
Process Excellence in Action: 
Pemex Gas

Pemex Gas Pumps Business Process

Managment throughout the Company

with SAP and ARIS

Challenge
Automate and implement an integrated 
business platform to counteract increasing
competition.

The Solution
A transformation and innovation value 
chain initiative (TIVC), backed by SAP 
R/3 and the ARIS Platform, helped create a
process-oriented mindset versus one 
steeped in funtion.

Solutions Deployed
SAP R/3
ARIS Platform

Benefits
Pemex Gas redesigned and automated its
Value Chain, using SAP to run its main
processes and the ARIS Platform 
for modeling.

Mexico-based Pemex 
(www.pemex.com) is the sixth 
largest oil company in the world.
Mexico has the second largest oil
reserves in the Western Hemisphere 
(40 billion barrels) after Venezuela.
Today, Pemex is a $73 billion 
decentralized agency with four 
subsidiaries: Pemex Exploration and
Production, Pemex Gas and Basic
Petrochemicals, Pemex Refining, and
Pemex Petrochemicals. With revenues
of nearly $16 billion in 2004, Pemex 
Gas and Basic Petrochemicals (Pemex
Gas), is the sixth largest corporation 
in Latin America and the fourth largest
in Mexico.  With more than 12,000 
employees, Pemex Gas is the world's
ninth-largest processor of natural gas
and liquids from gas.
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The Business Challenge
Pemex Gas had been the exclusive provider of natural gas to
Mexican industries and consumers, but since 1995, the 
government has been trying to open the market to competition.
In response, Pemex Gas embarked on an initiative designed to
face this challenge.  The company developed a transformation
and innovation value chain initiative (TIVC) designed to support
the strategic and operational objectives of the company, 
incorporate more control and visibility in its value chain, and
evolve its corporate mindset from functions to processes,
adopting the best international practices. Pemex Gas also
wanted to implement an integrated business platform to 
automate the strategic management of the company. In 
addition, the company also needed to maximize assets usage,
while simultaneously supporting Sarbanes-Oxley compliance.
An additional goal was to use the Pemex Gas Business Model
as the template and later roll it out to the entire Pemex Group
quickly and efficiently.

The Business Solution
Prior to its TIVC project, Pemex Gas implemented SAP R/3,
including FI, CO, MM, PS, SD, HR, PM and ISOIL. The 
deployment served as the business solution for 58 work 
centers and 2,500 end users. This first implementation reduced
business transactions by 58% from 763 to 320.

However, Pemex Gas realized a need to enhance its SAP
implementation through the TIVC project to expand the 
functionality of existing SAP modules and implement 
additional integrated SAP solutions. To accurately scope the
TIVC project, Pemex Gas identified the areas of improvement in
each of its processes in order to upgrade them to world-class
standards and decided that, due to interrelations among the
processes, a simultaneous implementation was more 
cost-efficient than a one-off approach. Over a 15-month period,
492 Pemex Gas employees were involved in one the most 
complex technical implementations in the world, integrating 10
interconnected systems (APO, CRM, SRM, BW, MDM, Portals,
XI, R/3, EM and CUA) and Solution Manager. This 
groundbreaking implementation included a change 
management component, since it was a drastic departure from
the previous way of doing business, and also presented a
major cultural change for end users. 

Overall, the TIVC initiative improved capabilities to report
and make more informed decisions at the company. Beyond
the TIVC project and its value chain, Pemex Gas needed
tighter alignment with the SAP system and its organizational
business processes. Pemex Gas turned to the business
process experts at IDS Scheer to implement the ARIS
Platform. As a first step, Pemex Gas needed to easily 
integrate and use the components of ARIS efficiently. To
achieve this goal, Pemex Gas developed an in-house
"Reporter" that provided the following functionality: 

Integrated information from different process levels into
one view

Generated an organizational manual and developed
training based on business roles

Created SAP test documents, which were used for all
integration tests

Developed a matrix of business roles and SAP 
transactions as the basis for SAP authorization 
(Macro-process)

The Results
In 2003, the Pemex Gas TIVC project began to redesign and 
automate its Value Chain, using SAP to run its main 
processes and the ARIS Platform for modeling. During the
project execution, Pemex Gas moved from a functional to a
process approach. Pemex Gas has significantly enhanced
its information security since SAP authorizations are 
controlled by business roles defined in ARIS. The company
has reduced more than 4,000 function-oriented SAP roles to
approximately 400 SAP master roles. To date, the 
implementation of the new business model has been 
successful, as demonstrated by Pemex Gas' financial rank
as one of the most important gas companies in the world.

The Future
With the project completed successfully, Pemex Group now
has a template of business solutions and models of its main 
macro-processes that the company can roll out to its 
subsidiaries, covering 70 - 80% of business requirements.


