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Successfully perform a large transformation project. The nuclear production department of EDF has launched a large transformation project of nuclear facilities maintenance, covering 19 production sites and all their staff: the OEEI project (Obtenir un état exemplaire des Installations - obtain an exemplary state of the installations).

This book summarizes this experience which has, in 5 years, worked to renovate and maintain the installations by involving all the technical and leading staff.

In detail, find inside the 20 good practices that have permitted to successfully carry out this project and, why not yours!
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Foreword

EDF operates the largest fleet of nuclear power stations in the world: 58 reactors, all with the same “pressurised water” technology divided into 3 levels of power strongly standardized on 19 sites.

In 2006, the Nuclear Production Division (EDF-DPN) had a medium term vision of objectives to achieve through the STEP 2010 Project, organised through about 10 major projects, all with ambitions of significant changes.

Among these projects, the OEEI Project « Obtain an Exemplary State of Installations », or a world class plant condition, occupies a special place, 5 years later. It is in effect, without doubt and without taking anything away from the other major projects, the one which is best known and most recognized by the 40000 people, either EDF staff or contractors, who work daily on our installations.

Known, because this project has moved solidly and progressively, at every point of each site, towards a return towards an “as-new” condition of installations. Also, on the ground, each has been witness, then contributor and also beneficiary of the improvement, often spectacular, of their working environment: equipment refurbished, without leaks, cleaned, areas repainted, clean, tidy, and labelling/signage and lighting totally renovated…

Known, because many were implicated in the project, becoming owners of zones, or an area and assuming the responsibility for maintaining the zone in question in a very good condition, as well as all of the equipment found therein.

Recognised, because the results are visible on the 19 sites, are evaluated regularly against a common referential, very rigorous and using international best practices. Before OEEI, each of our power stations found themselves addressing lots of recommendations from international inspections, such as OSART carried out by the IAEA or Peer Reviews by WANO. That time has now gone and we no longer have to be ashamed of the comparison with other operators – on the contrary!

By mid-2011, 6 Sites have already achieved the international level of “Good”, and the 13 others are on track to achieve this level between the end of 2011 and the end of 2012.

All of the participants of the project at the national and local levels, all EDF staff and all contractors can be proud of this collective success and of the path accomplished. Many were incredulous, sceptical. All are now impressed by the result, even if there remains a lot to do and even if the sustainability of results still requires lots of perseverance, involvement and energy.

We can only applaud and congratulate all the players, whether in the shade or in the light, for their involvement and for this remarkable result.

Several complementary factors explain the success of the OEEI Project:


	The definition of a legitimate objective, clear and shared, which, in a remarkable manner is registered in the wording of the project. Although this objective had often been judged impossible at first glance, it quickly became apparent that it met the needs and practical concerns in the field.

	The consistency between the ambition of the project and the stated objective of prolonging the operating life of our stations and therefore the necessity to reinforce the daily management of our industrial assets.

	The managerial involvement of the project, both at DPN national level, and local level. This involvement had been widely promoted by the high degree of legitimacy that can be given by a manager in the field reinforcing daily requirements, and above all, which gives the means and puts in place the organisations allowing them to be actually met.

	Accountability of each site, which has defined its own path over 5 years, taking into account the starting point.

	Conduct of organised change, structured, involving both individuals and groups which actually attacked awareness, “calibration of the eye”, to change behaviours and develop a new culture.

	A national project lead, in permanent support to sites, with a strong presence in the field, which developed a real network between all the local projects and using shared expe-riences in a remarkable manner.



From 2011, the ambition is to move progressively, on each site, from OEEI to MEEI “Maintain an Exemplary State of Installations”. Again, the sustainability approach to be exemplary is in order to guarantee long term the financial, organisational and human investments that have been made. Each site must therefore make an accurate assessment of its local project; define its sustainable (permanent) organization as well as the associated human and financial resources. Everything is subject to a national jury, able to challenge the proposals.

In 2011, DPN was given a new roadmap, through the project “Generation 2020”. It was asked of each site to take this project on board, and notably to regain industrial performance, in making equipment and organisations more reliable and continuously strengthening the professionalism of staff. This local deployment should be based on the OEEI model.


	A requirement laid down by the DPN directorate,

	A course of action defined by each site and validated by the management,

	Strong support to sites organised at national level and based especially on effective sharing of experience,

	Regular monitoring based on rigorous assessments, in order to check compliance of results against objectives.



What better recognition could the OEEI project have, than to see its model become the reference for DPN?

This leads us to invite you to read the following pages. Indeed the project, and in particular Thierry MESLIN, has provided a complete and accurate record of what has been achieved.

How we succeeded in this is essential to prepare for the victories of tomorrow!

Dominique MINIERE and Philippe SASSEIGNE
(Director and Deputy Director of the EDF nuclear fleet)


Chapter 1

From “project” to “major project”

OEEI is not an ordinary project; it is a major project or more a programme of projects. Indeed, its ambition and its objectives cannot be captured in a single project, but by multiple actions taken in project mode. The latter is the most appropriate tool to achieve and implement changes.

This work aims to identify and implement the best practices of major projects, which are different from project management in the commonly accepted sense.


	Time : a project takes 6, 12 or 24 months at most, while a programme of projects can be spread over a period of 3 to 5 years,

	Space : a project concerns part of a company, whereas a programme of projects addresses all of its structures and entities,

	Professions: if a project concerns one or two professions, a programme of projects concerns almost all of the professions in a company and requires, in this regard, additional coordination arrangements.



1. CHANGE BY THE PROJECTS: METHODOLOGICAL REFERENCES

All managerial discussions mention it, the business must be agile, innovative, entrepreneurial, adaptable etc. The operational translation of these challenges requires the implementation of change projects.

By definition, a change project opposes the regular and sustainable operation of the business. It is limited in time...

Conclusion

The need to learn to manage projects



“The important thing is not to be right, but that others think.”

Paul Valery





20 good practices for the success of a major project, or a programme of projects: it is a little and a lot at the same time!

It is not because the success of this type of arrangement is a multi-causal phenomenon with multiple variables for success, but also an infinite combination of parameters that makes the exercise equally uncertain and perilous. And at the same time, it is a lot because in the management of a project, it is rare to have permanent and simultaneous observation markers on each item.

These 20 good practices consist of the operating experience of a major project implemented across the French fleet over the course of 5 years. During this period, key project managers have experimented with different ways of achieving the objectives and bring all players on board, so that they find it beneficial for both the present moment and also prospectively. To paraphrase Chancellor Helmut Schmidt, today’s projects are tomorrow’s results and the reason for the day after tomorrow. This is the philosophy of these 20 best practices, formalised by the main leaders of the OEEI project, so that their experience does not remain in drawers and boxes.

This book aims to be a testimony. The perception and analysis of the results are used to advance key success factors, which certainly constitute guides for those who have to carry this type of action, both within the EDF group and within any other organization. By this book, EDF proposes to share its experience, in a logic of collective enrichment. Socrates believed that “knowledge is the only material that grows when shared.” EDF has understood that, and positions itself as a producer of knowledge.

Another motivating factor for writing this book is the fact that in existing literature, the concept of major projects is rarely discussed. More often it is that of projects. The difference is the size. It is not one, but several projects which are managed at the same time, with an obligation for success and issues of coordination and control among the different actions. Because of their strategic and operational evolution, a growing number of organizations had to both survive to develop, to initiate programs and projects on functional significant geographical perimeters and in a shorter time.

In this regard, a grid is supplied at the annexe which lists, for a project, the state of progress or non-progress of each of the 20 good practices drawn from the implementation of the OEEI project. This grid is thus a mini audit and action guide to improve the functioning of a major project.

Faced with the technical and human complexity of managing major projects, it is very difficult to define a single model or a martingale of success. From this point of view, understanding and translation of best practices is a form of experimentation and learning about what could be the competence or skill to “manage major projects.” This competency applies not only to the leaders of major projects, but also to all the decision-makers that the company will necessarily face, near or far, in the problems of the proper conduct and success of major projects.
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