Readiness Planning and Achievement—A Guide

Note: To ensure familiarity with this Guide, review the pages in the order they are linked from the left menu. Once familiar, you may wish to use the links below to jump to the step or sub-step you need. 

Successful achievement of operational readiness starts with a well thought out and developed plan (i.e., integrated resource loaded and logic linked schedule). Planning for operational readiness involves understanding the true scope of what is to be accomplished (e.g., design, installation, maintenance, testing, procedures, safety documentation, training, readiness confirmation, etc.) along with determining the applicable set of Y-12 management requirements. Key planning steps include: 

1. Define the scope of the startup/restart. 

a. Identify and analyze the hazards. 

b. Determine the impact on existing safety documentation. 

c. Determine the required or impacted system, structures and components (SSCs). 

d. Identify the direct and support personnel required along with their specific training needs. 

e. Identify the need for or changes to technical procedures including surveillance procedures. Identify maintenance impacts (N3 analysis) and note if vendor training may be needed. 

2. Determine the type and, if applicable, the level of readiness confirmation (see Y15-190, Readiness Manual, Vol. I Chap. 1). 

a. Will a standard operations checklist be suitable? 

b. Will a Readiness Assessment (RA) or Operational Readiness Review (ORR) be required? 

c. Provide input to the quarterly update to the Startup Notification Report (SNR). 

3. Develop the Project Execution Plan (see Y13-007, Executing Projects) and integrated resource loaded schedule. 

a. Assemble the project team. 

b. Identify tasks and responsibilities for their completion. 

c. Determine resources needed for each task. 

4. Develop the appropriate readiness documents. 

a. Readiness Plan 

b. Plan of Action (POA) 

c. Startup Plan [when needed (e.g., when Core Requirement 12 applies)] 

5. Conduct Management Self-Assessment (MSA) or Readiness Assist Team (RAT) 

6. Prepare for the readiness confirmation reviews. 

7. Conduct the Performance Self-Assessment (PSA). This review is only required for Level II RAs and (ORRs and is the final crucial activity by line management to ensure that operational readiness is fully achieved prior to the formal certification of readiness. 

8. Receive Certification of Readiness. 

For more information about each of the steps above, click on each linked step or use the links in the left menu under the Planning Guide heading.

Step 1. Define Scope of Startup/Restart 

Defining the scope of the startup/restart is crucial to ensuring success in achieving operational readiness. Line management (often supported by an assigned Project Manager) is responsible for defining the scope, making use of the Operations Safety Board (OSB) members of supporting organizations as necessary. 

It is recommended that an individual with startup experience (e.g., Readiness Leader) participate in defining the scope. The scope definition should be facilitated by “workshop” type reviews with representatives from each of the disciplines involved, for example, 

· project engineer, 

· design authorities, 

· process and systems engineers, 

· construction, 

· maintenance, 

· utilities, 

· procedures, 

· procurement, 

· training, 

· safety analysis, 

· nuclear criticality safety, and 

· environmental, safety, health, waste management, safeguards, and security functions. 

Reviews must include facility walkdowns and an understanding of any facility changes (i.e., additional emergency lighting, Emergency Notification System (ENS changes, etc.) needed to support an operational end state. 

Do not let the understanding of the scope be limited by funding sources. Rather, understand what must be accomplished to achieve a fully operational and productive process including changes to existing building equipment that may be either outdated or not operational.

Definition of the scope should focus on identifying what is required to perform the startup/restart. Some of this information may not be known at the beginning of the process, but the information should be generated as soon as possible. Identification of readiness actions will be defined later in the process. 

As part of the definition of the scope, a startup/restart project description must be prepared. Page 2 of UCN-21679, Readiness Applicability and Review Level Determination (Word format), should be used to document the scope. This is required to provide the basis for the subsequent evaluation to determine the type of readiness confirmation that will be needed, as discussed in Step 2.

Step 2. Determine Type and Level of Readiness Confirmation 

The breadth and depth of the required readiness confirmation depend upon the hazards and complexity of the startup/restart. The readiness confirmation that will be needed uses a graded approach. Formal readiness reviews fall into one of two major categories, a Readiness Assessment (RA) or an Operational Readiness Review (ORR). The ORR is the most complex and rigorous of the reviews. Consistent with these review categories, contractor readiness assessments apply a further graded approach to RAs using one of two levels (Level I or Level II RAs). 

The RA/ORR has a breadth and depth that is consistent with the complexity and risks of the particular project being started or restarted. NNSA may determine that the complexity and hazards associated with a particular startup/restart warrant the conduct of a separate NNSA RA. When an ORR is required, NNSA is required by DOE Order 425.1 to conduct their own ORR after the contractor ORR is completed and pre-start findings are resolved. When NNSA conducts a readiness confirmation review (either RA or ORR), then NNSA is typically the Startup/Restart (a.k.a. Authorization) Authority. When neither an RA nor ORR is determined to be required, then the readiness confirmation is accomplished by using the standard operations checklist. The use of this checklist is not considered to be a Readiness Assessment but rather a means to confirm readiness of startup/restarts that do not require an RA or ORR. 

Readiness confirmation options include the following: 

· Standard operation checklist (least complex) 

· Level I RA (independent confirmation using a checklist) 

· Level II RA 

· ORR (most complex) 

Using the startup/restart description (UCN-21679, page 2) generated during the scoping process, the remainder of form UCN-21679, Applicability and Review Level Determination (Word format), is completed by the OSB for the facility in which the startup or restart is to occur. Once approved, this form will determine if an RA or ORR is required or if the readiness confirmation can be done through the standard operations checklist. 

UCN-21057 is used to record the decisions required to assign the appropriate category and level of review for the startup or restart. If an RA or ORR is required, this completed form is submitted to the Senior Manager (Division Manager responsible for the facility), who has final authority for determining the level of review required. If the Standard Operations Checklist is required, then it is submitted to the Readiness Assurance Manager for approval and processing. 

If the determination is that the startup/restart is a standard operations checklist, proceed to Step 2a, Standard Operations. 

If the startup/restart is determined to require an RA or ORR, then proceed to Step 2b, RA or ORR. 

For more specific guidance, see Y15-190, Readiness Manual, Vol. 1, Chap. 1. 

Step 2a. Standard Operations 

When a startup/restart does not require an RA or ORR, then it is considered a startup/restart that uses the Y-12 standard startup process (i.e., standard operation checklist). Confirmation of the satisfactory attainment of operational readiness for standard operations is achieved by using UCN-21050, Standard Operations Checklist. 

When a Standard Operations Checklist is used, this information must be included on the Startup Notification Report (SNR) that is updated quarterly and sent to NNSA. While it is not required to be on the SNR prior to completing the checklist and initiating operations, it is recommended that the startup/restart be placed on the SNR at the first opportunity after the determination is approved. Proceed to Step 2c, Startup Notification Report, and provide the required input.

The items on form UCN-21050 should be evaluated for applicability early in the startup or restart. Where a particular checklist item is not changed (e.g., the Safety Basis documents or Security Plan are not changed) as a result of the startup or restart, then that item would not be applicable to the particular startup or restart. If the item is not applicable to the startup or restart, then mark the "N/A" box and provide in the "BASIS" section the justification as to why the checklist item is not applicable. Justification for the exclusion of a checklist item requires written basis for excluding the item, and a discussion is required. If the item is applicable to the startup or restart, then mark the "YES" box and summarize in the "BASIS" section of that item the actions that must be completed prior to the startup or restart and the documentation that will be provided to show that it has been completed.

For more specific guidance, see Y15-190, Readiness Manual, Vol. 1, Chap. 3. 

Step 2b. RA or ORR 

When a startup/restart requires an RA or ORR, then a number of specific activities need to be accomplished. 

· Assign a Readiness Leader (this is typically a person assigned by the Readiness Assurance Manager, depending on the nature and complexity of the startup/restart). 

· Provide the information needed to include the startup/restart on the SNR that is updated quarterly and sent to NNSA. See Step 2c, Startup Notification Report, and provide the required input. 

· Further develop and finalize the scope of the startup/restart. 

· If a Level I RA is required, then use UCN-21051, Level I Readiness Assessment Checklist, and follow the specific guidance on Level I RAs in Y15‑190, Readiness Manual, Vol. 1, Chap. 9. This process involves the early evaluation of the items on form UCN-21051 for applicability to the particular startup or restart. Where a particular checklist item is not changed (e.g., the Safety Basis documents or Security Plan are not changed) as a result of the startup or restart, then that item would not be applicable to the particular startup or restart. If the item is not applicable to the startup or restart, then mark the "N/A" box and provide in the "BASIS" section the justification as to why the checklist item is not applicable. Justification for the exclusion of a checklist Item requires written basis for excluding the item, and a discussion is required. If the item is applicable to the startup or restart, then mark the "YES" box and summarize in the "BASIS" section of that item the actions that must be completed prior to the startup or restart and the documentation that will be provided to show that it has been completed. A Plan of Action is required to be prepared for all Level I RAs, and it must include the applicable evaluation criteria as describe in Y15-190, Vol. 1, Chap. 9. 

· Proceed to Step 3, Develop the Integrated Schedule and Project Plan. A detailed resource loaded and logic linked schedule should be developed regardless of the review level to ensure all tasks are identified early and to provide the road map to attaining operational readiness. 

Step 2c. Startup Notification Report 

The SNR, updated quarterly, is used by NNSA to approve the type of planned readiness confirmation review and the associated startup/restart authority. NNSA approval is required for RAs or ORRs, but startups and restarts using the standard operations checklist must be listed on the SNR and will be evaluated by NNSA to confirm that they do not require an RA or ORR. While listing standard operations checklists on the SNR is not required prior to completing the checklist and initiating operations, it is recommended that the startup/restart be placed on the SNR at the first opportunity after the determination is approved. The SNR is also used by Y-12 management for startup and restart planning. 

The SNR is required by DOE Order 425.1 and the BWXT Y-12 contract to identify all known startups/restarts at least 12 months prior to the planned startup. Failure to meet the 12-month requirement is a non-compliance with the DOE Order and the BWXT Y-12 contract and will require Division manager approval. The report identifies each item and specifies whether an RA or ORR will be required to confirm readiness to commence or resume operations. Startups/restarts cannot be placed in the SNR until the required Applicability and Review Level Determinations have been completed and approved. The completed UCN form (UCN-21679) provides the information for the SNR and must be included with the SNR update when startup/restarts are submitted for NNSA approval. Failure to include all startups and restarts requiring either an RA or an ORR in the SNR may result in delays since the review cannot start until NNSA approval of the review level is obtained. 
When a previously unreported startup/restart requiring either an RA or ORR is identified that will occur before the next quarterly SNR update, a separate (or addendum) SNR must be provided to ensure timely agreement on the details of the readiness review process for that startup/restart. The addendum, which can be in the form of a letter to NNSA, must contain all of the information required for the SNR plus the reason for not waiting until the next SNR submittal. The addendum also may include the Plan of Action (POA) for NNSA information or approval, depending on the Startup/Restart Authority recommendation. 

After initial input, the SNR may be updated by referencing the startup/restart description and building number and indicating only the changes to be made. 

For more specific guidance, see Y15-190, Readiness Manual, Vol. 1, Chap. 4. 

Step 3. Develop Schedule

Startups and restarts should implement project management processes that will result in the mobilization of the knowledge, skills, tools, experience, and techniques required 

1. to execute the specific scope of work within an established budget and schedule, and 

2. to meet the needs and expectations of the end user, program sponsor, and NNSA. 

Depending on the risk of the particular startup/restart and the cost or production impact, project management processes are applied in a graded manner. For larger projects requiring a Level II RA or an ORR, project managers are typically assigned to manage the entire project through the completion of the readiness confirmation reviews and startup authorization. In all cases the responsible manager and, where applicable (i.e., Manufacturing), the production manager are responsible for attaining operational readiness. The project manager is their agent for accomplishing that end. 

A key project management tool is the generation of the integrated project schedule. Planning, Integration, and Control (PI&C) should provide the resources needed to support the development and maintenance of the startup or restart schedule. All startups or restarts undergoing a readiness confirmation review need detailed schedules prepared early in the project that are approved by the responsible manager and, when assigned, the project manager. For the more complex projects, these schedules first appear in the initial Project Execution Plan (PEP) (see Y13‑007) for approval by management. The project schedule must include the tasks required to attain full operational readiness as well as the tasks associated with the applicable readiness confirmation reviews. This is an expectation of the NNSA Y-12 Site Office. 

As an aid to both understanding the scope of work needed for a particular startup/restart and in the development of the detailed schedule, several functional areas have prepared checklists (linked from the Readiness forms page) that contain the key items required for the particular area. All of the items listed may not apply to a given startup/restart, but the use of these checklists as a tool in establishing the tasks to be completed for a startup/restart will help ensure required items are considered and when appropriate included in the schedule. 

Once developed, the resource-loaded integrated schedule defines the path to attaining operational readiness and will be used by the project team to complete the multitude of tasks that must be performed in a logical, sequential, and disciplined manner to ensure success. Changes to the scope, budget or schedule, regardless of how minor, should be evaluated for impact on the overall schedule. For larger projects, it is recommended that changes be processed through a change control board for approval to minimize unnecessary impacts on the overall project activities. The readiness leader, as a core member of the project team, is responsible for ensuring that requested changes to the Readiness Plan (where required) are documented, evaluated, and submitted for approval. The project manager is responsible for ensuring that the preparation, approval, and maintenance of the integrated baseline schedule is implemented by the PI&C member of the project team. 

Schedule templates are available to assist in the development of schedules for projects of various complexities and categories of readiness confirmation reviews. These schedule templates typically list single sets of task for things like technical procedures. These sets of tasks can then be duplicated, logic linked, and resource loaded to reflect the actual scope of the project. Tasks that are not applicable to a given startup/restart can be deleted ,and tasks unique to the startup/restart can be added. 

Samples from completed projects are also available. The P3 versions of the templates and/or sample schedules are available from Cathy Jennings, phone 241.9370. 

Step 4. Develop Documents

Depending on the type of readiness confirmation reviews, different readiness documents may be required. For a Level I (Checklist) RA, a combined Plan of Action (POA) and Implementation Plan (IP) is prepared. A Startup Plan may be required for more complex Level I RAs. 

Where a Level II RA or ORR is required, then a Readiness Plan (see Step 4a) must be prepared in addition to the POA (see Step 4b) and Startup Plan (see Step 4c). 

For Level II RAs and ORRs, the Startup Plan is required when Core Requirement 12 applies, but it may be used when advantageous to the startup. 

Document Requirements

R=required; NR=not required

	Requirement
	Level I RA
	Level II RA
	ORR

	Planning for Operational Readiness 

	Applicability and Review Level Determination (UCN-21679, Word format)
	R
	R
	R

	Startup Notification Report Approval
	R
	R
	R

	Level I RA Checklist (UCN-21051, Word format)
	R
	NR
	NR

	Readiness Activity Checklist (UCN-21052, Word format)
	Can be used
	R
	R

	Scoping Meeting
	NR
	R*
	R

	Readiness Plan
	NR
	R
	R

	Plan of Action
	R
	R
	R

	Management Self-Assessment (MSA)
Readiness Assist Team (RAT)
	Should be used
	Should be used
	Should be used

	Startup Plan**
	R
	R
	R

	Evidence Files
	R
	R
	R

	Declaration of Readiness for Performance Self-Assessment (PSA) [Level II RAs and ORRs only]
	NR
	R
	R

	PSA Implementation Plan
	NR
	R
	R

	PSA Report
	NR
	R
	R

	Certification of Readiness Letter
	Part of Checklist
	R
	R


*Only required if NNSA is Startup (Authorization) Authority; held for others if senior management desires.
**Required if Core Requirement 12 is within scope. Need for a Startup Plan is determined by nature of activity, extent of simulation, training, and/or testing that can only be done after startup, etc.

Step 4a. Readiness Plan

The Readiness Plan is an internal Y-12 document required to ensure that potential operational readiness issues for more complex startup/restarts are adequately addressed before startup is authorized. A readiness plan is not required for a Level I RA. The Readiness Plan is typically developed during or just after the design phase, but it can be started early based on the preliminary process description. Depending on the stage of the startup/restart, the typical elements included in the Readiness Plan are 

· personnel, including supporting organization personnel; 

· supporting organization services; 

· site and organization level programs and procedures; 

· documentation; 

· technical baseline; 

· safety basis documentation; 

· safeguards and security basis documentation; 

· the equipment/systems and interfaces with existing systems; 

· a description of the planned demonstration of performance, including the use of surrogate materials and simulations; and 

· changes to any of the above. 

The Readiness Plan must identify the tasks required to support attaining operational readiness. This level of detail is typically covered in the project integrated schedule (see Step 3), which is included as an attachment to the Readiness Plan. UCN-21052, Readiness Activity Checklist (Word format), as well as the other functional area checklists (found on the Readiness Assurance forms page), can be used to ensure that you address all potential startup areas. 

In its simplest form, the Readiness Plan is a combination of the scheduled tasks and the evidence requirements (closure criteria) for those tasks, the involved equipment, and people. The Readiness Plan and the POA should be developed concurrently, or you can develop the Readiness Plan before the POA. However, the two plans must be reconciled and should be developed from the same scoping basis at about the same time. 

For startup/restart efforts where NNSA is the Startup/Restart (Authorization) Authority, a scoping meeting must be conducted with representatives from YSO. The scoping meeting is to occur prior to finalizing the POA, but after the Readiness Plan has been issued and a copy provided to YSO prior to the scoping meeting. The purpose of the scoping meeting is to baseline the scope of the start-up/restart. Typical elements include: 

· personnel, including supporting organization personnel; 

· supporting organization services; 

· site and organization level programs and procedures; documentation; 

· technical baseline; 

· safety basis documentation; 

· safeguards and security basis documentation; 

· the equipment/systems; and 

· changes to any of the above. 

Decisions from the scoping meeting are documented, and YSO will formally approve (e.g., via letter) the scope of the readiness effort. 

As a part of developing the Readiness Plan, the readiness leader and responsible manager develop a Management Self-Assessment (MSA) or Readiness Assist Team (RAT) Plan (see Step 5) that describes how key areas will be evaluated during the operational readiness preparation phase of the startup/restart. Following this Plan (MSA or RAT) will identify issues early in the preparation process, thereby preventing costly delays and schedule impacts that could result from identifying issues at the end of the preparation phase via the Performance Self Assessment (PSA) or RA/ORR. The detail and scope of the Plan should be tailored to the scope and level of review required for the startup/restart. Choose areas for evaluation based on lessons learned from recent startups and historical issues for processes that will be used during operational readiness preparation. 

Once the Readiness Plan is developed and has been approved by the responsible manager, then the POA can be finalized (Step 4b). As the startup/restart progresses, the Readiness Plan requires focused attention with continual review to determine the opportunities for improvement and to identify problems early. 

For more specific guidance, see Y15-190, Readiness Manual, Vol. 1, Chap. 5. 

Step 4b. Plan of Action

Once the Readiness Plan has been developed, line management and NNSA have agreed on the level of readiness confirmation review, and a scoping meeting has been held (where NNSA is the Startup/Restart Authority), it is appropriate to finalize the POA. The timing for developing the POA should permit final approval well in advance (at least 3 to 6 months and much earlier for larger projects) of the projected start of the readiness confirmation review. 

The POA is a critical plan that defines the scope and prerequisites for the readiness confirmation review. Description of the scope in the POA should be specific. For RAs where a particular Core Requirement (CR) is not being applied, include the justification in the Readiness Plan. Justifications for excluding CRs from the scope of an ORR typically require that a timely, independent review that addressed the CRs or portion of the CRs in a technically satisfactory manner may be used as justification for not including a CR or portion of a CR. 

The prerequisites should be detailed, applicable to specific individual core requirements, measurable, and achievable. Frequently, as a result of developing the POA, additions or rescheduling of items in the Readiness Plan may become apparent. Because the POA defines the scope of the final readiness confirmation review, it is appropriate that a focused review be scheduled to evaluate the completeness and adequacy of the Readiness Plan to achieve operational readiness consistent with the POA. 

The POA must identify the review team leader for the RA or ORR as well as the Startup/Restart Authority and anticipated date for the start of the RA or ORR. Since NNSA must approve the Startup/Restart Authority, this position is identified early and is listed in the approved SNR. The review team leader must be qualified to manage and conduct the RA or ORR. The basis for qualification includes: 

· Technical familiarity with the activities and functional areas being reviewed. 

· Previous performance-based review or assessment experience or training (e.g., qualified Level I Lead Assessor). 

· Demonstrated leadership and managerial skills. 

· Readiness Confirmation Review experience or formal training. 

The POA should be developed using a graded approach commensurate with the level of readiness confirmation being conducted: Level I RA, Level II RA, or ORR. If the evaluation defines a difference between the Readiness Plan and the POA, the reasons for the differences should be understood and the plans brought into agreement. A critical task is to ensure that either the tasks specified in the Readiness Plan will fully meet all POA prerequisites or that either the POA prerequisites or the Readiness Plan be changed so they are consistent. The POA for a Level I RA must include the applicable evaluation criteria (the CRADs) as describe in Y15-190, Vol. 1, Chap. 9. The POA should describe how performance of the startup/restart will be demonstrated and clearly indicate where simulations and surrogate materials will be used. 

Once the POA is developed, if Core Requirement 12 is included, then a Startup Plan is required. Even if Core Requirement 12 is not required, a Startup Plan may be beneficial. When used, the Startup Plan is typically prepared near the end of the project but prior to the end of the MSA or start of the PSA (see Step 4c). 

For more specific guidance, see Y15-190, Readiness Manual, Vol. 1, Chap. 9 (Level I RA only) or Vol. 1, Chap. 6 (Level II RA or ORR). 

Step 4c. Startup Plan

A Startup Plan is required to be developed whenever core requirement 12 is identified within the scope of the readiness confirmation review. A Startup Plan is not required for Level I RAs, but it may be advisable for more complex startup/restarts. 

The Startup Plan documents the oversight and controls necessary for deliberate operational activities after startup/restart authorization has been granted. Typically, the Startup Plan addresses those actions or functions (e.g., testing with real material, final operator certification where provisional certifications were needed, etc.) that could not be demonstrated during the review process. 

In developing the plan, make sure to clearly delineate (and include a summary level outline schedule that clearly illustrates) the graded and systematic approach to full operations. You should describe both the management and facility activities/tasks necessary to achieve full operations, including any follow-on testing that may be needed. When testing is to be done during the startup phase, be sure to have the testing plan/instruction/procedure developed and included as a demonstrated part of the readiness confirmation. 

For more specific guidance, see Y15-190, Readiness Manual, Vol. 2, Chap. 1. 

Step 5. Conduct MSA or RAT Plan

Establishing and documenting an internal confirmation of readiness is typically done through the conduct of a Management Self-Assessment (MSA), by line/operations management before subsequent reviews are done [e.g., Performance Self-Assessment (PSA) or Level I RA]. This facilitates more efficient follow-on reviews and has been proven to reduce the number of issues identified during those reviews that must be tracked and corrected before the readiness confirmation reviews. 

Managing the process for achieving operational readiness involves executing the schedule, monitoring the progress of tasks needed to attain operational readiness, conducting practice evolutions, maintaining and reviewing evidence files, reviewing current corrective actions, and interviewing personnel to ensure they are aware of assignments and requirements. 

A key element for success in this process is the development of documentation and other deliverables that are of high quality. Ensuring that a high level of quality is achieved will support an efficient readiness confirmation process. To this end several projects have used the Readiness Assist Team (RAT) to start early (just before the time testing starts) to help the project team ensure that applicable requirements are met with adequate assurance of quality and that performance can be demonstrated without problems. In the RAT approach, problems or concerns are provided to the person responsible for the particular area. While these are tracked, they are not documented as formal findings, but rather the decision as to how or whether to address them is left to line management. 

Completion of this informal confirmation prepares operations and support organizations for the PSA or Level I RA. The PSA should not commence until prerequisites are completed. Any prerequisites not completed before the PSA begins should be identified for the senior manager and PSA team leader and should be planned for completion prior to the end of the PSA fieldwork. 

For more specific guidance, see Y15-190, Readiness Manual, Vol. 1, Chap. 7. 

Step 6. Prepare for Reviews

Several activities can help to prepare operations personnel (from production, facility, RadCon, maintenance, etc.) for the readiness confirmation reviews and associated demonstrations and interviews. 

The Readiness Leader should 

· Ensure that the evidence files are complete and technically correct and that any out-of-date or superseded material is updated. Where items change frequently, the Readiness Leader should be on the formal distribution list from the applicable Document Management Center. 

· Conduct a prerequisite confirmation review meeting to make sure all the key support organizations agree that the prerequisites listed in the POA are all met and they are ready to support operations. Use of the functional area checklists (found on the Readiness Assurance forms page) can aid in this process. 

· Hold a pre-review briefing with the review team leader to discuss planned demonstrations, simulations, and use of surrogate materials. It is vital that the review team expectations are well understood and that the review team clearly understands what will be provided or demonstrated for their review. 

· Working with the review team leader, develop a schedule for the evolutions to be demonstrated and the formal interviews requested by the review team. Schedules should be published and updated as needed. 

· Provide at least a briefing to operators, supervisors, and support personnel when formal interviews are planned with these individuals so they understand what to expect and how to respond to interview questions. 

· Mark up (redline) procedures being used for demonstrations during the review using the guidance in Y15-232 (PDF), Technical Procedure Process, Section 8, and use the marked-up procedures to practice the evolutions to be demonstrated. 

· Establish points of contact for the review team to interface with during the review and brief the points of contact on expectations for information exchange. 

· Determine the logistical needs of the review team and provide for those needs (i.e., location, computer support, etc.) 

· During the fieldwork portion of the review, schedule a startup/restart team meeting to make sure that items noted by the review team during their daily debriefings with the startup/restart team are being addressed and questions are receiving prompt responses with technically complete answers. 

When preparations are complete and the line management and the project manager are confident that, were it not for the requirement to conduct an RA or ORR, actual operations could safely and compliantly begin, then they are ready to start the Performance Self-Assessment (PSA) [see Step 7] for a Level II RA or ORR or certify that they are ready for the start of the Level I RA [see Step 8]. 

For more specific guidance, see Y15-190, Readiness Manual, Vol. 1, Chaps. 7 and 8. 

Step 7. Conduct Performance Self-Assessment (PSA)

The PSA is only required for Level II RAs and ORRs and is the final crucial activity by line management to ensure that operational readiness is fully achieved. The PSA must be objective and evaluate completed work products as well as performance in the field after an adequate level of operational proficiency is attained. The PSA is an internal review used by line management to verify that operational readiness is achieved prior to the start of the formal readiness confirmation review and should be viewed as the “Dress Rehearsal” for the final certification of readiness and the start of the RA or corporate ORR. The PSA Implementation Plan (IP) should provide a structured and disciplined process through which the responsible manager and project manager gain confidence that operational readiness has been fully achieved with the expected level of quality. 

Typically the responsible manager and/or the readiness assurance manager select an individual to lead the PSA. The PSA team leader should have the same qualifications as an RA/ORR team leader. The team leader develops the PSA Implementation Plan with the help and input from the PSA team, the readiness leader and others. The PSA IP should represent the greatest breadth and depth of any of the planned reviews. It starts with the POA and Readiness Plan and defines the closure criteria for the individual elements of the prerequisites and core requirements and defines the review approach to be used during the actual PSA. The PSA IP also defines the objective evidence that must be available to demonstrate that the closure criteria in the Readiness Plan are met. The PSA IP should stress that only completed items will be evaluated. The PSA will not be successful until the completed and approved products are evaluated and all aspects of the project are examined. The PSA should be the most comprehensive in both depth and breadth and go beyond the depth and breadth defined in the POA when requested by the responsible manager or project manager. 

In conducting the PSA, efforts should be made so that PSA team members are not evaluating their own work. The evidence to demonstrate that the closure criteria from the Readiness Plan are met should be objectively and critically evaluated. To the degree possible, elements required to demonstrate closure must be completed and reviewed. The PSA report should support the needs of line management. The PSA is not a deliverable to the readiness confirmation process but only to line management to help in ensuring that the expectations for operational readiness have been met. The PSA must be complete and issues clearly resolved before the formal certification of readiness is made. 

Experience indicates that if there is not enough time to complete a full-scope PSA prior to start of the formal readiness confirmation review, the readiness confirmation review will be a very high-risk action with the potential for more significant findings that will take longer to fully resolve. In the final analysis, the PSA should be the most critical, in-depth, and demanding review conducted prior to the certification of readiness. The success of the overall operational readiness processes is dependent on line management, project management, and functional area support management taking the responsibility to apply both the startup/restart requirements and the other applicable site requirements in a graded manner for operational preparations and holding themselves and their representatives to the project team accountable to meet those requirements with a quality product. It is important to note that where the set of management requirements create barriers to success, it is incumbent on the project team and functional area managers to look for ways to change the management requirements to allow for a more efficient process. It is not acceptable that any management requirements be ignored simply because they present a barrier. 

The following are typical elements of the PSA: 

1. Responsible Manager or Readiness Assurance Manager selects the review Team Leader 

2. Team Leader selects the team members (see Confirmation Step 1). 

3. Team Leader assisted by the team members develops the Implementation Plan (see Confirmation Step 2 for additional information). 

4. Responsible Manager with concurrence of the Production Manager (if applicable) requests the start of the PSA. 

5. Review team conducts the PSA (see Confirmation Step 3 for additional information). 

6. Review team prepares the Review Report (see Confirmation Step 4 for additional information). 

a. Draft report 

b. Complete factual accuracy review 

c. Issue final report 

d. Complete a Significance Determination Worksheet (UCN-21061) for each finding and provide form and report to IMPRB 

7. Review team resolves pre-start findings and develops corrective actions for post-start findings. It is a good practice to have the PSA team or an independent source verify that the corrective action plans address the findings and the findings have been adequately resolved in accordance with the approved corrective action plan. 

8. Responsible Manager certifies readiness and requests the start of the BWXT Y‑12 RA or ORR (see Planning Step 8). 

For more specific guidance, see Y15-190, Readiness Manual, Vol. 2, Chap. 2. 

Step 8. Receive Certification of Readiness

If a Level I RA is being done, then the Certification of Readiness (COR) is accomplished by the signature of the Responsible Manger on UCN-21051, Level 1 Readiness Assessment Checklist (Word format). If applicable, the Production Manager concurs by also signing form UCN-21051. 

If a Level II RA is being done, then a COR letter is prepared by the Responsible Manager and, where applicable, the Production Manager for the signature of the Y-12 Startup/Restart Authority. For Level II RAs and ORRs, this is only done after the PSA is completed, pre-start findings are closed, and the prerequisites in the POA have been fully met. This letter certifies to the review Team Leader (RA or ORR) that the startup or restart has attained a fully operational state of readiness and the review is authorized to begin. 

Manageable List of Open Items
While it is strongly discouraged, the COR may contain a list of manageable items that were not able to be completed prior to the start of the formal confirmation review. The manageable list of open prestart items must have a well-defined plan and schedule for closure. There should be no unresolved issues in the path toward closure of these prestart items, and the items must not interfere with the ability of the review team to evaluate performance. 

The acceptability of open prestart items at the time of the certification of readiness must consider the following: 

· Each open item that is a prerequisite to commencing operations must be identified as a part of the COR. 

· The number of open items must be small. In determining how many open items are acceptable, one principle should be that every area to be evaluated by the review must be sufficiently complete to permit evaluation. For example, a single finding or multiple findings that in aggregate mean that some key program has not yet been developed and put in place would not be acceptable since the review would be unable to confirm the adequacy of the program. Only if that program were to be in place prior to the end of the review (with sufficient time to evaluate the program) would a finding of this sort be acceptable. 

· Each open item must be defined with an explicit corrective action plan. The corrective action plan must be included with the identified open items in the COR. The schedule for completion of the corrective actions must be consistent with the timing for the completion of the review. Open items such as “the required environmental permits have not been requested or approved” would not be acceptable in that additional procedures and activities are potentially dictated by the corrective actions to the identified open item. 

In summary, the open items should be few in number, well defined with a well-defined corrective action plan, able to be completed on a schedule that is consistent with the review schedule and not of such a nature individually or in aggregate to preclude an adequate evaluation by the review team. 

For more specific guidance, see Y15-190, Readiness Manual, Vol. 2, Chap. 4. 

