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Abstract 

This is a case history of how one records management and document control team met 
challenging Department of Energy milestones and successfully addressed a changing culture 
with respect to document control and records management at a Department of Energy (DOE) 
national laboratory. This account will be of value to persons looking for basic and 
intermediate level records management information. This paper presents insights into the 
challenge of document control that will enlighten the inexperienced document control officer 
to effect real change. 

Introduction 

The Idaho National Engineering Laboratory (INEL) is primarily a DOE Nuclear 
Research and Defense Program Facility located near Idaho Falls, Idaho. It was established in 
1949 for constructing, testing, and operating nuclear facilities. The INEL became the 
birthplace of electric power generated from the atom when nuclear power was used to light 
the town of Arco, near the INEL border. Current INEL activities include reactor operations, 
treating and storing reactor fuel and radioactive waste, and environmental restoration. The 
Waste Reduction Operations Complex (WROC) is a group of facilities consisting of: the 
Central Facilities LandfXl, the Hazardous Waste Storage Facility (now being closed), the 
Mixed Waste Storage Facility (MWSF), the Waste Engineering Development Facility [now 
the WROC Lead Storage Facility (WLSF)], and the Waste Experimental Reduction Facility 
(wERJ9. 

The current mission of WROC is to support Environmental Management (EM) Branch 
priorities within the DOE and the INEL. Specifically, the Central Facilities Landfill provides 
collection and disposal of industrial waste. The HWSF provided storage for HW. The 
MWSF provides storage for MLLW. The WLSF provides management of contaminated lead. 
WERF provides volume reduction of solid low level waste (LLW) through compaction, 
incineration, and sizing operations. WERF also provides treatment of solid and liquid LLW, 
hazardous waste (HW), and mixed low level waste (MLLW) through incineration and 
stabilization. 

A current practice within the company was to have like positions reporting to the same 
parent organization then matrixed (or assigned) to facilities and programs that required their 
services. One such organization was Document Control and Configuration Management 
(DC&RM). This organization assigned one of the DC&RM technical leads to WROC in 
January of 1991. Most people believed that if a record was not a quality record, then it was 
not a record. Most people didn’t know the difference between a record and nomecord. But 
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that all changed over time. It gradually became apparent to WROC personnel that document 
control and records management were important processes in keeping the facilities operating. 
The following conditions existed when the Technical Lead was assigned to WROC. The 
following document control discrepancies were noted: 

Distribution lists were out of date. For example: there were names of people 
on the list that had transferred or terminated. 

Disk copies of controlled documents were being controlled by an organization 
outside of document control. Controlled procedures were being changed upon 
submittal of a change request and prior to approval of the request. This caused 
obvious configuration control problems. 

Documents were being issued without proper signatures or authorization. Some 
signatures were whited out or cut from another paper and taped to the issued 
document. 

All document control logs were hand written. 

No receipt verification existed for controlled manual distribution transmittals. 

No indexes existed for the files within document control. No way existed to 
tell what was in the Center. 

No records inventories or indexes existed for records within WROC generally. 

At this time, the functions of document control were being completed by two 
individuals, one of which had no document control experience. The document control 
functions were limited to controlling technical safety documents, directives, maintenance and 
operating procedures, and a few other minor documents. Records such as facility 
modification documents, facility drawings and vendor data were kept by organizations other 
than document control. 

To aid in the confusion, document control was moved three times in a two-month 
period. One of the moves took place while the document control office was unmanned. 
During this move document control ended up in a small office, only 200 sq. ft. This 10 ft x 
20 ft office was on the second floor not structurally adequate to support fireproof cabinets. 
There was only room for a desk, a table, a PC table, a row of file cabinets, and a bookcase, 
with an isle down the middle of the room. It did not provide adequate space for the volume 
of records within the facilities. 

Recordddocuments were being received in boxes with no detailed index or list 
identifying what was being transferred. The natural result of this was that when some people 
were not able to find something they would say, "I gave that to document control and they 
lost it." Reform began with implementation of a record transfer policy. Whenever anyone 
wished to transfer records into the Document Control Center there was a form required that 
included: an index of what was being transferred, a contact person, the retention schedule, and 
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the transfer date. The form was signed by the person transferring the records and by the 
document control person receiving the records. A validation was made of the package before 
it was signed as being received. Because everyone now knows that the entire index is 
checked against the records received, the receipt and the contents of the boxes now usually 
match and a copy of the completed form is given to the person transferring the records. This 
is still the practice today. 

In February 1991, WERF operations were voluntarily suspended to improve operating 
procedures and configuration management. It was determined that continued operation of 
WERF would require minor changes to the operating and safety documentation. Later that 
year a DOE Type 3 shut down was imposed. A DOE Type 3 shut down requires a prescribed 
process for the restart of the facility following a planned shut down which involves a 
significant period of time or which involves substantial plant or facility modifications required 
for future program work andor enhanced safety. This meant that all previous changes to the 
operating and safety documentation were no longer valid or usable and must be revised and 
verified. 

During this time, document control was performing the following functions: 

e 

e 

e 

Document review process which consisted of: copying the document, 
distributing it to the reviewers, scheduling a review meeting, conducting the 
meeting, resolving review comments in the meeting or returning the document 
to the author for rework, obtaining signatures from reviewers that missed the 
meeting, obtaining approval signatures, and then changing and issuing the 
document. Review meetings were being held twice a week and usually took all 
day. 

Receiving records being transferred from records custodians 

Filing 

Facility modification documentation was collected, statused and copies turned 
over to the appropriate system engineer to close out or work whichever was 
appropriate. This included working with the engineers to ensure that actions 
were taken to complete the facility modification documentation. 

Gathering project file information from various office within the facilities. 

Recalling all records that had been shipped to records storage. These shipped 
records had not been properly indexed and records storage receipts were 
difficult to locate. This was a time consuming process. 

One technical safety report had to be retyped as the disk copy was not correct. 
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Taking a Stand 

Document control now had four people in one 10 ft x 20 ft office: three text 
processors with no document control experience and one that didn’t know the company’s 
standard word processing software. They asserted themselves and commandeered an 
adjoining empty office, adding another 200 sq. ft. After occupying the office they informed 
the WROC Manager of what they had done, and obtained concurrence. They had 
management backing. 

In parallel to the previously mentioned efforts, a DOE-wide audit team, the Tiger 
Team, was scheduled to audit the INEL, and the WROC Manager determined that the WROC 
Directives needed to be rewritten for all of WROC. In addition to WROC directives, it was 
decided to revise the WROC maintenance procedures. Procedure review meetings, revising 
procedures, facility modification documents, automating document control logs, organizing 
and indexing document control files, and updating distribution lists were all being done by 
document control. 

The three text processors’ work output was not adequate, and document control had no 
control over their work schedules. They were off for staff meetings, training, and other 
meetings. When the Tiger Team arrived, the text processors were transferred to support that 
activity and no longer supported document control. This meant document control was back to 
being run by one person. 

By this time, all the files had been indexed, the logs automated, and the facility 
modification documentation was under control and being worked as appropriate. The key 
drawings had been reorganized and placed in the WERF facility (the other facilities did not 
have key drawings designated at this time), the distribution lists had been updated and 
automated, a receipt letter tracking system had been put into place to track control of 
controlled manual updates, and the disk copies of procedures, directives, and other controlled 
documents had been returned to document control. Disk copies were verified and changes 
were not made before approval was received authorizing the change to be made. Document 
control had also verified that the table of contents of the manuals matched the contents of the 
manuals. A separate letter file had been set up for letters to and from DOE, the EPA, the 
State of Idaho, etc. This was necessary because document control was always being asked to 
provide the letters that authorized changes to be made to the technical safety documentation, 
etc., and having them in a separate location made this easier and faster to accomplish. After 
it had been suggested to the manager that several manuals were out of date and could lead to 
audit findings against the facility, document control was directed to set up libraries where 
personnel had access to all the manuals required to do work for WROC, thus minimizing the 
number of controlled manuals that needed to be maintained. 

In June 1991 document control was assigned someone who was reliable and had a 
limited document control background. Later an additional person was added to help with the 
copying, filing, and minor clerical jobs that must be done in any office. 

During the summer of 1991, a decision to projectize the WERF Restart was made. 
This decision effectively made WROC and WERF into two separate departments. With this 
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split, two complete organizations were created, each included separate document control 
groups. However, the document controls were colocated in a larger office with access 
control. This office had 423 sq. ft. but was configured such that it was more conducive to 
housing a document control and records management center. Creative use of space was 
utilized through the use of specially designed shelving units. In addition, a small storage 
room was used to store supplies, extra copies of documents, and other nonrecord material. In 
an effort to be in compliance, records were microfilmed and others placed in fireproof 
cabinets. However, space was still a premium, there were five people in this office. 

The work load never decreased because there was a major effort to as-build all of the 
WEW key drawings, the rewrite of all WERF directives, operating procedures, abnormal 
emergency procedures, maintenance procedures, several technical reports, fire protection plans, 
hazards assessment, etc. and rewrite of the technical safety documentation in accordance with 
the new DOE Order 5480.23. WERF was the first facility in the DOE Complex to implement 
this new order, and so it was difficult to gain approval. In addition, document control also 
provided support for a corporate Operational Readiness Review (ORR), a DOE Operational 
Readiness Evaluation (ORE) for all operations except incineration, and later a second DOE 
ORE for incineration only. As a result of supporting WEW’s restart efforts and in support of 
the ORR and ORE, the majority of WROC’s work was put aside and was not being 
completed. 

In the fall of 1991, DOE requested that a complete active records inventory be made. 
The WERF records managers were required to complete records coordinator training, conduct 
the inventories and meet the company’s deadline. Obviously this impacted the ability to 
support the WERF Restart effort, however, management support was received and was vital in 
order to meet the company’s deadline. During this process there was a need to gather WERF 
related records. Some resistance was encountered, however, management addressed the issue 
and the resistance stopped. Copies of the gathered records were made available for 
individuals upon request. Types of records gathered and now under access control were: 
project file, sampling data, operating records, and systems information. 

Light on the Horizon 

Shortly after the inventory process, the review committee responsibilities were turned 
over to another group. Document control was only required to take part when asked to 
review a procedure. Now, when a procedure didn’t get out on time and the person 
responsible said that it was in document control, they could say “No it isn’t; go and find out 
where it is and bring it, signed correctly, and we’ll issue it for you.” Document control also 
started receiving work that was truly document control work from other organizations within 
WEW who had been doing it. One example was the control of the forms that were specific 
to WERF. This had been done by the Operations Organization. 

All document control personnel worked for one branch, however each supported 
departments which maintained subtleties within their respective document control processes. 
To improve consistency and communications, the technical leads started holding meetings to 
discuss common issues and possible solutions. As a result of these meetings several 
improvements were made. Some of these improvements include: 
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Corrected Copy - Issue for procedure/document changes that should have been 
made but were missed in the original issue. This cannot be used to make 
technical changes. 

0 Controlled Copy Red Stamping - Each documented that is issued is stamped 
with a red stamp that identifies the document control center, the issue date, and 
the control number for that copy of the procedure. This stamp states "This is a 
Red Stamp.". This distinguishes controlled copies from information copies 
made from controlled manuals. 

Effective Until Stamping - When a procedure is issued but are not yet effective, 
the old procedure is stamped "Effective Until" until the new procedure becomes 
effective. This ensures that an effective procedure is in place and in the 
manual at all times. An index, identify these procedures, is kept in front of the 
manual, so that it is known which procedures need to be pulled from the 
manual on the effective date of the new procedure. 

0 Records inventories for entire facilities - It was suggested that document control 
complete the records inventories for the entire facility in which they reported 
to. In 1993 the records inventory was completed for all of the WERF direct 
reporting people, matrixed engineers and for WERF Document Control and for 
the WROC Document Control. In 1994 the records inventory were completed 
for these same people (except for WROC Document Control). In addition to 
these, records inventories were also completed for the cognizant professionals 
matrixed to WERF including the radiological technicians. 

Records Management Plan - A standard plan was developed that could be 
slightly modified to fit each Document Control and Records Management 
Center. 

Strict Access Control - All cabinets are locked and require a key and 
permission to look through them. All records must be checked out if removed 
from the office, certain files are not permitted out of the office, and copies of 
other records are made for the requester to use, if needed. 

0 Automated Distribution Tracking - Distributions are tracked using a barcoding 
system called Mantrack, which was acquired from another laboratory and 
adapted for the EM Branch Document Control Centers. The system is used by 
five document control centers and saves many hours of manual labor. This 
system assigns a barcode to each transmittal letter. The barcode includes 
identifying numbers for: the manual, the manual owner, the control number, 
and the transmittal number. The system can be used to track such things as: 
out of date manuals, provides history information for that manual or the 
individual manual holder, distribution lists. It can also be used to generate 
reminder letter to those individuals who have not yet returned their receipt 
letters by the required return date. The goal is to eventually barcode all records 
for easier tracking and retrievability. 
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In August of 1993, the company was tasked with assisting DOE-ID in completing their 
1993 records inventory and to have the inventories completed before September 1993. The 
Environmental Restoration and Waste Management (ER&WM) Organization had no records 
coordinator. As a result the company requested that the EM Branch complete the 1993 
records inventory for DOE-ID ER&WM. EM Branch management requested that the EM 
Branch records expert and three other records coordinator’s complete this task. This was a 
concentrated effort and was completed in a two week period. Once again, this impacted the 
ability to support the WERF Restart effort, however, with management support the task was 
completed on schedule. 

In 1993 a new office building was being constructed at WERF to include a new 
Document Control and Records Management Center. Engineering asked for a list of 
requirements for the new office. This list included: a card reader to control access, a lockable 
dutch door, adequate structural support for high floor loading, shelving units for the walls, 
additional power outlets, built-in storage cabinets for storage of boxes, lap top computers, 
etc. This office would have 503 sq. ft. for the WERF Document Control. In addition to the 
document control room, a separate reading room with 265 sq. ft. was established. This room 
included a table, a complete set of Company, Branch, and Facility manuals, a 
microfiche/microfilm readedprinter, a computer with Internet access, some periodicals, Master 
FaciIityKey Drawing Stick Files for all Facilities, vendor information such as the Thomas 
Register, other reference material, and a copy machine. This building was completed and 
document control moved in during January 1994. 

Key Positions in a New Culture 

In February 1994, WERF Document Control helped the company meet a DOE-HQ’s 
imposed deadline for the submittal of all environmental unscheduled records to Hanford for 
scheduling. A majority of the environmental records were created by the EM Branch, of 
which WERF is a part. The records inventories were used in the process of identifying these 
records. In reviewing these inventories, many discrepancies were identified. As a result of 
this effort, an EM Branch records steering committee was established in the spring of 1994. 
This standing committee was to address and resolve these discrepancies. The committee is 
chaired by the WERF Document Control Technical Lead, who serves a dual capacity, as the 
EM Branch Records Management Technical Lead. This committee includes representatives 
from each of the EM Branch’s departments and a representative from the company’s records 
management organization. WERF restart was impacted somewhat because of the major effort 
required to complete the committee’s tasks. Management support was a valuable asset in 
order to complete these major accomplishments and in changing the records attitude and 
culture within the WERF and the EM Branch. 

In summer 1994, after WERF restart, WERF and WROC were recombined as one 
department. This created a whole new challenge. WERF was near completion of reissuing 
all required documents and establishing processes for just WERF. Now those documents and 
processes that apply to all of WROC had to be recombined. In this effort, most documents 
were WERF documents modified to include WROC because WERF’s were more current. In 
addition, a recent reorganization within the EM Branch, assigned the document control 
personnel as direct reports to their respective facilities. WROC Document Control is in the 
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process of reorganizing to combine the two centers and give the responsibility for like 
functions to only one person. This will reduce redundancy and increase efficiency, which will 
help because staff has been reduced to three people. Although one person will have the 
primary responsibility, the other document controllers can cover all functions. In the process, 
document control was also able to convince management that they could send inactive records 
to the company records holding area, thus freeing up much needed space. To date, over 100 
cubic feet of records have been sent in a very short time. Records date as far back as 1982. 
This will help the centers make better use of the limited space they have, as well as help them 
become more efficient by combing like records in one place. 

After the 1994 records inventory effort, a decision was made to upload all records 
inventories into the Company Versatile program and print the data and create the records 
inventory forms. The records steering committee used the Uniform Filing Codes (UFC) that 
had been established by the company for inactive records to input the data into a system call 
Datalink, which was then uploaded into Versatile. While in the process of doing this, the 
company changed the UFCs several times. Recently the records steering committee joined the 
company UFC committee to assist in the development of the UFCs. As of June 1996 
strategies for implementation of these UFCs are being developed. Our record steering 
committee will undoubtedly help with the implementation of the UFC for the EM Branch. 
Each facility will be responsible for verifying the Versatile printouts for accuracy and correct 
UFCs, which should be less time consuming than redoing records inventories from scratch. 

Lessons Learned 

Making a positive difference is gratifying. The following insights and principles gained from 
these experiences may be of value to those is a similar situation. 

Be creative with what space you have. Space is a precious commodity. 

Be aware that you are providing a service and act accordingly. Don’t be offended or 
discouraged easily. Changes occur that sometimes nullify hard work, but effort will 
eventually be recognized and progress made. 

Remember that people change slowly, but they will change if it is to their advantage. 
Help them see their advantages. Change occurs through education. Be a helpful 
instructor. 

Establish rules and follow them even when challenged. 

0 Follow procedure every time. Don’t take the easy way out. 

0 Implement one change at a time. Don’t try to do everythmg at once. 

Obtain management approval and support for your programs. Then keep them 
informed with what is happening. It is important to know when to get management 
involvement when resistance is encountered. Use your silver bullets appropriately, but 
sparingly. 
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Be courageous. Be bold when necessary. Knowing what is right and best after hard 
work empowers. Don’t be afraid to try something new. Just because it has always 
been done that way doesn’t mean it is the best or only way. 

Get people involved. People like to make suggestions, especially if the outcome will 
not impact them. 

Ask for what you need. You may be surprised at the support you receive. 
don’t ask, you’ll never get it. 

If you 

When victimized by unreasonable changes, get involved. Membership on committees 
affecting document control was a great advantage to the document control effort. 

Pick your battles. Know when to back down on a minor point in order to gain a 
victory on major issues. 

Publicize your center and services so people know what services you provide. 

Establish a good manual process before automating. 

Don’t automate everything. Somethings are more efficient when done manually. 

Have a sense of humor and laugh often. 
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