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10, KEY LESSONS LEARNED

E oy lessons leamed from the SNS project follow .
1. Aclear mssion need and program support are [mpe rative

High-cost projoct will always be challenging, bt it i cssential that support from [OE-5C,
Congress, and the scientfic community mever wavers,

. Bulld a grong, effective project manage ment of ganization eary.

It iz imperative that the projoct management team have a project {vs program) mentality, A lthough
Spme managers may have swocess in building the mission need, it doos not necesssarnly ensume success in
exocution. The ransiton from concoptual design i projoect ccecution st be cmsidered wlen filling
key roles Inaddition, the projoct manage ment oam must consist of expericnced professionals, project
and team builders, chief schedule drivers, and commumnicators; these people must be able to plan the
staffing transitions af the end of the project Early eaallishment of effective projoct leadership will
catablish the right vision and will attract qualified staff. In addition, project keadership must kave the
authority & make decisions in a timely manner,

3. Muldlaboratory parinerships with dear responsibilites and centralized budget authority can
b suecessfully wsed for mew, big-scale projects.

Omee of the keys to the suocess of the S5 was being able to use fesmroes at partner labs, which
exiendod the ange of copertise and achicved a betier product and allowed a dower, deliberake opoerations
staff rampugp. | 2oc staffing chart in Appendix ). The swoess of acollaboration project in general,
haovwe ver, depends on the following:

«  Strong leadership in the lead lab that will ultimately operate the facility, This & necessary i establish
and enforee workable rules for collaborating, monitering, and encouraging progress with all
aubprojects and for arviving at management docisions that aqually respoct the needs of the overall
project and each of the subprojocs.

# Tochnical expertise and strong systems infegrator capability by the lead lab o manage integration and
inter faces,

#  Excellent commumnications betweon all parine s with froquent and well-organized moctings, using
staie-of-the-art media technolozy.

«  Strong suppoert and commitment by the iop management of each of the parner lab to accept
institutional ownership and accountability, allecate adoquatke support (lamgely dodicated workfonoe),
and help achicve project goals,

# A virtual single-site organization'approach; a stroctured agreement {memorandum of agroement)
should be used to describe how the project will work.

#  Influence by the lead lab on the partver labs® performance foe and key staff o valuations,

101



Spalation Newtron Source Fraject Completion Repors

4. Mony project management took and processes are needed to manage project performance, but
processes alone are not sufficent to effectively manage project per formance.

Constant, unrelenting comirol of costs and scheduling wsng disciplined mana gement systems is a
must, This should iweude:

A, Maintminng and moasiring against an aggessive schodule,

B. Planning work to fully use the annual budget authority,

C. Ensuring that the projoct”s annusl fundng profile & appropriaie from the beginning,.
. Obtaining competent, independent sssessment and advice iz imperative:

i, using &l hoc reviews as neoded for spocific problems and

i. using mouting, disciplmed peor review procossss on all aspects of the project. This enswes
that lessms leamed from other projoc are moutinely incomporated, and it is an eocellent ol
for understanding and managng risks and wilnerabilitics,

E. Enzuring that vendor management is porformad by experienced personmel.

F. Planning carefully, anticipating problems, actively managing changes, and staying on wop of the
details,

G, Keeping an eye on things swch as EAC and risk; planning for know n risks and unknowns to
achieve performance ohjectives,

H. If acollabomation, managing contingency centrally; this & an important risk mitigation approach.,

I. Estblishing and incentivizing perfomanc: for risk minimization, such as incentive contracts
(especially civil construction) and creation'reienton of reserves by panners,

5. Phanning for commisioning and operations should take place early.

Early plaming for commissioning is neoded to ensure codt estimates are within the TPC and to recrst
operations staff. Additionally, the facility long-range upgrade strategy should be established carly on
betwoen OE and the Lab in enough detail to guide design docisions and facilitate fitune soope
enlance ments

6. Immovative HR programs are key for successful recruiting and retention of staff,

Druring the carly several yeas of the project, there wene difficulties in secreiting candidstes and
securing rapid acceptance and mlecation. Candidates perocived that the Prject could be subject to
cance llation and were unwilling & keave stable employment andéor to lose compensation including pay
andior benefits.  The [MOE-SC chartered ateam, the Working Group, to develop a propoesal for assisting
SNS inrecreiting, The team was composed of representatives from the Headquarners and O perations
Offices and contractors with expertise in project management, compsensation with expertise in varishble
pay plans, benefits with expertise in retirement plans, and mocreiing.  As a result, the DOE-SC dinocior
approved implementation of the SNS Project’s Human Resources { HR) Working Group's
rocommendations which bocame known as the SNS HE toolkit,.  The toolkit included variable pay
options, service-basod benefits, and nongqualified tax-deferred retirement plan,  SMS has ooperienoad
sueoess in ecreiting and retaining highly killed staff to fill over 300 positions to date with an accepinos
rate of about 85% and a twmover ke of about 4%, The SNS HR teollkit contributed to this sueoess and
effectively minimizad isues asseciated with atracting highly qualified individuals & fill key positions.
The teelkit we mitigatod perocived differences in vacation and retirement bene fits and climinated the
need & grant exoeptions, base pay increases, and other actions deat result in nequities. The cost impact
of using these topls is negligible and in spme cases rocurning cost wene svpdded.
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T Safety requires the unrelenting attentdon and com mitment of management and kbor.

Tt is extremely imgsorant to place cophasis on a rigoemus safety culwre from the beginning, The
safoty program must be “Woeddoree fiendly™. SNS's appooach to this included an on-site nurse' s sation
forquick attention to work-related injuries which was also available for non-work related injuries. This
helped maintain an environment that encouraged event meporting. Froquent “celohrations™ were used to
rocopnize workers with good ssfety performance. In addition, crafts participated in the Job Hazand
Amalyses and work prooess deve lopamant.,

The zafety program must alke be “Management driven™, There must be & commitment from DO E,
Labgratory management, the Constroction Manager, and the subcontractors that safety is #1 prionity.
Actions by SNS inchuded:

Oty contractors with good safety reconds conld bid,

““White Hat™ owersight was utilized.

Safety inspoctions were made by the Constructon Manager's corporate and insurance company.
A Master ES&H plan was used for all site work,

Precursor event wene tracked and trendad.

mon® >

Specific lessons leamed nelated iy construction management can be found in tee, SNE Sie Sarvices
Lespons Learnad, SMNS TR0 Q200-LLOED ] ; specific kssms kearned related i safety can be found in SMNS
1ol L L8 | - RN, ey Losimenrns Leermeed for e Spallation Neidron Sowrce,



