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1.0 PURPOSE AND SCOPE

(3.1.1, 3.1.2, 3.1.3, 3.1.4)

This plan provides an overview of the Tank Farm Contractor (TFC) Operational Readiness Program.  This program consists of two parts.  The first part is achieving operational readiness. This is viewed as an activity that is independent of the readiness review process.  The second part is the readiness review process, which involves assessing the operational readiness of a facility or an activity for safe startup or restart in accordance with the requirements of DOE Order 425.1C, “Startup and Restart of Nuclear Facilities.” 
2.0 OPERATIONAL Readiness Program

The goal of the Operational Readiness Program is to ensure that the authorization basis, facilities, personnel, equipment, and procedures are ready to support safe conduct of the activity.  The Operational Readiness Program flowchart (Figure 1) provides the road map of key milestones in the operational readiness program along with critical elements that support milestone completion.  Figure 1 is intended to be a general representation of the program and is not intended to represent all possible sequences.  As depicted in Figure 1, the Operational Readiness Program consists of two distinct paths:

(
Achieving operational readiness
(
Readiness Review process.
Attachment A provides the relationship of the Integrated Safety Management System (ISMS) guiding principles to the Operational Readiness Program.
The Operational Readiness manager ensures that operational readiness personnel qualifications are current and verifies that the training and qualification requirements and the employee job task analyses are reviewed periodically.

The job performance of operational readiness personnel shall be reevaluated at intervals not to exceed three years.  If reevaluation determines that the person no longer meets qualification requirements, that person shall not be used for independent performance of such operational readiness activities until the required capabilities have been demonstrated satisfactorily.
2.1 Achieving Operational Readiness 

Achievement of operational readiness is required prior to commencement of an activity and must be accomplished whether or not a readiness review, in accordance with the requirements of DOE Order 425.1C, is required.  The activity scope must be well defined and understood to ensure all required readiness actions are developed and accomplished.  The scope must define the physical and administrative boundaries of the subject activity.  The activity scope is typically defined using an activity description.  The Operational Readiness Checklist (ORC) defines the expectations, including deliverables and associated objective evidence, necessary to demonstrate satisfactory achievement of operational readiness.  The process of achieving operational readiness verifies the following:

· It is safe to start or restart the facility and/or activity and it can be operated safely within the boundaries of the authorization basis
· The facility and/or activity is physically ready to startup or restart
· The facility and/or activity meets approved design requirements

· The facility and/or activity will be operated, maintained, and supported by trained and proficient personnel
· The facility and/or activity will be operated in compliance with the requirements of the safety management programs
· The necessary infrastructure [e.g., procedures, staffing, compliance with U.S. Department of Energy (DOE Orders, rules, spare parts, and contract support)] is in place
· Management, operations, and support staff are prepared to manage, operate, and maintain the facility and/or activity that is about to start up or restart.

For complex, high consequence activities, a startup management self-assessment may be performed to confirm an acceptable state of operational readiness has been achieved.

The following procedures comprise the achieving operational readiness (planning and managing) path of the operational readiness program:  (3.1.1, 3.1.2, 3.1.3)
1.
TFC-PRJ-PM-C-06 identifies the documentation required to demonstrate operational readiness to safely start or restart a new or modified routine or non-routine activity.  This documentation is identified through the use of an ORC.  In addition, it identifies responsible parties for documentation development, provides reference to the readiness review process by identifying affidavits associated with each document, and agreement between the project manager, facility/operations manager, and responsible parties.
2.
TFC-PRJ-PM-C-25 provides for use of a readiness verification checklist to ensure that operational readiness has been effectively established following extended outages, minor modifications to equipment, preparations for minor modifications to equipment (including providing relevant operational information to personnel performing the modifications) and process changes that do not adversely affect operations to the level of requiring an Operational Readiness Checklist.
3.
TFC-PRJ-PM-C-07 describes the Startup Management Self-Assessment Process and establishes the prerequisites, responsibilities, and requirements to demonstrate and validate through objective evidence a state of operational readiness to startup or restart a facility and/or activity.  Facility operational readiness should start early and end when facility management declares operational readiness.

The procedure discusses the development and use of the following:

Facility Readiness Plan:  The Facility Readiness Plan is the facility management’s verification/validation that the facility/activity is ready to safely operate in accordance with requirements.  At the completion of this process, the facility or activity will be ready to commence operations, subject to completion of any contractor, and/or DOE readiness reviews.  Affidavits:  Affidavits outline the rules and tests against, which quality of performance for core requirements will be measured (criteria).  Affidavits describe what the technical experts (facility readiness team members) will examine and how the examination will be conducted to gather objective evidence that the criteria have been met (review approach).  The review approaches consist of a sampling document review, hardware walkdowns, personnel interviews, and evolution assessment.

2.2 Readiness Review Process
When achievement of operational readiness has been accomplished, formal readiness reviews will be conducted when required in accordance with DOE Order 425.1C.  Readiness reviews are not intended to be a management tool to achieve operational readiness.  The purpose of a readiness review is to confirm a nuclear facility’s “state of operational readiness” for safe startup or restart.

The readiness reviews performed by either the TFC, or the DOE or both are:
· Operational readiness review (ORR)
· Level 1 readiness assessment (most complex readiness assessment)

· Level 2 readiness assessment
· Level 3 readiness assessment (least complex readiness assessment).

The following procedures comprise the readiness review (confirming readiness) path of the Readiness Review Program:
1. TFC-PRJ-PM-C-04 establishes the responsibilities and requirements for the development of the activity description, the startup or restart description and the Startup Notification Report.  The procedure describes the content and approval process for both documents.  The Startup Notification Report is used by DOE‑Office of River Protection (ORP) to grant approval for the type of readiness review and to track the status of startup or restart activities at TFC facilities.  Additionally, it ensures that the appropriate level of review and startup/restart authority is established.
The procedure discusses the development and use of the following documents:

· Activity Description:  The activity description defines the scope of the activity, identifies the associated hazards and the controls required to mitigate those hazards.  The activity description results in determining if the subject activity is routine or non-routine and what differences, or deltas, exist when compared to similar activities.  If the activity is determined to be routine it is generally not subject to a formal readiness review.
· Startup/Restart Description:  The startup/restart description documents the process used to determine the appropriate type of readiness review for non-routine activities.  The startup/restart description uses the activity description to provide the detailed information regarding the activity of the facility that will permit the project safety board to determine the appropriate type of readiness review.  This document forms the basis for the readiness review recommendation to DOE-ORP.

· Startup Notification Report:  The Startup Notification Report is the formal means to recommend and obtain approval from DOE-ORP regarding plans for readiness reviews of future startup and restart activities of nuclear facilities.  The report covers known startup or restart activities of nuclear facilities planned at least one year in advance.

2. TFC-PRJ-PM-C-08 describes the prerequisites, responsibilities, requirements, and actions required in performing an ORR.  An ORR is performed to confirm a state of operational readiness for startup of new facilities or the restart of existing facilities.  This procedure provides for a documented independent assessment and confirmation of operational readiness in compliance with DOE Order 425.1C.

An ORR is a disciplined, systematic, documented, and performance-based examination of facilities, equipment, personnel, procedures, and management control systems to ensure that a facility or activity will be operated within its approved safety basis.  The ORR process provides a formalized, structured, independent verification of operational readiness to startup or restart a facility.

The procedure discusses the development and use of the following documents:

· Plan of Action:  The plan of action is the document prepared by the facility/operatioons manager describing the breadth of the review and the prerequisites that must be met to start the review.  It defines the review scope.

· Implementation Plan:  The implementation plan is developed by the review team leader describing the specifics of the approach, methodology, and reporting requirements of the review.

· Final Report:  The final report is the product of an ORR.  The final report documents the logic of the review, conveys the results, explains any deviations from the implementation plan, and provides the conclusions and findings from the review along with the process by which they were developed.  The final report is the basis for the contractor authorization authority to forward the readiness to proceed memorandum to DOE, or if allowed by the Startup Notification Report, to approve startup or restart.

· Declaration of Readiness:  The declaration of readiness is the formal communication from the facility/operations manager to the contractor authorization authority stating that the startup management self-assessment and the prerequisites in the plan of action have been completed.  The declaration is a prerequisite to authorizing the start of the contractor ORR.

· Readiness to Proceed Memorandum:  The readiness to proceed memorandum is the formal communication from the contractor to DOE stating that the facility has been brought to a state of operational readiness to start operations.  The memorandum is a prerequisite to the DOE ORR, if required.  It is issued after the contractor readiness assessment is completed certifying that all prerequisites in the plan of action have been met.  It is developed by the facility manager for approval by the contractor authorization authority before sending to DOE, declaring that the facility has been brought to a state of operational readiness to start operations and ready for the DOE ORR, if required.

3. TFC-PRJ-PM-C-09 describes the prerequisites, responsibilities, requirements, and actions required in performing a readiness assessment.  A readiness assessment is performed to confirm a nuclear facility’s “state of operational readiness” for startup or restart when an ORR is not required.  This procedure provides for a documented independent assessment and confirmation of operational readiness in compliance with DOE Order 425.1C.

A readiness assessment is similar to an ORR, but the type of review is intended to be graded, or tailored, to a degree that is consistent with the facility modifications, duration, and confidence since operations were last conducted.  Level 1 readiness assessments may be as complex as an ORR, whereas Level 3 readiness assessment is as simple as a readiness checklist.
The procedure discusses the development and use of the same documents listed in TFC‑PRJ-PM-C-08.
3.0 SOURCES

3.1 Requirements

1. DOE O 413.3A, “Program and Project Management for the Acquisition of Capital Assets.”  (S/RID)

2. DOE O 425.1C, “Startup and Restart of Nuclear Facilities,” Attachment 1, Contractor Requirements Document.  (S/RID)

3. DOE O 430.1A, “Life Cycle Asset Management.”  (S/RID)

4. RPP-MP-003, “Integrated Environment, Safety, and Health Management System Description for the Tank Farm Contractor.”

3.2 References

1. TFC-PRJ-PM-C-04, “Startup Notification Report.”

2. TFC-PRJ-PM-C-06, “Operational Readiness Process.”

3. TFC-PRJ-PM-C-07, “Startup Management Self-Assessment.”



4. "

TFC-PRJ-PM-C-08
, “Operational Readiness Review.”



5. "

TFC-PRJ-PM-C-09
, “Readiness Assessment.”
6. TFC-PRJ-PM-C-25, “Readiness Verification Checklists.”
Figure 1.  Operational Readiness Program Flowchart.
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ATTACHMENT A - OPERATIONAL READINESS PROGRAM GUIDING PRINCIPLES

The guiding principles for the operational readiness program were based on an evaluation of readiness activities from the perspective of ISMS.  The guiding principles and their relationship to the core requirements (identified by the parenthetical notations) are the following.
1.0
Line management is responsible for safety – Line management is responsible for the protection of employees, the public, and the environment.  Line management includes those contractor and subcontractor employees managing or supervising employees performing work

Line management has established programs to ensure safe accomplishment of work.  The authorization authority should identify those specific infrastructure programs of interest for the startup or restart.  Personnel should exhibit an awareness of public and worker safety, health, and environmental protection requirements and, through their actions, demonstrate a high-priority commitment to comply with these requirements. (CR #8, CR #14)
While the line manager for an activity can delegate the responsibility for operational readiness, the accountability remains with the line manager.  The line manager retains the responsibility and accountability for the oversight of the operational readiness process taking place in their facility.  A readiness review lessons learned is that operational readiness activities cannot be delegated unless there is management oversight or guidance.
On larger projects where a project manager is assigned or a separate director provides senior management oversight, the line manager of the activity still retains accountability for the operational readiness preparations.  As an integral member of the operational readiness team, it is expected that the line manager will participate throughout the readiness review process and is responsible to ensure the activities will meet all operational and production requirements when readiness review preparations are completed and operational readiness requirements are met.

2.0
Clear Roles and Responsibilities - Clear and unambiguous lines of authority and responsibility for ensuring Safety and Environmental Programs are established and maintained at all organizational levels

Functions, assignments, responsibilities, and reporting relationships (including those between the line operating organization and Safety and Environmental Programs support organizations) are clearly defined, understood, and effectively implemented with line management responsibility for control of safety. (CR #11)
An important consideration in achieving a successful startup or restart is to ensure that operational readiness plans reflect the roles and responsibilities for key personnel.  Many of the individuals who play a key role in achieving operational readiness will have other responsibilities, so conflicting priorities should be addressed as early as possible in the operational readiness process.  Personal accountability and expectations for competence are crucial to successful operational readiness and preparations.

ATTACHMENT A - OPERATIONAL READINESS PROGRAM GUIDING PRINCIPLES (cont.)

3.0
Competence commensurate with responsibilities - Personnel possess the experience, knowledge, skills, and abilities that are necessary to discharge their responsibilities

The selection, training, and qualification programs for operations and operations support personnel have been established, documented, and implemented.  The selection process and applicable position-specific training for managers ensure competence commensurate with responsibilities.  The training and qualification program encompasses the range of duties and activities required to be performed. (CR #2, CR #19)
The level of knowledge of managers, operations, and operations support personnel is adequate based on reviews of examinations and examination results and selected interviews of managers, operating, and operations support personnel. (CR #3, CR #19)
Modifications to the facility have been reviewed for potential impacts on training and qualification.  Training has been performed to incorporate all aspects of these changes. (CR #18b)
Appropriate training for personnel participating in the readiness review will be required.  The Manager, Operational Readiness ensures the review team leader has the required experience and the review team members are properly trained in readiness review program requirements.

4.0
Priorities are balanced to protect the workers, the public and the environment - Resources are effectively allocated to address Safety and Environmental Programs, programmatic, and operational considerations. Protecting employees, the public, and the environment is a priority whenever activities are planned and performed.

Sufficient numbers of qualified personnel are available to conduct and support operations. Adequate facilities and equipment are available to ensure operational support services are adequate for operations.  (Such support services include operations, training, maintenance, waste management, environmental protection, industrial safety and hygiene, radiological protection and health physics, emergency preparedness, fire protection, quality assurance, criticality safety, and engineering). (CR #8, CR #13)
Commensurate with the graded level of the readiness review, the line manager is responsible for ensuring that adequate technical support is in place to support operational readiness requirements.  The operational readiness program procedures identify the parts of readiness review (e.g., defining the scope, level of review, startup/restart description, facility readiness plan, etc.), requiring technical support.

ATTACHMENT A - OPERATIONAL READINESS PROGRAM GUIDING PRINCIPLES (cont.)
5.0
Identification of safety standards and requirements - Before work is performed, the associated hazards are evaluated and an agreed-upon set of standards and requirements is established which, if properly implemented, provide adequate assurance that employees, the public, and the environment are protected from adverse consequences
Facility safety documentation is in place and has been implemented that describes the “safety envelope” of the facility.  The safety documentation should characterize the hazards/risks associated with the facility and should identify preventive and mitigating measures (systems, procedures, administrative controls, etc.) that protect workers and the public from those hazards/risks.  Safety structures, systems, and components (SSCs) are defined and a system to maintain control over their design and modification is established. (CR #4)

A program is in place to confirm and periodically reconfirm the condition and operability of safety SSCs.  This includes examinations of records of tests and calibration of these systems.  The material condition of all safety, process, and utility systems will support the safe conduct of work. (CR #5)
The facility systems and procedures, as affected by facility modifications, are consistent with the description of the facility, procedures, and accident analysis included in the safety basis. (CR #15)
6.0
Hazard controls are tailored to the work being performed - Administrative and engineering controls to prevent and mitigate hazards are tailored to the work being performed and associated hazards. Emphasis should be on designing the work and/or controls to reduce or eliminate the hazards and to prevent accidents and unplanned releases and exposures
Adequate and correct procedures and safety limits are in place for operating the process systems and utility systems that include revisions for modifications that have been made to the facility. (CR #1) (CR #18a)
A routine drill program and emergency operations drill program, including program records, have been established and implemented. (CR #9)
An adequate startup or restart program has been developed that includes plans for graded operations and testing after startup or resumption to simultaneously confirm operability of equipment, the viability of procedures, and the performance and knowledge of the operators.  The plans should indicate validation processes for equipment, procedures, and operators after startup or resumption of operations including any required restrictions and additional oversight. (CR #10)
The formality and discipline of operations is adequate to conduct work safely, and programs are in place to maintain this formality and discipline (e.g., DOE 5480.19). (CR #12)
ATTACHMENT A - OPERATIONAL READINESS PROGRAM GUIDING PRINCIPLES (cont.)
7.0
Operations Authorization - The conditions and requirements to be satisfied for operations to be initiated and conducted are established and agreed-upon by DOE and the contractor. These agreed-upon conditions and requirements are requirements of the contract and binding upon the contractor. The extent of documentation and level of authority for agreement shall be tailored to the complexity and hazards associated with the work and shall be established in a Safety Management System
Formal agreements between the operating contractor and DOE have been established via the contract or other enforceable mechanism to govern the safe operations of the facility.  A systematic review of the facility’s conformance to these requirements has been performed.  These requirements have been implemented in the facility, or compensatory measures are in place and formally agreed to during the period of implementation.  The compensatory measures and the implementation period are approved by DOE. (CR #7)
A feedback and improvement process has been established to identify, evaluate, and resolve deficiencies and recommendations made by oversight groups, official review teams, audit organizations, and the operating contractor (e.g., DOE P 450.5). (CR #6)
8.0
Project Management Planning and Controls

Successful project management is a combination of disciplined management techniques, training, and effective leadership of the collective efforts of others aimed at achieving project objectives and goals.  Depending on the risk of the activity and the cost or production impact, project management processes are applied in a graded manner to all TFC startup or restart activities.

9.0
Readiness Process Tailored to the Activities Being Performed

The Operational Readiness Program procedures provide readiness guidance in a graded manner covering activities from the highest hazard, risk, and cost to the simplest startup or restart.  The initial part of the operational readiness process is an evaluation of the activity to determine if it is a startup or restart in accordance with DOE Order 425.1C.  After this initial screening, the line manager develops information to be used to support the grading of the activity for the level of readiness review required.  The operational readiness requirements should be used as an input to determine the level of detail and resources required to support the development and execution of the operational readiness plan.
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