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Challenges of a Closure Project

® Technical

® Human




Human Challenges

m Organizational structure

m Downsizing impacts
m Communication




Organizational Structure

m Operating organizations not optimally
sulited for closure

— Alternatives
= Do nothing

» Retain operating organization
« Combinations




Orgar“ Za“ Onal StI’UCture (continued)

® Do nothing
Inexpenswe up front investment
— Best WEVALS) Sink a closure project

[ Reolace ooeratlno oruanlzation
— Expenswe up front investment

— U ncentive for operating oro Of
@, @,

eep learning curve

m Replace management team
— Not as expenswe as replacing entire operating




Orgar“ Za“ Onal StI’UCture (continued)

m Retain operating organizatiot
— Site/facility closure by operating staff and

management has been successfully demonstrated
Supplement with

= closure project focused schedule/organization structure
= work management processes geared towards closure
= training on processes and structure

Project focused organizational structure

s equlatory envelope with moving
allowable to close S|te/faC|I|ty

= Closure




Orgar“ Za“ on S’[FUC’[UI’e (continued)

m Shift mission/vision from operations to
pulling the plug

— Set objective that everyone wants to be
working closure activities
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= Closure succeeds everyone succeeds
= Don’t take eye off base operations




Orgar“ Za“ Onal StI’UCture (continued)

— Round the clock operations will cease
« Emotional issue

—Move out of office
soon as practical
« Typically the last barrier to “this is really going

tn hannan”
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— Organize around the work with emphasi
on closure




Hanford Organlzatlonal Redesi gn was Based on aHolistic

Evaluate prOJect schedulmg tool

* Define required jobs
* New job descriptions
» Organizational structure

« Identify work scope for
each team

» Define skills and

responsibilities
< Devetop training

Business

Jobs/Skills/ Processes

Organization

Culture
and Values

» Evaluate baseline culture
» Define desired cultural

elements

» Create interventions to move

to desired state

» Train employees

 Closure planning
» Work management

« Surveillance

ouvoHhaHct

* Modifications

\

Management
«—
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» Define organizational purpose
» Define key performance metrics




Each Team has the Necessary Resources to

Project Director [[REEREACH

. - Asst. Project Manager/Team Leader - Lead Scheduler
Project : o ; o
N ‘ - Project Activity Manager - Project Activity Analyst
anagemen - Regulatory Compliance Officer - Secretary
Team - Rad Con Manager
- Safety Compliance Officer

Facilit Surveillance Outside/Ancillary Tech Support
y HVAC Team Utilities Team General Area PP
Support Group Team * Team Team

- Team Leader - Team Leader - Team Leader - Team Leader - Team Leader - Team Leader

- Plant Engineer - Clerk (shared) - Clerk (shared) - Clerk (shared) - Clerk (shared) - Secretary/Clerk

- Secretary/Clerk - Power Operator - Planner - Scheduler - Scheduler . - Rad Con Exp.

- Instrument Tech -HPT - Scheduler - Mechanical Engineer - Process Engineer - Industrial Safety

- Tool Crib - Configuration Control - Mechanical Engineer - Design Elec. Engineer - Electrician - Quality Assurance
- Ops Support/Shift Relief - Process Engineer - Electrical Engineer - Plant Eng. Contact - Millwright - Crit. Safety

- Waste Coordinator - Instrument Tech - Instrument Tech - NPO - Reg. Compliance

- Painter - Pipefitter - Pipefitter - Environ. Safety
- Sign Painter - Millwright - Millwright - Waste Eng.
- Insulator - Rigger - Rigger - Procedure Writer
- Material Coordinator - NPO - NPO - Training/Drill Coord.
- NPO Chief Steward - HPT - HPT - Fire Protection Eng.
- Records Clerk - Engineering Tech.
=HPT =SrEngineet

- Planner

- SNM Spec (Role)

* Additional field work teams include: Administrative Support, Gallery Team, Canyon Team and Glovebox Team




Organization Processes

m Operating processes (scheduling, work
control, etc.) may not be necessary as

closure proceeds




Hanford Redesign Focused on Work Controls Being
Consistent with Hazards and Worker’s Skills

Percentage of Work

Detailed
Instructions to

Documentation control work

Requwed Work Instructions
to fill knowledge
gaps
- Existing - Existing - Existing
Procedures Procedures Procedures

lob hazards
00 RaZalrGS

Analysis Analysis EEWETS

- Required - Required - Required
Permits, Permits, Permits,
e.g. confined +e.g. confined e.g. confined
space, hot space, hot space, hot
work permit work permit work permit

lock & taa
lock-<&tag

lack &
1OCK-&

Examples - Valve, trap, gauge - HEPA filter changeout
changeouts - HVAC project
: ' v .

steam repairs equipment - Tank flush with
- Plumbing repairs - Work on energized unknown contents
- Electrical repairs electrical systems - Work in highly
- Surveillances contaminated rad areas
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Who Performs ield-work ' . - d work Tea
- Additional resources




Metrics

Additional Metrics Pre-Implementation

* Life-cycle of corrective 133 Days
maintenance

« Amount of work requiring 70%
work packages

* Number of signhatu
a work package

e Actual hoursin the field 3 hours




Downsizing | mpacts

m Emotional




Real Life Personndl |ssues

m Will | have a job when I'm done?

B \When should - nokina fo

[0 WOIrK- m
P




Emotional | mpact

m Decreased quality of decisions

— Typical management response to impose
more rules and routines




Emotional Responses

= Denial
— “It's never going to happen”
= \Withdrawa
— DE ‘q‘l, J -- pelvweell WOIK
groups

m Cooperation
— Decreases as communication drops

or turf battles




Organizational |mpacts of Downsizing

Iming
— Layoffs don’t always occur at the
appropriate time

— Redeployments need to occur when
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Organizational Impacts of DownsiZINg (continued)

m Distribution of tasks/responsibility
necomes unbalanced

m Investigate redef iv-“ﬂ‘ olar -;- 5

~allows key members to remain i
as long as possible
— Compensatior o
— Hold positions open
— Benchmark other industries




Organizational Impacts of DownsiZINg (continued)

m Assign senior member of management

team responS|b|I|ty for redeployment

“(working with Human Resource

m Redeployment with strings not usually




Communications

m Develop a comprehensive strategy and
formal plan that integrates
— technical challenges
— regulatory obligations
— public relations concerns
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COmmunI Ca“ ons (continued)

®m Increase the flow of communications on
site/facllity
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— status — metrics depicting progress toward closure
— people issues
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® Provide extra training for the management
staff to handle |




COmmunI Ca“ ons (continued)

m Routinely monitor the emotional climate
— All employee meetings
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— FOCUS group
_ Exit i : g

m Increase accessibility of management
team




COmmunI Ca“ ons (continued)

m Be honest and respectful to employees at all

HINES

— Provide information vou have

= Information is power, relinquish as much power as

possible
— Begin staffing forecast communications at the

peginning

et everyone know when their activity, job functior

classification, etc., will no longer be needed
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staffing plans and key events
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Summary

Site closure Is as much a social and
psychological process as itis a

~technical and financial process. A

successful closure will be one that




