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Narrowing the gap requires leadership, planning, and

execution

" AW = gap between work as imagined and work as done
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Agenda

Background

Implementation
— Project Plan
— Heuristics

*Culture
‘Results
‘Recommendations
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Background

Construction began in early 1950’s
to support AEC in production of
nuclear materials, primarily
Plutonium and Tritium

*Post Cold War activities include
environmental stewardship and
cleanup, waste management and
disposition of nuclear materials
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Implementation

Began with dissatisfaction with current good safety and performance
posture

— Several managers were graduates of INPO Senior Plant Manager’'s Seminar, had
commercial nuclear power experience, or were Navy nuclear trained leaders

Used INPO Human Performance Gap Analysis to identify gaps
Established Human Performance Improvement (HPI) Strategic Plan

Established a structure for implementation
— HPI Steering Committee
— HPI Working Group
— HPI Champions Committee
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Initial Focus

 Corrective Action Program

« Selection of HPI Tools and training for workers, engineers
and managers

o Establishment of Just Culture

 Implementation of HPI treated as a project
— Project manager
— Project Plan
— Cost & Schedule
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HPI Project Plan

HUMAN PFERFORMANCE IMPLEMENTATION MATRIX
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Culture

Safety Culture

Learning
Culture

Reporting
Culture
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Fixes That Fail Model

Fixes That Fail
[A Swvstems Thinking View of the “Blame™ Culture Eesponse to Events]
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Schein Model of Culture °

Artifacts Wh at th e
and
Behaviors empbyees dO

and
Values

Espoused Beliefs

What the manager
says Is Important

Underlying
Assumptions
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What the manager
believes is important
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Operational Excellence Model

Operational Excellence




Pilot Results — Defense Programs Tritium Facility

 Considered a high performing NNSA facility

 Procedure compliance issues convinced management team
that AW existed

* No previous experience with HPI

» Strong support from senior managers

— Understanding that implementation could drive reportable lagging
Indicators higher

« Commenced 2006
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Tritium Implementation Activities

« Training for managers, engineers and workers in that order

 Focus on Corrective Action Program (CAP) to drive
improvement in measurable ways

« Changed critique process to drive to Just Culture from Blame
Culture

 Established MRT to track day to day issues as they emerged

* Focused on error reporting early
— Shifted focus to Flawed Defenses with better results

« Coaching tours
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Results

* Reportable occurrences increased immediately and stayed at

an elevated level for a year
— Then dropped dramatically to near zero

« By training workers after managers, and engineers and also
after changes made to CAP and critique process, meant they
could exit training and into a changed work environment with
a different context

« Managers experienced increasing sense of unease after
reporting increased significantly
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Statistical Results - Tritium Facility

Conops Reportable Events per Month

g "Zero Baseline Rule™
If, in the future, two events ocour
within & months of sach other
they will b= flagged and a non-zero baseline
and UCL will be establizhad.
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Statistical Results - Tritium Facility

Conops Non Reportable Issues per Month
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Follow-on SRS HPI Self Assessment

« Conducted 2 years after formal Site-wide implementation
commenced
« Team of DOE SMEs, INPO and Nuclear Industry SMEs, and
SRS SMEs
« Areas For Improvement (AFI)
— Use of HPI Tools
— Corrective Action Program

— Leadership/Management
— Sustainability of HPI
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Lessons to be Learned on Narrowing AW

* Leadership, Leadership, Leadership
« A good CAP is crucial

- “You can't fix what you don’'t know”
 Leaders must establish trust with their people before

meaningful reporting will take place

— The most significant question by leaders to generate trust is: “What do you
think?”

 HPI Error Reduction Tools don’t reinforce themselves

« “To understand failure, you must first understand your
reactions to failure” — Sydney Dekker, The Field Guide to
Understanding Human Error
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