#24A Elim Bulk Fuel Storage Project
Closeout Summary

Background:
Elim, a second class city with a population of 318, is located on the northwest shore of Norton Bay on the Seward Peninsula, 96 miles east of Nome. It lies 460 miles northwest of Anchorage. Elim has a subarctic climate with maritime influence. Norton Sound is ice-free generally between mid-June and mid-November. Summers are cool and moist; winters are cold and dry. Summer temperatures average between +46 to +62; winter temperatures average -8 to +8. Annual precipitation is 19 inches, including about 80 inches of snow.
In 2001, the consulting firm LCMF was commissioned by AVEC to prepare a conceptual design report. The pre-CDR investigation revealed a significant number of present day code violations on the bulk fuel storage facilities and their appurtenances, as well as a borderline deficit in storage capacity for projected future use for the next 20 years. The CDR recommended relocating the AVEC power generation facilities from its location in the village to a more remote site adjacent to the south end of the city airport runway, about ½ mile from the edge of the village and adjacent to the location for the City’s bulk fuel storage site as recommended in the AE&E 1997 CDR. By doing so all the bulk fuel storage facilities for AVEC, City, School and IRA store would be adjacent to one another facilitating the use of  a single fill pipeline from the barge offloading marine header.

The design was done by LCMF, Inc of Anchorage. The conceptual design report was complete February 2, 2002 and final design construction documents May 15, 2002. 
Activities:

Alaska Village Electric Cooperative (AVEC) was the grantee and project participant along with the City of Elim. Both received new co-located fuel storage facilities. The new co-located fuel storage facility had respective shell capacities of 135,000 gallons of diesel for AVEC  ( 5 each 27,000 gallon horizontal tanks) and 87,000 gallons of diesel for City of Elim (3 ea. 27,000 gallon diesel plus 1 ea. 6,000 dual product horizontal tanks). All 27,000 tanks were single wall; the 6,000 tank was double wall. A new 3,600 lf marine transfer line and header, 302 lf of security fencing, security lighting and a new dual product dispensing unit completed the improvement. Ownership and maintenance of the new bulk storage upgrades are the responsibility of the respective participants. The new 3” transfer line is owned, operated and maintained by AVEC for its exclusive use. 
The work was accomplished with 50% local residents, with six of twelve being Elim residents.  Only certified welders were non residents of Elim. For this project, there was some on the job training for welders helper, equipment operators and laborers, but no formal program because of the short duration.
In April 2001 AVEC commissioned STG, Inc. as the construction manager. Tank procurement commenced in November 2001 and completed with delivery to the site October 1, 2002. Construction took place from June 1, 2002 to December 30, 2002. Substantial completion was attained November 18, 2002. Commissioning and turnover of the City’s facility was in November 2002. Total project duration for design and construction was 1.7 months.
Cost Containment:

The City of Elim was the Prime Operator and a business plan was required of them. The initial business plan of April 8, 2002 indicated an O&M surcharge of $0.89, but after the reduction in the new City storage capacity, the O&M surcharge cost was reduced to $0.31 per gal.  Funding was provided by two Denali Commission Grants to AVEC, totaling $2,081,066 and cash contribution from AVEC of $75,570 for total funding of $2,156,636.  The actual total project cost was $2,161,636. Up-funding of $5,000 was required to close the project grants.
Project Cost (Design-Const-Mgmt)

$2,161,636
Design Shell Capacity (gals)


168,000

Cost per Gallon



$ 12.86
Denali Commission benchmark range
$ 9.50-$12.00
Percent Variance (fm high point)

7% (over)
Project Outcomes:

The new bulk fuel storage and pipeline facility now meet current regulations and codes and environmental criteria and satisfy the fuel storage needs for AVEC and City of Elim. A coordinated set of regulatory plans were prepared, which included EPA SPCC plan, Coast Guard Operations Manual and EPA/Coast Guard Facility Response Plan.
There were unanticipated project design costs due to over assessment of the fuel need requirements for the City of Elim.  A modified CDR resulted with subsequent conceptual design changes.
Problems Encountered:

The late initiation of the business plan for the City of Elim and the resultant cost per gallon surcharge to make the capital upgrade sustainable, required modify fuel storage capacity for the City of Elim. This translated to a loss in time and schedule.
Conclusions and Recommendations:
Projects have to be sustainable in accordance with the Denali Commission policy. Projects should not proceed until the business plan’s fuel surcharge for O&M and replacement costs have been reconciled with the project estimate in the CDR.
