Briefing Points on Readiness Assessment Lessons Learned at 2004 FR Conference

Proper Prior Planning Prevents Pitifully Poor Performance

"Preparation is the first essential to success."

General Joseph Stillwell

Define Scope of Work to Achieve Readiness

Contractor

The Program Manager must obtain realistic resources and conduct appropriate planning to ensure the schedule is achievable.  Organizations that have effective programs place responsibility with line management. Accordingly, the Program Manager must ensure that the management program includes policies and goals that are clearly articulated and communicated, and that workers are fully involved in issues.
Problems Observed:

· Support organizations such as Authorization Basis, Training, Process Engineers, Tooling Engineers, etc do not work for the Program Manager directly.  However, to achieve success, management systems must be put into effect to ensure these support personnel report to the Program Manager and are accountable to him on deliverables.  Project management systems should be in place to fully and efficiently identify necessary resources and develop integrated site-wide and individual project work plans to facilitate informed decision-making.  Support organizations must have sufficient interface with the operational line program organizations to ensure resources are in line with expectations.  In too many cases, the entire effort of trying to achieve readiness on the established schedule is not met do other uncontrollable priorities in these support organizations.  Particularly, in the final stages, the Program Manager must demand and track completion of key nodal deliverables in the critical path.

· Communications between support organizations and the Program Manager is typically poor.  Sustained attention must be placed on the feedback and improvement program to provide comprehensive and timely information to management.  Many times management finds about problems only after they have become a crisis.  The Program Manager must ensure that adequate integration and coordination management systems are in place to ensure that all affected organizations are aware of rising issues, changes and priorities.  A change in one area, i.e., hazard analysis, nuclear explosive safety, authorization basis, procedure and tooling development and acceptance, has been observed to effect many other deliverables.  Feedback and improvement must be fully integrated into the process at all stages.
· Change control must be implemented such that process changes are adequately communicated to all effected personnel.  Changes in the process have many secondary effects.  All project personnel must understand changes so an evaluation of the change can be made to determine if there are any time-line, cost or other effects upon the project.
· The technicians must be fully involved in the process.  The technicians are the "last line of defense".  As such, it is a mistake not to include them in the early stages of process development.  Better than anyone else, the technicians understand the work that has to be performed, how the tooling interfaces and what they can and cannot do.  
· Required inspections must be scheduled as soon as realistic dates are established.  Examples of reviews required include Contractor Readiness Verifications, Nuclear Explosive Safety Studies, Safety Basis Review Teams, and the NNSA Readiness Assessment/Operational Readiness Review.  Independent organizations are normally tasked to conduct these readiness activities to verify the program is ready to conduct operations.  These organizations require adequate time to organize the team, develop review criteria, review documentation and conduct the review(s).  The Program Manager will typically request that a review start immediately upon completion of contractor readiness actions, or the review is ambitiously scheduled early in too many cases, because of schedule delays.  
NNSA & FR Involvement

· The involvement of the NNSA Program Manager is critical.  At this stage most of the DOE/NNSA involvement is through the NNSA Program Manager.  They must work with the contractor's Program Manager to ensure that the requirements and expected delivery dates are well understood.  The NNSA Program Manager must be involved to ensure that realistic resources are available to the contractor and the schedule is achievable.  The NNSA Program Manager must establish reporting requirements so he/she is able to stay atop the progress and any issues that arise.  The FR involvement at this stage is minor.  He/she should be aware of any facility modifications that may be required and be involved in Safety Basis Review Team activities to ensure awareness/knowledge of safety basis changes in the facility.

Analyze and Identify Hazards
Contractor


The Program Manager must be realistic in scheduling to achieve on-time performance.

Problems Observed:

· Scheduling of periods necessary to perform tasks is usually overly ambitious and unrealistic.  In too many cases, the required date for project completion is forced upon the Program Manager before he has had a chance to evaluate the task with due dates driven by national security needs.  The Program Manager rapidly evaluates requirements and estimated periods early to provide feedback on the ability to achieve the desired schedule.  The Program Manager must realistically evaluate proposed schedules and determine those critical paths that must be met to achieve success.  An impact analysis based on Lessons Learned from similar activities should be developed and briefed to senior management so they can provide direction and assistance as required.

· Lessons Learned from previous projects are not used.  The evaluation and determination of realistic periods for performance of all required preparations is a difficult task.  Most projects are not "new" with similar activities having been performed many times.  A historical database should exist for the Program Manager to use for estimating purposes.  Additionally, Lessons Learned files should indicate what types of problems were encountered and how they were solved.

NNSA & FR Involvement

· Again, the involvement of the NNSA Program Manager is critical.  At this stage most of the DOE/NNSA involvement is still through the NNSA Program Manager.  They must work with the contractor's Program Manager to ensure that the requirements and expected delivery dates are well understood.  The NNSA Program Manager must be involved to ensure that realistic resources are available to the contractor and the schedule is achievable.  The NNSA Program Manager must establish reporting requirements so he is able to stay atop the progress and any issues that arise.  The FR involvement at this stage is minor.  He should be aware of any facility modifications that may be required and be involved in Safety Basis Review Team activities to ensure awareness/knowledge of safety basis changes in the facility.

Develop and Implement Controls
Contractor


The Program Manager must develop management systems to ensure that required process controls are properly implemented.

Problems Observed:

· Controls required to be implemented must be determined early in the process.  The Program Manager must ensure Authorization Basis requirements (Technical Safety Requirements, Hazards Analysis Report, etc.) are identified and, additionally, establish how they are to be flowed down into procedures and requirements.  Appropriate personnel from the various support organizations (Authorization Basis, Nuclear Explosive Safety, Radiation Safety, etc.) must be involved in this process development to ensure the "intent" of the control is met.  

· Training on control implementation is poor.  Controls must be flowed down in such a way that the technicians can understand and comply with the requirement.  Just putting the requirement word-for-word in the operating procedure seldom ensures that the personnel performing the work actually understand their responsibilities.  Additionally, training of support personnel such as maintenance organizations must be integrated into the training plan to ensure all affected personnel are aware of changes.

· Controls are poorly implemented into site-wide procedures.  The impacts upon site-wide processes are often overlooked during the development of process controls.  Site-wide procedures must be considered and evaluated to determine if process requirements demand a change to non-process activities.  When other organizational boundaries are being affected, problems usually arise in implementation development.

NNSA & FR Involvement

· The FR becomes more critical:  At this stage, Facility Representative involvement becomes more critical.  The FR should follow how the contractor is implementing the established controls.  While it is not the FR's responsibility to ensure controls are properly flowed down, his involvement now could preclude problems in the future.  If any facility modifications were required, the FR should observe the final acceptance testing to ensure safety basis requirements and engineered controls function as required.  Procedure development is occurring in this phase; the FR should periodically observe and provide comments to the Process Engineer – his/her ability to do this may depend upon established processes and whether the contractor is receptive to the FR's involvement in this preparation stage.

· Training and knowledge of process:  During this stage, initial training for the technician's will probably commence.  The FR should make time in his schedule to observe and, if possible, participate in the training so he is aware of the expectations and requirements of the process.  This will give the FR the ability to observe the effectiveness of training and procedure development.  While it is not the FR's responsibility, any assistance he can provide at this time will help to ensure that NNSA expectations are met.  Additionally, if the FR and/or the site oversight program will be assessed during the NNSA RA/ORR, being involved in the preparatory phase will be beneficial. 

Perform Work
Contractor


At the end of the development process, the Program Manager must ensure that evaluation activities are effective in determining and resolving issues.

Problems Observed:

· Communicate, Communicate, Communicate.  Communications between all project team members and the various review teams (Contractor Readiness Verifications, Nuclear Explosive Safety Studies, Safety Basis Review Teams, and the NNSA Readiness Assessment/Operational Readiness Review Team) become vital at this stage.  Review Team Leaders must be identified early enough to allow team selection and to prepare inspection plans.  Realistic start dates must be established allowing sufficient time between inspections for finding resolution and corrective actions to be performed.

· The scope and breadth of the review must be identified by the responsible NNSA manager early enough to allow adequate time for team personnel to determine necessary review criteria.  The NNSA Program Manager must provide the scope and breadth of review requirements to the contractor Program Manager early enough to allow adequate preparations.  Additionally, prerequisites required to be in place before commencing the reviews have to be identified.

· Contractor readiness verifications are critical to ensure successful completion of NNSA reviews.  The contractor's readiness process must ensure that review team members are adequately qualified and have appropriate experience to properly conduct the review.  The contractor's readiness review cannot and should not be used to aid in the readiness process.  The Program Manager should define those management systems that will be used to validate readiness.  A high level of expertise and rigor should be applied to ensure all deficiencies are identified and addressed before subsequent independent reviews are conducted.  Contractor line managers have to understand the process and support programs to properly organize the readiness reviews.
· Procedures for deficiency resolution must be in place.  Before proceeding to the "next" review, identified pre-start finding must have been resolved and post-start findings must have approved corrective action plans with completion dates acceptable to NNSA.  As part of this deficiency resolution process, a causal analysis should be performed to ensure the "root cause" of the deficiency has been corrected and not just the "symptoms".  

NNSA & FR Involvement

· FR to be assessed?  The FR knowledge of the process may be evaluated during the NNSA Readiness Review process.  As such, the FR needs to understand the process and in particular, those safety basis controls that apply.  The NNSA Program Manager must also be involved in this stage to ensure that findings are adequately corrected.

· Communicate, Communicate, Communicate:  The Readiness Assessment team must have daily meetings with the contractor to go over the daily "issues" which the FR should attend.  This will provide the contractor and the FR, the opportunity to investigate and resolve the factual accuracy of any issues.  Additionally, after the RA team leaves the FR will understand the finding and what the "real" issues were.
· Resource Control:  With the FR involved in the process, either as a team member, being evaluated, or as an observer, any other facilities and processes he/she is responsible for have the potential to be neglected and therefore affect facility coverage.  Additionally, any scheduled oversight assessments being performed by the Facility Representative Team will not be covered.  The FR Supervisor needs to be knowledgeable of what impacts will result when assigning FRs to readiness review teams.
Feedback & Improvement
Contractor


Responsibilities do not stop after readiness reviews are complete and operations have commenced.

Problems Observed:

· Lessons Learned must be generated to assist other Program Managers.  During the entire process, the Program Manager should keep detailed records of problems and how they were solved.  Making these available to others will improve the preparation and readiness process for the next program or activity, thus saving time, money and improving overall performance.
NNSA & FR Involvement

· Transition to Full Operations:  The FR must allocate sufficient time during the Transition Phase from readiness preparations to the start of full production operations after the completion of the NNSA Readiness Assessment.  This time is critical, as any problems that may have been missed through the other phases will now appear.  Additionally, if not already accomplished, the FR must become knowledgeable of the process and the authorization basis requirements governing the program.
Questions ??????

