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Efficiently expanding a specialty chemical company

COIM, a specialty chemical company, 
decided to expand its production capaci-
ty in the U.S. to supplement growing mar-
ket and economy. The company already 
had an operating presence in the U.S. in 
West Deptford and Paulsboro, both in 
New Jersey. The West Deptford site was 
selected for the capital investment due to 
its proximity to the market, availability of 
feedstock, access to skilled labor and ex-
cellent infrastructure, including rail and 
roadway access. FIG. 1 shows the project’s 
status 18 mos into construction—the 
steel structure is fully erected, and equip-
ment and piping installation is underway.

Project development. COIM ap-
proached this expansion in a methodical 
fashion. Internally, vigorous debate was 
encouraged, and key issues were addressed 
objectively in evaluating various plant con-
figurations and design options. Ultimately, 
it was decided to implement this expan-
sion in a phased manner. COIM places 
great emphasis on having key engineering 
management responsible for the project’s 
performance from concept to operation.

To achieve these business objectives, 
it was essential to develop key partner-
ships with local suppliers to achieve a 
“win-win.”1,2 Concern for the communi-
ty, environment and sustainability were 
as important as financial considerations. 
By carefully balancing the needs of all its 
constituents, COIM was able to achieve 
a successful execution strategy that has 

yielded a long-term, sustainable solution.
All required process considerations 

were laid out prior to selecting the appro-
priate equipment, considering process 
conditions such as temperature, pres-
sure, viscosities and flows in developing 
capacities. In addition, supplemental 
utilities were based on the requirements 
to support a growing capacity in the fu-
ture. An emphasis was put on emissions 
and waste management.

Project scope. The project called 
for developing a four-story, 27,000-ft2 
process building, along with logistics 
infrastructure and tank farms. The pro-
cess building houses numerous process 
equipment, such as pumps, pressure ves-
sels, tanks, heat exchangers, instrumenta-
tion and controls, piping and electrical 
distribution—laid out for smooth, seam-
less and efficient operation.

Schedule. A detailed schedule was de-
veloped for all project activities. Using 
conventional software, each task was as-
signed to a specific party with start and 
end dates. Progress was monitored on a 
periodic basis. A high-level schedule is 
shown in FIG. 2.

The project’s schedule was 26 mos. 
Adequate time should be provided up 
front for a careful review of front-end 
design and justification, taking costs and 
benefits into account. In addition, it is 
worth noting that permitting could not 

be started until the basic engineering 
was completed. The schedule was com-
pressed by maximizing shop fabrication 
of steel and pipe as much as possible.

Critical success factor. The critical 
success factors for this project were safe-
ty, cost, schedule, quality and flexibility. 
These factors were rigorously considered 
in selecting the appropriate partner for 
engineering and construction. Having the 
engineering finalized in a timely fashion 
was essential in laying the groundwork 
for successful construction. It was impor-
tant to find a locally based construction 
company that was the right size, with the 
appropriate functional and technical ex-
pertise, a flexible work process and com-
petitive cost structure. Transparency and 
responsiveness were essential to building 
trust as the project progressed.

Sourcing strategy. One of the first 
strategic decisions that was made was to 
source most materials domestically vs. in-
ternationally. With a presence on five con-
tinents, COIM was well positioned to op-

Front end/justification

Activity
Months

1 3 3

1 2 3 4 5 6 7 8 9 10 11 12 13 14 15 16 17 18 19 20 21 22 23 24 25 26

3 100%

Plan start
Plan

duration
Actual
start

Actual
duration

Percent
complete

Design and engineering 3 15 3 15 100%

Permit to construct 7 8 7 8 100%

Procurement 13 7 13 7 100%

Construction 15 9 15 9 50%

Startup and qualification 23 4 23 4 0%

FIG. 2. Gantt chart for the project.

FIG. 1. Project status 18 mos into construction.
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timize engineering resources and material 
procurement for the project. An emphasis 
was placed on overall value, which was 
defined as cost of construction in relation 
to scope, schedule, quality and safety. It 
was decided to minimize the number of 
contractors and vendors and hold various 
parties accountable for their deliverables. 
COIM acted as the main coordinator 
managing multiple contractors onsite.

Engineering. It was decided to outsource 
engineering. This strategy was deemed 
the best choice taking into account the 
tight engineering labor market, the ad-
ditional management burden that would 
have resulted from hiring personnel on a 
temporary basis and the complexity of the 
project. A qualified, local company that 
possessed all the functional and technical 
design capabilities carried out basic and 
detailed engineering.

The project was broken down into spe-
cific functional disciplines, such as civil, 
building foundation, structural, mechani-
cal, piping and electrical. Engineering 
drawings were exchanged electronically 
and design reviews, along with a 3D mod-
el, were conducted in person. The objec-
tive was to complete as much engineering 
as possible before inviting construction 
bids. Permitting was also a critical path 
item that required detailed design to be 
completed in a timely fashion.

Construction. COIM initiated a sys-
tematic review of several local construc-
tion contractors. It was necessary to find 

partners that were a good fit in terms of 
work culture, skills, experience and re-
sources. COIM made it a point to meet 
key personnel face-to-face to gauge their 
expertise. In addition, the contractor’s 
references and reputation were carefully 
checked and reviewed with multiple com-
panies. Furthermore, the contractor’s 
safety and quality management programs 
were carefully examined. Preference was 
given to companies that had design and 
fabrication capability in-house, as well as 
multiple functional disciplines.3

The contractora selected for the key 
structural steel and mechanical packages 
used a consolidated construction approach 
that consists of civil/structural, mechanical 
and electrical capabilities under one um-
brella. The contractor’s multi-disciplined, 
turnkey approach enabled it to autono-
mously carry out projects, saving project 
capital and improving the overall project 
schedule. From design to procurement, 
through the construction phase to project 
completion, the contractor used direct and 
transparent communication. This project 
was developed and executed with a senior FIG. 3. Project status 18 mos into construction.
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executive as the single point of contact dur-
ing project development and execution.

The keys to the project’s success in-
cluded:

• Selecting the right partner 
by considering their capabilities, 
cost and culture

• Adopting an owner’s mentality 
by looking at entire lifecycle cost, 
not just the initial cost

• Making safety paramount
• Keeping a lean team energized
• Completing detailed engineering 

to minimize scope changes and 
change orders, unless introduced 
with additional scope of work 
by the project owner

• Making decisions quickly based 
on available data; not deciding 
can result in a costly and time-
consuming process

• Empowering people to act decisively 
and monitor progress closely

• Having open, horizontal 
communication to avoid surprises

• Escalating key issues quickly before 
they become a problem, as well as 

communicating to management of 
any issues that arose and progress 
through every phase of the project.

Within 18 mos of starting the proj-
ect, steel structure has been completed, 
equipment has been installed and piping 
is being installed in sections (FIG. 3). The 
layout was carefully designed for easy ac-
cess for maintenance.

Takeaways. COIM’s approach to a sig-
nificant expansion of its production ca-
pability in West Deptford was initiated on 
its core values of safety, integrity, passion, 
hard work, keeping customer focus and 
forming key partnerships. These factors 
determined COIM’s execution strategy. 
Partnerships were formed based on capa-
bilities, cost and culture. It was critical to 
adopt an owner’s mentality, looking at the 
entire lifecycle. Safety was every project 
personnel’s job. It was essential to com-
plete detailed engineering to minimize 
scope changes and change orders. Deci-
sions were made quickly based on available 
data, and team members were empowered 
to act decisively. Having open, frequent 

and horizontal communication avoided 
surprises, and the owner’s management 
team was apprised of issues and progress 
through every phase of the project. 

www.miltonroy.com

PRIMEROYAL® H METERING PUMP

COMPACT. ACCURATE.
CONFIGURABLE.
Milton Roy PRIMEROYAL® H Metering pump 
provides accurate dosing of a broad spectrum of 
fluids used in many industrial processes.

Its modular design offers several types of liquid 
ends, capacity control, and other configuration 
options to meet the specific requirements of your 
process application.

To learn more about the multiplexing options, safety 
features and robust capabilities for model H, contact 
your local representative or visit our website.

NOTES
a Refers to ShureLine Construction
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