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Approach

1. Laboratory and/or organizational procedures address regulatory drivers for assessment activities.  SBMS RODS are satisfactorily completed.   Any drivers not captured in procedures are considered very minor with respect to the overall program or are the result of new regulations.
There are no external drivers for Facility Use Agreements (FUAs) and therefore no SBMS RODS required.  The Laboratory's requirements for FUAs are included in the following SBMS documents:

Facilities and Operations Management System Description

Integrated Safety Management System Program Description

Facility Use Agreement Subject Area

SPI 5-13, Building Manager Program

Building Manager R2A2 

ESH 1.3.5 Planning and Control of Experiments

ESH 1.3.6 Work Planning and Control for Operations

2. Key supporting institutional processes (tracking systems, causal analysis, critiques etc) and tools are fully developed.  Any improvements needed are considered to be relatively minor and consistent with continuous improvement.
Facility Use Agreements (FUAs) are fully developed and are key tools in the implementation of Integrated Safety Management at BNL.  They establish the operational safety limits to ensure that activities and work can be conducted in each facility safely and in compliance with environmental requirements.  The FUAs serve as a tool for short-and long-term work planning by providing a ready reference source of the facility capabilities and capacity.  They also serve as the operational and occupancy agreement between the Deputy Director for Operations (DDO) (acting on behalf of the Laboratory Director as landlord), the principal occupant organization, and BNL service-provider organizations.  The Laboratory has over 255 FUAs in place.  Each Department and Division assigned an FUA Coordinator to assist in the initial development of these documents.  All FUAs were posted on SBMS by April 1, 2000 and have been continuously reviewed and updated as necessary.

3. The overall scopes of planned assessment activities are comprehensive, have a strong technical basis, and are balanced with work activities.
The scope of this assessment was to establish the maturity of the FUAs by determining the degree to which: 

· The responsibility for maintaining FUAs has been assigned across the Laboratory;

· Individuals responsible for maintaining FUAs know the requirements;

· The Departments/Divisions have deployed and implemented the requirements of the FUA subject area; and

· Progress is being made on improving the FUAs.

4. The method for conducting key scheduled assessments is defined and is commensurate with type of assessment planned and performance information desired.
This assessment was conducted using the workshop method, which is a proven process that has been used to evaluate many Laboratory level systems.  The FUA Steward selected an evaluation team to participate in the workshop.  The team included members from a cross-section of Departments/Divisions with facilities that represent a diverse range of activities and operations.  A standard set of questions was developed for use to ensure that the information necessary to assess the FUA program was gathered uniformly.  The information was organized to address two criteria: Awareness and Implementation.  The questions were submitted to the workshop participants prior to the workshop.  Information provided by each participant was compiled and discussed at the workshop.  Evaluation criteria was established and used by the workshop participants to rank the maturity of the FUAs and associated processes.   The results of the workshop were presented at the May 2002 monthly Building Managers meeting to obtain additional feedback from stakeholders.

5. A high degree of management and stakeholder involvement commensurate with their responsibilities is evident.
Management and stakeholder involvement in this assessment included:

· Representatives from Collider-Accelerator, Plant Engineering, Chemistry, Biology, Medical, EENS, NSLS, Physics, Central Shops, and Human Resources

· M. Schaeffer, EP Manager of E&CS

· P. Williams, F&O Manager of ESHT&Q 

· Building Managers

· J. Eng, BAO 

· M. Bebon, ALD F&O Directorate

Deployment
1. Assessments are completed as scheduled; schedule slippage is relatively minor.  Planned assessment activities have been revised as appropriate based on new or changing information.
All milestones indicated in the plan have been completed ahead of schedule and are shown below.

	
	Completion Date

	Task
	Scheduled
	Actual

	Issue questions to workshop participants
	5/02
	4/18/02

	Conduct workshop
	5/02
	5/1/02

	Analyze Data
	6/02
	5/10/02

	Solicit comments from Building Managers
	7/02
	5/14/02

	Submit final report
	8/02
	8/15/02


2. Assessments are documented and communicated as planned.  Any deviations are considered to be very minor and with little or no impact considering overall assessment program objectives
Communication to management and stakeholders has been accomplished as specified in the Assessment plan.  The Building Manager Program Manager contacted all Workshop participants by telephone and e-mail to inform them of the workshop schedule.  Building Managers and alternates (including BAO) were kept informed of the progress of the assessment during monthly Building Managers meetings.  BAO Owner was kept informed periodically by the Building Manager Program Manager via telephone, e-mail and meetings.  The ALD for F&O was kept informed via telephone, e-mail, staff meetings and F&O Quarterly reviews.  
3. Assessment results are evaluated/analyzed to a degree commensurate with the type of assessment.  Strengths and corrective/improvement actions are identified.
The Facility Use Agreement (FUA) Program has been evaluated in the areas of Awareness and Implementation.  The awareness aspect focused on the assignment of responsibility for FUAs and awareness of FUA requirements.  The implementation criteria had several factors including recognition of when an FUA needs to be changed, the interaction of functional roles within the organization in the identification and/or evaluation of potential changes to the FUAs, and the timely maintenance of FUAs.   Although the Program has been at the Laboratory for two years, the results of this assessment indicate that it is at a fairly mature state.  The evaluation team ranked the awareness aspect of the FUA Program at a 4 out of a possible highest ranking of 5.  They also ranked implementation at a 4 out of 5.  The responsibility for maintaining FUAs has been assigned across the Laboratory.  Approximately 94% of the evaluation team indicated that their responsibilities for implementing the FUA Subject Area were either clearly or mostly understood.  The Departments/Divisions have deployed and implemented the requirements of the FUA Subject Area.  Approximately 81% of the evaluation team indicated that a significant or good level of progress is being made on improving the FUAs.  Improvement opportunities have been identified to further strengthen the maturity of the program.  These opportunities will strengthen the decision-making process for the review and update of FUAs.

4. High degree of management and stakeholder involvement is evident
Management and stakeholder involvement in this assessment included:

· Representatives from Collider-Accelerator, Plant Engineering, Chemistry, Biology, Medical, EENS, NSLS, Physics, Central Shops, and Human Resources

· M. Schaeffer, EP Manager of E&CS

· P. Williams, F&O Manager of ESHT&Q 

· Building Managers

· J. Eng, BAO 

· M. Bebon, ALD F&O Directorate

Results
1. Corrective/improvement actions are prioritized and tracked to closure.  Change control for action due dates is timely and clearly reflects consideration to balance priorities.  Deviations are considered insignificant in regards to overall program effectiveness.
Three opportunities for improvement associated with the FUA Program were identified, prioritized, entered into the F&O tracking system and are documented in the Final Assessment Report.   All three items were immediately acted upon and thus have been completed and closed in the tracking system without deviation to schedule.

2. Evidence of timely self-identification of issues.  Significant issues are brought to the attention of management and disclosed to regulatory/oversight agencies and stakeholders as appropriate.
No significant issues were identified in the performance of this SAM.  Opportunity for improvement were identified and immediately acted upon.  In fact, all were closed prior to the release of the final assessment report.

3. Sustained excellence and/or improved operational performance are clearly evident for key areas of Laboratory operations.
Sustained excellence and improved operational performance is clearly evident for FUAs at BNL as indicated in the results of this SAM.  The FUA's were initiated at BNL in 1999.  All FUAs were completed and posted on SBMS by April 2000.  In the spring/summer of 2001, the Laboratory conducted an initiative to review and revise, as necessary, the FUAs.  Global changes, including format changes, addition of hyperlinks, and a new section to capture historical information, were made to all FUAs.  Facility specific modifications were made as required.  This initiative was completed in September 2001.  The FUA Steward continually uses the monthly Building Manager meetings as a platform to discuss activities and requirements that may affect and/or be used to improve the FUA program.  In addition, the FUA Steward provides one-on-one assistance in the maintenance and updates of FUA.  Additionally, the numerous “triggers” in Lab-related documents (1.3.5/1.3.6 process; work permits; and ORE/ERE process) serve as reminders to assess the potential impact to the FUAs.

4. Clear evidence that assessment activities have resulted in identification of significant opportunities and awareness of vulnerabilities.  Clear connection as appropriate into strategic/institutional plans.

Though this was a comprehensive assessment that covered a majority of the users on site, the assessment did not result in the identification of vulnerabilities or significant opportunities.  It is evident from this assessment that the FUA program is clearly connected into strategic/institutional plans at BNL as indicated in the numerous SBMS connections.

5 of 5
12/23/02

