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⚫ Introduction

⚫ Project Scope & Deliverables

⚫ Lessons Learned

⚫What’s Next?

Agenda
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⚫ Robert Phelan – SAP Development 

Supervisor

⚫ Came to Marathon through their 

acquisition of Andeavor Energy in 

2018

⚫ Marathon was mostly Eastern US 

focused while Andeavor was mostly 

Western US focused, so through the 

acquisition, Marathon Petroleum 

became the largest independent 

Refining company in the U.S.

Introduction



Prior to Unify, we had a fragmented system landscape that included four distinct ERP and four 
separate Energy Trade Risk Management (ETRM) systems
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The Project Unify Story

4



5

Current StatePrevious State Bridging the Gap

Project Unify aims to:

✓ Standardize business processes

✓ Enhance reporting functionality

✓ Improve visibility

✓ Leverage technology during 

negotiations

✓ Standardize the current platforms in 

order to harmonize data used to run 

the business processes

✓ Establish common set of system 

and process controlsData and transactions are not 

standardized

Reporting differs, causing inefficient 

analysis and difficulty understanding 

results

Increased workload and limited time for 

optimization due to inefficiencies

Slow to respond to issues or problems

Disparate and decentralized systems and 

processes

Everything in one system; integrated, 

common tools

Easier, standardized processes

Improvements in forecasting and 

reporting

Less manual effort leading to faster 

processing

Common understanding of process and 

data

Benefits

Project Unify



Project Overview
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Project Unify 
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Scope



Business Process Areas by Workstream
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Release Schedule by Asset Group
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Group 1
Jan 2023 Go-Live

Group 2
May 2023 Go-Live

Group 3
Aug 2023 Go-Live

• Northwestern Locations 

(WA & AK)
• Central US Locations

• Southern California

• Eastern Refining and 

Marketing Locations

• All Corporate Functions



Release Schedule by Asset Group
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SAP Landscape Design
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Feasibility Implementation Testing Go Live

165 Workshops

710 Gaps Identified

18,000 Build/Config Items

523 RICEFW Objects

42,494-man hours of 

development work 

16,000 Business Requirements

11,500 Defects

4.1 MM Data Records Converted

22,209 Test Cases 

Passed

51,000 Test Runs

5,040 Hypercare Tickets

1,000 Facilitated Sessions

13,000 Training Attendees

11,000 Virtual Training 

Classes Taken

3.3 Million Hours Worked

965 People Assigned to the Project (MPC Employees and Contractors)

By the Numbers

Project Unify



Lessons Learned
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Multiple Release vs. Big Bang Go-Live



Lessons Learned
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⚫ Pros/Cons

– Resource needs – need more for Released otherwise burnout

– Development – same workstream spanned multiple releases. Working on 

new Dev at the same time as PRD Support for Release go-live

– Testing

– Coordination

– Conducting business in multiple ERPs simultaneously

– Fewer concurrent support items

– Interim Processes/interfaces

Multiple Release vs. Big Bang Go-Live



Lessons Learned
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⚫ Full backing of senior leadership

– I’ve worked at companies in the past where we’ve asked for 4 developers for 6 months for a 

project but were then told we have 2 developers for 4 months to get it done.

– Junk gets moved to PRD and it’s much more difficult to clean it up once the data is there.

⚫ Realistic Timelines are critical

⚫ Data, Data, Data

– We took advantage of the “pause” during COVID to really focus on cleaning up master data. We 

had two major delays in the project, and both were data-related.



Lessons Learned
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⚫ You need a process for everything, and everyone needs to follow those processes

– Streamline onboarding!!! This is crucial as you will have many dozens to many hundreds of contractors on your 
project.

– System Access Requests, Role Authorizations, Code Reviews, Transports

– Good Communication is key – you need everyone to know when a server is coming down for maintenance

⚫ Standardize Trackers for easier reporting

⚫ Centralized and Easy-to-Access Project Documentation

– SharePoint / Teams Sites etc…

⚫ Automate as much as possible using appropriate tools

– This takes time up front but will save you a ton of ongoing effort and time

– Automated Testing

– Automated Code Reviews

– Transports

– We even have a RICEFW ID Generator



Lessons Learned
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⚫ Choosing a quality partner is important

– Labor shortage coming out of COVID

⚫ People and Change Enablement – do not forget this!! 

– Traveling Roadshows, cheat sheets, knowledge base articles -> AI (MQ) 

⚫ Take care of employees on the project

– This will be a multi-year endeavor & they will see off-project employees taking advantage of 

open positions and/or promotions.

⚫ Realize people have their own lives outside of work & may not be able to work 

extended hours/weekends for long periods of time.



Now that we’re LIVE, what’s next?
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⚫ UPGRADE!

– Our brand-new instance is 4-years old

– Planned upgrade completion Q2 2024

⚫ Clean Core migration

⚫ BTP – The future of SAP Development

– Working with SAP Max Attention to help upskill our developers

– Currently 91 services available 

– https://discovery-center.cloud.sap/serviceCatalog



What does the future look like?

Near-Term
• Citizen-developer tools to automate processes 

and build mobile applications

• Drag and drop tools with standard SAP 
integrations

• Building governance



What does the future look like?

Current POC
• After hours material checkout 



What does the future look like?

• Secure login & single sign-on

• Access to any number of SAP and 

non-SAP systems

• Integration of custom 

applications

• User-specific personalization

• Integration of unstructured 

content (web content, 

documents, texts, images and 

video).

• Interactive workspaces 

("Collaboration Rooms" or 

"Workspaces"), which can be 

created by the users 

themselves!

Advanced Edition
SAP Build Work Zone



Q&A
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⚫ rwphelan@marathonpetroleum.com

Contact Info

mailto:rwphelan@marathonpetroleum.com
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