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Introduction
Implementing a move to a central control room (CCR) challenges the organization of a working refinery in ways that go far beyond typical capital projects.  In addition to the technical challenges that go with any major modification or upgrade, a new CCR impacts the way people go about the daily business of running the refinery – from shift team roles and work processes to shift handover and emergency response.  To maintain the integrity of work systems and minimize distractions to the workforce, it is necessary to be as well organized for the people impact of the project as it is for the technical impact.  
There are a number of areas that need to be considered:  changes to operator and supervisor roles; effects on work processes such as safe work permitting; effects on site emergency response plans and practices; and impact on elements of process safety management.  In addition, change of this magnitude warrants careful consideration regarding employee involvement and communications planning.  Finally, there is managing the physical move itself and helping multiple units and four different shifts get settled in to their new work area.  In summary, there is a lot of work to be done to be ready to go the day that the Project Manager calls construction complete.
Planning the Move
As early as practically possible, a plan should be developed that identifies required organizational activities and the order in which they must occur.  The plan will help Operations and other departments assess the level of effort needed to support the move while maintaining safe daily operations.  It also serves as a basis for communication with the rest of the refinery organization.  It may be desirable to form an Advisory Team that includes team members from the ranks of operators and maintenance technicians to help prepare and review the plan.  The team should examine requirements for system handoff from Project Management to Operations, consider the timing and order of units moving into the new CCR, consider any organizational changes, and discuss timing of Process Safety Management work or needed procedural changes.  
An assessment of organizational readiness for the transition, including analysis of potential problems, is strongly recommended.
Organizational Changes
Implementing a CCR will drive changes in roles and responsibilities, particularly in operator and supervisor positions.  This is especially true if the refinery is transitioning to dedicated board and field operators.  Either way, the separation of the person working the console away from the rest of the crew and the equipment deserves special consideration.   Job Position Profiles that identify the changed roles and responsibilities for each position, the required competencies, and the observable behaviors helps ensure that operators and supervisors alike are well-prepared for the changes to their jobs.  
For many refineries, the transition to a CCR provides an opportunity to evaluate their operator training program and address any issues.  Thought should also be given to the training of leads and supervisors as their jobs can also be expected to change with the implementation of a CCR.  It is expected that training will be provided in new control systems, equipment, and graphics.  Qualification must be developed in any areas of process responsibility not covered by current assignment. Training content should include organizational changes, new roles and responsibilities, changed work processes, and revised procedures.  Operator skills vary widely in any refinery that has not made a serious, sustained effort to develop and verify the competency of the workforce.  Verification of competency on the board is a serious concern for anyone tasked with serving in that position in isolation from the rest of the shift team.   
Work Process Changes
One of the expected benefits of a CCR is closer coordination between units as they move to a shared decision making model.  However, areas that operated more independently in the past may require coaching and support in order to realize the benefit.  In addition, any work that involves coordination between board and field operators will also be affected.  This includes work processes such as shift handover, abnormal situation, and process optimization.     

Not only will the way work gets done within the Operations department change, but there will also changes between Operations and Maintenance and Operations and Shipping.  With Operations and Maintenance, practices related to permitting, preparation for maintenance, and return to service are often affected.  The Operations and Shipping or Commercial interface can also be affected for oil movements, or changes to orders.  There will be changes you expect, but there is the inevitable potential for some you don’t – plans should be made for capturing and validating changed work processes after some experience is gained in the new CCR.
Emergency Response
One of the major areas of organizational concern is the impact of a new CCR on emergency response.  A thorough review of existing practices and procedures should be undertaken well in advance of the move to allow sufficient time to change procedures and prepare training on the changes.  Incident response plans and emergency brigade rosters should be adjusted as needed and walkthroughs of basic response elements such as shelter in place or check of radio protocol should be addressed.  One aspect of a CCR that can be an unpleasant surprise for operations staff depending on control room location is the ready access by senior management during upsets or incidents.  Reviewing chain of command protocols can help prevent the CCR from becoming overly chaotic during incidents.
Process Safety Management 
Process Safety Management (PSM) concerns with the move to a CCR can be substantial.  Beyond any process hazard analysis (PHA) issues with the new control room or control systems, a review of existing unit PHAs is necessary to determine whether hazard response or mitigation is affected by the changed physical location.  Management of Organizational Change (MOOC) should be completed and issues addressed.   Operating procedures and SOPs must be reviewed to determine if the changed control room location or changed operator roles means that revision is required.  Pre-startup safety reviews (PSSR) will require schedule and completion for each unit to be brought on-line in the new CCR.  If the workforce has been involved from the planning stage, handling identified concerns will be much easier at this point.  
Communications
Migration to a central control room represents a major change to the way a refinery does its daily business, and the changing the roles of operators, leads and supervisors as part of the move makes the impact even bigger.  Employees will need substantial support to understand, accept, and do their part to make the change work.  Effective communication is a major part of the support required from leadership and development of a formal communications plan is strongly recommended.  Operations staff is the most affected, but other parts of the organization need to know what is changing as well.   Plans should include time for the feedback and questions that are required for effective two-way communication.  If an Advisory Team has been used to help plan the move, they should be incorporated into the communications plan.

Managing the Physical Move
The physical move to the new control room should be treated with the same degree of consideration and preparation that would accompany any other unusual operation in an operating refinery.  Development of a checklist identifying requirements for move-in should be prepared.  The checklist can encompass items from final system checks to location of gear or supplies.  A written procedure for controls handoff between the old and new boards should be prepared and used.  Technical coverage of the transition is recommended.  Thought should be given to the capabilities of the crews involved in the first unit selected for transition to the new CCR.  Leading the way with your most competent operators and supervisors makes resolution of transitional issues easier and sets a standard for the units that follow.
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