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FOREWORD

In recent years there has been an upward trend in the safety and operational performance of
nuclear installations. Safe, efficient operation is their goal. Continual improvement of the
processes of organizations has led to enhanced safety performance and efficiency benefits
such as cost reductions and improved cycle times. Many organizations have experienced
significant cost improvement largely by or through better financial management and a
common drive to reduce costs brought on by commercial pressures.

Without the use of a structured methodology to identify and implement improvements,
changes to an organization to reduce costs through cutting staff and activities could eventually
fail to produce the desired changes and even have a negative effect on safety and overall
performance.

The following fundamental principles are considered essential to the effective introduction of
structured continual improvement:

— Long term commitment from senior management throughout the entire organization;

— The implementation in the organization of a process management approach such as that
advocated by IAEA Safety Standards, ISO 9001, Malcolm Baldridge National Quality
Award and European Foundation for Quality Management Business Excellence model;

— The alignment of the processes with the objectives of the organization through the
organization’s business plan;

— The utilization by Management of the process information as an input to managing the
organization;

— The employment of the information derived from the process performance to identify
and prioritize the processes that require improvement;

— The active participation of all staff of the organization to using its processes in order to
contribute to continual process improvement (CPI).

This publication defines a structured approach for continual improvement and focuses on the
way an organization can improve its processes. It is recognized that there are many different
approaches and methods available in the marketplace to improve processes. The methodology
used in this publication contains steps and practices that are common to many of those
improvement strategies.

An essential element of any strategy is recognition by senior management that continual
improvement changes could potentially impact either nuclear or conventional safety. Thus, it
is essential that changes to processes and organizations be properly evaluated for their
potential impact on safety; and, that the implementation of such changes is controlled
effectively with additional safety measures put in place as deemed necessary.

Special thanks are due to N. Redman, Amethyst Management, United Kingdom, who largely
contributed to this publication.

The TAEA officer responsible for this publication was P. Vincze of the Division of Nuclear
Power with the cooperation of R. Nichols of the Division of Nuclear Installations Safety.
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1. INTRODUCTION
1.1. Background

The TAEA Safety Standards [1, 2] require that an integrated Management System be
established, documented, implemented, maintained and its effectiveness continually evaluated
and improved to enable the organization’s goals and objectives to be achieved. The processes
of the Management System must also ensure that any stakeholder' or legal requirements are
met in addition to meeting customer and product requirements.

It is generally recognized that there are a number of different strategies that can be used to
effect continual improvement. For this publication to be most useful, it is imperative that the
organization has documented and defined its processes; and, that it uses the information from
managing those processes to identify and prioritize improvement initiatives.

To aid the development and use of processes it is important that:

— Processes and information are as simple as possible;
— Process indicators have been developed and implemented for each process;
— Improvement of processes is an ongoing, normal business activity; and,

— All those involved in a given process — including employees, contractors and suppliers —
are engaged in any improvement activities undertaken.

Continual improvement requires the ability to understand the processes that impact on the
objectives of the organization; to measure process effectiveness and efficiency; and, to make
changes to these processes based on factual information and knowledge.

For continual improvement initiatives to succeed, the following basic principles must be in
place.

— Sustained senior management leadership must be provided in terms of active attention,
commitment and support.

— The organization must be clear on the overall goals of the improvement programme.

— Continual improvement initiatives should be an integrated part of the organization’s
business plan.

—  The benefits of improvements should be evaluated against the cost and resources used
in their development and implementation.

— Specific, measurable improvement objectives and targets should be set.
— A simple and practical methodical approach should be used.

— Improvements should be based on data and facts; and, on a belief that the status quo can
(and should) be challenged.

! Stakeholders are individuals or groups having an interest in the performance of an organization. Stakeholders
have typically included the following: customers, owners, operators, people in an organization, suppliers,
partners, trade wunions, the regulated industry or professionals; scientific bodies; governmental
agencies/regulators (local, regional and national) whose responsibilities arguably cover nuclear energy; the
media; the public (individuals, community groups and interest groups); and other States, especially neighbouring
States



— All staff should be encouraged to be involved in continual improvement and, as
necessary, provided training on relevant strategies, tools, and techniques.

— Improvements to processes should be understood by those expected to implement the
new or modified processes.

When continual improvement is introduced into an organization, it is not uncommon to
encounter difficulties such as the following.

— Senior management fails to provide the necessary leadership by establishing sustained
high-level commitment and enthusiasm for the programme.

— People regard the initiative of continual improvement as a passing phase and not a
permanent new approach.

— People tend to resist change by protecting existing boundaries and practices.

— Process mapping becomes a goal rather than a tool to use in working towards goals.
— Teams over-analyze problems rather than focusing on results-oriented solutions.

— Too much time is spent criticizing the current process.

— The organization underestimates the degree of radical improvements that are possible.

The implementation of process improvement could impact nuclear or conventional safety.
Therefore, it is essential that all changes to plant, processes and organization are properly
evaluated for impact on safety, and implementation is controlled effectively with additional
safety measures if necessary during the period of change. Managing Change in Nuclear
Utilities, IAEA-TECDOC-1226. [3]

1.2. Objectives

The objectives of this publication are to explain how an approach to continual improvement
can be implemented and how to conduct process improvements. It also describes some good
practices and some of the problems that may be encountered based on experiences in a
number of different organizations in the nuclear field. A number of case studies and a
summary of some of the many improvement techniques available are provided. There are
many different approaches and methods available in the marketplace to improve processes.
The methodology used in this publication contains steps and practices that are common to
many of those continual improvement strategies.

This publication should assist readers in successfully applying continual improvement in their
own organizations in the pursuit of enhanced safety and improved performance.

1.3. Scope

This publication is relevant to all organizations that have adopted continual improvement
strategies and that seek to continually improve their processes. The methods and solutions that
are described herein are based on practical experience in Member States from developing and
implementing continual improvement activities. The intended users of this publication are:

— The most senior manager in an organization who is responsible for establishing
continual improvement as a major characteristic of the organization’s culture;



— Line managers who lead, sponsor and implement continual improvement efforts; and,
— All staff involved in continual improvement.

1.4. Structure

This publication is divided into six sections that describe:

— A structured approach to continual improvement;

— Senior management responsibilities;

— Organizational issues associated with continual improvement;
— Personnel considerations associated with continual improvement;
—  The steps of continual process improvement (CPI); and,

— Continual process improvement success.

The publication’s annexes provide detailed information about certain facets of continual
improvement; examples related to the text; and, case studies of companies that have had
successful experience using continual improvement strategies.

2. A STRUCTURED APPROACH TO CONTINUAL IMPROVEMENT

This section provides an overview of a structured approach for implementing an
organizational continual improvement programme. Although individual continual
improvement projects can be successful within an organization, greater success can generally
be achieved through an organization-wide coordinated approach that is linked closely to the
goals of the organization and its business plan. A structured approach to continual
improvement is represented in Fig. 1. Information on the elements of this approach is
described throughout this section.

Establish the

organization’s vision

Establish overall goals
for continual
improvement

Review and improve the
programme

SENIOR
MANAGEMENT

Establish continual
improvement
strategy

Manage process
improvements

Create a learning
culture

Select improvement
projects

Fig. 1. A structured approach to a continual improvement programme.



2.1. Senior management

Senior managers play a crucial role in the success of continual improvement programmes.
Without the leadership, commitment and involvement of senior management, a continual
improvement programme is unlikely to be successful. (Section 3 describes the responsibilities
of senior management in continual improvement).

2.2. Establish the organization’s vision

A clear vision for the organization, embracing continual improvement, should be established.
This should be a simply stated description of what the organization wants to achieve. All
people in the organization should be able to understand it and identify how they as individuals
can contribute to its achievement.

2.3. Establish overall goals for continual improvement

Clear top-level goals for the continual improvement programme should be identified and
cascaded into business, plant, department and individual objectives. These goals should be
aligned with the vision of the organization and form an integral part of the business plan. The
business plan should include the overall continual improvement programme along with
specific improvement projects, their targets, and the resources needed to achieve those targets.

2.4. Establish continual improvement strategy

A range of different continual improvement strategies can be adopted to suit an organization’s
safety goals, business needs, culture, priorities, etc. However, there is generally a common
route that all organizations will follow in identifying their continual improvement programme.

An essential element of any strategy is recognition by senior management that process
improvement changes can potentially impact either nuclear or conventional safety. Thus, it is
essential that changes to plants, processes and organizations be properly evaluated for their
potential impact on safety; and, that the implementation of such changes is controlled
effectively with additional safety measures put in place as deemed necessary. Many
successful organizations have given their continual improvement programmes an identity that
becomes synonymous with the success and quality of their performance. It should be
recognized that the successful integration of continual improvement principles may take four
to six years of sustained leadership and commitment in order to become a natural part of the
organization’s culture.

To support the strategy, a framework should be established that includes requirements for:

— Developing performance indicators;
— Providing reasons for such a major improvement programme;
— Communicating plans to raise the level of awareness of all staff; and,

— Defining the continual improvement methodology (Annex I provides examples of
process improvement methodologies).

The strategy should also indicate what is to be accomplished by all levels of management to
implement the requirements of the continual improvement programme in their area, such as:



—  Which process improvement tools might be used;

— Establishment and maintenance of the process improvement programme;
— Communication of the continual improvement tools;

— Development and education of personnel; and,

— Improvement of both internal and external environments.

The strategy should be flexible enough to allow the selection of the most appropriate
approach for each improvement. A rigid approach that restricts the use of the most suitable
tools and methodologies should be avoided. It is important to develop a strategy that outlines
to the staff the plan (or roadmap) for the introduction of the phases of the continual
improvement programme. A major action timeline should be developed as part of the plan.
The phases typically include preparation, launch and full-scale implementation. The kinds of
activities that should be carried out within these three phases of the continual improvement
programme are outlined below.

2.4.1. Preparation phase

— Ensure the organization’s vision embraces continual improvement.
— Establish overall goals for continual improvement.

— Carry out a gap analysis of the future with the present.

— Establish the cooperation and commitment of top management.

— Prepare top managers to lead continual improvement.

— Engage staff representatives in continual improvement.

—  Create the right infrastructure to support the continual improvement.
— Ensure key processes and process owners are identified.

2.4.2. Launch phase

— Establish the case for continual improvement through the use of performance indicators.
— Communicate the strategy and tools of continual improvement.

—  Create a shared understanding of the vision with all staff.

— Involve staff in identifying internal good practices and improvement opportunities

— Identify and implement pilot processes to be improved.

— Publicize early successes.

— Benchmark external good practices and processes for the pilot projects.

— Review and improve the continual improvement programme based on the lessons
learned in the pilot projects.

2.4.3. Full-scale implementation phase

— Expand the scope of continual improvement activities to other processes across the
organization.

— Expand and embed both internal and external benchmarking activities.
— Ensure that decisions are based on facts and measurements rather than just opinions.



— Ensure that the ways staff are managed and treated — both individually and collectively
— support the goals and improved processes of the organization.

— Ensure that the processes of the organization are aligned.

— Ensure that plans for implementing process improvements include training and
familiarization of those involved.

— Identify and involve staff who show an interest in continual improvement in all levels of
the organization.

— Reward and recognize staff who participate in successful improvement activities.

—  Where feasible, involve stakeholders in improvement initiatives to ensure that changes
are effective and benefits maximized.

To implement a continual improvement programme will require an appropriate organizational
framework and infrastructure. More information on this requirement is contained in Section 4.

2.5. Create a learning culture

A learning culture should be created within the organization that allows continual
improvement to take place as a normal and expected part of business activities for all staff.
This can be achieved in a number of ways, but will usually require sustained attention over a
long period of time. For example, it may include establishing an appropriate set of values for
the organization with senior managers demonstrating their personal commitment to continual
improvement through their personal involvement, sponsorship and prioritization of continual
improvement projects. A key objective is to establish a culture where all staff feel they have
an important role in continual improvement, and that they are supported and recognized by
their senior management team.

The importance of achieving the right attitude and involvement of the staff of the organization
cannot be underestimated. It is important that senior management focus its time and effort on
this area. This requirement for success is covered in more detail in Section 5.

It is essential to foster an environment where staff can also implement smaller, local continual
improvement projects that can be completed with line management involvement, alongside
the major continual improvement projects sponsored by top management.

2.6. Select improvement projects

The organization should carry out an overall assessment of its processes; and, based on data,
identify those that should be improved first. Factors such as the impact on safety, customers,
costs and the availability of resources may be considered when these decisions are being
made. Decisions should be made in full alignment with the goals of the organization to ensure
that the maximum benefit for the resource available is achieved.

Other factors to be considered when identifying which processes to improve first include:

— Proposals or suggestions from staff and other stakeholders;

— Competition, deregulated markets and the business environment the utility operates in
for example mergers/acquisitions;

— Opportunities identified in earlier process improvement projects;
— Organizational changes;



— Technology changes; and,
— Changes in legal requirements.

A number of techniques or inputs can be used to assist in the identification of priority areas
for improvement. They include the following sources:

— TAEA Operational Safety Review Team (OSART);

—  World Association of Nuclear Operators (WANO) evaluations;

—  Malcolm Baldridge Award?;

—  European Foundation for Quality Management Business Excellence’ model;
— Views and feedback from stakeholders such as customers and regulators;

— Feedback from and interviews with a broad cross-section of employees using proactive
analysis techniques such as Appreciative Inquiry [4];

—  External benchmarking;
— Intra-organizational brainstorming; and,

— Results of activities such as management assessments, self-assessments, independent
assessments, operating experience feedback, management reviews, corrective action
programmes, and process management.

Once senior management has agreed on the priority areas, process improvement projects can
be established. A recommended approach for improving processes is detailed in Section 6.

2.7. Manage process improvements

Continual improvement may be defined as seeking to establish excellent performance in an
organization. It is imperative, therefore, that the continual improvement projects and teams set
the standards in terms of the approaches taken. Therefore, each continual improvement
project should reflect methodological approaches such as those advocated in this publication
that utilize clear objectives, defined targets, good communication, and effective measurement
of results. The requirements of those who will have to implement the changed processes must
be considered in this context.

As each project in the continual improvement programme is accomplished, checks should be
carried out to ensure that the changes have been effectively implemented and embedded and
that the projected improvements are being realized. This may result in projects being adjusted
if the required improvement has not yet been achieved.

An approach for establishing an effective framework for process improvements is described
in Section 4.

% The Malcolm Baldridge National Quality Award was established by the Congress of the United States of
America in 1987 to enhance the competitiveness of US businesses by promoting quality awareness, recognizing
the quality and performance achievements of US organizations, and publicizing successful performance
strategies.

> EFQM, a not-for-profit membership foundation, is a primary resource for organizations in Europe seeking to
excel. Founded in 1989 by the chief executive officers of prominent European businesses, EFQM is now the hub
of excellence for globally minded organizations of all sizes and sectors — both private and public.



2.8. Review and improve the programme

At regular intervals, the continual improvement programme should be reviewed to consider
questions like those suggested below.

— Have the drivers for the strategy changed which could lead to a revision to the strategy
and programme?

— Are the strategy, infrastructure and tools effective?
— Can improvements to the strategy be made through applying any lessons learned?

As prioritized improvements are successfully implemented, senior management should
determine which new priority projects should be initiated.

3. SENIOR MANAGEMENT RESPONSIBILITIES

It is fundamental to the success of the Management System and to the implementation of
continual improvement throughout the organization that senior managers provide strong
leadership; visible and active support; and, demonstrated commitment. Appointing an
executive sponsor is a demonstrable way of showing support and commitment.

Such an executive sponsor must be the person who has complete managerial responsibility for
the whole area affected by the continual improvement programme. For example, a utility-
wide continual improvement programme, the executive sponsor would be the chief executive
or president; whereas, for a site or location-specific continual improvement programme, the
executive sponsor would be the site manager or site vice president.

The executive sponsor must mandate the programme and actively support continual
improvement by insisting on the support of all other managers. Sustained attention will be
needed to avoid the tendency to think the new programme (continual improvement) is a fad or
‘topic of the month’. To encourage improved individual and organization performance,
executive sponsors should empower and make individuals accountable for their work.

The role of senior management in continual improvement includes the following
responsibilities.

3.1. Establishing a vision for continual improvement

A key role of top management is to provide an organizational vision that embraces continual
improvement. The top manager should use the vision as an essential tool in communication of
the overall objectives for continual improvement thereby motivating the workforce and
aligning continual improvement activities with the objectives of the organization. Involving a
cross-section of employees in the process of developing a vision has been found to increase
ownership and commitment throughout the organization.

3.2. Establishing overall goals for continual improvement

It is essential that senior management understand how the continual improvement programme
fits in with the strategic goals and objectives of the organization. Senior management should
establish overall goals for the programme to ensure clear alignment; to define senior



management expectations; and, to provide a top-level means of measuring progress. The
objectives should define quantifiable measures and targets to provide visibility at all levels of
the organization of the importance of the continual improvement programme; and, to
communicate how each project, team and individual person contributes. The cascade of
continual improvement projects, continual improvement teams, and individual participants
should have objectives and targets that are aligned.

The continual improvement programme goals should be embedded in the organization’s
business plan to demonstrate that the programme is part of the normal business of the
organization; to show that it is an integral part of business activity; and, to demonstrate that
senior management is fully committed to its success.

3.3. Creating the motivation for change

Senior management must convince everyone in the organization about the need for significant
change as part of achieving widespread commitment to continual improvement. Generally,
people find change very uncomfortable and prefer to keep things the way they have been,
even when they know that not changing will eventually lead to failure. Therefore, senior
management must motivate staff by communicating clearly the benefits that active
participation in the continual improvement programme would bring for each person,
department or function within the organization.

A credible purpose and reason for improvement should be developed and communicated to all
staff in words relevant to the staff involved. Often the driver for improvement will be clear.
For example, during deregulation of a power supply industry or where immediate business
failure is apparent, improvement is the only option. If the business driver is longer-term or the
threat is in the future, senior management may face an even greater challenge in motivating
the organization to start the continual improvement programme. Failure to successfully
establish this motivation amongst the workforce and other affected parties can put the
continual improvement programme at risk. Again, it has been found that involving a cross-
section of employees in the design of and communication about changes has a positive impact
on acceptance, motivation and performance.

Aligning the way people are managed to the goals of the continual improvement programme
i1s a major factor in successfully motivating the staff in an organization. This is covered in
more detail in Section 5 of this publication.

3.4. Establishing commitment and alignment of the senior management team

It is vital that all members of the senior management team are fully in agreement about the
purpose and objectives of a continual improvement programme. Inconsistent messages from
the senior management team can be confusing and divisive to the employees and potentially
destructive to the programme.

In some organizations, senior management meetings (or retreats) have been used successfully
as forums for the most senior managers to communicate their expectations for continual
improvement programme implementation to their management team. The most senior
manager explains what continual improvement is all about; why it is being implemented; the
expectations for continual improvement; and, the timeline for implementation. Such meetings
are also good forums for senior level managers to receive training in the philosophy and
methodology of continual improvement.



If there is limited internal experience available, many organizations have successfully used
external authorities or consulting experts who are knowledgeable of the nuclear industry and
experienced in continual improvement programmes. However, it is essential that senior
management teams retain overall ownership of continual improvement programmes.

Following such meetings, the senior managers should understand the continual improvement
process to be used in their organizations so that they can conduct their respective duties in a
manner consistent with programme principles and act as project sponsors. With the advice
and consent of the continual improvement programme manager, sponsors should have the
authority to remove any barriers identified by each improvement team (see Section 4.2.1.1.).

To aid the effectiveness of continual improvement, senior managers should be aware of their
roles and responsibilities within the continual improvement programme; have knowledge of
the programme itself; and, have a personal action-plan to support improvement teams and the
implementation of the continual improvement programme.

The role of senior management in continual improvement is as dynamic and critical as any
other management responsibility. Simply put, if continual improvement gets the unqualified
support and visible participation of senior management, it is quite likely to succeed. However,
the converse is also true: limited support and participation by senior management can be fatal.

Many organizations use inaugural meetings like those described above to establish a Quality
Council or Steering Committee for continual improvement. A typical Quality Council or
Steering Committee is headed by the most senior manager and includes all senior managers,
the continual improvement programme manager and workforce representatives. The Quality
Council or Steering Committee reviews and approves the continual improvement programme
progress and provides committed and sustained involvement and leadership. An example of a
Quality Council or Steering Committee charter is given in Annex IV.

3.5. Managing the continual improvement programme

Senior managers can lead improvements to the Management System by promoting and
sponsoring the use of continual improvement and by ensuring that they empower staff
involved in continual improvement. Such goals can be achieved by actions like the following:

— Acting as sponsors for process improvement projects and identifying a project leader;

— Clarifying roles to give staff a clear understanding of their responsibilities in the
projects;

— Confirming the priorities of projects;

— Clarifying performance deliverables by setting clear performance standards for
improvement projects and knowing how these contribute to an organization’s goals;

— Giving authority and knowledge of the limits of authority for each improvement project;

— Providing resources to ensure that improvement teams have the time, equipment,
materials necessary to complete continual improvement projects;

— Providing improvement project teams with the knowledge and information to make
good decisions;

— Giving improvement project teams real accountability for organizing their work and
meeting performance targets;
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— Staying involved with continual improvement projects through participation in
individual teams, remaining aware of project developments, and removing barriers to
improvement opportunities;

— Understanding the application and use of the tools used in continual improvement in
order to provide guidance as necessary;

— Monitoring progress against the improvement plans and targets; and,
— Ensuring that team members have the skills needed to fulfill their roles.

Through investing the time to act as sponsors, senior managers can continually demonstrate
and sustain their commitment to and involvement in the continual improvement programme.
This matter is discussed more in Section 4.2.

3.6. Creating a continual improvement culture

As discussed in Section 2.5, continual improvement is even more effective if it is introduced
into an organization that has a learning culture. It is important to know and understand the
culture of an organization. This will help identify what needs to be changed to promote
continual improvement. The role of leadership is essential in creating the proper culture for
continual improvement. It may be necessary to move the organization towards an
implementation-focused, can-do, need-to-improve, ‘finish what we start’ culture. In other
instances, a ‘results-at-any-cost’ culture may require recalibration of a different nature. Each
organization’s culture is unique; the constant is the pervasive impact of that culture on the
organization as a whole.

Creating a learning culture in an organization is a complex and difficult issue; and, many of
the issues addressed in various sections of this publication can facilitate that goal. Some
desirable factors are listed below.

— Demonstrating trust of staff members and treating them with dignity and respect can
greatly reduce, if not eliminate, fear and anxiety about impending changes.

— Involving employees as equal participants in planning and decision-making increases
understanding, creates ownership and strengthens commitment.

— Providing feedback on performance to teams and individuals and helping them to
identify individual performance improvements builds mutual understanding and
teamwork.

— Seeking, being receptive to and acting on feedback on their performance can provide
senior managers with great insight and engender respect from employees.
— Giving staff the ‘permission to fail’ frees them from the fear of failure.

— Creating a culture that promotes open and honest discussion results in strengthened
teamwork, pride of ownership, and more efficient identification of improvement
opportunities.

— Praising, supporting, providing feedback and continued direction to continual
improvement teams using both formal and informal means of recognition enhances self-
esteem and motivates employees.

— Encourage individuals to look for more efficient and effective ways of accomplishing
their assigned tasks demonstrates senior management’s confidence in the employees.
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4. ORGANIZATIONAL ISSUES ASSOCIATED WITH
CONTINUAL IMPROVEMENT

4.1. Organizational foundations

In order to fully use the guidance in this publication, it is necessary that the organization have
a process-oriented approach to the management of its activities. There are several basic
organizational systems, structures and roles that provide a firm foundation for the effective
implementation of continual improvement. If these basic foundations are not in place, or are
deficient, effective implementation of a continual improvement programme will be made
more difficult.

The organizational foundations are:

—  Leadership — See Section 3.

——  Business planning — An integrated system of planning that ensures everyone is clear
about their goals — from organization to individual level — avoids resources’ being
wasted on irrelevant activities. People’s efforts and the organization’s resources can
then be focused on what really matters to ensure that sufficient resources are allocated
to continual improvement. Continual improvement initiatives should be aligned with
and supportive of the business plan of the organization in order to maintain a healthy
balance between the present needs of the organization and those of its future.

—  Accountability — Staff should be held accountable for discharging their continual
improvement actions and for achieving milestones.

— Infrastructure- Continual improvement requires infrastructure — systems, resources and
people as described in this section.

— Learning culture and organization — See Section 3.

—  Teamwork — Continual improvement is as dependent on good teamwork as it is on
specific techniques. Improvements can be accomplished much more easily if people are
working together as a team.

—  Project management — Developing and introducing process improvements through
continual improvement requires that each improvement be planned and managed as a
project using all the skills and expertise, tools and techniques of project management.

— Communication — Effective and diverse communication systems provide the linkage
between all the steps of continual improvement. Without intensive communication,
continual improvement efforts become poorly directed and isolated from the rest of the
organization.

—  Oversight and assessment — Continual improvement should utilize information from all
types of management oversight, assessment, operating experience, proactive analysis
(such as Appreciative Inquiry), reactive analysis (such as Root Cause Analysis), work
observations, benchmarking, corrective actions, and other human performance
improvement processes to help identify areas on which to focus attention and to
determine priorities so that organizational resources might be utilized wisely.

4.2. Roles which enable Continual Process Improvement (CPI) programmes

Thus far, this publication has addressed functions in terms of either an organization or its
senior leadership. Yet, effective continual improvement is most dependent on those
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individuals who are closest to the processes and the work involved. This section addresses
such persons and suggests how their individual and collective efforts could be organized and
facilitated.

4.2.1. Example CPI programme structure

A number of common role and team approaches can be identified in organizations who have
successfully implemented continual improvement. The role of top management has already
been emphasized; however, adopting an appropriate mix of the roles listed below will assist in
implementing continual process improvement (CPI) projects effectively. See Fig. 2 and the
illustrative continual improvement structure and roles described thereafter in the text.

QUALITY COUNCIL

Most Senior Manager

Senior Management (or Executive Team)

Continual Improvement
Programme Sponsor

Senior Line
Managers

Continual Improvement
Programme Manager

Line Managers
Continual
Cfelvz"_lfle‘;‘f Improvement
CPI CPI Project CPI Project
Proiect Team Sponsor " | Team Sponsor Sponsor PrOgr amme
Support Team
[
1
1
CPI Project CPI Project CPI Project !
Team Team Team :
1
|
Leader Leader Leader |
o
. Facilitation
and Support
Members Members Members 1
1
|
[
1
Facilitator Facilitator Facilitator 1
T T T :
1 | 1
aii ittt i ittt T-——=--- !
| | !
L

CPI Working- CPI Working- . CPI Working-
Level Team Level Team Level Team

Fig. 2. Example of continual process improvement (CPI) organizational structure.

There are many types of continual improvement structures that could be established to
implement an organization’s continual improvement programme. However, for purposes of
illustration, this publication describes roles and responsibilities for those involved in continual
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improvement programmes structured similar to the generic one shown above in Fig. 2. and
outlined below.

Example continual improvement structure and roles:

—  Quality Council (or Steering Committee)

—  Continual improvement programme sponsor

— Line managers

— Continual improvement programme manager

—  Continual improvement programme support team

— CPI project teams

—  CPI project team sponsors

—  CPI project team leaders

—  CPI project team members

—  CPI project team facilitators

—  CPI working-level teams.

4.2.1.1.

Quality Council (or Steering Committee)

A Quality Council (or Steering Committee) should be established by top management to co-
ordinate the leadership and implementation of the continual improvement programme. The
role of a Quality Council (or Steering Committee) typically includes the following actions:

—  Establish the goals of continual improvement programme in a manner that aligns them
with the organization’s goals. Examples could include goals like the following:

Improved safety performance;

Improved stakeholder satisfaction;

Reduced outage cost and duration; and,

Increased number of project teams and higher degree of staff involvement.

——  Establish a charter for the continual improvement programme (see Annex IV for an
example). The charter is a written document that explains the continual improvement
programme and provides guidance for the following structural factors:

Empowerment of the Quality Council (or Steering Committee);

Criteria for the success of the continual improvement programme;

Rules for the overall continual improvement programme;

Description of the different teams and their composition;

Guidance for allowable participation incentives;

Guidance on reviewing and approving all projects, sponsors, teams and
participants to assure appropriateness, consistency and quality of
implementation;

Guidance on how to review and disposition CPI team recommendations; and,
Definitions for CPI terminology.

— Ensure that a training plan is produced for all staff in appropriate continual
improvement training — including all managers and supervisors.
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e Impact a relatively limited area that can be more easily addressed;

e Provide a high probability of early success; and,

e Serve as a good pilot project for how effective CPI can be and, thus, motivate
others to adopt CPI as a way of doing business.

—  Maintain management oversight and identify hold points beyond which the continual
improvement should not proceed without management approval.

—  Approve and prioritize CPI projects to ensure that resources are being used prudently
and that the objectives of each CPI project align with the organization’s needs.

—  Effect widespread communication of the positive benefits achieved by successful
process improvements including the impact of process changes on the organization and
recognition of the teams and individuals involved in the projects.

— Ensure that the infrastructure to support the organization’s overall continual
improvement programme is developed throughout the organization.

As continual improvement programmes mature, the Quality Council (or Steering Committee)
would be expected to consider and sponsor process improvements that will impact significant
portions of the organization and its culture. Examples of the kinds of organizational-level
process improvements that might be achieved through CPI projects include the following:

—  Optimize staff resources through determining what tasks can be eliminated, reduced, or
combined to reduce reliance on staff augmentation by external vendors.

— Optimize costs through determination of functions that can be outsourced to reduce net
costs.

— Reduce reactor downtime by involving a broader cross-section of knowledgeable staff
in the planning and preparation of outages.

— Maintain continuity of experience from one generation to the next through enhancing
personnel development and succession planning.

— Streamline facility operations and maintenance through integrating its planning and
scheduling functions.

— Achieve better long-range planning through considering a broad array of plant-life
factors such as staff demographics, knowledge management, fuel configuration
management, power-up rates, waste storage and disposal.

4.2.1.2. Continual improvement programme sponsor

The role of the continual improvement programme sponsor includes the following:

— Reports to the most senior manager;
— Serves as a member of the executive team;

— Serves as a member of the Continual Improvement Quality Council (or Steering
Committee);

— Provides policy, strategic direction and leadership for continual improvement;
— Provides clear goals and expectations;

— Endorses the appointment of CPI project sponsors;

— Regularly attends continual improvement support team meetings;
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— Mandates programme engagement throughout the organization;

— Assigns emergent items and projects for resolution or implementation;

— Monitors continual improvement effectiveness and compliance;

— Reviews continual improvement agenda and action plans; and,

— Resolves conflicts and disagreements related to continual improvement activities.

4.2.1.3.  Line managers

Line managers have a very important role in process improvement projects and the potential
impact they have is often greatly underestimated. Since they usually have a face-to-face daily
link with the largest number of staff in the organization, their importance to process
improvement is vital.

Line managers support continual improvement by:

— Being the link between the staff and management;

— Authorizing individual staff members to participate in process improvement teams;

— Being good communicators;

— Understanding and supporting management expectations and policy;

— Respecting the staff while communicating and implementing management expectations
and policy; and,

— Practicing exemplary leadership.

4.2.1.4. Continual improvement programme manager

The continual improvement programme manager is appointed by the continual improvement
programme sponsor to manage and support the overall continual improvement programme
and to ensure that those working on process improvements follow the requirements of the
process.

The continual improvement programme manager:

— Provides administrative control for the continual improvement programme including
maintaining structure, organization, overview of CPIs and a CPI data base;

— Works with process improvement team sponsors, leaders, and the Quality Council (or
Steering Committee) to identify potential areas of waste and organize teams to analyze
these areas;

— Ensures that neither managers nor staff members have ‘hidden agendas’ of personal
gain as they advocate improvement projects;

— Supervises the Continual Improvement Programme Support Team and, through that
group, provides training and support for mangers and staff involved in CPI activities;

— Promotes enthusiasm for and confidence in the continual improvement programme
through introducing and reinforcing CPI techniques at all levels of the organization,;

— Utilize the performance indicators of the organization to determine the baseline from
which the success of continual improvement will be measured (see Annex [X);

— Uses observation and coaching to ensure consistency and formality in implementation
and evaluation of improvement projects;
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— Communicates continual improvement successes and ‘lessons learned’ throughout the
organization; and,

— Makes regular reports to the Quality Council (or Steering Committee) on successes,
“lessons learned’ and the overall health of the continual improvement programme.

4.2.1.5. Continual improvement programme support team

The process improvement support team coordinates training and provides support in the
practical application of process improvement skills as well as knowledge of the philosophy of
process improvement. Training should be simple and customized for each part of the
organization so as to provide a sufficient amount to ensure employee effectiveness without
providing more information than is needed. Trainer presentations should focus on the
practical application of process analysis, data collection, process mapping, waste
quantification, and process formalization.

In the start-up phase of a continual improvement programme, the process improvement
support team plays a vital role and is very active in advising, facilitating and motivating the
process improvement project teams and the process improvement working level teams.

4.2.1.6. CPI project teams

Process improvement project teams are established to carry out process improvements that
will impact a significant portion of the organization and/or the organizational culture. The
membership of the process improvement project teams normally includes representation from
all parties involved or affected by the process, including, contractors and suppliers. Members
are also selected to provide a range of experience and skills relevant to the process as well as
skills in the process improvement process. However, excessively large teams should be
avoided as experience shows that teams with 6-8 members are more effective.

In organizations with more than one site, the CPI project team structure can include peer
group teams that address process improvements in specific functional areas such as
operations, maintenance, procurement, etc. An additional objective of these peer groups is to
develop standard processes that can be implemented at all sites increasing consistency and,
often, cost effectiveness. Such standard processes also make training, further improvement
and benchmarking easier. (See Annex VI for an example of a peer group hierarchy)

4.2.1.7. CPI project team sponsors

No matter how small or large the team effort or potential for improvement, the team should
have a management member as a sponsor. Sponsors are individuals at management or
supervisor level that oversee the majority of the process improvement projects. A sponsor is a
supervisor, superintendent, manager, director, or senior manager. Usually the larger the
impact of the proposed process improvement, the higher in the organization the management
representative should be.

For example, the sponsor of a team to reduce surveillances on a station air compressor would
be in the maintenance department line management. A sponsor for a process change that
involves a multi-department process improvement is usually in the line-management of the
team leader. The sponsor is also an interface to top management and obtains the resources
needed for implementing the improved process.
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An excellent sponsor does the following things:

Communicates a clear, measurable goals for the improvement;
Communicates the purpose for and the boundaries of the improvement;

Negotiates the participation of individual staff members in CPI teams with their
respective line managers (after having received nominations from the CPI project team
leader);

Ensures that team membership (leader, facilitator, members) is matched to the task;
Commits to providing necessary resources (i.e. time, money, and people);

Ensures that the process improvement project is aligned with the organizational goals
and objectives;

Seeks and understands the organizational impact of the process improvement
(i.e. understands the nature of resistance, encourages learning from mistakes);

Seeks and understands the human impact of the process improvement (i.e. measures the
capacity for undertaking the change);

Is publicly supportive and reinforcing;
Monitors progress and provides feedback — both positive and negative;
Remains focused;

Insists on clarity of decision-making authority and on process improvement roles and
responsibilities; and,

Ensures that the process improvement project is included in communications and
participation mechanisms.

4.2.1.8. CPI project team leaders

The CPI project team leader:

Should have excellent project management skills;
Is directly involved in the process that is being analyzed for improvement;

Identifies competent potential CPI team members and makes nominations to the CPI
project team sponsor;

Ensures the project implementation plan is prepared and achieved;
Confirms the goals of the CPI project with the CPI project team sponsor;

Coordinates the team member activities such as data collection, problem statement
development, process mapping (as-is and to-be), quantification of waste;

Is usually the spokesperson for the group and has a vested interest in successful
implementation of the improved process; and,

Develops an agenda for team meetings and runs them efficiently and effectively.

4.2.1.9. CPI project team members

CPI team members are nominated by the CPI project team leader to the CPI project sponsor
who, in turn, negotiates their participation with their respective line managers. CPI project
teams should include members who are:
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— Experienced with the process being analyzed;
— Able to bring fresh ideas and thinking to CPI project team activities;

— Capable of providing the range of skills needed to carry out the project (for example
accounting skills, safety, planning);

— Interested in and knowledgeable about the process being analyzed.

Data collection and communication with co-workers are important tasks of team members.
Someone in the team is usually appointed to maintain records of team accomplishments and
meeting summaries. This person also captures process improvements ideas and opportunities
that are not within the team’s scope that may be pursued by other process improvement teams.

Consideration should be given, where appropriate, to involving staff from contractors and
suppliers as process improvement project team members.

4.2.1.10. CPI project team facilitator

Process improvement project team facilitators are often beneficial to teams to assist in
maintaining focus and in the use of improvement tools. This is particularly true in the early

stages of process improvements and when complex or difficult process problems are being
tackled.

Facilitators can:

— Aid the development and quantification of problem statements;
—  Ensure that teams focus on resolution of the problem statements;
— Provide observations and coaching when needed; and,

— Suggest suitable process improvement tools.

The facilitator is not an active part of the team but listens to the team presentations. The
facilitator will often use open-ended questions to move the team forward; to steer it back on
course to the subject under discussion; or, to focus the team on producing results.

4.2.1.11. CPIworking-level teams

CPI project teams can initiate working level teams to tackle component elements of higher-
level CPI projects. These types of CPI teams can also originate at the working-level. Line
managers, supervisors or any member of the staff may set up a CPI working-level team to
address process improvement opportunities within their areas of responsibility. These teams
normally address a single work process and may be comprised of members from only one or
from multiple work areas. While they do not need Quality Council (or Steering Committee)
approval to address an improvement, they should have a line management sponsor who
coordinates with the continual improvement programme manager the team’s existence,
objectives, progress, and results. Within the bounds of available resources, working-level
teams are typically provided continual improvement programme support group assistance. It
is important that such initiatives be reported, tracked, and trended.

It is sometimes felt that the smaller the team, the more efficient the effort. Therefore, the team
membership should be concentrated on the essential skills needed to accomplish the particular
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process improvement. As necessary, team members should actively seek expertise and input
from those outside of the team through interviews and surveys. Once a working-level team’s
work is completed, it should submit a final report to the team manager of its CPI project team
or, if it was created independent of a CPI project team, to the sponsoring line manager and to
the continual improvement programme manager. The team should then be disbanded.

4.2.2. Factors in team management and dynamics

Care should be taken when establishing or changing team membership since team dynamics
greatly influence results. Successful teams typically go through a number of stages of team
development before becoming a high performing team. When new members are added, teams
often have to cycle back to review issues previously resolved. When a team successfully
arrives at the performing stage, there is a great sense of accomplishment.

The stages of team development are generally recognized as FORMING, STORMING,
NORMING and PERFORMING [5].

Forming: When teams are organized, a number of needs and questions occur. Team members
at this stage have high expectations as well as anxiety about where they individually fit as
well as organizational parameters. ‘Icebreakers’ should be planned for the first few team
meetings to facilitate the members’ becoming better acquainted. Either the sponsor or the
team leader should clarify expectations and the desired team outcomes.

Storming: In this stage, team members may rebel against each other and often against
authority. Members may express disappointment with the lack of progress. They can feel
angry about goals, tasks, and action plans. Team leaders should consider holding a retreat
away from the normal work environment to allow team members to address their feelings and
concerns with the group. Changing the team’s membership or the scope of the project can
often refocus and invigorate the group. Expectations of group member behavior both in and
out of meetings should be made clear. Training on consensus building and conflict resolution
can help to alleviate tension and create teamwork.

Norming: If teams successfully resolve the ‘storming’ issues, they will have reached this
stage. Dissatisfaction should have been replaced by harmony, trust, support, and respect.
Team members will have become more open and willing to provide feedback. Inviting a
facilitator to work with the group can accelerate its work. Team norms should be monitored
and wupdated regularly. Celebrating ‘milestones’ recognizing the team’s work
accomplishments can increase both morale and productivity. Additional training on meeting
and group effectiveness could be helpful as well.

Performing: This stage describes a highly productive team. Team members work
collaboratively and interdependently; show confidence in accomplishing tasks; share
leadership responsibilities; and, perform substantive work. Take steps to ensure that the team
continues to learn together. Sharing task responsibilities can engender respect for the
capabilities of others and strengthen teamwork. Implementing strategies that influence how
the group uses its time will increase its efficiency and effectiveness.

CPI team sponsors, leaders, and facilitators would be well advised to be aware of and
sensitive to these sequential stages. Understanding the subtleties of these human interaction
dynamics can help team leadership to anticipate and address phenomena that might otherwise
seriously detract from a team’s progress and have a detrimental impact on the team’s results.
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5.  PERSONNEL CONSIDERATIONS ASSOCIATED WITH
CONTINUAL IMPROVEMENT

It is important to create enthusiasm in the staff so that, ultimately, all employees will have the
opportunity to become engaged in continual improvement activities. Initially, it is beneficial
to identify those who have personally demonstrated the principles of process improvement to
be the first staff to become involved in CPI activities. Staff involved in CPI should be trained
in the tools and techniques appropriate to their needs. The senior management team should
demonstrate high regard for those who are directly involved in continual improvement as well
as those affected by changes due to CPIL. It may be necessary to identify those who oppose
continual improvement and to identify to either change their attitudes or to minimize their
1mpact.

5.1. Impact on staff involved in continual improvement

Employees need to have confidence that participation in continual improvement is in their
best interest. There are many intrinsic rewards including knowing that one’s work knowledge
and opinions are respected through implementation of process improvements.

It is also important to recognize that people who are involved in or being subjected to change
go through a number of phases and that their need for communication, discussion, coaching
and support at each stage can be quite different. Indeed, different individuals may need
completely different management approaches. It is normal for stress levels experienced by
staff to be raised during periods of change. This phenomenon can affect behavior and create a
potential threat to safety and product quality. It is essential that all managers who are leading
change initiatives take this into consideration, as it will help minimize problems during the
change programme and result in a better organizational environment.

Section 4.2.2 presented the ways by which teams “come to grips” with the change process.
But, it is equally — if not even more — important to have a sense of how individuals deal with
change. One way of looking at the stages experienced by people during change is expressed in
the statements listed below. This series of expressions reflects how change initiatives can
actually change people’s attitudes.

Denial — “The reasons for the change are not happening, this does not affect me.’
Anger — ‘“Why are they forcing me to do this?’

Guilt — “Why did I not realize this was needed? I have behaved poorly so far.’
Acceptance — ‘I suppose it is the only way forward now.’

Involvement — ‘It’s not as bad as I thought. Now that I am taking part in the changes myself,
things are getting better!’

Commitment — ‘This is fantastic! I cannot believe that we have not been doing things like this
before. I want to tell others about it!”

Further information related to interpersonal skills that can be used when dealing with staff is
included in Annex VII. For the sake of long-term change, consistency and employee equity, it
is crucial to manage the impact of process improvements on staff through staff review and
career progression processes. Sometimes the results of continual improvement include
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reductions, severance, and natural attrition (or, turnover) of staff. In these instances it is
important to have plans and packages such as severance, retraining or redeployment for those
who leave the organization. However, it is equally important to remember and provide for
those that are staying within the organization; for, ‘after the smoke clears,” those are the
individuals on whom the organization depends to carry it forward into the future.

5.2. Recognizing staff for continual improvement success

Recognizing successes during continual improvement is an important way of reinforcing the
new culture of the organization; but it also enables top management to demonstrate its support
and commitment to continual improvement.

The selection of appropriate types of recognition should take major account of both national
and organizational cultures. What may be seen as an attractive reward in one culture may be
seen as trivial or ridiculous elsewhere. The organization should also be sensitive to what
makes each individual feel appreciated. A particular form of recognition to one individual
may be an embarrassment to another — even within the same organization. Individuals should
be treated and recognized in a manner that makes them feel personally comfortable and
genuinely appreciated.

The most underestimated (and frequently forgotten) way of recognizing the good contribution
of staff is a simple, personal, ‘Thank You’ from management. This is as true at lower levels of
management as it is from the uppermost levels of senior management. Peer pressure is
universally recognized as one of the most powerful factors that influence an organization’s
culture. Accordingly, support and recognition from peers are extremely valuable reinforcers.

Recognition can be given through company news articles and by asking teams to present the
success of their process improvement projects at company meetings and functions. Money,
rewards and other gifts are appreciated; however, they should not be overused because they
often do not have the same impact as peer and organizational recognition.

Rewards based upon the monetary savings of a process improvement may benefit employees;
however, they can also be sources of discontent and jealousy between employees. Individuals
not on the CPI team being recognized may feel slighted if they indirectly contributed key
information to the CPI team’s work but were not rewarded because they were not ‘official’
team members. Also, because of ‘sphere of influence’ to budget and production costs, not all
individuals can affect savings to the same degree. For example, individuals performing
clerical duties may not be able to eliminate waste and save money to the same amount as a
programme coordinator with a large budget. Including CPI team participation into employee
personal performance review and incentive bonuses has proven to be an effective reward.

There is also a need to recognize that interpersonal skills can help people to be more effective
in continual improvement activities. Annex VII provides a brief description of some of the
interpersonal skills that are typically used to support process improvement.

5.3. Openness and honesty

The goal of continual improvement is to identify opportunities, problems, inefficiencies, and
waste and to initiate actions that address such conditions appropriately. Towards that end,
creating an atmosphere of trust and fair treatment is essential to achieve meaningful continual
improvement participation. People must feel secure and comfortable in identifying both
unrealized opportunities and un-addressed problems. Personal or professional retribution must

22



neither occur nor be feared. Continual improvement is strengthened where there is a culture
that promotes honest, open discussion in which both creative improvement ideas and potential
waste and other problems can be identified. Such a culture allows teams to pursue projects in
prime improvement areas — areas that earlier might have even been considered ‘untouchable’.

6. THE STEPS OF PROCESS IMPROVEMENT

This section describes a methodology for a typical process improvement project. Annex I
provides summaries of process improvement methodologies utilized by several nuclear
utilities from Member States. Annex VIII provides some process improvement case studies
from non-nuclear Japanese companies.

In considering the range of application of continual improvement methodology to enhance an
organization’s performance and product results, ensure that ‘missed opportunities’ are not
inadvertently created by only applying CPI techniques to reactive situations as historically has
been the case in the nuclear industry. It has been said that the nuclear industry ‘drives its
vehicle’ by only looking through a rear-view mirror. While it is imperative that abnormal and
undesirable events be closely examined to determine causality in order to prevent recurrence,
the vast majority of activities at a nuclear facility on a given day are done properly and, in
many cases, exceptionally well. Therefore, it only makes good sense to be on the lookout for
activities that are usually done so well that they go unnoticed and become taken for granted.
Success breeds success. The application of continual improvement methodologies such as
appreciative inquiry and benchmarking in a proactive manner can often reveal surprising
opportunities internal to the organization that warrant consideration of transferring good
practices to areas other than those where they are being used effectively but without fanfare.
Therefore, do not restrict the application of continual improvement methodology to
‘problems’ — identify, praise and spread the countless things that people do well every day
(and night).

Staffs carrying out process improvements need to be properly trained and supported in using
appropriate tools and techniques. (Annex II briefly describes some commonly used process
improvement tools.) There are many tools available for assisting in process improvements;
however, it is essential that the appropriate ones be utilized for the particular improvement
opportunity or performance problem being tackled. Therefore, a flexible technique system is
needed which neither focuses on using a single tool nor prevents alternative, more suitable
tools from being adopted. Improvement tools can help in analyzing processes; in eliminating
process waste and variability; and, in standardizing processes, procedures and management
systems. All continual improvement tools and techniques are not equally effective for all
situations. Avoid overuse or, worse yet, misuse of favorite tools and techniques.

Figure 3 shows the steps in a typical process improvement project. Each step is described in
detail in this section.
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> 1. Process improvement project identified

\4

2. Determine the boundaries of the process to be improved

A 4

3. Capture the performance of the current process

A 4

4. Quantify and prioritise the process problem(s)

A 4

5. Identify improvement options

A 4

6. Map the improved process

A 4

7. Plan the implementation of the improved process

A 4

8. Formalize and implement the improved process

A 4

9. Monitor and measure implementation

A 4

10. Identify lessons learned from the improvement

11. Formally close each improvement project

Fig. 3. The eleven steps of a continual process improvement project.

6.1. Step 1 — Process improvement project identified

At this step, the individuals and groups described in Section 4.2.1 should be considered. The
overall process improvement goals should be agreed upon by the CPI project team sponsor
and the CPI project team leader before seeking the approval of the Quality Council (or
Steering Committee) to proceed with the project.
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6.2. Step 2 — Determine the boundaries of the process to be improved

The scope of the process to be improved should also be agreed to by the CPI project team
leader and the CPI project team sponsor. In some cases, the scope of the process improvement
project may be limited to a part of a current process rather than including the entire process.
Therefore, it is necessary to define the scope of the process to be improved; the customer of
the process who is influenced by process improvement; and, who uses the output of the
process. The terms of reference (See Annex V for an example of a typical Terms of
Reference) for the process improvement project team should be developed and agreed upon
by both the CPI project team leader and the CPI project team sponsor. A high-level map of
the process may help with understanding the scope of the process improvement project.

6.3. Step 3 — Capture the performance of the current process

The team should produce a more detailed map of the ‘as-is’ process to facilitate an accurate
understanding of the current process.

The process improvement project team should collect data on the current performance of the
process to be improved. This enables the team to quantify the performance of the process
from various viewpoints and to develop a problem statement. It is necessary to understand the
current effectiveness of the process to identify potential improvements. It is important that the
team seek out the views of the customers and suppliers of the process regarding process and
product/service performance.

An early step should include analysis of the work within each process to determine its value
to the organization. The work within a process can be categorized as follows:

— Value-adding; and,
— Non-value-adding.

6.3.1. Value-adding work

Value adding work produces or delivers a service or product for which a customer in some
form or other is prepared to pay. A sequence of value-adding processes is often referred to as
the value chain.

6.3.2. Non-value-adding work

Non-value adding work is work for which the customer normally does not want to pay (but
may have to due to organizational or regulatory requirements). In the course of the analysis,
the work in question may be deemed ‘necessary’ or ‘unnecessary’. The former type of work
should be minimized and the latter type of work should be eliminated.

6.3.3. Definition of process waste

Process waste can be illustrated by the following examples:

— Defects (faulty products, rejects, reworks)

— Overproduction (producing more than customers want)

— Over-processing (providing greater quality than customers want to pay for)
— Transportation (movement of raw materials, work in progress, or product)
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— Inventory (warehousing, checking, financing)
— Motion (movement of people, machine or documents not adding value to the product)
— Waiting (time lost by people, machines, or items between steps in the process).

6.3.4. Definition of process variability

Variability in process performance and, hence, in process output reflected in product quality,
can arise from the process itself (including unclear expectations and inadequate procedures);
from inputs to the process; and, from other ‘up-stream’ conditions. The inherent variations in
the characteristics of a number of process inputs may combine to make reliable control of the
process output impossible to meet. Generalized sources of variability include:

— People

— Material

—  Methods*

— Measurement

— Technology and equipment
—  Environment.

Further details regarding the sources of process variability are provided in Annex III
6.4. Step 4 — Quantify and prioritize the process improvement possibilities

Data is gathered to identify opportunities, quantify problems, measure results and provide
information to enable situational and trending analyses to be carried out using tools and
techniques appropriate to the improvement initiative. For opportunities to spread ‘good
practices’ and investigate the feasibility of creative and innovative ideas, it is important to
determine the necessary and sufficient conditions for the practice or new idea to ‘take root’
and flourish. For performance problems, it is essential to understand the true causes of the
problem to ensure that adequate interventions and improvement options are identified.

There may be some organizational performance indicators in place to enable the overall
impact of the improvements to be determined (old process vs. new process). It is important
that the process improvement project team conducts the right amount of analysis to
understand the situation. (For instance, it must be recognized that practices that succeed in
one environment may well not produce similar results in different environments; and, it is rare
indeed for a given problem to have only a single ‘root cause’.) Since analyzing a situation is
usually easier than developing viable forward-paths, teams tend to spend a lot of time on
analyses that are of little or no value.

A CPI team should define measurable criteria for success for each improvement and
determine a clear, quantifiable project statement. Project statements should:

* Processes may need analysis to establish if they are capable of meeting customer or process requirements. For
example, a tight specification on a machined component may be impossible to meet reliably if the machine being
used is not capable of working to the required tolerances.
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— Avoid causal terminology (e.g. ‘due to’, ‘lack of’, ‘insufficient’);

— Include quantification (e.g. time, money, hours, events, occurrences, dose rates);
— Link to at least one existing process; and,

—  Exclude proposed solution options.

— Examples of poor problem statements:

— Reactor disassembly wastes time due to insufficient training. (not quantified, implies
cause)

— Implementing a new work control programme will reduce work order backlog. (not
quantified, implies solution)

— Lack of resources results in 115 reports a year. (implies cause)
— Examples of good problem statements:

— Performing quarterly surveillance of station air compressors takes 32 person hours a
quarter (128 person hours a year) and results in 9 millirem exposure (36 millirem per

year).
— Approval routing time for an operating procedure is 93 days.

— Over a one-month period, maintenance staff waste up to 30 minutes per maintenance
activity (600 maintenance activities per month) waiting for operators to complete
isolation work.

6.5. Step 5 — Identify improvement options

In this step, the CPI project team identifies options to correct true causes of process problems
or to seize improvement opportunities. The process improvement team should develop
potential improvement options that:

— Meet the goals set for the project;

— Attack verified true causes or focus on particular aspects of good practices or ideas;
— Meet customer requirements;

— Deliver value to the organization; and,

— Take into account any constraints such as regulatory requirements.

A record should be kept of the analysis of all potential options so that options considered but
rejected can be understood if the process is revisited. Action words should be used to define
improvement options similar to the following examples.

—  Eliminate a task that is no longer needed such as preventative maintenance on obsolete
installed equipment.

—  Reduce surveillance time by using performance history to extend frequencies.
—  Transfer tasks to more cost-effective employees.

—  Change working hours from five days to four days.

— Combine tasks into one evolution such as valve and actuator motor maintenance.
—  Rearrange work to better fit scheduled resources.

—  Simplify the method used for fire protection equipment inspections.
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For improvement options, SMART objectives [6] should be established to make sure there is
sufficient clarity. Accountability for the accomplishment of CPI team objectives should be
assigned in conjunction with cognizant line managers. (The CPI project team sponsor can be
particularly helpful at this point in the process.) These objectives will be monitored and
measured as the improvement project proceeds. SMART objectives are:

—  Specific target outcomes

— Maeasurable in terms of success

— Achievable in that they can be implemented and there are sufficient time and resources
— Relevant to the vision, goals and business plan of the organization

— Timely in that it is known when the objective should happen.

Where appropriate, consideration should be given to developing partnerships with other
organizations to generate improvement opportunities and to establish processes that cut across
organizational boundaries more effectively.

6.6. Step 6 — Map the improved process

This publication does not seek to set down any protocol or definition of process maps as they
can vary from organization to organization. Teams should endeavor to identify ideal processes
but they need to recognize that there may be some constraints preventing immediate adoption
of seemingly ideal situations. In this case, implementation should focus on an improved
process that makes significant progress towards the ideal. This leaves the team with an option
to return later to make further improvements. The team should map improved processes so
that the changes can be easily identified when compared to the current process. Mapping of
the improved processes can take place in an earlier step if it is more logical to do so.

6.7. Step 7 — Plan the implementation of the improved process

At this step, the implementation of the improved process should be fully planned and
resourced using project management techniques to manage each improvement. At this stage,
the need for a pilot or trial for each improvement project may be considered. Development of
a documented project plan enables challenges to the proposed project to be made. The rigor
and extent of project management, risk, and communication planning will depend on the scale
and scope of the CPI project.

Each major activity of the project plan should be identified and then broken down into tasks
and responsibilities with any dependencies between tasks identified. Each activity should be
scheduled into a timeline and sequenced in a logical manner (sometimes referred to as a
critical path network). Once the activities are logically set out, it is possible to analyze and
identify areas or timelines where delays may be introduced.

The skills and resources (equipment, people, and money) necessary to implement the
improvement should be identified in the plan and sought from those controlling the resources.
The plan should also identify any training needs for the improved process. Any budgetary
constraints should be taken into account.

An effective communication plan that includes both formal and informal communications
should be developed for each process improvement. Different types of communication may be
required for the different groups affected by the improvement. All messages should be
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carefully coordinated to assure that the right people hear the right information at the right
level of detail at the right time and before they find out by hearsay or gossip.

The team should also strive to identify all the risks associated with implementation and
develop a risk management plan including risk assessment/mitigation activities for each
improvement. These risks can come from various sources such as business, regulatory, human
resources, workforce representatives and society.

6.8. Step 8 — Formalize and implement the improved process

The improved process should be fully implemented only after all supporting documentation
has been formalized and is in place. Process changes may be formalized in documents such as
procedures, policies, work orders, training programs, and guidelines.

The improved process should be given to the process owner for implementation. The process
owner should ensure that staff are competent; understand the improved process; and, support
the implementation. In addition to pilot projects as mentioned earlier in this publication,
organizations should strongly consider the merits of running both old and new processes in
parallel until the new one is proven to be acceptable.

6.9. Step 9 — Monitor and measure implementation

It is essential to monitor and review the implementation of process improvements using the
previously identified performance measures to demonstrate successful implementation. A
common problem is that a lot of time and effort is expended to conduct analysis and
identification of the improvement. However, inadequate attention is often paid to ensure that
implementation is fully effective and to ensure that all the projected benefits are achieved. It
may be necessary to conduct assessments (self and independent) of the improved process as a
form of monitoring.

The SMART measures for each improvement that were identified earlier should be monitored
to ensure that the targets are achieved. It is important to measure actual results and to compare
them to expected results. Checks should also be carried out to ensure that the goals and
objectives contained in the terms of reference have been realized.

Trending data for adverse and positive trends resulting from the implementation of the
improvement is necessary to monitor process improvements and to ensure that there is a
positive rather than a detrimental effect on the organization’s high-level performance
indicators. If a detrimental effect is observed, then implementation should be reconsidered.
This may result in repeating steps of the process.

6.10. Step 10 — Identify lessons-learned from the improvement

The lessons-learned from implementing each process improvement project should be
examined and analyzed to identify problems/difficulties/successes so that the lessons-learned
can be utilized to ensure the success of other process improvements projects. The learning can
be applied by capturing the improvements in revised documents or by replication.

This learning gained from each process improvement project should be considered by the
continual improvement programme manager for input to the overall review and improvement
of the continual improvement programme as described in Section 2.8 of this publication. This
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is intended to ensure that learning is used to improve the continual improvement programme
and the process improvement methodology adopted by the organization.

At this step, it is also relevant to identify any other potential improvements that could be
made to the improved process. This is particularly relevant where the improvement that has
just been implemented has only been applied to a small part of an overall process. The new
improvement opportunity should go through all of the steps in process improvement. Also, it
should be acknowledged that an improved process could in time be the subject of further
continual improvement. For example, the planning aspects of an Outage Management Process
could be improved; and, then — at a later date — isolation scheduling could be the subject of a
further improvement.

6.11. Step 11 — Formally close each improvement project

One way to reduce management workload is to ensure that each process improvement project
is formally closed down when it has been fully implemented and the lessons-learned have
been applied. Process improvement projects should be formally closed to demonstrate to staff
that the improved process is now part of normal operations. The process improvement project
team leader of each project will require excellent interpersonal skills to ensure a fair and
smooth reassignment of project personnel to new tasks or back into the line.

The CPI project team leader should:

— Appraise team members of their performance

—  Celebrate success of the project (or explain disappointments or surprises)

— Reward and recognize team members in a manner that they want to be rewarded
— Ensure that each team member has been reassigned

— Produce and agree to a final project report to be signed off by the sponsor

— Communicate completion to the organization

— Finalize the housekeeping such as filing, invoices, records, release of assets, etc.
—  Ensure any follow-up actions or assessments are implemented.

7. CONTINUAL PROCESS IMPROVEMENT SUCCESS

It is important to publicize wins and successful improvements throughout the organization by
using established communication media. This provides confidence in the CPI programme and
encourages staff to participate in future improvement opportunities.

Activities that can aid the celebration of success include:

— Sharing the success with peers using devices like CPI bulletin boards that display the
project details;

— Announcing the success in company meeting and gatherings;
— Placing an article in the organization’s newsletter or other communications; and,

— Publicizing successful process improvement projects at internal or external best practice
conferences/seminars.
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The organization’s website/intranet may also be used to display and communicate

process improvement activities. This could include:

The process improvement projects;

The process improvement support team composition and contact details;
Information on the status of process improvement implementation;
Process improvement methodology, guidelines, procedures, etc.;
Database of improvements and best practices; and,

Performance indicators that measure the progress and status of each continual
process improvement project such as:

Analysis of the current status

Definition of the as-desired process
Determination of the areas for improvement
Development of process improvement options
Implementation plan status.

Success should be considered as a foundation for improvement that will empower and
motivate staff to identify further improvement opportunities and to quantify and eliminate
waste. Success breeds success.
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ANNEX I. PROCESS IMPROVEMENT METHODOLOGIES

Though there are many different approaches used for continual process improvement (CPI),
this annex provides specific examples currently being implemented in some Member States.

I-1. TEPCO - JAPAN
In TEPCO the following 10 steps outline the process improvement methodology:

Step 1: Determine the boundaries of the process that requires improvement, Organize,
Capture “as-is” SIPOC (Suppliers, inputs, process, outputs, customers).

Step 2: Benchmark the process against industry “Best Practices”. - Set goals.
Step 3: Capture the current “as-is” process.

Step 4: Map any sub-processes.

Step 5: Capture issues with the current process “Brainstorm”.

Step 6: Prioritize the issues.

Step 7: Cre