $         1,572 

Site U Consult D 100% B 28 1 B $     75,282 $           2,689 $30,460 13 $44,822 $         1,601 $         54,270 $168,216 $         6,008 

Site M Consult F 65% A 28 1 C $   192,750 $           6,884 $55,793 5 $136,957 $         4,891 $       441,315 $285,271 $       10,188 

Site I Consult F 65% B 30 1 C $   167,975 $           5,599 $107,423 29 $60,552 $         2,018 $       129,505 $343,760 $       11,459 

Site GG Consult E 100% B 31 1 B $   127,543 $           4,114 $90,634 8 $36,909 $         1,191 $       124,399 $358,268 $       11,557 

Site J Consult G 100% B 32 1 B $     74,590 $           2,331 $45,960 5 $28,630 $            895 $           9,345 $143,310 $         4,478 

Site K Consult F 65% B 36 1 C $   191,318 $           5,314 $105,198 21 $86,120 $         2,392 $       495,517 $675,993 $       18,778 

Site DD Consult H 100% B 37 1 B $     79,885 $           2,159 $25,745 22 $54,140 $         1,463 $       127,179 $297,681 $         8,045 

Site EE Consult F 100% B 39 1 B $   108,735 $           2,788 $58,385 15 $50,350 $         1,291 $       119,078 $403,855 $       10,355 

Site T Consult D 100% B 40 1 B $   100,096 $           2,502 $40,599 20 $59,497 $         1,487 $         81,518 $179,267 $         4,482 

Site F Consult D 100% B 42 1 C $   173,967 $           4,142 $60,561 45 $113,406 $         2,700 $       169,925 $439,030 $       10,453 

Site OO Consult H 100% B 42 1 A $     47,415 $           1,129 $46,405 14 $1,010 $              24 $       145,787 $265,345 $         6,318 

Site BB Consult D 100% B 44 1 B $   139,193 $           3,163 $40,221 12 $98,972 $         2,249 $       129,831 $316,608 $         7,196 

Site O Consult F 67% B 48 1 C $   208,687 $           4,348 $131,323 23 $77,364 $         1,612 $       366,569 $983,287 $       20,485 

Site G Consult D 100% B 49 1 B $     57,584 $           1,175 $23,331 14 $34,253 $            699 $         52,321 $149,097 $         3,043 

Site FF Consult F 100% B 50 2 A $     17,550 $              351 $16,760 7 $790 $              16 $         31,105 $35,100 $            702 

Site C Consult D 100% B 53 2 B $     95,059 $           1,794 $35,221 18 $59,838 $         1,129 $       114,500 $332,130 $         6,267 

Site B Consult C 100% B 60 2 C $   206,310 $           3,439 $93,605 8 $112,705 $         1,878 $       129,885 $302,105 $         5,035 

Site KK Consult F 100% B 98 2 B $   138,510 $           1,413 $76,030 21 $62,480 $            638 $       177,052 $677,730 $         6,916 

Site CC Consult A 65% B 102 3 C $   175,463 $           1,720 $48,888 9 $126,575 $         1,241 $       218,858 $624,193 $         6,120 

Site Q Consult F 100% B 106 3 C $   230,795 $           2,177 $94,270 22 $136,525 $         1,288 $       263,278 $847,341 $         7,994 

Site P Consult F 100% B 114 3 D $   279,245 $           2,450 $36,355 9 $242,890 $         2,131 $         72,173 $585,925 $         5,140 

Site MM Consult H 100% B 120 3 E $   412,684 $           3,439 $44,156 11 $368,528 $         3,071 $         88,449 $654,218 $         5,452 

Site R Consult F 65% B 136 3 E $   361,655 $           2,659 $108,033 19 $253,622 $         1,865 $       383,674 $1,148,954 $         8,448 

Site II Consult H 30% B 180 4 C $   230,721 $           1,282 $81,356 33 $149,365 $            830 $       270,860 $1,039,950 $         5,778 

Site E Consult D 100% B 189 4 B $     62,012 $              328 $54,774 18 $7,238 $              38 $         87,502 $173,091 $            916 

Site NN Consult H 100% B 204 4 E $   929,346 $           4,556 $264,719 74 $664,627 $         3,258 $       510,544 $2,208,209 $       10,825 

Site X Consult F 100% B 325 5 B $     98,824 $              304 $30,390 6 $68,434 $            211 $       143,999 $383,713 $         1,181 

Site HH Consult H 100% B 504 5 D $   259,001 $              514 $109,537 93 $149,464 $            297 $       400,413 $1,075,018 $         2,133 

• Soil Vapor
• Ecological
Regulatory Attention
Business
• Costs
• Property Value
• Ownership
• Public Percep.
Legal
• 3rd prty tort/tresp.
• Regulatory fines
• Permit violations



Project Example
Tesoro Experienced Process Improvements related to Lean 
Site and Portfolio Management with Measurable Resul ts

Process Improvements

Reports : Improved, standardized, streamlined, 
lower cost reports, budgets and review

Portfolio Management: Developed portfolio 
level analysis for site conditions vs. spend & 
approach – facilitates rapid adjustment; 

Results

3x site closure rate first year, 5x 
third year: spend less instead of 
focusing on cheaper bids

Fewer budget surprises, ability 
to quickly adjust to economy 
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approach – facilitates rapid adjustment; 
improved budget & reserve accuracy

Standard Operations: Standardized selection 
& application of remedial technology to use; 
reduced costs 

Consultant Performance: Improved teamwork 
between consultants & priority focus

Improved Efficiency:  25% spend 
improvement metric  (reduced 
business risk* by 16% AND cost
by a greater amount

Reduced number of consultants 
from 8 to 5

Effort paid off in less than one 
year

*Calculated risk (16% decreased) is based on site conditions, regulatory conditions, legal conditions, & business related 
conditions.  It is not a traditional and exposure risk assessment. 



Through a unique combination of technical & facilit ation 
skills,  Tesoro has new tools to  manage its comple x 
portfolio of environmental assets & liabilities

Technical Skills
Site remediation & 
regulatory advocacy

Facilitation & Lean Skills          
Address multi-stakeholder 
needs & manage differing 

priorities
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Outcomes
Made the client more agile & competitive by reducing costs & improving assets

Made staff less busy instead of adding more staff
Avoided dramatic budget increases & rationalized spending

“H&A has framed both the technical side of the proj ect and the 
political/sociological side.  I’ve never seen anyth ing like that before. They’re 

great listeners.” Jeff Baker – Tesoro



Concluding Thoughts

• Lean - Value vs. Waste,   People as Partners

• The “beauty” of standard work  (do you use it, and can you do more 
with it?)

• Does Tesoro’s Retained Liability Portfolio look like yours, or 
your customers?
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your customers?

• What are your challenges and opportunities? 

• Results

• If I could reduce the time spent on financial matters by 50%, I would 
(complete this sentence)

• How about

• M&A support, optimize spending on newly acquired sites, integrate 
new consultants on your team…….



Thank you!
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Thank you!


