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Work Control ProcessPRIVATE 

1.0
Objective

The objective of this surveillance guide is to provide lines of inquiry for evaluating the effectiveness of the contractor's work control process.  Users should be cognizant that the lines of inquiry need to be further tailored to fit specific facilities or activities in accordance with contractual mechanisms such as Maintenance Implementation Plans, Conduct of Operations Implementation Plans, and the Integrated Safety Management System Description. 

2.0
References

2.1
DOE 4330.4B  Maintenance Management Program

2.2
48 CFR 1970.5204-2 Department of Energy Acquisition Regulations


2.3
DOE O 5480.19, Conduct of Operations


2.4
10 CFR 830.120, Quality Assurance

3.0
Requirements Implemented

This surveillance is conducted to verify implementation of Core Expectation II-1 and II-4.



CE II-1: An integrated process has been established and is utilized to identify and prioritize specific mission discrete tasks, mission process operations, modifications, and work items.

CE II-4: An integrated process has been established and is utilized to effectively plan, authorize, and execute the identified work for the facility or activity.  Both workers and management demonstrate a commitment to ISMS.  The mechanisms demonstrate effective integration.

4.0
Surveillance Activities

The Facility Representative performs a review of documentation, attends meetings, interviews personnel, and observes work activities to determine the effectiveness of the work control process.


The Facility Representative should select work that is being performed on significant equipment important to worker, public, or facility safety for review.  The selected work evolution should require at least one of the following:  (1) removal of equipment from service; (2) line breaks on radioactive systems; (3) replacement or significant maintenance on important components.


Surveillance Guideline

Work Control Process
Note: The goal of any work control process should be to conduct work evolutions safely and effectively with a minimum of re-work.   The FR should focus on aspects of the system designed to accomplish this goal.

OVERALL WORK CONTROL PROCESS

Yes  No   N/A 
___  ___  ___
1.
Does the facility or activity have a Maintenance Implementation Plan or equivalent mechanism for defining the graded approach to implementing DOE 4330.4B and/or 10 CFR 830.120 (B) (1)? [DOE O 4330.4B section 10 a. and 10d.] 




The FR should verify the plan clearly defines: [DOE O 4330 4B section 10a.]




(1) The structures, systems, and components included, using a graded approach and the requirements derived from Technical Safety Requirements. 

(2) The management systems used to control maintenance activities, including the means for monitoring and measuring the effectiveness of the program and the management of maintenance backlog. 

(3) The assignment of responsibilities and authority for all levels of the maintenance organization.

(4) Mechanisms for feedback of relevant information, such as trend analysis and instrumentation performance/reliability data, to identify necessary program modifications. 

(5) Provisions for identification, evaluation, and correction of possible component, system design, quality assurance, or other relevant problems. 

(6) Performance indicators and criteria to be utilized to measure equipment, systems, and personnel effectiveness in maintenance activities. 

(7) Interfaces between maintenance and other organizations (i.e., operations, engineering, quality, training, environment, safety, and health). 

(8) A self-assessment program to monitor the effectiveness and efficiency of the maintenance program. 

(9) Provisions for planning, scheduling, and coordination of maintenance activities.

NOTE: Specific lines of inquiry below address some of these nine elements in greater detail.  Others are addressed in greater detail in other ISMS surveillance guidelines.

WORK PLANNING & SCHEDULING

___  ___  ___
1.
Is there a clearly defined process in place to prioritize specific mission discrete tasks, mission process operations, modifications, and work items? [CE II-1, DOE O 4330.4B, Chapter II section 2.3.2.b]

Note: The focus of CE II-1 is on development of strategic plans, multi-year program plans etc.  These functions are beyond the direct purview of FRs.  The intent of this line of inquiry is to determine if the facility or activity implements an integrated scheduling tool that effectively breaks out and prioritizes the discrete strategic mission items specified in the MYPP as well as planned maintenance activities, corrective maintenance items, routine operations etc. 

___  ___  ___
2.
Does the work control process include a clearly defined prioritization process to ensure items from the integrated schedule are ready to work during the times specified on the integrated schedule?




Example for the FR to consider:




- Is there a "look ahead" meeting (usually 2-4 weeks in advance of the scheduled date for the work activity) to ensure:

· The work package is complete and ready to work (All permits are complete and valid, data sheets are updated, system descriptions match the drawings and labels letter for letter, symbol for symbol etc.)

· The bill of material has been adequately filled and the material has gone through a receipt inspection to ensure it is correct and will support the work.

· The proposed activity will not conflict with other activities.

· Long lead pre-requisites such as erecting scaffolding, ordering shared resources from a Site pool etc are addressed/included in the scheduling process.

___  ___  ___
3.
Does the work control process include a work commitment meeting (generally held the week before the work is scheduled) to ensure a committed schedule is agreed to and appropriately resource loaded (this schedule generally encompasses one week worth of work)?




Items for the FR to consider:

· The proposed work still does not conflict with other planned or emergent activities.

· Resources are assigned to the specific tasks for each day of the week.

· Use of resources is integrated such that, for example, an HPT who will be needed towards the end of a job does not wait around for most of the shift doing little or nothing until he/she is needed.

___  ___  ___
4.
Does the work control system include a meeting to status progress of work. Generally, this is referred to as a plan-of-the-day meeting? [DOE 4330.4B Chapter II, section 7.3.3]




Items for the FR to consider:

· The plan-of-the-day meeting should not be a planning and scheduling meeting.  It is a vehicle to gather information for performance indicators on how effectively work is being conducted and addressing emergent issues. Only adding emergent work and minor changes to the committed schedule should occur.

· Personnel representing every organization performing work or activities should be present at the plan-of-the-day meeting.  These individuals should be knowledgeable of the status of the work that occurred that day, if the job is on schedule, and what additional resources etc. will be necessary in following days to ensure the schedule is met.

___  ___  ___
5.
For facilities or activities that have an operations organization, does Operations clearly have the role and responsibility of establishing priorities and approving all work that is conducted in the facility? [DOE O 5480.19 Chapter II section B.]




The FR should look for:




- A methodology such as daily release sheets that specify what work is scheduled and authorized to be worked that day.





- A methodology such as daily release sheets that establishes the priority of work to be completed such that the on duty shift supervisor can easily resolve conflicts between organizations and allocate resources effectively.






- Does someone from Operations, preferably the duty shift supervisor, utilize the daily release sheet or other means to determine what work should be released and the priority of work to be accomplished and then authorize each separate work item to be conducted prior to personnel commencing the job?

Note: DOE O 5480.19 Chapter II section B states, "The on duty shift supervisor should maintain authority and responsibility for all facility operations."  As such, the work control process should include mechanisms to ensure this occurs such as requiring shift managers to release all work occurring at a facility or activity.

WORK PACKAGE DEVELOPMENT
___  ___  ___
1.
Have the roles and responsibilities of personnel involved in the development of work packages and procedures been clearly defined and disseminated? [DOE G 450.4-1A Volume 1 Chapter III section 4.6]

Note:  DOE G 450.4-1A specifically states that all personnel have clear roles and responsibilities to ensure that safety is maintained at all levels.  10 CFR 830.120 (B) (1) states that work shall be performed to established technical standards and administrative controls using approved instructions, procedures, or other means.  Written work instructions are the means by which controls are implemented to ensure safety.  

Areas for the FR to consider:

· Procedure Writers


- Primary goal is to ensure the work instructions are accurate and adequate such that work can be conducted safely and efficiently the first time with no re-work.


- Required to utilize a team approach to work package development highly valuing worker input. [DOE G 450.4-1A Volume 1 Chapter II section 2.4]


- Required to incorporate information received from various feedback loops; especially input from the workers and fieldworker supervisors which should be documented in work logs (J-5s) and/or procedure change requests etc. [DOE G 450.4-1A Volume 1 Chapter II section 6]


- Required to provide technically based feedback to workers and supervisors regarding comments and concerns documented in work logs and procedure change requests that are not incorporated in procedures to ensure they understand why the decision was made.  This is critical for fostering worker empowerment and willingness to provide feedback for continuous improvement.

· Procedure Verifiers


- Primary goal is to ensure the procedure is in the proper format and is technically accurate (incorporates TSRs/OSRs, components specified match drawings and installed labeling letter for letter, symbol for symbol etc.). [DOE O 4330.4B Chapter II section 6.3.2]

· Procedure Validators



- Primary goal is to ensure the procedure is useable and correct. The use of field walkdowns, mock-ups, etc should be encouraged. [DOE O 4330.4B Chapter II section 6.3.3.]

· Procedure Approval




-  The facility should have established the goals for their approval process (includes the approval designator process often referred to in administrative procedures.)  Approval is similar to verification.  Various groups check for technical accuracy of the procedure in their area of expertise.  At a minimum, the maintenance manager or designee should approve all maintenance procedures. [DOE 4330.4B Chapter II section 6.3.4]

· Interfaces between maintenance and other organizations (i.e., operations engineering, safety, quality, training, environmental compliance)


- Each of the organizations in general, as well as specific position descriptions for individual employees, should have clearly defined roles and responsibilities defining how they will support the work control process. [DOE O 4330.4B section 10 a.(7)]

___  ___  ___
2.
Interview workers and supervisors to ensure they feel their feedback documented in work logs and procedure change requests is adequately addressed and incorporated in work documents and procedures. [48 CFR 1970.5204-2  (c) (5)]

 



The FR should consider:




- Do procedure writers/planners/cognizant engineers meet with the worker or supervisor who made the comment to ensure that they understand the comment fully and that the worker or supervisor understands the disposition of the comment?




- Do managers and the management assessment process hold procedure writers/planners/cognizant engineers accountable for providing technically based feedback to workers and supervisors about their comments?




- Do they participate in a clearly defined process of post job reviews/critiques that encourages workers, supervisors, and other individuals involved in a work activity to discuss the work log entries, review the JHA etc. to ensure that possible improvements are identified, documented, and input into a system for tracking and disposition?

___  ___  ___
3.  Have clear, easily understandable performance indictors been established to track how well personnel are fulfilling their roles and responsibilities to ensure accountability? [DOE 4330.4B Chapter II section 2.2.1, DOE G 450.4-1A Volume 1 Chapter II section 5]




Examples of common indicators are:





- Work backlog





- Number of packages ready to work





- Number of skill of the craft/job ticket items outstanding






- Percentage of work completed in accordance with the committed schedule






- Percentage of packages requiring re-work and/or changes once they have been issued for work

___  ___  ___
4.
Does the work package clearly identify systematic facility and system prerequisites, precautions and limitations, required tools, consumables, and materials? [DOE 4330.4B Chapter II section 6.3.1, HSRCM Article 342]

___  ___  ___
5.
Does the work package have a clearly defined purpose and scope? [48 CFR 1970.5204-2 (c) (1), DOE O 4330.4B Chapter II section 6.3.1]

___   ___  ___  6.
Does the maintenance work package contain appropriate cautions, warnings, identification of possible hazards, and hold points? [DOE 4330.4B Chapter II section 6.3.1, HSRCM Article 315.3, 48 CFR 1970.5204-2 (b) (5) and (c) (3)]

WORK PACKAGE USE
___  ___  ___
1.
Are procedure compliance requirements clearly defined in administrative procedures and clearly stated/designated in each work procedure? [DOE 4330.4B Chapter II section 6.3.5, 10 CFR 830.120 (B) (1)]




The FR should consider:





- There should be a minimum of two levels of compliance defined





1.) Step-by-step compliance without deviation





2.) General intent compliance




- Other compliance categories and definitions may be used. [DOE 4330.4B Chapter II section 6.3.5]

Note:  Common definitions on site are "continuous use" and "reference".  The FR should be aware that contiguous use and reference procedures are both in the step-by-step category of procedures unless specific instructions in individual procedures allow steps to be worked out of sequence or skipped.  The only difference is continuous use procedures are required to be in the users hands/readily available for him/her to follow step by step.  Reference use procedures are used for highly repetitive tasks where workers have memorized the specific steps of a procedure and do not need to have it open and in hand to follow it verbatim.  All management and workers must understand that if they work reference procedures from memory, they will be held accountable for verbatim compliance precisely as they would be for a step by step procedure.

___  ___  ___
2.
Have personnel been trained on the levels of compliance and can they demonstrate an understanding sufficient to ensure work is conducted in accordance with management's expectations and established controls? [48 CFR 1970.5204-2 (b) (3), 10 CFR 830.120 (A) (2)]

___  ___  ___
3.
Does the work control system require work packages to be issued to fieldworker supervisors with enough time before it is scheduled to work for the field worker supervisor to:




1.) Read and understand the work package and the requirements/controls it contains and walk the job-site down.




2.) Give the work package to workers such that they can walk down the job-site, read and understand the work they are to perform, assemble appropriate equipment, materials, and tools, appropriate necessary PPE etc.




3.) Ensure prerequisites and precautions are met, barriers are established etc (Operations may need to hang locks and tags, align systems, post barriers or signs…).  If necessary, these activities should be included on the committed schedule to ensure they receive the required resources and occur in an integrated manner to support the safe efficient conduct of work.

___  ___  ___
4.
Is the fieldworker supervisor required to walk down the job site prior to the pre-job briefing and/or issuing work to ensure:





1.) Hazards are adequately addressed in the JHA and work documents and/or have not changed since the JHA was written or work was last performed,





2.) Appropriate barriers and controls have been established (radiological barriers and signs, lock and tag, caution tape etc.),





3.) The planned task will not interfere with other tasks and/or operations,




4.) He/she is knowledgeable and prepared to discuss the task and associated hazards with workers before briefing workers 

___  ___  ___
5.
Do workers clearly understand their roles and responsibilities as they relate to individual tasks and the safe conduct of work?  Do they understand they will be held accountable for performance of work in accordance with established controls? [DOE G 450.4-1A Volume 1 Chapter III section 4.4.3]




The FR should consider




- Do workers feel empowered to request access to work documents enough in advance for them to adequately understand and prepare for the task?




- Do workers and supervisors understand what actions should be taken in the event a procedure or work instructions can not be conducted as specified in the work instructions or procedure?

Note:  The purpose of lines of inquiry #3, #4, and #5 is to ensure that fieldworker supervisors and workers have an opportunity to review and understand work instructions prior to attending the pre-job briefing and commencing the work.  The job planning process should ensure the work instructions are accurate and adequate before they are ever released to the fieldworker supervisor.  However, the fieldworker supervisor and workers may not have been on the team that developed the work instructions and need time to familiarize themselves with the task and associated controls and work out any issues prior to the pre-job briefing.  The pre-job briefing IS NOT a training or job planning session.  Personnel should arrive at the pre-job ready to work.  This means they understand the work instructions, have appropriate dosimetry, are dressed correctly with appropriate PPE checked out etc.  The pre-job is to reaffirm roles and responsibilities, assure people know what they are to do, and real time hazards have been addressed.

___  ___  ___
6.
Are pre-job briefings effective at ensuring personnel understand their tasks, hazards that may be encountered, controls to mitigate those hazards, and how personnel should react in upset/emergent conditions? [EH-2 Protocols]



The FR should consider:




- The leader of the pre-job should determine if personnel have read and understand the work instructions and appropriate permits.




- Good pre-job briefings are interactive.  The person leading the brief goes through the work evolution and asks personnel responsible for various tasks to describe what they are going to do, how they are to control hazards, how they are going to integrate actions with other workers etc.  Hold points and other critical steps should be stressed.  The person leading the brief should not just read the procedure line by line, read the JHA line by line, have the HPT read the RWP line by line etc. until all the blocks are checked on the pre-job checklist.  




- Interview personnel before the pre-job brief begins.  How much do they know about the work package and evolution?  Have they read the work package and associated permits?  Are they expected to have the appropriate dosimetry, attire, and PPE?




- Interview personnel after the pre-job briefing.  Can they adequately identify hazards and controls associated with the job?  Do they know what the void limits are on their RWP?  Do they know what to do if an alarm sounds, a spill occurs etc?  Are they cognizant of data to be recorded, hold points to be signed etc.?

___  ___  ___
7.
Do personnel clearly understand maintenance and, if appropriate, operations supervisors should be notified immediately if a procedure can not be followed as written or unexpected results occur? [DOE O 4330.4B Chapter II section 6.3.5]

___  ___  ___
8.
Does a supervisor or foreman provide effective oversight of maintenance activities through presence at the job site or periodic visits? [DOE O 4330.4B Chapter II section 8.3.3, DOE G 450.4-1A Volume 1 Chapter III section 4.6]




Examples of items the FR should consider:





- Does the supervisor or foremen follow along with a copy of the procedure to determine if the procedure is being followed as written, data is being recorded correctly, M&TE utilized is calibrated and in good order etc?





- Does the supervisor or foreman ensure workers complete required data sheets and sign completions of individual steps while the work is being completed?





- Does the supervisor or foreman ensure that personnel are utilizing PPE as specified on the JHA and are using it correctly?





- Does the supervisor or foreman verify appropriate use of tools and materials as specified in the work package (Ex: Workers may use a grinder instead of a saw because it easier.  However, Radcon may not have considered the use of a grinder when establishing controls)





- Does the supervisor or foreman ensure good housekeeping and waste minimization practices are implemented?





- Does the supervisor or foreman ensure work rules are adhered to for starting and stop times, breaks, and lunch hours? (HAMTC agreement for operators, Hanford Site Stabilization Agreement for construction forces etc.)

___  ___  ___
9.
Do training records substantiate that the supervisor has demonstrated the required knowledge, skills, and abilities to oversee the work? [48 CFR 1970.5204-2 (b) (3)]

___  ___  ___
10.
Are completed work requests reviewed by appropriate personnel in a timely manner? [DOE O 4330.4B Chapter II section 8.3.4]




The FR should consider:





- Are workers and supervisors required to promptly inform the on duty shift supervisor when they have completed work.  This should be done each time work is stopped on a job/shift so the on duty shift supervisor knows the status of the job.  It should also be done at the completion of the work package.





- Is there an Operations acceptance process where by Operations reviews the work package and ensures:

· The work has been accomplished as specified in the procedure.  This should include ensuring all appropriate signatures blocks, especially hold points, have been signed.

· The work area has been satisfactorily cleaned up, equipment (scaffolding, tools, carts etc) have been properly stowed etc.

· Post maintenance testing has been completed and the equipment is acceptable to return to service.  This is especially critical for equipment and systems designated as safety class or safety significant as these are designed to control and mitigate hazards identified in the authorization basis.

- Does the engineering organization review the completed work package to ensure data has been properly recorded, system descriptions and drawings are updated etc.?

Note:  It is typical for the engineering review to be the last step before a procedure is officially closed.  There should be mechanisms in place to ensure this review, as well as the Operations review, occurs in a timely manner.  For example, data in the package may indicate safety systems are not functioning as designed.  This may not be readily apparent to the workers, maintenance supervisors, or Operations personnel that review the package.  If the package sits on an engineer's desk for weeks or months before it is reviewed, systems may be operating in configurations contrary to that recognized by the authorization basis (due to system malfunction or drawings and system descriptions that have not been updated) and/or may lessen the margin of safety for the worker, public, and environment.





- Does the Quality Assurance organization perform independent assessments to determine adequacy of the review and close out process?

___  ___  ___
11. Is there a clearly defined change control process for making changes or revisions to work documents/procedures? [DOE O 4330.4B Chapter II section 6.3.6]





The FR should consider:





- Is there a provision to ensure all procedures, including planned maintenance procedures, are reviewed periodically to ensure they are still needed, are technically accurate, are formatted in accordance with facility administrative procedures, are still compatible with plant systems and operating practices etc.?   4330.4B suggests every two years or prior to use for infrequently used procedures.





- Is there a clearly defined process that allows for temporary changing (some times referred to pen and ink changes) procedures in the field to allow work to safely continue?  This should include the appropriate approvals required for such changes.





- Is there a clearly defined process to ensure that major and/or significant technical changes to procedures receive the required screenings (Ex: USQ, safety, environmental compliance officer) and approvals.





- Is there a clearly defined process for ensuring temporary changes are permanently incorporated into procedures as revisions?  Procedures should not be allowed to have multiple temporary changes or temporary changes that remain "temporary" for long periods of time.  4330.4B suggests a period no longer than 6 months.





- Is there a clearly defined process to ensure that any new hazards resulting from a procedure change are identified, analyzed, and controlled?  Is there a process in place to ensure that the hazards analysis and controls are maintained adequate and current through the procedure revisions process?





- Is there a clearly defined process of post job reviews/critiques that encourages workers, supervisors, and other individuals involved in a work activity to discuss the work log entries, review the JHA etc. to ensure that possible improvements are identified, documented, and input into a system for tracking and disposition?  





- Do managers periodically assess the effectiveness of post job reviews to hold personnel accountable for conducting them appropriately?

OTHER:

NOTES/COMMENTS:

PERSONNEL CONTACTED:

FINDINGS:


Finding No.:


Description:

OBSERVATIONS:


Observation No.:


Description:

FOLLOWUP ITEMS:

CONTRACTOR MANAGEMENT DEBRIEFED AND RESULTS:

Signature:  __________________________________ 
Date: _____/_____/_____




Facility Representative

