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Memorandum 
 
DATE: February 24, 2017 
  
TO: Santa Barbara County Planning Department 
  
FROM: Susan Perrell 
  
SUBJECT: Response to Questions 

 
 
Question:   
Please provide a more detailed description of Aera Energy’s System of Operating 
Excellence (SOE). 
 

System of Operating Excellence 
This is Aera’s key management system for every facet of our business from 
operating profitably to protecting human health and the environment. SOE 
was formally adopted in 2001. It is our company’s way of ensuring our 
results are consistent with our values.   

 
Aera’s Basic Principles: 
The system starts by setting some very high goals.  These are the guiding principles of 
our company: 
 

Purpose 
Our energy achieves what others cannot and creates success for those we touch. 
 

Vision 

 Inspired people of common purpose 

 Protecting people and the environment 

 Unsurpassed value creation 

 World-class process performance 

 Renowned and respected for excellence 

 Respected community member 
 
Values 

 Being part of something special 

 Founded upon honesty, integrity and respect 

 Passion for learning and improving 

 Being accountable to each other 

 Bias for action 
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The SOE Framework: 
The System of Operating Excellence establishes a set of nine elements to specifically 
define our strategy for running our business consistent with these principles.  It’s a very 
detailed roadmap for ensuring that our vision of working safely, continuous compliance 
with government and company standards, protecting human health and the environment 
and earning “life cycle” profitability are achieved. 
 
There are nine Elements that define the strategic areas addressed by the framework: 

1. Leadership, Commitment and Involvement 
2. Risk Management 
3. People  
4. Process Design and Equipment Operation & Maintenance 
5. Contractor Stewardship 
6. Environmental Key Processes and Programs 
7. Health and Safety Key Processes and Programs 
8. Incident Preparedness, Response and Follow-up 
9. Auditing 

 
SOE Elements 
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Element 1: Leadership, Commitment and Involvement 
Intent: Management provides the vision, sets the expectations and provides the 
resources to implement and improve the system. Success can only be achieved if all 
employees are involved and committed. 
 

Expectations: System Guide: 

1.1  A process is in place to involve employees in the 
development, implementation and continuous improvement 
of this System of Operating Excellence (including a written 
governance plan). This includes review and communication 
of goals and objectives, best practice sharing and 
benchmarking of the SOE processes. 

System Guide 1.1  

1.2  A process is in place to influence SOE leadership 
behaviors.   

System Guide 1.2  

1.3  A process is in place for consequence management 
pertaining to SOE performance.   

System Guide 1.3 

1.4  Processes are in place to communicate, demonstrate, 
and assess Aera’s commitment to being a respected 
community member. 

System Guide 1.4 

 
Element 2: Risk Management 
Intent:Comprehensive risk assessment and management ensures that our resources 
(both human and financial) are expended to best meet our business and 
operational objectives. 
 

Expectations: System Guide:  

2.1  A process is in place to recognize, assess and prioritize 
operational risks, and to provide the resources to 
appropriately reduce, mitigate or eliminate those risks.  

Risk assessment and management should cover the 
following activities: 

 Acquisition and divestiture 

 New ventures and processes 

 Design and construction 

 Ongoing operations, including abandonment 

System Guide 2.1  

2.2  A process is in place for managing facilities deemed to 
have elevated risk. 

System Guide 2.2 
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Element 3: People  
Intent: Aera will hire, assign, and develop employees in a manner consistent with Aera's 
Purpose Vision and Values, and business needs. 
 

Expectations: System Guide: 

3.1  A process is in place to identify and match skills, 
experience and qualifications when hiring or reassigning 
workers. 

System Guide 3.1 

3.2  A process is in place to coach and assess employees.    System Guide 3.2  

3.3  A process is in place to identify training requirements 
and to provide training. 

System Guide 3.3 

3.4  A process is in place to assure that operating 
procedures are developed, kept current and followed. 

System Guide 3.4 

 
 
Element 4: Process Design and Equipment Operation & Maintenance 
Intent:  TPR and EHS requirements are integrated such that activities are seamless and 
ensure environmental, health and safety performance is optimized. 
 

Expectations: System Guide: 

4.1  A process is in place for Project Management to 
manage design and construction, quality control and start-up 
activities in compliance with company, standards, legal, 
regulatory and permit requirements. A process is in place to 
manage changes in equipment and procedures. 

System Guide 4.1 

4.2  A process is in place for Total Process Reliability (TPR). 
A process is in place to manage changes in equipment and 
procedures. 

System Guide 4.2 

4.3  A process is in place to have equipment files and 
drawings for appropriate equipment and facilities readily 
available to employees. 

System Guide 4.3 

 
Element 5: Contractor Stewardship 
Intent: Contractors working in Aera locations have effective programs and processes to 
protect all employees, assets, and the environment. 
 

Expectations: System Guide: 
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5.1  A process is in place for evaluation and selection of 
contractor services, which includes an assessment of the 
contractor’s capabilities to perform work in a safe and 
environmentally sound manner. 

System Guide 5.1 

5.2  A process is in place to provide EHS orientation, 
including hazards of the work environment, for contractor 
personnel. 

System Guide 5.2   

5.3  A process is in place to monitor and assess contractor 
day-to-day performance, provide feedback, and ensure 
follow-up. 

System Guide 5.3 

 
Element 6: Environmental Key Processes and Programs 
Intent:  Development, communications and maintenance of programs and processes to 
assure that environmental hazards and impacts are either eliminated or controlled as 
necessary to meet our commitment to remain in compliance and to measure and minimize 
our environmental footprint. 
 

Expectations: System Guide: 

6.1  A process is in place to monitor, prioritize, influence and 
communicate the impact of new and emerging compliance 
requirements that will effect our operations. 

System Guide 6.1 

6.2  A process is in place for development and         
communication of environmental policies, programs and 
guidance documents. 

System Guide 6.2 

6.3  A process is in place to develop and track 
environmental compliance tasks, ensuring that appropriate 
records are gathered, retained and available, along with the 
documentation of follow-up. 

System Guide 6.3 

6.4  A process is in place to monitor emissions, releases and 
waste generation and assess reduction / elimination 
opportunities. 

System Guide 6.4 
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One strategy to ensure Aera is meeting its SOE objectives is the morning meeting 
that takes place at all operating facilities.  Below is the agenda from one of these meetings. 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
Element 7: Health and Safety Key Processes and Programs 
Intent:  To meet our commitment to do no harm to people, development, communication, 
and maintenance of Health and Safety programs and processes are necessary to assure 
that hazards are either eliminated or controlled.  
 

Expectations: System Guide: 

7.1  A process is in place to monitor, prioritize, influence and 
communicate the impact of new and emerging compliance 
requirements that will effect our operations. 

System Guide 7.1 

7.2  A process is in place for development and 
communication of Health and Safety policies, programs and 
guidance documents. 

System Guide 7.2  

7.3  A process is in place to develop and track Health and 
Safety compliance tasks, ensuring that appropriate records 

System Guide 7.3 
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are gathered, retained and available, along with the 
documentation of follow-up. 

7.4  A process is in place to identify, assess and manage 
industrial health risks. 

System Guide 7.4 

 

7.5  A Behavior Based Safety Management process is in 
place at all field locations as part of a complete safety 
program. 

System Guide 7.5 

 

 
Element 8: Incident Preparedness, Response, and Follow-up 
Intent:  Operational and security preparedness are essential to ensure that all necessary 
preparedness and response actions are taken. Effective incident response, reporting, 
investigation, and follow-up are necessary to achieve operational excellence.  Effective 
incident analysis provides the opportunity to learn from reported incidents and to use the 
information to take appropriate corrective action. 
 

Expectations: System Guide: 

8.1  A process is in place to identify credible and significant 
incidents and scenarios and their impact, upon which 
preparedness and response plans are based and drills are 
conducted. Response plans are documented, accessible, 
and clearly communicated.  Plans should include roles and 
responsibilities of Aera employees, contractors and public 
response agencies. The plans should also identify 
equipment and trained personnel to respond to incidents. 

System Guide 8.1 

8.2  A process is in place for internal and external reporting 
and investigation of EHS incidents as appropriate. The 
process should be documented, accessible and clearly 
communicated. Corrective actions should be identified and 
tracked to completion. 

System Guide 8.2 

8.3  A process is in place to ensure the security of people, 
assets and information.  

System Guide 8.3 
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Element 9: Auditing 
Intent:  Auditing is used by the organization to measure the level of compliance and 
system maturity, assess areas of concern and provide protocols to improve performance. 
 

Expectations: System Guide 

9.1  An operational EHS self-assessment process is in 
place, using risk management techniques to determine 
priorities and frequencies. 

System Guide 9.1 

9.2  A process is in place to perform internal audits of SOE 
performance, using risk management techniques to 
determine priorities and frequencies.  

System Guide 9.2 

9.3  A process is in place to provide Aera’s Board of 
Managers with external audits of SOE performance, using 
risk management techniques to determine priorities and 
frequencies.  

System Guide 9.3 

9.4  A process is in place for all levels of auditing to provide 
for management review of audit findings and the 
development and completion of corrective action plans. 

System Guide 9.4 
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Governing the SOE process 
The SOE effort is governed by an SOE Steering Council and nine Element Teams. The 
Council is responsible for setting the direction and pace of overall improvement to the 
SOE. The nine Element Teams are the engines that provide the needed gap analysis and 
resulting annual plans to ensure that the SOE remains effective. Employees in the 
operating assets, as well as process groups (such as EHS and CPE), have the 
responsibility to implement the annual plans.  
 
The Steering Council membership includes Vice Presidents from operations, engineering, 
EHS and Business Resources.  Other representatives from EHS and the Center for 
Process Excellence attend council meetings as needed.  The Council approves the 
annual plans of the nine Elements, as well as the annual assessment plan to check the 
status and effectiveness of the SOE.  
 

 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Assessing the status and effectiveness of the SOE  
Each year Aera measures the status and effectiveness of the SOE. The complexity of the 
assessment will vary year by year. In some years, to ensure an outside view, Aera will 
use assessors from the Parent Companies. In some years, since the people who know 
the system best are those that work it day to day, Aera will use assessors that are Aera 
employees. In either case, the key is that the assessment will be annual, and that the 
Steering Council will be looking for the best opportunities to improve the overall 
effectiveness of the system. 
 
In assessing the SOE, the quality of the system documentation will be reviewed, along 
with how well workers understand that documentation. (This is the “Status’ of the system). 
How well workers implement the system in day-to-day activities will be observed to 
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determine the effectiveness of the system (as measured against the SOE 
Intents and Expectations).   
 

SOE Results: 
The System of Operating Excellence helps every Aera employee from managers to 
drillers understand what is expected of them, the tools and training to do their jobs in a 
way that’s safe and productive, and continuously measures how we’re all doing.  It has 
proven to be a very valuable tool to drive continuous improvements in process and 
practice in all areas of the business.  
 
Safety: Aera Energy’s safety record is eight times better than the national manufacturing 
sector and eighteen times better than California state and local governments.  And we 
continue to improve every year. 
 

 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Compliance: Our Environmental Health and Safety Task Compliance Record has been 
100% for the last 16 years. 
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Oil Spills Near Zero:  One specific area in which the company has improved is reducing 
the number and volume of oil spills.  With the help of SOE, the company’s spill incidents 
have been reduced by 90% to near zero. 
 

 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
And finally, air emission Notices of Violations have decreased by more than 70% 
in the past ten years. With the help of SOE, NOVs have decreased significantly.  This 
is due in large part to the focus on strict compliance by Aera employees which has 
developed through the SOE process.  In fact, in recent years most of these notices are 
actually self-reported by Aera rather than being detected by agency inspectors.  
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