Kwethluk Bulk Fuel Upgrade Project

Project Closeout Summary

Background:
The community of Kwethluk is a typical Bethel area Yupik village in western Alaska and has a population of about 750.  Kwethluk is located at the confluence of the Kwethluk River and the Kuskokak Slough.  Travel to and from Kwethluk is usually by plane or boat, in the winter time people travel and hunt by snow machine. Kwethluk historically receives one barge delivery of fuel each summer and must have storage capacity to keep the community functioning for 13 months.  The old tank farms were scattered throughout  town and have been consolidated and co-located by this project.  The old tanks had piping and fittings with threaded connections some of which had active leaks, no secondary containment and were not Coast Guard or code compliant.  There was no dispensing tank, and it is not legal to dispense fuel directly from bulk tanks.  A Conceptual Design Report was prepared by CRW Engineering Group, Inc. in December 2004. The Business Plan was prepared in May, 2005 and the Phase II Final Design was Prepared by CRW in February of 2005.  This Project was selected as the first Design/Bid/Build project, in the Legacy Program.  Five bids were received and the project was awarded to Hankal Construction, Inc. on May 12, 2005.  The participants in the project were Kwethluk, Inc. (Primary Operator and Grantee),  Kallugvia Electric Utility (owned by Kwethluk, Inc.), and the Lower Kuskokwim School District.  A covenant for public purpose was executed by Kwethluk, Inc.  
Activities:

Construction began in the Summer of 2005, tanks were ordered and a gravel pad was installed.  The timber containment with impervious lining, foundation blocks, tanks were installed by the end of 2005.  Work resumed in 2006, which consisted of piping, setting intermediate tanks at the school, washeteria, power plant and installation of all electrical components.  Also completed was pump enclosures, lighting, dispensing equipment, and key pad console at the attendants station.  Some punch list and warranty work extended into 2007.  Fuel was delivered to the facility in the fall of 2006 and the new bulk fuel storage and dispensing facilities have been functioning as designed.
The final shell capacity for the project was 323,000 gallons of diesel and 116,500 gallons of unleaded gasoline for a total of 439,500 gallons.

Cost Containment:

	
	Budget
	Actual

	Total Project Budget
	4,467,269
	4,467,269

	Less CDR Expenses
	
	(125,000)

	Completed Cost Containment Project Value

	
	4,342,269


Design Shell Capacity:



439,500 gallons

Constructed Shell Capacity:



439,500 gallons

Cost per gallon:




$4,342,269  = $9.88/gallon







     439,500 gal.

Benchmark range:




 $6.50 to $7.50/gal.

The per capita costs for this project are above average for this type of project.  The cost of freight to the region, site conditions, gravel having to be barged in from lower Kalskag, and archeological monitoring requirements brought the costs up significantly.  The variance from the benchmark costs were reviewed and accepted by the Denali Commission in April, 2005.
Also contributing to the total project cost was the increase in steel prices, constructing the project over a two year period, and the on-site inspection/construction administrative services needed to monitor the contractor’s work as it progressed.  Also soils on site required the gravel pad to be surcharged to induce pre-settlement before construction could commence.

Project Results:

The new consolidated co-located tank farm facilities meet the requirements for all current codes and regulations.  A coordinated set of regulatory plans were prepared, which included EPA SPCC Plan, Coast Guard Operations Manual, and EPA/Coast Guard Facility Response Plan.
Local contributions and involvement consisted primarily of land donations for the tank farm facilities and the intermediate tanks.  The spill contingency tank was provided from the existing tank farm.  Use of many local workers saved the cost of room and board, and gave locals an opportunity for employment.











Problems Encountered:
None, the contract was completed with only about 1% in change orders.
Conclusions and Recommendations:
Bid projects can be accomplished in a cost effective manner if the Project Manual including the design documents are clear, concise, and complete.  It is recommended that projects of this magnitude or higher be considered for the Design/Bid/Build  project delivery method.
