Elevating Turnaround Success

The Critical Role of Quality Management

EXECUTIVE SUMMARY




Introduction

Turnaround success is usually measured by safe
performance, on-time delivery, and on-budget
completion; however quality is equally crucial.
A key question arises, how do we ensure quality
during such time-sensitive turnarounds?

The 2010 Tesoro Petroleum Refinery While not all oversights lead to disasters,
explosion in the United States, which they can harm an organisation's financial
resulted in seven fatalities due to equipment  and operational health, causing rework,
failure and poor maintenance highlight this delays, and production losses. Therefore,
urgency. Investigations revealed critical prioritising quality in turnaround planning
lapses in inspections, emphasising the need and execution is vital for long-term

for a strong quality focus. operational viability.
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Figure 1: Quality in various stages of turnaround

Turnaround preparation, planning, and execution are
split across numerous phases. Ensuring quality at every
phase is crucial for successful execution and operational
efficiency. A robust quality framework protects project
integrity and adheres to the "four-eye principle”,
emphasising critical reviews to minimise errors and

promotes accountability.

Digital tools, when integrated into normal operations, can
significantly enhance quality control during turnarounds. Predictive
maintenance monitors equipment health, while generative Al
solutions assess risks and recommend preventive measures. Real-
time dashboards provide live turnaround updates, enabling quick
issue resolution and helping teams maintain a strong focus on

quality—even under tight timelines.

Quality Management during Scoping phase

Once the scope is finalised, dedicated sessions should be held to
assess the quality and completeness of the turnaround scope.
A cross-functional team should evaluate whether the scope
sufficiently captures and defines all critical recommendations
from safety systems — such as Management of Change (MOCQ),
HAZOP, and Process Hazard Analysis (PHA). It is also essential

to ensure the scope fully incorporates risk-
based inspections, preventive maintenance
(PM) plans, root cause analysis (RCA)
findings, maintenance backlogs, and other
relevant considerations. A well-defined and
comprehensive scope forms the foundation
for identifying the appropriate materials and

services required for successful execution

Quality Management during Planning
and Scheduling phase

Successful turnarounds depend on a solid
schedule outlining timing, responsibilities,

and durations, based on best practices

and industry standards. After finalising the
schedule, a thorough review should assess
quality of schedule and identify improvement
areas. Key factors to consider include the
inclusion of hard and soft constraints

for scheduling flexibility, identification of
negative and positive lags, clear definitions of
activity relationships (like 'Finish-to-Start'),
recognition of activities with negative or

zero float, adequate resource loading by
crafts, sufficient allowances for unforeseen
events, visibility of inspections and hold points
by discipline, and any equipment requiring

factory acceptance testing.

The Inspection Test Plan (ITP) involves
multiple stakeholders—execution teams,
quality control, and owner departments—
covering reliability, quality, operations, and
process engineering. Quality of ITPs must

be reviewed to ensure effective application
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during turnarounds. Key considerations for reviewing ITPs
include leveraging historical inspection and maintenance data
to prioritise critical inspections, selecting critical hold points
where work pauses for verification, establishing clear pass/fail
criteria for each inspection step, and ensuring that site-specific

standards are properly referenced.

Quality Management pre-TAM

Quality control for incoming materials, equipment, and tools
includes routing materials to inspection locations, conducting
visual compliance checks, maintaining inspection records,
ensuring proper storage, confirming inspections through
bagging and tagging, and tracking item status from ordering
to tagging. Physical verifications of all received and in-stock
material must be targeted at least four months prior to the

turnaround to allow for ordering any damaged material.

Quality Management during

TAM Execution

While Daily Turnaround (Flash) Reports offer

a snapshot of overall progress, they often lack
sufficient detail on quality-related activities. To
address this, organisations should implement a
dedicated Daily Quality Report. This report should
summarise key findings from recent inspections,
track the condition and status of equipment
and components, highlight relevant quality KPls,
identify unresolved quality control risks, outline
major upcoming inspections, and provide a clear

overview of material and equipment readiness.

Quality Management post TAM phase
Capturing lessons learned and developing SMART
actions is essential for continuous improvement.
A thorough review should focus on quality-
related lessons from the previous turnaround—
taking into account inspector competence, the
adequacy of Inspection and Test Plans (ITPs),

the quality of recommendations, instances of
rework, dropped scope, and other relevant issues.
Additionally, evaluating contractor or third-party
performance through post-contract assessments
is critical to informing future project selection and

strengthening quality management practices.

To ensure safe, reliable, and successful turnarounds, quality management must be embedded in every stage —

safeguarding the plant's operational integrity and efficiency. Integrating quality at all phases mitigates risks and

prevents costly oversights. Past industry incidents highlight the need for rigorous practices.

Embedding industry-leading best practices, structured rituals, and targeted coaching across departments

cultivates a culture of continuous improvement and drives cross-functional synergies in Quality Management. By
aligning teams around shared objectives and fostering robust capabilities, organisations can deliver sustainable
quality performance throughout the turnaround lifecycle. This integrated approach not only enhances operational
efficiency but also strengthens the organisation's ability to proactively address complex challenges, ensuring that

safety and reliability are uncompromised at every stage.

Tools like Inspection Test Plans (ITPs) and Daily Quality Reports promote accountability and improvement. Visual

boards and contingency plans help meet standards and prepare teams for challenges, driving effective execution.

Overall, quality management is a strategic advantage that enhances turnaround performance and is vital for

operational excellence.
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