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AB,.KIRACT

The goal of the Isotopes Facilities Shutdown Program (IFSP) is to piace the isotopes
" facilities at ORNL in a radioiogically and industrially safe condi_tionfor routine

maintenance and surveillance prior to eventual decommissioninl,_.Implementation and
completion of the shutdown program will significantly reduce the risks to the environment
and public safety and health. Furthermore, it should result in reduced surveillance and
maintenance costs for future years. The IFSP Management Plan has been prepared to
document the objectives, define organizational relationships and responsibilities, and
outline the management control systems to be employed in the management of the
program.



1. INTRODUCTION

The Isotopes Facilities Shutdown Program (IFSP) Management Plan has been prepared to
document the objectives, define organizational relationships and responsibilities, and
outline the management control systems to be employed in the management of the
program. This plan has been developed by the Department of Energy Field Office, Oak
Ridge (DOE-OR) and the Oak Ridge National Laboratory (ORNL). It will be reviewed
periodically and revised, as necessary, with agreement from the major participants.

This document complies with the intent of DOE Order 4700.1,1 "Project Management
System." Concurrence on the contents of this document by the major participants in the
program indicates agreement of (1) their role in the management of IFSP and (2) their
acceptance of the management control systems in terms of participation in the program.

A companion document, ORNL Isotopes Facilities Shutdown Program Plan,
ORNL/TM-11689, 2 describes the technical planning for execution of the program.

1.1 IFSP OBJE_
L

1.1.1 Technical Objectives .

The goal of the shutdown programis to place 16 formerly utilized isotopes facilities at
ORNL (see Table 1) in a radiologically and industrially safe condition for routine, long- °
term maintenance and surveillance prior to eventual decommissioning. These facilities will
be placed in a condition to meet the requirements for environmental restoration specified
by the DOE Policy Memorandum for Acceptance of Facilities for Environmental
Restoration (ER) Program, issued March 15, 1991, by L. F. Duffy.3 A radiologically safe
condition for a facility is defined as one in which (1) ali hazardous materials, including
radioactive materials, high-level wastes, and contaminated liquid wastes have been
removed; (2) the structures and radiation monitoring systems are in a physical condition
adequate to contain and monitor any radioactive contamination in accordance with DOE
Order 5480.1A,4 "Environmental Protection, Safety, and Health Protection Program for
DOE Operations," August 31, 1981; (3) security systems and procedures are adequate to
prevent unauthorized entry; (4) ali hazardous chemicals will be removed, and the general
requirements for industrial safety will be achieved; and (5) loose/unanchored equipment or
contamination has been removed.

1.2 SCHEDULE AND COST OBJECrlVF.S

A comprehensive program management scheduling and cost system will be developed for
following the shutdown activities in terms of scheduling, funding, interrelationships
between tasks, and important control points. This system will be set up using a .,
"bottoms-up" planning effort that involves ali personnel from the line individuals
performing the work up through the program manager. 5'6This system will be an essential



management tool in communications among the various activities covered by the plan,
. affected programs, divisions within ORNL, other organizations within Martin Marietta

Energy Systems, Inc. (Energy Systems), and DOE. It will be used for tracking and
managing the timely accomplishment of milestones, developing budgets and following

" costs, and preparing various summary reports for use by management and DOE.

Table 1. Scheduled shutdown facilific_

Krypton-85 Enrichment Facility Building 3026-C

Al[:.:,aPowder Facility Building 3028

Source Development Laboratory Building 3029

Radioisotope Production Laboratory---C Building 3030

Radioisotope Production Laboratory--D Building 3031

Radioisotope Production Laboratory--H Building 3118

Radioactive Gas Processing Facility Building 3033

Radioactive Production Laboratory Annex Building 3033-A

Isotope Area Storage and Service Building Building 3036

Alpha Handling Facility Building 3038-AHF

Radioisotope Packaging and Shipping Facility Building 3038-M

" Isotope Materials Laboratory Building 3038-E

Isotope Technology Building Building 3047

" Fission Product Development Laboratory Building 3517

Tritium Target Preparation Facility Building 7025

Actinide Facility Building 9204-3

*Note: Building3550was originallyincludedbut was subsequently
removedby DOE Directive.

I

!
I
I
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2. DF_,SCRIFFION OF THE PROJECT

In December .(989,DOE instructed ORNL to prepare the isotopes production and
distribution facilities, with the exception of immediate facility needs for SSKr,tritium, and
90y, for safe shutdown. In response, ORNL identified 17 facilities for shutdown, as
indicated in Table 1. _'ubsequently, one of them (Building 3550), was removed by DOE
directive. 7 Each of these facilities is located within the ORNL complex with the exception
of Building 9204-3, which is part of the Y-12 Weapons Production Plant. ORNL is
presently addressing the requirements for placing these facilities into safe shutdown while
maintaining them under the existing maintenance and surveillance procedures. The IFSP is
defined in three work phases:

Phase ImDeveloping a safe shutdown plan while maintaining the facilities under the
existing maintenance and surveillance plan.
Phase llmRefining the initial shutdown plan and beginning implementation of the
required actions for placing the facilities in a safe condition and for obtaining an
approved, minimal maintenance and surveillance plan.
Phase Ill--Completing the required actions for acceptance and transfer of the facilities
into the ER Program.

In summary, the objectives of the shutdown program are to determine and complete the
required shutdown tasks on the isotopes facilities in order to piace them in a radiologically
and industrially safe condition and to minimize the necessary maintenance and surveillance
of the isotopes facilities.



3. PROGRAM ORGANIZATION AND RESPONSIBIIXrIF.S

" 3.1 GENERAL

A program office has been established in the Chemical Technology Division (CTD) to
direct and manage the IFSP activities. The CTD Director has delegated programmatic
responsibilities to the IFSP Manager. While the majorityof the work on IFSP is
performed within CTD, key support will be provided by other ORNL functional
organizations. The functional relationships among the organizations involved in the IFSP
are shown in Fig. 1.

3.2 DOE-HEaM)QUARTERS

DOE Headquarters (DOE-HQ) is the source of program policy direction, programmatic
issue resolution, and necessary funding.

3.3 DOE-FIELD OPERATIONS, OAK RIDGE (DOE-OR)

DOE-OR, which is the interface between ORNL CTD and DOE-HQ, provides guidance
to ORNL and tracks the completion of activities, informing DOE-HQ of schedule
progress and budget requirements. The primary contact for DOE-OR at ORNL is the

. Isotopes Programs Manager.

3.4 ORNL CHEMICAL TECHNOLOGY DIVISION

3.4.1 Director

The CTD is responsible for daily oversight and implementation of ali actMties leading to
the safe shutdown of the isotopes facilities. The IFSP Manager reports directly to the
CTD Director, who, in addition to providing guidance to the IFSP Manager, works with
higher-level ORNL management to ensure strong functional support to IFSP from
outside C'I_. CTD staff members will keep DOE-OR fully informed of progress and
issues.

3.4.2 Ib-SP Manager

The IFSP Manager reports to the CTD Director and is responsible for the development,
implementation, and completion of required actions for acceptance and transfer of

" designated ORNL Isotope Program facilities into the ER Program. The IFSP Manager is
the single point of contact with DOE-OR on ali technical, schedule, or budget issues.

,. She/he is responsible for the general technical direction and management of the overall
program, including environmental compliance, engineering, activity oversight for the
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16 involved facilities, cost and schedule tracking, and reporting and configuration
. management. Specific technical skills are provided by functional organizations within CTD

and other ORNL organizations. The IFSP Manager is also held accountable for securing
the support and commitment to IFSP of the functional staff members, both internal and

" external to CTD, and for Quality Assurance (QA) planning and implementation of the
program.

As indicated in tile IFSP organization chart, representatives from Quality, Waste
Management, Surplus Facilities, the Office of Operational Readiness and Safety, and
the Office of Environmental Compliance and Documentation maintain close contact
with the program manager for both oversight and support activities. For effectiveness
in pursuing program objectives, personnel from Operational Readiness and Safety,
Environmental Compliance and Documentation, and Quality Assurance (QA) are assigned
to the IFSP team in a matrix capacity to aid the IFSP Manager in accomplishing needed

i actions within their respective parent organizations.

3.4.3 Facility Manager

The facility manager is responsible for ali operations within the assigned shutdown isotope
i facility. Shutdown activities will be coordinated with the IFSP Manager and staff.

3.4.4 Cost and Schedule Project Engineer

i The Cost and Schedule Project Engineer is responsible for the tracking sys_,.,nused inmanaging the timely accomplishments of milestones, developing budgets, and following
costs.

3.4.5 Project Engineering Personnel

A project engineer from the IFSP staff will be responsible for the overall technical, and
the subsequent programmatic, management of the execution of each WBS element.

The project engineer will provide the interface with the cost/schedule engineering function
and line organizations performing the work to ensure effective integration of
programmaticrequirements, with the applicable technical and operational considerations.

3.4.6 Facility Supervisor

The Facility Supervisor is responsible for ali isotope and shutdown activities and for the
staff needed to complete those activities within a particular facility.

3.4.7 Performance Respons_ility

! " The individual who has been _ssigned the responsibility for a WBS activity is the official

_ contact for assisting with the initial cost-and-schedule estimate for that WBS and,
i subsequently, is responsible for executing the work and for ensuring that the activities are
i " on schedule and within budget.
I

I



3.4.8 Configuration Control Board

The Configuration Control Board (CCB) is rezponsible for maintainingthe baseline
integrity of the project. The CCB will provide a comprehensive review and will grant
approvalof the proposed revision(s) tcpcontrolled elements of the program (see Sect. 4.4
for details).

3.5 OPERATIONAL READINF_..SSAND SAFETY

The ORNL Installation Facility Safety Manager is responsible to the shutdown program
to ensure safety and readiness compliance with the "Sa :ety Analysis and Review
Program," X-OS,3, dated March 3, 1989. This office will review and approve ali
safety doct_mentationand revisions for the program.

3.6 OFFICE OF _ON_NTAL COMPLIANCE AND DOCUMENTATION

The Office of Environmental Compliance and Documentation (OECD) is responsible for
ensuring that IFSP plans are reviewed and documented prior to inventory transfer to and
storage in Building 3517 and other shutdown activities to ensure compliance with DOE
Order No. 5440.1C, dated May 15, 1985, "Implementation of the Natienal Environmental
Policy Act (NEPA)" and ORNL's Environmental Protection Procedure, "Environmental m

Re,view and Documentatiov Program." Responsibilities include assurance that activities
within the IFSP are undertaken without undue risk to personnel and the environment, iii
full compliance with the letter and spirit of NEPA.

3.7 ENGINEERING DOCUMENTATION

The IFSP Program Manager ensures that ali documentation required for turnover of
facilities to the ER Program is complete. This shall include as-built drawings, user
histories, surveillance and maintenance procedures, and ali safety documentation.
Permanent records of such documents will be turned over to the ER Program, along with
the facilities.

3.8 OUAIATY ASSURANCE SPECIALIST

The IFSP Quality Assurance Specialist (QAS) ensures Nuclear Quality Assurance
(NQA-1) compliance, verifies implementation of this plan through monitoring surveillance,
coordinates internal audits, and serves as the prime interface between

• the Quality Department and the IF'3P for matters concerning quality. The IFSP QAS
assists the program manager and other IFSP staff members in writing the program

' QA Plan. The IFSP QAS shall review and comment on ali QA documents in their
formative stages.



. 4. Ib'SP MANAGEMENT CONTROL sYSrEM

4.1 OVERVIEW OF CONFIGURATION MANAGEMENT SYSTEM APPROACH

The IFSP Configuration Management System (CMS) approach is designed to provide
contributing participants with management techniques and information that will ensure
complete integration of technical, cost, and schedule objectives and plans for the duration
of the IFSP. State-of-the-art project management software shall be used to integrate the
technical, cost, and schedule objectives. Emphasis shall be placed on three principal
functions: (1) baseline definition, (2) performance monitoring, and (3) change control. The
CMS shall comply with DOE Order 4700.1, "Project Management System."

4.1.1 Baseline Definition

For the purpose of management control, each participant shall work :.ithin the II_SP
Work Breakdown Structure (WBS) scope, cost, and schedule baseline. A WBS Data Sheet

ZI for each WBS element, as shown in Fi_,.2, shall be developed for each activity and defines
the baseline scope, cost, schedule, and milestones for that element. Activities within the

: baseline structure shall be assigned milestones according to the level of responsibility

i
(Sect. 4.3.4).

4.1.2 Performance Monitoring

. Technical, schedule, and cost objectives shall be tracked, on a WBS-element basis, by
ORNL to ensure that work activities are performed within the scope of ali three
parameters. Summary performance charts/tables will be provided to DOE.

4.1.3 Change Control

Change control action may be initiated when cost or schedule variances are out of
tolerance or variances occur in the scope or budget. The CCB (reference Sect. 4.4.1)
shall review and approve each recommended action.

4.1.4 Scope and Re_pons_ilit¥

A comprehensive program tracking and database management system is necessary for
following the IFSP in terms of scheduling, funding, interrelationships between tasks, and
important control points. The Cost and Scheduling Project Engineer is responsible for
developing, maintaining, analyzing, and reporting schedule and cost information for the
program to the IFSP Manager.

,t

......... , i i iii i , I
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ISOTOPEFACILITYSHUTIXT,NNPROGRAM
WBSDATASHEET

°

Account/ Date:
WBSNo.: Work Order RevisionNo.:

Facility Supervisor: Facility:

Performance Responsibility: Project Engineer:

WBSTitle:

, Scope:
t

Monthly Status/Comments:

Level Date
d

ScheduleStart Date:
Actual Start Date:

ScheduleCompletionDate:
ActualCompletionDate:

ee tto_ tt,t eeeoeeoeeeoetttet eo_eeet eeete eet ee_ teee°eeeeeeet°_t_t tte tet_*e eee e e t e*e

i App FY-91 FY-92 FY-93 FY-94 TOTAl.

Funds roprlated ........

ActualCost ....

i Fig. 2. WBS Data Sheet.

i
i .
|
! .

i
I
!
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4.2 WORK BREAKDOWN STRU_

The WBS defines the hierarchy and family relationships between elements of the IFSP
and reflects the lowest level of work package necessary to complete the program.The

" WBS work package shall be used to (1) identify the scope of ali work activities; (2) plan
and schedule work; (3) prepare resource budgets to support work; (4) develop
spending profiles; (5) contract for work; and (6) collect technical, schedule, and cost
performance data. Coordinated use of the WBS is required of ali participants in ORNL
IFSP and shall be the vehicle by which complete integration of the technical, schedule,
and cost baseline will be maintained at ali times. The configuration management process
employs the WBS system to establish and control the technical schedule and cost baseline.

4.3 COST AND SCHED_ CONTROLS

4.3.1 Ctbt Control

Actual and planned costs will be compared each month by ORNL on a WBS-element
basis. Cost control will be accomplished in two stages. First, deviations on any individual
WBS element greater than 20% of planned spending to that date shall require review by
the IFSP Manager for potential corrective action. Second, deviations in the actual
program spending compared with planned spending through that date will require review

. by the IFSP Manager, for potential corrective action, if the following limits are exceeded:

• months 1--8 of current FY: 10%
. • months ?-12 of current year: 5%

Unspent funds at the end of the fiscal year will be carried over to the next fiscal year.

4.3.2 Tracking System Summary

The intent of the WBS Data Sheet (Fig. 2) is to present an overview of a specific WBS
activity or project. Summary items on the data sheet include cost, schedule, and a
milestone listing with level. These data sheets summarize information from the Detailed
Activity Schedule Sheets.

The Detailed Activity Schedule Sheet (Fig. 3) includes ali activities and milestones
required to complete the WBS scope. Every activity and milestone scheduled shall reflect
ali pertinent information, such as dates, level, CTD and support resources, subcontractors,
equipment and materials, funding, and interactions with other activities or projects. Most
of the Detailed Activity Schedule Sheets shall be developed during the bottoms-up
planning by the Cost and Schedule Tracking Project Engineer and the Operations and
Facilities Supervisors. Others may be added as the need arises. Figures 4 and 5 show

" examples of completed sheets.
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,, ISOTOPEFACIUTYSH_ PROGRAM
WBSDATASHEET

Account/ Date: 01-23-92
" WBSNo.: 1.2.1.13 WorkOrder: RevisionNo.:

Facility Supervisor: D.W. Ramey Facility: 3026- C

Performance Responsibility: Project Engineer:J. R. Gibson

WBSTitle: Krypton.XenonGas CylinderDumping

Scope: Numerousstandardgas cylinders(13 each)are instoragein Building3517. This materialwas
collectedas a byproductfromthe 8SKrpurificationprocessandcontainsa smallamountof 8SKr(<1 CI ineach
cylinder). The cylinderswill need to be transferredto Building3026-C, massanalysisperformedto confirm
the8SKrcontent,andeach cylinderventedto the primarycontainmentsystemIn the building.

MonthlyStatus/Comments:

Milestones: Level Date

DevelopProcedures
ProcedureTraining
Transfer to Building3026-C

, MassAnalysis
VentGas

DisposeofWaste

Sc;leduleStartDate:
ActualStart Date:

ScheduleCompletionDate:
ActualCompletionDate:

eoeeeeQotot_o_iOwooteo0 otooeootooo_,ttt_toottotoeo tooootooootoo,oooeeot teee_,

FY-91 FY-92 FY-93 FY-94 TOTAL

FundsAppropriated .....

ActualCost ......

_g. 4. SampleWBS Data ShccL
¢1



14



15

After the Detailed Activity Schedule Sheets have been developed, summarized into WBS
. Data Sheets, agreed upon, and baselines determined, the change control procedures, as

described in Sect. 4.4, shall be implemented.

" 433 Schedule Tracking

Schedules and milestones shall be developed by the individual program participants and
compiled by the program manager as a part of the work package for each WBS element.
A schedule sheet shall be completed for activities within a WBS, reflecting dates, duration,
milestone level, and restraints (Fig. 3). Individual networks and schedules can then be
developed and followed. (Figures 6 through 9 are example charts developed for inventory
movement into Building 3517.) These schedules are the basic vehicles for communicating
work plans and serve as the basis for scheduling responsibilities for the work package.
These schedules shall be constructed around the WBS and shall reflect tasks required to
complete a single WBS element. By integrating the project schedules with the WBS
hierarchy, control systems based on both decision points and audit of variances can be
established.

The person designated as having "Performance Responsibility" (i.e., the contact) on
the _rl3S Data Sheets, is responsible for collecting and transmitting ali schedule and
cost information. The contact shall notify the Cost and Schedule Project Engineer by
Milestone/Budget Change Request Form (Fig. 10) anytime activities, milestones, and

. events do not occur as planned or are forecasted to change.

To support DOE Order No. 4700.1, "Project Management System,''1 which details the
, requirements of issuir_ga monthly assessment of progress, actual program progress shall be

tracked against baseline schedule activities and milestones. Individual-task activity
networks and program summary schedules shall be updated and distributed to the IFSP
Manager on a monthly basis along with cost charts and variance reports. Continuous,
effective intbrmation exchange and status updating shall be maintained between the
contact with performance responsibility and the tracking engineer, and a computerized
database will help to ensure consistency of data and information used in assessing the
program. Reports shall identify the activities requiring special management attention.

4.3.4 Milestones

The ORNL IFSP schedule baseline consists Of activity networks integrated with a
milestone hierarchy. Three levels of milestones are selected in sufficient detail to ensure
project control and visibility. Each higher level of detail will reflect a more significant level
of relative importance to total project management.

The following three levels of milestones, in descending order of importance, are proposed
by the IFSP Manager to DOE:

q

1. Level 1 milestones are subject to DOE review and control. A DOE-Controlled
Milestone Log (Fig. 11) will be maintained.
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ISOTOPE FACILITY SHUTDOWN PROGKAM

MILESTONE/BUDGET CHANGE REQUEST

WBS No. :

Request No:

Date of Request: (Assigned by Cost & Scheduling
Tracking Section)

Requesting Participant:

Milestone Level: I, 2, or 3 (Circle One)

Milestone/Budget to be changed:

Description of Change:

i

J

i

|
Reason for Change Request:

Comments:

Program Impact: (Supplied by Program Contact and Tracking Engineer)

,!
!
!

Disposition:

**************************************************************************

Milestone CONFIGURATION CONTROL BOARD

Approval/Disapproval Date

3

IFSP Project Engineer

3

Isotopes Facility Manager

2

IFSP Program Manager/OKNL m

Fi_ 10. Mil_tonedBudgetChangeRequestForm.

I
m
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m

ISOTOPE FACILITY SHUTDOWN PROGRAM

DOE CONTROLLED MILESTONE LOG

..... Planned Actual

Completion Completion

WBS Descript ion Date Date Comments
, ,

,,,

,,, ,,,

. DOE CONTROLLED MILESTONE LOG

Fig. 11. DOE-controlled milestone log.

IIr
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2. Level 2 milestones represent significant program events to be reviewed and controlled
by the IFSP Manager.

3. Level 3 milestones are primarily used for :,nternal control by program representatives.
t.

After review and approval by DOE, these milestones will be controlled as described in

Sect. 4.4 (Fig. 11).

4.4 CHANGE CONTROL

4.4.1 Configuration Control Board

After the hierarchy of WBS elements has been fully determined and definitive work
scopes, budgets, and milestones have been established in the respective work packages and
approved by ali participants, no changes to the baseline definitions (see Sect. 4.1.1) in the
WBS Data Sheets will be made without formal review and approval by the Configuration
Control Board.

Members of the Milestone level:

Configuration Approval Authority
Control Board Title

t_

D. R. Brown DOE-OR Isotopes Program Manager 1

R. E. Eversole IFSP Acting Manager 2

L. G. Hill IF'SP Cost and Schedule Project Engineer 3

B. D. Patton IF'SP Facility Manager 3

Additions, deletions, and modifications to work package schedule, budgets, and milestones
shall be directly controlled according to the level of responsibility. A request for change
shall be documented and thoroughly reviewed in the light of overall project impacts before
approval or disapproval decisions are made.

Documented requests for level 1 and 2 revisions estimated to have no impact on the
overall program cost or schedule shall be acted upon by the IFSP Manager and reviewed
by DOE. Level 1 changes to the WBS baseline that have the potential for impacting the
overall program cost or schedule will require concurrence and approval by the Director of
the Chemical Technology Division and by DOE prior to implementation. Copies of the
schedules and other information used in schedule and cost updates will be maintained by
the Cost and Schedule Project Engineer to provide traceability.

4.4.2 Controlled Program Documentation
lt

The IFSP Manager is responsible for designating controlled documents (CDs) for the
program or project. To comply with the Configuration Control objectives, each CD shall

I
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be assigned a document number with a publication or distribution date. Every issue shall
• be permanently maintained in the central program files. A document change form with

revision number shall accompany proposed revisions with a detailed explanation of
requested changes (Fig. 12). A summary sheet with ali CDs will be maintained by the IFSP
Office (Fig. 13).

The objectives of the controlled program documentatiGn activity are to c ,ntrol the
contents and quality of each document and to assume proper distribution. No attempt will

i be made to control distribution (e.g., numbered copies) prior to retrieving or destroying

i prior issues.

i Items identified as CDs to date include:

I 1. IFSP Technical Plan,: 2. IFSP Management Plan,ld

| 3. IFSP Inventory List,
4. Capital Equipment List,
5. Action Items List (Change Request Form not required), and
6. WBS-related documents:

i|J • WBS tables,
• budget allecations, and
• data sheets.

4.4.3 Milestone/Budget Change Request Form
,i

Milestone/budget change procedures have been established to control and coordinate
modifications to reportable milestones. Each revision to a milestone, regardless of the
milestone's significance, may affect successive activities; hence, analyzing the changes,
alerting the functions of potential changes, and allowing comments and/or replanning by

i affected contacts ali
are important.

• A Milestone/Budget Change Request Form (Fig. 10) is used to:

1. change a description to affect the meaning of the milestone or activity,
2. add or delete level 1 through level 3 milestones or activities,
3. change the level of hierarchy,
4. report a variance in performance,
5. change the forecast date, and/or

i 6. effect a change in the milestone financial plan.

i 4.4.4 Change Request Procedure

.| " Figure 14 shows the analysis and approval cycle for a Milestone/Budget Change Request.

| In the event a program contact or manager considers it advisable to (in any way) change a. milestone, the recommendation must be entered on a Milestone/Budget Change Request

ii Form. Change requests will be submitted to the Cost and Schedule Project Engineer for

analysis, processing, and record-keeping. Upon receipt and logging of a change request,
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ISOTOPE FACILITIES SHUTDOWN PROGRAM
CONTROLLED DOCUMENT CHANGE FORM

WBS NO:

DOCUMENT TITLE:

DOCUMENT NO: DATE:

REVISION NO: REVISION DATE:

DESCRIPTION OF CHANGE:

COM]_ENTS:

I

i REQUESTOR : DATE :

i APPROVAL: DATE :
IFSP Manager

i
i cc: DOE-OR Isotopes Program Manager

i Fig.12. ControllcdDocumentChangeForm.

i .

,.

!
!

'! 7'



25

t

ISOTOPE FACILITIES SHUTDOW_ PROGRAM
COIJTROLLED DOCUMENT LOG

g&

DOCUMENT NO. R EV_____. DATE

...----..--.--.

Fig. 13. Controlleddocumentlog.
'4

I

i-

ii
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ORNL DWC 91A-169R •

MILESTONE/BUDGETCHANGE REQUEST FLOWCHART

PERFORMANCE C&S PE YES_ AND COMPLETE
RESPONSIBILITY REVIEW MILESTONE _ RL._U_STIM__A_;I_ AND MILESTONE CHANGE |

INITIATE CHANGE LEVEL AND IMPACTS RT CHANGE IMPACT APPROPRIATEAPPROVAL
, REQUESTFORM ANALYSIS I

.... \/ L.......
NO

P

(_ >.yEs ca(sPE

{ INCORPORATEINTO
- I COST AND SCHEDULE

I TRACKINGSYSTEM,i
NO

NO CONTACTAND C&S PE

, _ RE-EVALUATE PER DISAPPROVAL

AND RESUBMITNEW MILESTONE
CHANGE IMPACT ANALYSIS

qll i

CONFIGURATION //_

CONTROL BOARD I
APPROVAL /LEVEL 2_YES C&S PEL INCORPORATEINTO

V v COST AND SCHEDULE "
PROCESS I TRACKING SYSTEM

i.

NO li YES

LEVEL 1 _ NO ,,J

CCB - CONFIGURATION CONTROL BOARD
C&S PE - COST & SCHEDULING PROJECT ENGINEER

Fig. 14. Milestone/budget change request flowchart.

p,

'_t IP_t
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the request shall be analy,zed utilizing a Milestone/Budget Impact Analysis Form (Fig. 15)
, in coordination with appropriate responsibility areas for effecttng the change on the

program. The analysis shaHIbe summarized to include the following:

" 1. identification and listlr,_gof other milestones affected by the change, including their
level of control;

2. narrative that explains the effect on program performance and cost; and
3. suggestions for recovery, workarounds, or alternatives to the requested change.I

v

The highest-level milestone identified in the analysis will dictate the level of approval
required for the disposition. When decisions relative to disposition have been reached,
their conclusions will be docu_ented on the Milestone/Budget Change Request Form.
Completed dispositions will b_.:placed in program office flies, and a copy will be forwarded
to the contact who initiated the change request and ali other affected areas. The Cost and
Scheduling Project Engineer willlincorporate approved requests into the cost scheduling
system.

4.4.5 Change Responsibility

The contacts with performance responsibility are authorized to make schedule changes
involving detailed milestones (level 3) within their area of responsibility without processing
a Milestone/Budget Chafige Request Form for management approval, except
when the changes impact a level 1 or level 2 milestone or interfacing milestones or budget
allocations. If there is a possibility _ofsuch impact, a Change Request Form must be
completed, reviewed, and approved by the next higher approval authority. If the proposed

- change impacts a DOE-reportable milestone, the program manager will inform DOE of
the impact and obtain concurrence for the proposed change. Changes, additions, or
deletions to accountable milestones (levels 1 and 2) require authorization by the program
manager and/or DOE.

4.5 COST CONTROL
.,

The cost control system is designed to provide IFSP management staff members with
the data necessary to control and manage program costs.

The database management section gathers project and cost information and reports it to
IFSP staff at the appropriate level. Time-phased cost and budget information is
maintained in the financial database at the program level and at each WBS level.

4.6 REPORTS

" Ali reports will be reviewed and approved by the IFSP Manager.
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D

ISOTOPE FACILITY SIIUTDOWN PROGRAM

MILESTONE/BUDGET CJIT_GE IMPACT ANALYSIS

q

Change Request Number: Date:

Additional Milestones Effected by Change Request:

Act ivi_y/Milest.o._e Level Title. Q_escription of Impact

I +

•

• ',
m

•
m

Suggested Alternatives (work-around, recovery, etc.):

l
I

a

I Analysis Summary:

p

MILESTONE/BUDGET CHANGE IMPACT ANALYSIS

Fig. 15. Milestone/budgetchangeimpactanalysis.

!

' ' , , , , ,, , ,, i i ,
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4.6.1 Overview

Program performance will be reported to DOE through a graded system of weekly
highlights; monthly cost and schedule status summaries; and quarterly, midyear, and annual

" reports. Weekly highlights reports will be issued for the life of the program. Quarterly
reports will be issued during the peak activities of FY 1993 and 1994; semiannual reports
will be issued in FY 1992; and an annual summary will be issued in FY 1991. "['he schedule
for these reports is as follows:

REPORTING PERIOD FREQUENCY DUE DATE

FY 1991-1994 Weekly Highlights Wednesday of each
week

,, ,,,

FY 1993.. 1994 Monthly Activity End of month + 5 working Fifth working day
Progress Report days of each month

FY 1992 Mid-Year Summary Mid-year + 1 month April 30, 1992
Year.End Summary Year end + 1 month October 31, 1992

FY 1993 Quarterly Summaries End of quarter+ 1 month January 31, 1993
April 30, 1993

, July.31, 1993
October 31, 1993

, FY 1994 Quarterly Summaries End of quarter + 1 month January 31, 1994
April 30, 1994
July 31, 1994
October 31, 1994

Final Program Report End of program + 3 months December 31, 1994
,,,

4.6.2 Weekly Highlights and Program Meeting Minutes

An IFSP staff meeting is conducted on a weekly basis to discuss ali programmatic
activities, concerns, and accomplishments. Discussion and subsequent reporting items
include critical program constraints,budgets, schedules, safety, QA, other support groups,
procedures, training, staffing, inventory movement, action items, and weekly activity
highlights as submitted by the facility supervisors. The staff meeting report is organized
into planning, leading, organizing, and controlling elements.

The IFSP Weekly Highlights condenses progress and significant concerns into a "bullet"
. format for timely reporting to DOE.

Monthly cost charts (Sect. 4.6.3 ) with "bulletized" analyses of variances will be included
"' in the second weekly meeting minutes of each month.

i
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4.6.3SummaryCostCharts

The financialreportingsystemisdesignedtoprovidetheprogrammanagerwith
thedatanecessarytocontrolandmanageprogramcosts,AlicostswithintheORNL
complex are collected in the Finance and Materials (F&M) Accounting System. IFSP
costs shall be electronically retrieved from the F&M system and input into the Cost
and Scheduling Tracking System where comparative analysis may be made against planned
costs, Cost reports will be presented in the project (WBS) format.

Linear cost.curve charts, showing actual costs relative to a planned budget, will be
developed for each WBS and reported monthly. These charts will appear in the ORNL
Weekly Meeting Minutes (Sect. 4.6.2) as soon as the data are available from ORNL F&M
(i.e., normally by the second week). Variances will be controlled as explained in Sect. 4.3.

Actual program summary operating costs for September 1991 (shown in Table 2 and
Fig. 16) are examples of available cost reports. The same data will also be prepared at the
task level to serve e,._a backup detail to the overall program summary charts.

4.6.4 Detailed Activity Progress Report

In addition to the weekly reporting discussed in Sect. 4.6.2, monthly detailed schedule
status reports will be generated to assist the program manager. These reports are
intended, primarily, to be a working tool for use by ali program participants and will
include information in the following areas:

1. major accomplishments;
2. developments affecting baseline estimates, schedules, and scope;
3. cost performance;
4. schedule status on milestones;
5. significant problems and solutions; and
6. significant comments.

Presentation of the scheduled status will include the following:

Program Summary Schedules----The summary schedules in tabular and graphics form
depict activities, milestones, budget, and program progress.
Program Schedules--The program schedules present detailed time-phased logic
networks to the detailed level (level 3) with interrelated reportable milestones.
Program Data Sheets----The program data sheets provide an o,,rerviewof scope,
facilities, responsibility, and activity dates by WBS and account number; they also
reveal budget information.

These reports will be issued to IFSP participants and to DOE by the fifth working day of
each month.
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ORNL DWG 91A-403R6 P

Isotopes Facilities Shutdown Program Cost/Budget Report
for the Period Ending September 30

FY 91

0 N D J F M A M J J A S

10,000 .... -

v_ 9000 - _,_
rv, .,,-f

8000 - /,-4 -
-J PLANNED COSTS WITH //

o 7000 " OUTSTANDING COMMITMENTS%_. "_, =
Lt..
o 6000 -

ACTUAL COSTS ",F,'*"
r'-, 5000 - WITH
z
< COMMITMENTS J
(/) 4000 - _,. _. -
0
-T- 3000 -

2000 - J

A -''_f_ ' _ •1000 -
,,/

, /

Prolected cost Monthly 525 560 575 600 620 700 942 1052 916 849 883 878
and outstanding

commitments FYTDCumulative 525 1085 1660 2260 2880 3580 4522 5574 649017339182229100

Actual cost Monthly cost 522 568 531 650 683 693 768 801 831 804 11207 767
and outstanding

commitments FYTDCumulatlve 522 1090 1621 2271 2954 3647 4415 5216 6047 6851 8058 8825
i

, Prolected Monthly 525 560 575 600 620 700 780 767 796 865 988 1059
cost

4= FYTDCumulative 525 1085 1660 2260 2880 3580 4360 5127 5923 6788 7776 8835 ',
- i ,- iii

Actual Monthly cost 522 568 531 650 683 693 760 777 807 780 818 769
cost

• FYTDCumulative 522 1090 1621 2271 2954 3647 4407 5184 5991 6771 7590 8359
i

Monthly cost -3 +8 -44 +50 +63 -7 -20 +10 +11 -85 -170-290

I Cost Cumulative cost "variance variance -3 +5 -39 +11 +74 +67 +47 +57 +68 -17-186-466
i ii

Cost variance

percentage -0.6_. +0.5_; -2.3_ +0.5,_ +2.6_ +1.9_. +1.0_. +1.1_ +1.1_ -.3_. -2.47, -5.3_,

Fig. 16. Graph of cost/budget report for the period ceding September 1991.

I



37

4.6.5 Midyear and Year-End Summaries for FY 1992

• These reports, which are to be issued in FY 1992, will summarize in tabular, chart, and
narrative format, the information that was detailed in the weekly and monthly reports
described in Sects. 4.6.2, 4.6.3, and 4.6.4. These reports will contain brief descriptions of
significant events during the defined period, as well as a narrative assessment of the
current schedule position.

4.6.6 Quarterly Summaries for FY 1993 and FY"1994

Because of increased activity levels duringFY 1993 and FY 1994, summary reports
as described in Sect. 4.6.5 will be issued quarterly. In addition, an overall program
summary report will be issued within 3 months of the end of the program.

4.7 ACTION ITEMS LIST

An ActionItemsList(Fig.17)ofactivitiestobe pcrformcdbytheprogrammanagcr,
facilitysupcrvisors,thefacilitiesmanager,projcctcnginccrs,andothersupport
participants,revealsdescriptionsandtargetdate.sforeachactivity.The Statusscctionwill
bcusedforpertinentcommentsandrcfcrenccs.Eachactivityisgivenauniquecontrol
numbcrthatwillnotbcreassigned.The ActionItemsListisacontrolled,working
documentthatwillbcrevisedfrcqucntlyanduseddaily.Thisreportingsystcmcomplies

, with the intent of DOE Order 1332.1A, "Uniform Reporting System''8

I
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5. CHNTRAL IFSPHISTORICAL
t

. A formal filing system shall be established and shall be consistent with the WBS hierarchy.
These files will serve as the permanent repository for ali hi:_toricaland technical
information that would be important for planning ER of these facilities. These files will
contain ali detailed user history; copies of the actual, end-of-shutdown as-built drawings of
safety-related systems; copies of approved surveillance and maintenance procedures; and
safety documentation, as well as other pertinent technical data. These flies will be
accountability-controlled documents with limited access.

I
|
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6. QU_ AND _BILITY
m

An overall, integrated IFSP QA Plan will be established and implemented to ensure
achievement of project objectives in a safe, reliable, and predictable manner. The IFSP
Manager has the overall responsibility for the QA Program, which shall be established and
implemented in accordance with the at-phcable portions of recognized national standards
and shall be commensurate with the scope, complexity, and importance of the activity.

6.1 QUALITY ASSURANCE MONITORING

Monitoring of the QA activities shall be performed to verify quality achievement in work
performance. Included in this surveillance function is a regular management review of the
QA Program to assess the adequacy of its scope, implementation, and effectiveness.
Monitoring of the execution of the program shall be performed on a continuing basis to
verify overall program adequacy.

Any preliminary shutdown activities performed prior to completion and approval of the
IFSP QA Plan, shall be conducted in accordance with existing QA plans for the CTD's
Radiochemical Technology Section.
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