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1.0 Introduction:

1.1 This document is intended to provide the necessary guidance for developing and implementing Assessment Plans for the Work Planning and Control (WP&C) Management System

1.2 Management System Assessments are conducted to evaluate the adequacy, efficiency, and effectiveness of the Management System and associated organizational or lab wide procedures used for implementing the Management System. By establishing objectives, monitoring and evaluating performance, and then implementing improvements, based on performance results, the Laboratory will be able to continuously improve the Work Planning and Control Management System

1.3 For the most part, the Work Planning and Control Management System Objectives and Measures come from the “Scoping Document for the Implementation, Updating, and Maintaining of the Work Planning and Control Management System” (ref. 1).  This is a living document that guides future activities of the Management System. The document will change based on items being completed, activities no longer required, shifting priorities, additional improvement initiatives, changing regulations, customer requests, assessment results, etc. The activities that will be assessed in this plan also flow down from this document. It should be noted that since the scoping document has some longer-range activities, not all the activities denoted in that plan will be assessed during any given year. Also, some lesser items will not be assessed but will still be carried out to completion

2.0 General:

  2.1 Work Planning and Control Subject Area

     2.1.1 The assessments for this Subject Area may be done in different formats by different organizations. They may be performed by BNL personnel not staffed in the affected Department (Outside Assessment, i.e., I.O. Office, Quality Office, Peer Assessment, etc.), personnel not employed by BNL (External Assessment, i.e., DOE, BSA, Contractors), the Departments themselves (Self Assessments), and by (or on the behalf of) the Management System Steward. Regardless of who does the assessments, the following guidance on the frequency of WP&C Subject Area assessments should be followed:

        2.1.1.1 Two or three assessments a year performed by (or on the behalf of) the Management System Steward.

        2.1.1.2 One assessment a year performed by an organization independent of the affected Department (other than the Management System Steward).

Note: It is not critical that this be done every year.

        2.1.1.3 Self Assessments as scheduled by the Division/Department

        2.1.1.4 Each Department should be assessed in some manner, i.e., Outside, External, Self, or Steward Assessment, once every three years

Note: The Departments affected by this assessment frequency are listed on attachment 1, “ Assessment Compliance Matrix for the WP&C Subject Area”.

  2.1.1.5 In addition to items 2.1.1.1 through 2.1.1.4, some Departments, regardless of whether they will be participating in any assessments that year, may be asked to look at specific WP&C items or activities (see step 3.1.6).

  2.2 Additional Subject Areas

      2.2.1 In addition to the WP&C Subject Area there are two additional Subject Areas that belong to the WP&C Management System. They are the “Use of Controlled Substances in Research” and “Project Management” Subject Areas.

         2.2.1.1 The Controlled Substances Subject Area has three assessments embedded within the procedure. These are denoted in attachment 2, “Assessment Compliance Matrix for the Controlled Substances Subject Area”.

            2.2.1.1.1 As appropriate other type assessments may be performed on this Subject Area

         2.2.1.2 The Project Management Subject Area has no embedded assessments contained within the procedure. Immediate assessment activities associated with this Subject Area should revolve around the following questions: Is the Subject Area being used? If not why not? If yes how well? When a new version of this Subject Area is published, its acceptance should be assessed.

  2.3 Stop Work Standards

      2.3.1 The WP&C Management System also maintains the following two ES&H Standards: Stop Work Imminent Danger, and Radiological Stop Work.

         2.3.1.1 Neither of these two standards have embedded assessments. Assessments associated with these should revolve around staff understanding their use, number of times they have been invoked (how many were legitimate), lessons learned applied both locally and Laboratory Wide, and assessments associated with any improvements to the standards.

3.0 Planning:

   3.1 Work Planning and Control Subject Area

        3.1.1 The WP&C Point of Contact (POC) reviews the Assessment Compliance Matrix for the WP&C Subject Area (Att.1) to determine which Departments are approaching the three-year assessment review guideline. (See 2.1.1.4) 

        3.1.2 The POC solicits information from each Department to determine which Departments have scheduled WP&C Self Assessments in the following year. 

        3.1.3 The POC reviews the results of the past year’s assessments to help decide if specific Departments or specific WP&C activities should be emphasized in the next year’s assessment. (Are certain Departments experiencing some difficulty or are certain WP&C activities showing some signs of weakness?)

        3.1.4 The POC gathers any appropriate information from Laboratory Critical Outcomes or performance measures.

        3.1.5 The POC integrates all the information collected in steps 3.1.1 through 3.1.4 to schedule the Management Steward Assessments and Outside Assessments.

        3.1.6 Depending on past results, or because the Laboratory wishes to spot check some WP&C activities, etc; the Management Steward may request a Department(s), that may or may not be scheduled for a full assessment, to look at one or several areas of WP&C for Experiments and Operations. Some items the Steward may want to consider are:

a) Review of Skill of the Worker (SOW) Documentation

b) Feedback philosophy/Implementation

c) Percent of work done by SOW

d) Worker Involvement Surveys

e) Use of Laboratory Lessons Learned Program

f) Work Permit completion activities (are hazards and work activities adequately addressed?)

g) Work Permit filing

h) Logbooks

i) The number of and justifications for working hot (energized circuits)

j) Provide a quick Self-Awareness view of how well your Department is performing

k) Percentage of Experiments older than one year that are reviewed (should be 100%)

l) Number of new experiments performed in last year

m) Number of low, moderate, high hazard permits generated

n) Number of Imminent Danger and Radiological Stop Work orders issued/number that were legitimate/provide details and lessons learned

o) Staff’s understanding of the Stop Work Standards

p) Number of temporary holds on work IAW subsection 2.6 of the Subject Area. Details/Lessons Learned

q) Number of experiments forced to cease operation IAW subsection 1.5 of the Subject Area. Details/Lessons Learned

r) Snap shot view on the use of the Project Management Subject Area

s) Perception on staff acceptance/awareness of the Project Management Subject Area

t) Quality of input from Subject Matter Experts

u) Follow-up on improvement or corrective actions

v) Etc.

Several of the previous activities are just for data gathering that can be used in the future, others are more thought provoking. The Steward may also ask the WP&C POC to perform some of these assessment/verifications.

Note: The intent of the steps in section 3.1 is three-fold:

1) Focus on Departments that are struggling

2) Focus on WP&C activities that show signs of weakness

3) Attempt to review each Department on a Triennial basis

  3.2 Use of Controlled Substances in Research Subject Area

      3.2.1 The POC reviews the Assessment Compliance Matrix for the Controlled Substances Subject Area (Att. 2) to ensure all annual and biennial reviews have been meet

      3.2.2 The POC determines from Life Sciences, the P.E.T. Facility, Building 901, and Building 555, when their required assessments will be scheduled.

Note: The three required self-assessments within this Subject Area do an excellent job of verifying compliance. Interfaces with WP&C for Experiments and Operations will be captured in Department, Steward, or Outside Assessments. At times the Management Steward or POC may want to participate in these required self-assessments.

       3.2.3 The Management Steward determines if he/she wishes to perform other type assessments on the Subject Area.

       3.2.4 The POC integrates the information in steps 3.2.1 through 3.2.3 to generate an assessment schedule.

  3.3 Project Management Subject Area

     3.3.1 As of now assessment activities will be captured as stated in section 3.1

  3.4 Two Stop Work Standards

      3.4.1 As of now assessment activities will be captured as stated in section 3.1

  3.5 The information and schedules gathered in steps 3.1 through 3.4 are collected and then used to generate a simple Management System Assessment Plan for the coming Fiscal Year (FY). The plan should include the following:

a) What self-assessments will be performed by which Departments

b) What Management Steward Assessments and Outside Assessments (I.O., Q.A., Peer) will be performed

c) What, if any, additional WP&C activities will be assessed by which Departments (or the WP&C POC)

d) If known, what External Assessments (DOE, BSA, Contractor) will be performed

e) The scope of each assessment will be described

f) The time frame of each assessment will be denoted

g) Who (what organization, individual(s)) will be performing the assessments will be stated

   3.6 The Management Steward or designee approves the new FY Assessment Plan

   3.7 The POC communicates the details of the Assessment Plan to all affected individuals and Departments

   3.8 External Assessments scheduled subsequent to the publication of the FY Assessment Plan will be added to the affected page(s) of the FY Assessment Plan.

4.0 Implementation:

   4.1 Work Planning and Control Subject Area

       4.1.1 The WP&C Assessments will be performed in accordance with the FY Assessment Plan

             4.1.1.1 For the most part the focus of the assessments will be guided by the two assessment tools contained in section 3.0 of the WP&C Subject Area

4.1.1.2 Parts of the assessments (as available/practical) will be observations of the following types of activities:

a) Experiment Safety Review Process

b) Experimental Review Committee meetings

c) Review of long term experiments

d) Work in the field

e) Etc.

             4.1.1.3 Additional specific WP&C activity assessments will be performed as stated in the Assessment Plan (see step 3.1.6).

   4.2 Use of Controlled Substances Subject Area

      4.2.1 The assessment of this Subject Area will be performed in accordance with the FY Assessment Plan

             4.2.1.1 For the most part the assessments will be guided by the three required assessments in the Subject Area

             4.2.1.2 Other type assessments will be performed as stated in the Assessment Plan.

    4.3 Implementation of assessments on the Project Management Subject Area and the two Stop Work Standards will be done per step 4.1

5.0 Review: 

    5.1 The WP&C POC Review

        5.1.1 The WP&C POC will review all assessment activities. At a minimum this review will encompass the following:

           5.1.1.1 Appropriate Lessons Learned disseminated to the Lab Lessons Learned Coordinator

            5.1.1.2 Corrective actions, that require tracking, will be entered into the POC’s Family ATS

                5.1.1.2.1 Look for trends that may be occurring across areas of the Laboratory

            5.1.1.3 Appropriate improvement actions (potential areas of future focus) will be incorporated into “The Scoping Document for the Implementation, Updating, and Maintaining of the Work Planning and Control Management System” (ref. 1) and future assessment plans.

            5.1.1.4 Present any appropriate feedback or lessons learned at WCM/ERC meetings

            5.1.1.5 Update the appropriate Assessment Compliance Matrix

6.0 Documentation:

   6.1 The WP&C POC will submit a concise roll up evaluation report to the Management System Steward.

       6.1.1 Applicable sections of the evaluation report will be communicated to the affected Departments

       6.1.2 The evaluation report will also be distributed per the requirements of the WP&C and Integrated Assessment Subject Areas

    6.2 The POC will maintain a file, or have access to, all assessment activities stated in this document

        6.2.1 Files can be original or copies

7.0 Attachments:
    7.1 Assessment Compliance Matrix for the WP&C Subject Area

    7.2 Assessment Compliance Matrix for Controlled Substances Subject Area

8.0 References:

   8.1 Scoping Document for the Implementation, Updating, and Maintaining of the Work Planning and Control Management System

          Assessment Compliance Matrix for the WP&C Subject Area

                                          (Attachment 1)
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