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B a ck g ro u n d

The INL M anagem ent O bservation Program  (MOP) is designed to improve 
m anagers  an d  superv isors u n d e rs tan d in g  of w ork being perform ed by 
em ployees an d  the  b a rrie rs  im pacting th e ir success. The MOP also 
increases w orkers u n d e rs tan d in g  of m an ag em en ts’ expectations a s  they 
relate  to safety, security , quality, an d  w ork perform ance. M anagem ent 
observations (observations) are designed to improve the  rela tionsh ip  and  
tru s t  betw een em ployees an d  m anagers  th ro u g h  increased  engagem ent 
an d  in te rac tions betw een m anagers  an d  re sea rch ers  in the  field.

As p a rt of co n tin u o u s im provem ent, NS&T m anagem ent took initiative to 
focus on the  partic ipation  and  quality  of observations in  FY-14. This 
quarterly  report is in tended  to (a) sum m arize the  partic ipa tion  and  
quality  of m an ag em en t’s observations, (b) a sse ss  observations for 
com m onalities or tren d s  re la ted  to facility or process b a rrie rs  im pacting 
research , an d  (c) provide feedback and  m ake recom m endations for 
im provem ents NS&T’s MOP.

Evaluation Methods

The NS&T M anagem ent O bservation w ebsite provides m anagers  w ith the 
guidance an d  tools to p lan , perform , an d  docum ent a  m anagem ent 
observation. The w ebsite ou tlines the  purpose  an d  goals of m anagem ent 
observations, identifies the  perform ance expectations, an d  provides 
guidance for addressing  perform ance issues. S u b seq u en t to perform ing 
an  observation, m anagers  u se  the  w ebsite to docum ent the  re su lts  using  
tim e /d a te , b inning  categories, an d  narra tive  tex t boxes. Reviewers of the  
observations u se  the  w ebsite to b in  any  of the  is su e s  identified, review 
the  scope an d  con ten t of the  observation, an d  assign  a  quality  score. This 
report u se s  the  w ebsite d a ta  to tra ck  p rogress and  report resu lts .

The prim ary  m eans for evaluating  M anagem ent O bservations is:

Participation - T racking partic ipa tion  an d  com pletion of observations will 
be com pared to the  assigned  frequency (quantity) over time.

Observation Quality - The docum ented  scope an d  con ten t of the  
m anagem ent observation will be evaluated an d  graded against predefined 
quality  criteria.

Observation Review - R esults from m anagem ent observations will be 
reviewed an d  analyzed for issues, tren d s , safety concerns, corrective 
actions, an d  a reas  for im provem ent.
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P a r t i c i p a t i o n

M anagem ent observations tracked  to m onitor m anagem ent participation. 
NS&T h a s  estab lished  frequency requ irem en ts  based  on the  levels and  
roles of m anagem ent (Table 1).

Tab l e  1. Frequency requirements for Observations.

MANAGEMENT OBSERVATION PARTICIPATION REQUIREMENTS

Associate Lab Director Quarterly

▲ Chief Operations Officer Quarterly
▼

Division Director Quarterly

Deputy Division Director Quarterly

Department Manager Monthly

Operations Lead Monthly

Lab Manager Monthly

Lab Space Coordinator Monthly

Principal Researcher Monthly

Mission Manager Monthly

The ‘p artic ip a tio n ’ m etric u se s  d iscrete  d a ta  to m easu re  of the  percentage 
of m anagers  com pleting th e ir assigned  n u m b er of m anagem ent 
observations for a  given m onth . The th resh o ld s  for m anagem ent 
partic ipa tion  are se t a s  follows:

• Green = >85% com pletion ra te

• Yellow = 70 -  85%  com pletion ra te

• Red = <70% com pletion ra te

• A cceptable perform ance = no t to drop below a  75%  com pletion
ra te  for two consecutive m onths.

O b s e r v a t i o n  Q u a l i t y

O bservation quality  converts qualitative evaluations of the  observations 
into a  quan tita tive  m easure . Using criteria  to facilitate objectivity; each 
m anagem ent observation is reviewed, evaluated, and  graded u sing  a  
sim ple 3-point system  (3 being the  h ighest quality; 1 being the  least 
quality).
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3  P oin ts W ork ta sk s  observed are of a t leas t m oderate complexity. The 
in teraction  betw een m anager an d  w orker is clearly 
docum ented. The observation provides insightful evaluation, 
analysis, a n d / or recom m endations; w hich m ay re su lt in 
specific actions or im provem ents (resolving of conditions, 
correcting behavior). D iscussions reinforce expectations, 
provided behavior-based  coaching or correction, an d  are 
specific to behaviors, practices, an d  perform ance. If identified, 
is su e s /  conditions are en tered  into LabWay.

2 P oin ts W ork (tasks) or w ork a reas  are observed an d  evaluated.
O bservations are generally n e u tra l in  evaluation and  analysis 
(e.g., ‘good com m unication’, ‘p roper PPE’, ‘good 
housekeep ing’). Some d iscussion  or feedback betw een 
m anager and  w orker is apparen t, b u t does n o t docum ent or 
specify the  reinforcem ent of expectations, behavior-based  
coach ing /correc tion , or w as no t specific to w ork practice 
a n d / or perform ance.

1 Point O bservation involved little or no ac tu a l w ork (e.g.,
housekeep ing  in  an  em pty lab). D ocum entation  only provided 
a  descrip tion of the  ta sk  or w ork a rea  observed. No 
docum ented  in teractions, com m unications, or feedback 
betw een m anager an d  w orker. No evaluation, analysis, or 
recom m endation.

The th resh o ld s  for observation quality  are se t as  follows:

> Green = >2.25

> Yellow = 1 .5 - 2 .2 5

> Red = <1.5

> A cceptable perform ance = n o t to drop below a  value of 2 for 
two consecutive m onths.

O b s e r v a t i o n  R e v i e w s

Reviews of the  m anagem ent observations inc ludes identifying facility and
process b a rrie rs  im pacting research , safety concerns, corrective actions,
an d  a reas  for im provem ent. B arriers, concerns, an d  issu es  will be
entered  into LabWay for track ing  an d  trending.
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Results, Analysis, Actions

P a r t i c i p a t i o n

NS&T M anagem ent partic ipation  in  perform ing observations rem ained  
satisfactory  despite a  dow nw ard tren d . D irectors an d  u p p er m anagem ent 
continued  to com plete th e ir quarterly  observations for the  q u a rte r (Figure 
1). M anagers an d  superv isors com pleting th e ir observations decreased 
from la s t q u a rte r an d  were in  the  ‘yellow’ for each  m onth . The th resho ld  
for acceptable perform ance w as no t negatively exceeded (i.e., no t to drop 
below 75%  for two consecutive m onths) an d  no im m ediate action or 
in tervention  is necessary . However, th e  dow nw ard tren d  will be 
m onitored an d  rem inders  will be com m unicated.

NS&T M an ag em en t O b serv a tio n s Partic ipation

^■► Directors -■ -M a n a g e rs

Figure 1. Management participation.

O b s e r v a t i o n  Q u a l i t y

The quality  of observations con tinued  to fluc tuate  in  the  (yellow’ and  
dropped below a  score of ‘2 ’ in F eb ruary  (Figure 2). There w as an  
increase in  the  frequency of 1-point observations com pared to la s t 
quarter. However, the  th resho ld  for acceptable perform ance w as no t 
negatively exceeded (i.e., n o t to drop below a  value of 2 for two 
consecutive m onths) an d  no action  or in tervention  is necessary .

O bservations scored as  1-point lacked or did n o t sufficiently docum ent 
the  in teractions or conversations betw een m anagers  and  w orkers and  
often provided only a  basic  descrip tion  of w hat w as observed. 
O bservations graded 2-3 docum ented  the  in te rac tions an d  conversation 
an d  in som e cases docu m ented im provem ent opportun ities a n d /o r
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m anagers actively engaging w ith w orkers, facilitating b arrie r removal, 
prom oting s tra teg ies to improve com m unications.

NS&T m anagem ent in itia ted  corrective actions by outlin ing th e ir 
expectations, and  the  criteria  u sed  to  evaluate th e  observations, during  
the  NS&T Laboratory O perations Forum  in February . To fu rth er improve 
quality, the  NS&T Perform ance A ssurance  an a ly st needs to initiate  
feedback to m anagers  an d  superv iso rs to com m unicate  resu lts , 
perform ance expectations, and  stra teg ies  for im proving the  planning, 
execution, an d  docum entation  of observations. NS&T will con tinue to 
collaborate w ith Lab Perform ance an d  the  C ontracto r A ssurance System  
a s  fu rth er direction an d  guidance is provided.

NS&T M anagem ent Observation Quality Month % 3 -Ft. % 2-Ft. % 1-Pt.

Oct-13 27% 50% 23%

Nov-13 36% 54% 10%

Dec-13 33% 52% 15%

Jan-14 26% 42% 33%

Feb-14 20% 38% 43%

Mar-14 32% 41% 27%

Apr-14

May-14

Jun-14

Jul-14

Aug-14

Sep-14

F i g u r e  2. Management Observation Quality Index.

O b s e r v a t i o n  R e v i e w

R esults th is  q u a rte r were sim ilar w ith  la s t q u a rte r’s; 114 observations 
perform ed, 85% identified a s  ‘m eeting expecta tions’, an d  15% identified 
a s  ‘show s room for im provem ent’. O bservation focus a reas  were broadly 
d istribu ted  an d  included defining a n d  p lann ing  w ork scope, hazard  
identification, w ork execution, com m unications, an d  general 
housekeeping.

There were a  few observations th a t  no ted  th a t  resea rch es  were having 
difficulties u n d e rs tan d in g  an d  im plem enting th e  n u m ero u s processes 
an d  requ irem ents. This issue  is expected to be ad d ressed  by the  revision 
of LWP-10700, “N uclear M aterials E xperim ents Life-Cycle P rocess,” 
w hich inc ludes a  com prehensive system  engineering evaluation of the 
experim ents life-cycle process (planning, and  executing the  irrad ia tion
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an d  post-irrad ia tion  exam ination). O ther observations, actions, and  
im provem ent opportun ities included  the  following:

• Facility/Equipment

E quipm ent required  for connecting to in e rt gas an d  sufficient 
w ater p re ssu re  for cooling ou r furnace no t available a t 
HTTL/REL

MFC HFEF Met Box rab b it system  in  need  of repair

HFEF & FCF: ETV w as found to be in  poor shape , needs 
rep a irs  to the  hydraulically  operated w heels

E lectrical cord identified for repair

Hot p late  o n /  off light no t working; tak en  o u t of service and  
o ther ho t-p la tes  evaluated.

• Requirements, Procedures, Documents

Some resea rch ers  ind icated  th a t w ork an d  operational 
requ irem en ts  m ay no t be sufficiently docum ented , can  change 
frequently, an d  are som etim es inconsisten t.

P rocedures were identified for revision.

Need clarifications for storage of quality  level storage 
requ irem en ts  for th ree  cargo con tainers  located w est of TTAF 
(entered in to  LabWay).

• Training

C oncern regarding the  long-term  availability an d  skill mix 
needed for con tainm en t box an d  m etallography box w ork

C oncern th a t resource  lim itations a t MFC proh ib it reasonable  
p repara tion  for som e skill se ts  (such as  MRG) w hen a ttrition  
(i.e., retirem ent) is im m inent

• Housekeeping - Minor housekeeping  issu es  associated  w ith tra sh  
rem oval, equ ipm ent storage, bench-top  clu tter, glovebox 
cleanliness.

• Work Practices

In struc ted  techn icians to incorporate h aza rd  identification and  
m itigation in to  the  pre-job briefings (in addition to ta sk  
sequence) prior to the  nex t evolution of w ork activity

No significant safety is su es  or NS&T-wide tren d s  were identified. NS&T 
Perform ance A ssurance an aly sts  will review observation con ten t and  
w ork w ith m anagers  to facilitate en tries in to  LabWay as  appropria te
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