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PROJECT REVIEW

Intent

To review the PCM project, over the 6-year period, and define 
the key learning that is directly applicable to other similar 
projects.

Where possible provide focused suggestions of the actions 
that can be repeated and highlight the areas where further 
success could have been achieved. 

Process
 
The six years PCM Project was reviewed year by year 
highlighting the key occurrences, both those that were positive 
and negative. Key areas were noted either as a consequence of 
patterns which emerged due to consistent themes over the 
duration of the project, or a key fundamental activity. 

Key Areas of Activity

1. Creating an Integrated Team

2. Managing the People

3. Systems and Procedures

4. Schedule

5. Waste Management

6. Innovations and Applying Lessons

Process Overview

Outlined below are the headings used in each of the  
six areas highlighted above:

1. Title statement indicating a high-level view of the  
actions created 

2. Key activities that occurred 

3. The benefits achieved 

4. Further learning 
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1. Creating an integrated team

1.1 Action

The creation and ongoing investment in an integrated senior 
leadership team aligned and committed to delivery.  
This became known as the PCM Leadership Team, made up  
of not only personnel directly aligned to the Projects but also 
key supporting functions such as Waste, Safety Case, 
Conventional Safety, Radiological safety and specialist  
support from NSG Head office.

1.2 Key Activities

Creating and, on an ongoing basis, developing a wholly 
integrated senior leadership team made up of the key 
functions. Fundamental to this was the creation of a 
behavioural team charter highlighting the expectations of team 
members in addition to their functional role. (See appendices). 

Pivotal to this was that NSG became part of the LLWR team, 
and that all the functions were appreciated with an 
understanding that project success required each of the 
functions to work in an integrated and interdependent manner.  

Bi-annual team coaching sessions, using an external facilitator, 
provided a supportive and challenging environment to reflect 
and re-evaluate the teams successful achievement of both the 
tasks it had set and the way in which the team consistently 
aligned with the behavioural charter. 

Early on in the project the PCM Leadership Team was 
challenged to significantly reduce costs. Working in an 
integrated and collaborative manner, whilst at one of the Team 
Coaching sessions, they defined a number of improvement 
initiatives which directly led to an accelerated schedule, project 
success and reduction in costs. 

Individuals understood: 

• their own individual roles and accountabilities;

• their interdependence;

• and the way in which they were to support and challenge 
each other, both in their functional role and in delivery of 
the improvement plans. 

Regular meetings occurred, in addition to their functional 
meetings, focusing on the key activities needed to realise the 
improvement strategies. 

 

Ongoing Team Coaching sessions ensured the behavioural 
charter remained alive and ensured that the improvement plans 
were progressed on an ongoing basis. 

Executive sponsorship provided further support when 
escalation of issues was the only way in which resolution could 
occur. 

1.3 The Benefits Achieved 

The key benefits from creating an integrated and 
interdependent senior lead team, collectively aligned and 
focused on successful and safe delivery of the project was:

• A solution-focused mentality; all wishing to explore the key 
issues, objectively and collectively determining resolution

• Resilience to overcome issues and problems.

• Proactively supporting one another, working outside the 
bounds of their functional role in order to ensure project 
completion.

• Positivity.

1.4 Further Learning

Areas which, in retrospect, were not as successful as desired:

• Whilst collaboration and interdependence occurred at 
senior lead levels, this was not routinely or consistently 
cascaded down within the project sufficiently.

• Further down within the project organisational structure 
there were a number of key leaders/influencers that, had 
they been engaged further into the collaborative and 
project focused culture, would have made a greater 
positive impact.

• The PCM Leadership Team, by virtue of their success and 
leadership prominence, created a degree of autonomy 
and separation to the rest of the organisation. Whilst this 
‘island site’ mentality was beneficial, in some respects it 
created a degree of alienation and possibly a perception 
of elitism.

PROJECT REVIEW
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2. Managing the People

2.1 Action

Positive engagement with all elements of the project and 
support functions, actively managing them in order to drive 
project delivery.

2.2 Key Activities

Having defined the senior leadership project culture, there was 
a need to ensure that this was cascaded down throughout the 
project and in particular within the key hierarchical functions; 
project managers, DAP’s/supervisors and support functions. 

Those individuals that did not align within the expected project 
focused behaviour were appropriately supported and 
challenged. In some cases, the executive leaders of the 
organisations provided appropriate support to remove those 
individuals who were having a negative impact upon project 
performance. A delay in this happening, particularly within the 
waste area had a direct impact upon project performance.

 Key stakeholders across the organisation - internally and 
externally - consistently required communication and 
engagement in order to buy into the changes required to 
realise the improvement plans. 

2.3 Benefits Achieved 

The key benefits from positive engagement with all elements of 
the project and support functions, actively managing them to 
drive project delivery:

• A collective project ethos to deliver the project 
improvement’s and the accelerated schedule. 

• A focus upon efficiency and a desire to improve 
performance.

• High levels of clarity of the purpose of the project and a 
passion to achieve the project improvements. 

• High levels of flexibility enabled, in part, due to a number 
of the key blockers not being present.

 

 

 

2.4 Further Learning

Areas which, in retrospect, were not as successful as desired:

Whilst at the tender stage, there was a vague appreciation of 
the organisations experiences and challenges. However, this 
did not cover the complexity and depth of the organisational 
challenges that the project was to encounter. Potential solutions 
to this are:

• Reflection during the initial stages of the project to 
appreciate the reality of the organisations acceptance for 
change. (Involvement with a multitude of projects, across 
numerous sectors, indicates that this ‘pausing to reflect’ is 
not a typical behaviour of project focused organisations.)

• Communication from the executive across the organisation 
regarding the level of change anticipated, and support 
required in order to realise project success. Key delivery 
areas of the project (DAP’s/Supervisors) potentially had 
too much power and, on occasions, made decisions in 
isolation; setting a precedent of work expectations and the 
hierarchy of decision-making at the earliest stages of the 
project would have mitigated this.

• Waste management (item 5) was an issue throughout the 
project. A key interface person embedded within the 
operations team from the beginning of the project and 
challenging the workforce to consider a wider perspective 
- the route to remove waste - would have assisted in 
managing the waste and ensured that other considerations 
were taken into account when making decisions.

As a consequence of the duration of the project, norms of 
behaviour were created: when changes needed to occur, a 
greater level of engagement with those individuals to whom the 
change was to impact would have been highly beneficial. (e.g. 
the declassification from C5 contamination zone to C3 and the 
perceived change of safety this created for individuals who had 
become used to C5 operation). 

During the latter stages of the programme, key individuals 
further down within the hierarchy of the project had a greater 
involvement in appreciating and, consequently, engaging with 
the project schedule. 

Their knowledge and input directly assisted in refining the 
schedule on an ongoing basis, reducing the degree of double 
handling and increasing performance. This level of involvement 
would be highly beneficial from the outset.
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3. Systems and Procedures

3.1 Action

Ensure there are appropriate and robust management systems, 
that cover all areas, prior to commencement to support delivery 
of the agreed programme.

3.2 Key Activities

‘Proportionate processes’ is frequently quoted as being key to 
nuclear project delivery. The PCM project attempted to create a 
shield around itself, developing realistic and pragmatic systems 
and procedures suitable for project delivery. 

The autonomy created, as already indicated, was in no small 
part due to the leadership of PCM and the Executive support.   
Putting people to the workface was initially extremely prolonged 
and costly due to the training occurring offsite at other nuclear 
premises. Consequently, training and signing off of the SQEP 
process was taken in-house and self-performed. 

This expedited the process, although SQEP-ing remained 
challenging (see 3.4) throughout, with a number of 
workarounds developed.

A number of key processes were created/enhanced in order to 
align with the demands of a decommissioning project, 
challenging the norms occurring within the organisation (e.g.  
Safety Case and Waste Management). Influencing and 
negotiating with key process owners would help ensure 
pragmatism prevailed. 

Recognising that schedule adherence for the project was 
imperative, visual management was used highly effectively to 
focus delivery and portray project performance.

 

 

3.3 Benefits Achieved 

The key benefits from creating appropriate and robust 
management systems to support delivery of the agreed 
programme included:

• Degrees of autonomy to make decisions.

• Greater efficiency due to people being fully deployed at 
the workface.

• Visual demonstration of project performance against the 
schedule increased engagement and motivation.

• Flexibility, particularly with regards to the safety case.

• A waste process was developed during the project 
lifecycle; whilst this created additional pressure, the 
process was absolutely fit for purpose, meeting project 
needs. 

3.4 Further Learning 

Areas which, in retrospect, were not as successful as desired:

• Whilst the SQEP-ing process was self-performed, 
contactors who had numerous years of experience on 
other nuclear sites would spend several weeks ‘stood 
down’ and not at the workface. Signing-off of approved 
capability appeared to be subjective. 

• In order to avoid ambiguity on the application of rules/
procedures, greater clarity should have occurred at the 
early stages of the project in order to minimise subjective 
execution of them.

• Documenting and indicating the implications, in terms of 
cost and project performance, of the non-proportional 
application of procedures.



LLWR PCM Programme Review

www.acorncoaching.com

PROJECT REVIEW

4. Schedule

4.1 Action

The creation of a robust schedule, through the right people 
contributing, which is maintained and all are engaged with  
on a regular basis. 

4.2 Key Activities

During the early stages, the PCM Leadership Team recognised 
the need to create a common schedule and risk register which 
demonstrated a high degree of discipline and which were 
constantly revisited. 

Weekly updates and reissuing, in different formats, to create 
buy-in (visual management).  Daily focus meetings provided a 
breakdown of detailed delivery to operations and involved key 
interfaces and interested parties. This provided a feedback 
loop, re-working the schedule.  

A constant look ahead insured that the schedule was not 
merely being used as a retrospective indicator of performance. 

PBI’s were set based on the re-benchmarking of the schedule 
and became a key focus of attention for the project.

4.3 Benefits Achieved 

The key benefits of creating a robust schedule which was 
maintained and engaged by all was that:

• All of those directly involved in the project (and those from 
the other key functions/interfaces) were aligned and 
focused upon the key deliverables.

• Successful delivery of ‘plan the work, work the plan’. 

• Focused meetings ensured that other key areas/interfaces 
were kept informed and engaged.

• Heightened levels of confidence, both within the project 
and key stakeholders, in delivering the project to the 
accelerated schedule dates.

• The ability to intervene early, change the schedule, and 
scenario plan. 

• 36 of the key PBI’s were delivered successfully whilst 
delivering an exemplar safety record.

 

4.4 Further Learning 

Areas which, in retrospect, were not as successful as desired:

• Whilst scheduled delivery was highly successful, key 
interested parties were not involved sufficiently and on an 
ongoing basis to inform the schedule (e.g. DAP’s/
Supervisors)

• More frequent engagement with key stakeholders in order 
to inform them of schedule slippage due to organisational 
performance issues.

• PBI’s can potentially drive, if not reviewed and refined on a 
frequent basis, illogical project execution; however, on the 
whole the PBI’s provided a great project wide incentive 
and focus.
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5. Waste Management 

5.1 Action

Waste-led decommissioning requires early and effective 
engagement, and key processes in order to uphold it. 

5.2 Key Activities

Fundamental to PCM and its waste management strategy was 
the need to be pragmatic and if necessary, create workarounds 
to ensure project/schedule delivery was maintained. 

The integrated lead team challenged the norms of waste 
management, specifically on why/how waste management 
would occur. 

Effectively using Data Quality Objectives optimised the waste 
processes, whilst involvement of all the key functions across 
the project was enabled through regular communication.

Engagement with and integrating a waste officer within the 
operations team ensured live waste management was possible.

5.3 Benefits Achieved 

Benefits of delivering waste-led decommissioning:

• Project delivery increases and schedule accuracy occurs 
as a consequence of waste exporting.

• This resulted in a reduction of re-working.

• Highly compliant and a clean end-point with no legacy 
re-working required.

• A creditable reputation was gained as a consequence  
of being highly compliant, meeting the schedule and  
the waste hierarchy.

 

5.4 Further Learning 

The PCM project had a number of key issues which led to it 
being difficult to initiate a waste led decommissioning project 
from the outset:

• At all levels, the project was initially focused more towards 
decommissioning than a waste-led project, requiring a 
specific approach outside the site’s typical approach to 
managing waste. 

• Initially insufficient advice and guidance was available and 
yet the decommissioning had to continue; therefore, it was 
a PCM led project.

• The scope and clarity of waste inventory was ill-defined 
and consequently underestimated the waste team 
requirements.

• During initial stages there was a disjoint between site and 
project strategy and the changes to the national strategy 
were not evident.  

These challenges meant that in order for the project to be 
waste-led the waste team were continually ‘playing catch up’ 
and needed to change their involvement and focus throughout 
the project life cycle. 

Regularly engaging with those who appreciated and 
understood the waste acceptance process, the separation  
and classification, and those who handled the material was 
imperative. 

New site waste processes were developed by year three and 
educating all those involved became the primary focus.
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6. Innovations and Applying Lessons 

6.1 Action

Creating change through becoming open to challenge and 
implementation of Learning From Experience. 

6.2 Key Activities

Fundamental to project success was the initial contract strategy 
and commercial arrangements which supported delivery and 
the management of additional scope.

The PCM project, led by the integrated leadership team, 
frequently took time out to review performance and was 
accepting of open challenge in order to improve performance 
and innovate. 

Key operations that were repeated on several occasions were 
reviewed in order to determine lessons that could be learnt on 
subsequent events (e.g. forklift truck dismantling). 

Where possible and practical, common practices used outside 
of the nuclear sector or on previous nuclear projects were 
brought into the PCM project. 

Practical support for the application of alternative or new ways 
of working was provided by the integrated lead team.

  

6.3 Benefits Achieved 

The key benefits of operating change and implementing 
Learning From Experience:

• Successfully managing delivery through creating positive 
change. 

• Managing change within the project and it’s key interfaces 
in a manner which creates momentum.

• The acceptance for the need to change to meet project 
expectations and support the organisation’s strategic 
goals.

• The disciplined application of the learning throughout the 
duration of the project, combined with accountability that 
was created, developed a real sense of pride in delivering 
the accelerated schedule. 

6.4 Further Learning 

• Areas which, in retrospect, were not as successful as 
desired:

• The ability to change the accepted norms required time 
within the schedule and acceptance from key people 
within and throughout the organisation.

• The need to understand and appreciate the level of 
change that the organisation was willing to accept.
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Summary

The main conclusions that can be drawn from this report are:

• A wholly integrated PCM Leadership Team, who 
appreciated all key functions and understood that project 
success required each to work in an interdependent 
manner.  

• The creation of a behavioural charter highlighting the 
expectations of team members in addition to their 
functional role. This meant that individuals understood their 
own roles and accountabilities, their interdependence, and 
the way in which they were expected to support and 
challenge each other. This gave rise to positivity, proactivity 
and a solution-focused mentality. 
 
There would, however, have been benefit in cascading  
the culture further down and broader across the 
organisation.

• Regular communication for engagement was key, 
creating focus, efficiency and passion to achieve the 
project improvements.

• Reflection in the early stages on the reality of the 
organisation’s acceptance for change and the 
communication of this would have been helpful. Setting  
a precedent of work expectations and the hierarchy of 
decision-making would have mitigated decision making  
in isolation.

• Realistic and pragmatic systems and procedures 
were implemented; autonomy was created, norms were 
challenged where necessary, and processes enhanced. 
This led to a fully deployed workforce, flexibility and 
processes that were absolutely fit for purpose, meeting 
project needs.

• A common schedule and risk register was created in 
the early stages, and this was visited weekly and daily, 
providing a feedback loop of the re-worked schedule.  
This meant all were aligned and focused upon the key 
schedule deliverables creating confidence and the ability 
to intervene early where required.

 

• Engagement with the operations team via the waste team, 
and integrating a waste officer within the operations team 
ensured live waste management. Regularly engaging 
with those who appreciated and understood the waste 
acceptance process, the separation and classification  
and those who handled the material was imperative. 

• There were a number of issues which were resolved by 
year 3, as a consequence of the waste team being set  
up to manage waste from a decommissioning project. 

• Regular review of performance occurred, and key 
operations that were repeated on several occasions were 
reviewed, in order to determine lessons that could be 
learnt on subsequent events. Alternative/new ways of 
working were supported, however creating acceptance  
for change took time out from what was an already hectic 
schedule.
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