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UPI Team Wheel

By Josh Purrenhage

Diagram 1
Not to scale
Welcome to the New Year! We believe that 2016 is going to be a great
one, and will bring positive changes to
United Piping. I wanted to take this opportunity to start our year with a company resolution. Over the last year I’ve
heard feedback from various people

regarding the field versus the office. I
don’t view the company in this way.
UPI is one team. We all have a part to
play in this team, and every part is important. If any department is operating
ineffectively it impacts the other areas.

Before long a minor problem can have
negative effects in our most important
work location: field operations.
Diagram 1 shows our organizational
structure in a different manner than
you have probably seen before. The
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field operations segment is the center of this diagram because all other
departments and roles exist only to
support field operations. The next level moving outwards along the wheel
consists of the support departments.
As we continue to grow, expand, and
improve, we make purposeful efforts to improve in every department.
We don’t often talk about what each
department does, but I think it is important to highlight each department’s
role in supporting the field operations.
The Project Management department’s role is to lead the execution
efforts of every project including budgeting, contracts, cost controls, change
management, RFIs, submittals, scheduling, reporting, and being the single
point of contact for the client. Project
managers work alongside field supervision to ensure the projects have all
of the equipment and material support they need to complete the work.
The Project Administration department provides support directly in the
field to project personnel. This can include everything from daily reporting to
accounting support. This department
also assists Project Management and
Estimating by coordinating the submission and receipt of bids and proposals.
Field Supervision includes all Professional Construction Foremen and
Superintendents. These individuals are some of our most valuable
assets since they have the most
direct effect on Field Operations.
The Communications/IT department provides technical support for
network issues, computer support,
printers/scanners, cell phones, etc.
Currently this department supports
roughly 125 users during peak season.
Unions are key allies in our business,
and maintenance and administration of
our Union Relations is a full time job.
We work with skilled trades from approximately 30 different unions in any
given month. This work is performed
across dozens of prejobs and in accordance with a variety of labor agreements in many different jurisdictions.
Administration coordinates our fre2

quent meetings and events, as well as
assisting with our FR clothing program
and the Accounts Payable department.
Our clients demand Quality in the execution of our projects. From material
receiving to hydrotesting to painting,
there is a never ending list of requirements for each site and each client.
The Fab Shop supports the projects
with state of the art welding. Did you
know we are the only UA certified
pipeline qualified fab shop in Minnesota? This department can provide everything from 2” stick welds to 60” subarc welds and ensures that we remain
competitive on our station projects.
The Compliance department manages all of the Safety and DOT requirements for State and Federal law, as
well as our clients’ unique requirements. In 2015 we tracked 81 CDL
Drivers, 102 Class D Drivers, as well as
our fleet of 145 trucks. From July to
November alone, UPI logged 1,047,015
miles. We are also constantly maintaining ISNetWorld, Veriforce, etc.
The Safety department has a pretty
visible role on our projects of course,
but consider the volume of their efforts. Everyday there is an onslaught
of documentation, forms, field inspections, and tailgate meetings. In
2015 we completed more than 10,000
Field Level Hazard Assessments.
Our beloved eLEM system has dramatically improved our operations, and
it is utilized on a daily basis by every
crew out there. During peak loads
we have roughly 140 users in the system, and thanks to everyone’s efforts
we logged over 25,000 LEMs in 2015.
Accounts Payable processes all
of the POs and vendor invoices from
our projects. Sounds simple, until you consider that there were
more than 14,000 vendor invoices
in 2015. They also reconcile ~ 75
credit card invoices every month.
Accounts Receivable produces all of
our client invoices and tracks and reconciles the payments. Surely this is an
area that seems straightforward. This
year resulted in more than 800 invoic-

es to our clients. If they were stacked
up, the pile of invoices and backup
documentation would reach more than
twelve feet tall. Every page is audited
by our clients before payment is made.

Diagram 2:
We believe that every department
is essential in order to keep this machine turning. I’ve heard sentiments

I wrote about Payroll in the last
newsletter, but I think some statistics are worth repeating. In a peak
season, pay period paychecks are
processed for 450+ employees working 20,000 to 30,000 manhours. Each
job has different rates, fringes, and
union codes while every state has
different withholding taxes, payroll
taxes, and unemployment insurances.

over the last year that perhaps we
have too many people in the office.
Diagram 2 is the same wheel as Diagram 1, but this time it is drawn to
scale. This wheel represents a peak
manpower of 450 people in Field Op-

erations. It is clear that the support
departments now represent a thin
crust. Given some of the statistics of
the volume of work we all manage, I
believe that it is remarkable we support it with as few people as we do.

Diagram 2
Scaled to peak
manpower of 450
people in Field
Operations

Equipment Maintenance ensures
we maintain our fleet of yellow iron and
trucks. These hardworking individuals
maintain and repair our fleet of nearly
150 trucks and 250 pieces of equipment.
Equipment Controls and Trucking
has dual responsibilities. First, they
support the projects with coordination
of our company tractor/trailers. Second,
they ensure we can continue to invest
in future equipment by ensuring we
cover equipment expenses.
The Warehouse provides tools, materials,
PPE, and consumables
for all of our projects and
crews.
They also ensure that trucks and trailers are cleaned, stocked, and ready
to roll to the next project site.
Business Development (BD) is
a new department as of last year,
and we are already seeing positive effects. BD focuses on increasing the quantity of clients we work
with and bids we receive. This is
the pipeline for our future projects.
Finally, Estimating is certainly not
slacking in effort. In 2015 we logged
over $500M in bids and proposals
that were provided to our clients.
I think that it is clear that all of these
functions are required in order to support the field operations. Each department is managed by some level
of management which is highlighted on the outer rims of the wheel.

Diagram 3 (next page):
The final question I want to discuss with you is this: Have we built
the support departments to manage
peak load levels? I don’t believe so.

Diagram 3 (page 4) represents the
exact same structure, but this time
with 250 people in Field Operations.
During peak loads we manage the
higher volume through a combination
of hard work, long hours, cross-train-

ing,

and

department

flexibility.

For example, if we were to manage a
surge in bidding activity, we only have
one professional estimator. Higher
volumes are accomplished by utilizcontinued page 4
3

ing Project Managers, other
management, or sometimes
Bob himself. The accounting
departments have only 2 or 3
people each. Other individuals
will drop non-critical efforts
and pitch in when necessary.
This approach allows us to
support anywhere from 250
to 450 people in Field Operations with only 40 some staff.
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Every department is necessary.
It takes a lot of effort to manage
a company of this size. There is
no department that runs perfectly, but we have a team of professionals working on it. If there
is something we can change
to make Field Operations work
more efficiently, we need to talk
about it. But, please remember
that our industry is demanding
and our working environment
complex. Gone are the days
of just getting the job done.
At the beginning of the article I
indicated I wanted to start with
a resolution for
the entire company. That resolution is this
wheel.
Take
notice of the
work everyone
is doing around
you. Ask them
questions about
their job. Seek
understanding
of what all of
UPI is doing. You
are an important
member of this
team, and so
is everyone
else.
This
wheel will
turn faster
if we all are
pushing in
the same direction. 2016
is going to
be a great
year at UPI.
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Diagram 3

Scaled to a
manpower of 250
people in Field
Operations

