Management System: Management System Description

Subject Area: Project Delivery

Managing the Project Transition/Closeout Phase

Subject Matter Expert: Sue Smiley
Management System Owner: Lorie Howard

| EMCBC Home Page |

Issue Date: 8/1/12
Revision: 1

1.0 Applicability

This procedure applies to Office of Environmental Management (EM) Federal Project Directors
(FPDs), Integrated Project Team (IPT) Members, and EM Line Management responsible for the
execution of all projects subject to the mandatory project management requirements in U.S.
Department of Energy (DOE) O 413.3B, Program and Project Management for the Acquisition
of Capital Assets. This procedure specifically pertains to the Transition/Closeout phase of EM
projects, which begins sometime after Critical Decision 3 (Approve Start of Construction) and
continues after achievement of Critical Decision 4 (Approve Start of Operations or Project
Completion). Planning for site transition and project closeout must be accomplished well in
advance of the planned date for Physical Completion of the EM project, particularly for site
transition elements associated with the eventual transfer of target funding to the DOE Landlord
program (at ongoing mission sites) or to the DOE Office of Legacy Management (at non-
mission/closure sites).

2.0 Required Procedure

The following steps are not necessarily performed sequentially.

Step1 | The FPD updates the IPT membership as necessary to address activities performed
during this project phase.

NOTE 1: The composition of the IPT may need to be updated to ensure it includes
the experience, knowledge, and skills required to produce and manage the products
required during this phase of the project. Any changes in the composition of the IPT
should be reflected in the IPT Charter to identify and formally state the roles and
responsibilities of IPT members.
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NOTE 2: The IPT may be supplemented by a separate Site Transition Team that is
comprised of, at a minimum, Federal personnel from the EM Project Office and EM
Line Management at DOE Headquarters, and Federal personnel from the DOE
recipient office (e.g., SC or NNSA for ongoing mission sites, LM at non-
mission/closure sites). The Site Transition Team is responsible for preparing the Site
Transition Plan prior to EM’s achievement of Physical Completion, and formulating
the budget request for long term response action (LTRA) requirements for the first
five years post-closure.

Step 2

The FPD, with support from the IPT, ensures that final updates to Safety Analysis
Documentation are made (if needed).

Step 3

The FPD, with support from the IPT, ensures that final updates to required permitting
documentation are made if needed. (e.g. termination or transfer of RCRA or NPDES
Permits)

Step 4

The FPD, with support from the IPT, ensures that a Quality Assurance (QA) Program
fully addressing all applicable QA Criteria as defined in 10 CFR 830, Subpart A,
[Nuclear Safety Management] Quality Assurance Requirements, and DOE O 414.1D,
Quality Assurance, is in place.

NOTE: QA Program requirements for the EM project may be different than QA
Program requirements for LTRA activities that the DOE recipient office will perform
upon EM’s exit from the site.

Step 5

If required, the FPD, with support from the IPT, ensures the preparation of the
Checkout, Testing, and Commissioning Plan (which is typically prepared by the site
contractor or a subcontractor).

NOTE: The Checkout, Testing and Commissioning Plan (if needed) ensures that
equipment, systems, facilities, and facility components perform as designed and are
optimized for greatest energy efficiency, resource conversation, and occupant
satisfaction. The plan should include Checkout and Testing Criteria required for initial
operations. Guidance on the elements of the Checkout, Testing, and Commissioning
Plan can be found in the following document:

e DOE G 413.3-1, Managing Design and Construction Using Systems
Engineering for Use with DOE O 413.3A

Step 6

The FPD, with support from the IPT (or a separate Site Transition Team), ensures the
preparation of the Project Transition to Operations Plan or the Site Transition Plan
(for NNSA Landlord sites, this plan is called a Project Closeout and Transition Plan
[PCTP]). Typically, for EM projects, this involves an agreement between EM and the
future DOE recipient office on the status of the site and the required future
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surveillance and maintenance (i.e., LTRA) activities.

NOTE: Transition to Operations Planning is a phased, systematic approach to
preparing a facility for the conclusion of its Fabrication/Construction or Remediation
Phase and the beginning of its Operating, Surveillance and Maintenance (S&M) or
Long Term Stewardship (LTS) Phase. The FPD, with support from the IPT (or a
separate Site Transition Team), must develop a Transition to Operations Plan or Site
Transition Plan (or Project Closeout and Transition Plan) which addresses a number
of areas, including: maintenance of the environmental remedy; management of
natural, historical and cultural resources; real property management; records
management; budget and funding; human resources and staffing; training and
certification; and safety/emergency management/security planning.

Step 7

The FPD, with support from the IPT, ensures the completion of all project-required
documentation. (e.g., DOE O 413.3B deliverables, CERCLA decision documents,
LTRA budget requests)

Step 8

If required, the FPD, with support from the IPT, ensures the performance of an
Operational Readiness Assessment (ORA) or an Operational Readiness Review
(ORR), depending on the nature and complexity of the project.

NOTE 1: An ORA or an ORR is performed to ensure that Operations and
Maintenance Staff are properly trained and qualified to operate and maintain the
equipment, systems, facilities, and facility components being turned over.

NOTE 2: Ata minimum, EM and the DOE recipient office typically perform a joint
site transition readiness review, just before EM achievement of Physical Completion.
The purpose of the review is to verify completion of action items defined in the Site
Transition Plan and any other applicable requirements documents (e.g., “Terms and
Condition” for Site Transition (see Section 3.0, References). The level of rigor for
performance of the review and issuance of a report on the results of the review are at
the discretion of EM and the DOE recipient office. Typically, performance of the
readiness review is referenced in the Requirement Checklist for CD-4 Completion
(refer to EMCBC Project Management System, Process 5, Critical Decision 4,
Approve Start of Operations or Project Completion).

Step 9

The FPD, with support from the IPT, must verify the attainment of Key Performance
Parameters or Project Completion Criteria and subsequently prepare and submit the
documentation to formally receive Critical Decision (CD)-4 approval. Refer to
EMCBC Project Management System, Process 5, Critical Decision 4, Approve Start
of Operations or Project Completion.

Step 10

The FPD, with support from the IPT, must submit Lessons Learned regarding project
execution and facility start-up (or project completion) to the Program Secretarial
Office (PSO) and to the DOE Office of Engineering and Construction Management



critical_decision_4_final.pdf
critical_decision_4_final.pdf
critical_decision_4_final.pdf
em_project_mgmt_lessons_learned_guidance_em_2_memo_6_3_11.pdf

(OECM) within 90 days of CD-4 approval. Refer to DOE O 413.3B, Appendix A,
Table 2.4.

Note 1: See DOE G 413.3-11, (Project Management Lessons Learned) and DOE G
413.3-16, (Project Completion/Closeout Guide) for additional guidance in this area.

NOTE 2: For EM projects, the method for communicating project management
lessons learned to the PSO and OECM is via the DOE Corporate Lessons Learned
Database, which is maintained by the DOE Office of Health, Safety & Security
(HSS). Refer to EM-2 memo “EM Project Management Lessons Learned (PMLL)
Guidance” dated 6/3/2011 for guidance on submission of PMLL to the corporate
database.

Step 11 | The FPD, with support from the IPT, must submit an Initial Project Closeout Report

within 90 days of CD-4 approval. Refer to DOE O 413.3B, Appendix A, Table 2.4.

NOTE 1: Guidance on the elements of the Final Project Closeout Report can be
found in DOE G 413.3-16, Project Transition/Closeout. For EM projects, the Initial
PCR should be submitted to the Office of Project Assistance and Assurance (EM-11)
through EM Line Management at DOE Headquarters.

NOTE 2: The Final Project Closeout Report cannot be submitted until all project
costs are incurred and invoiced and all contracts are closed. The report includes final
cost details as required to include claims and claims settlement strategy where
appropriate. Refer to DOE O 413.3B, Appendix A, Table 2.5.

3.0 References

DOE O 413.3B, Program and Project Management for the Acquisition of Capital Assets
DOE O 414.1D, Quality Assurance

DOE G 413.3-1, Managing Design and Construction Using Systems Engineering for Use
with DOE O 413.3A

EM Project Management Lessons Learned (PMLL) Guidance

DOE G 413.3-11, Project Management Lessons Learned

DOE G 413.3-16, Project Completion/Closeout Guide

EM-1 memo “Definition of EM Completion” dtd 2/12/03

EM-1 memo “Transition of Long-Term Response Action Management Requirements”
dtd 6/10/03

EM-1/LM-1 memo “Development of Site Transition Plan, use of the Site Transition
Framework, and Terms & Conditions for Site Transition” dtd 2/15/05

EM-1/SC Director memo “Terms and Conditions for Site Transition” dtd 2/9/06
EM-1/NNSA Associate Administrator for Infrastructure and Environment memo “Terms
and Conditions for the Transfer of Completed Environmental Projects” dtd 9/5/06
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