Diomede Bulk Fuel Upgrade

Closeout Summary
Background

Diomede is a small community of approximately 144 people located on the West shore of Little Diomede Island in the middle of the Bering Strait next to the International Date Line.  Access is by helicopter or boat during the summer and plane on an ice runway during the spring.  The City and school had old bulk fuel tanks with a capacity of 163,000 gallons.  The tanks and facilities did not meet regulations or code.  Tanks were in a location that was eroding from wave action and had rocks coming down from above damaging tanks. 
Historically, fuel is delivered by barge between June and early September to the City and school bulk storage facilities.  Residence receive fuel from a dispenser. Diesel fuel is dispensed from a dispenser to residents.  The school and power plant receive their fuel by pipeline.
The Conceptual Design Report (CDR) was completed in April 2003.  Final design was completed during January 2004.  The Business Operating Plan was signed February, 2004.  The Conceptual Design met the cost containment policy.  A variance was given for the estimated cost exceeding the benchmarks.
Activities:

The City of Diomede was the Grantee.  Participants in the project were the City of Diomede, Bering Strait School District (BSSD), and the Native Village of Diomede.  Alaska Energy & Engineering, Inc. (AE&E) was the designer.  The Construction Manager was CCI. 

Construction funding was available in February 2004.  Funding was through the Denali Commission and State of Alaska.  Site preparation started in April 2004 with local equipment.  New tanks arrived by barge in June 2004.  The project included the complete replacement of the existing obsolete gasoline and diesel fuel storage and handling facilities.  All new fuel storage for this project was for the City of Diomede, BSSD, and the Native Village of Diomede.   Design total shell capacity for gasoline was 7,900 gallons.  Design total shell capacity for diesel (#1 & #2) was 160,900 gallons for a total bulk fuel storage capacity in Diomede of 168,800 gallons.
Tanks were purchased, transported to the island and temporarily set up in 2004.  Project restarted in February 2005 once the sea had frozen and the airstrip was constructed.  Shortly after startup the loader engine blew up.  New engine had to be purchased and transported to Diomede.  Engine was installed out on the ice in below zero temperatures.  March and most of April weather was below zero and windy.  Progress was slower than scheduled.
An invitation to bid was done to move the tanks to their new location.  A helicopter firm had the low bid.  Tanks weighed approximately 20,000#.  Helicopter arrived at Diomede during July 2005.  All tanks were moved to new locations in an hour.  Project completed connecting pipes up by mid August.  Tanks took on fuel during August 2005.  Minor punchlist items were taken care of during September 2005.

Cost Containment:    

	
	Budget
	Actuals

	Total Project Budget (Rounded)
	$2,243,177
	$3,114,677

	Less CDR & BOP Expenditures
	
	($110,999)

	Completed Cost Containment Project Value
	
	$3,003,678


Design Shell Capacity (gallons)



168,800

Completed Shell Capacity (gallons)


168,800

Cost per Gallon





$17.79
Denali Commission benchmark range 


$12,00 - $9.50/gallon

Completed project exceeded Denali Commission cost containment.

Project Outcomes:

New facilities meet current regulations and codes.  A coordinated set of regulatory plans were prepared, which included EPA SPCC plan, Coast Guard Operations Manual, and EPA/Coast Guard Facility Response Plan. 

.Problems Encountered:

Limited room to move required much of the project work to be performed during the Diomede winter and spring when equipment can move.  The constant cold temperature and wind cause human efficiency to be halved.  Equipment broke down and work sites had to be continually shovel free of snow that would drift in.  Helicopter charter cost for a couple of passengers or light freight would be approximately $7500 from Nome.  Options to travel to Little Diomede for passengers and freight are very limited and expensive.  Equipment breakdowns, extreme weather, challenging logistics contributed to cost increases.  Tanks were moved by a large cargo helicopter.     
Conclusions and Recommendations:

Whatever the estimated cost project cost at Little Diomede, double it.
