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1.0

2.0

3.0

Purpose

This procedure establishes, describes, and defines the RPSC U.S. Antarctic
Program Lessons Learned (APLL) web-based database which is an integral part
of RPSC project management and continual improvement processes.

The APLL database broadens the concept of Lessons Learned to include all areas
of RPSC business as practiced by RPSC; sub-contractor personnel; agencies and
institutions affiliated with USAP; and the NSF (National Science Foundation). It
is devised to support identification and sharing of good practices as well as
Lessons Learned from unintended outcomes.

Scope

This Quality System Procedure (QSP) describes the processes that constitute the
APLL database, which apply to all RPSC employees. All RPSC personnel are
expected to identify opportunities for improvement and best practices and share
these with their local and professional colleagues.

This QSP defines the expectations and framework for identifying and using
APLL.

Terms and Definitions

APLL U.S. Antarctic Program Lessons Learned

CAPARS Corrective Action and Preventive Action
Response System - The database that
documents the status and reporting of
Nonconformances, Potential Non-
conformances, Cause Analyses and
Corrective and Preventive Actions.
Items from CAPARS may populate
APLL.

Causal Analysis A review of an activity to determine the
root cause, to identify less than adequate
contributing systemic factors, to prevent
furthers concerns.

Project Management Office
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Good Work Practices A positive action that has the potential
for significant improvement or cost
saving.

Lessons Learned A “good work practice” or innovative
approach that is captured and shared to
promote repeat application.

A “not-so-good” work practice or
experience that provided an opportunity
to improve a process. These items are
resolved and reflect continual
improvement practices.

Originator Any person that originates a Lesson
Learned on APLL via the on-line
automated form.

Project Management The RPSC area that mentors, by

Office (PMO) example, good work practices through
project management mentoring and
procedures

Subject Matter Expert  An individual qualified, and experienced

(SME) in performing a particular task. This
may also be an individual who, by
education, training, and/or experience is
a recognized expert on a particular
subject, topic, or system.

4.0 Responsibilities

All RPSC Employees
Seek opportunities for continual improvement.

Input Lessons Learned into APLL for enterprise-wide dissemination. Work
with PMO POC (apll@usap.gov) to clarify that the initial issue is resolved
and that the solution is technically and logically sound.

Review Lessons Learned with direct manager for applicability.

Project Management Office 3
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SMEs (Subject Matter Experts)
Review Lessons Learned when necessary.

Suggest logical changes to the solutions of technical Lessons Learned when
applicable.

Information Technology (IT) Web/Multi-Media Team

Act as the maintenance, development, and quality assurance team for the
APPL database should technical repairs or enhancements be needed.

Project Management Office (PMO) — POC (Point of Contact)
Educate RPSC personnel on Lessons Learned and how to use APLL.

Develop, implement, maintain, and review the APLL database, inquiries,
and reports.

Act as the liaison between Lessons Learned originators, the APLL database,
management, [T Web/Multimedia team, and SMEs.

Program Manager/Directors/Managers and their POCs

Express Management commitment by demonstrating that Lessons Learned
are developed and communicated at project and sustaining levels.

Signify that Lessons Learned are factored into mechanisms for increasing
safety and improving work performance.

Describe APPL as part of their Project Management Plan and closeout
procedures.

Monitor respective department- and project-specific Lessons Learned
reports for opportunities to continually improve.

Facilitate changes in procedures and processes when necessary.
Use CAPARS when applicable.

Include appropriate Lessons Learned reports in Quarterly Briefings and in
the annual AOR (After Operations Report) to the NSF Customer.

Disseminate Lessons Learned reports to department/division for continual

improvement in processes.

Project Management Office 4
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5.0 Program Description

APLL is a secure Web-based database that can be accessed by any person with an
RPSC Outlook email account (on a deferred basis for vessels) on the RPSC
Intranet at the Employee Resource page at http://denverhq.usap.gov.

Lessons submitted to APLL are matters that have been resolved, and require no
further action (except continual improvement). The Site has an automatic form
for the originator of the Lesson Learned to fill in the information about the Lesson
Learned. The lesson is then screened by the PMO POC for appropriateness,
posted to the database, and made available for report generation by project,
department, time range, or key word.

Program Intent

Lessons Learned will draw on both positive experiences—good ideas that
prevent accidents or save money, and negative experiences—Lessons
Learned only after an undesirable outcome has already occurred and the
matter has been resolved. The relationships of Lessons Learned and other
management information sources will be clear and understood. Lessons
Learned will communicate only lessons, and will not duplicate nor replace
other management information functions, such as CAPARS (Corrective
Action and Preventative Action Response Program) or the Anonymous
Employee Suggestion Box (see Appendix C and D for descriptions and
matrix of the related systems).

Originators submitting information that is more appropriate for CAPARS or
the Suggestion Box will be notified via email by the PMO POC.

Information Flow

The on-line Lessons Learned automated form is automatically submitted to
the PMO POC for review and publication. The PMO POC will review the

submission for appropriateness and completeness, deferring to SMEs when
applicable. The originator will receive email notification when their lesson
has been published in APLL.

Project Management Office 5
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Content and Style

The APLL establishes the following guidance on content and style for
preparing Lessons Learned. Lessons Learned that are written from locally
generated information will contain the following five basic elements:

e A clear statement of the lesson
e A background summary of how the lesson was learned

e Benefits of using the lesson and suggestion how the lesson may be
used in the future

e Contact information for additional detail

e Key data fields to aid searchability such as department, project name
and so forth.

If the information is obtained from other sources, the Lessons Learned
originator should provide the Lessons Learned as reported by the original
source. If information is obtained from a non-RPSC source, the POC may
reproduce the information in its entirety or abstract the key information.
Typically, the local originator will need to generate the data fields based on
his/her best judgment.

Information Use

User obligations are defined at the individual organization levels. The
RPSC Lessons Learned program is intended to complement (encourage)
other formal and informal peer and workgroup sharing. Directors,
Directorates, and Managers are encouraged to incorporate Lessons Learned
into their staff meetings.

Project Management Office 6
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6.0 Lessons Learned Development and Dissemination

Information used to generate Lessons Learned may come from any reliable
source. This includes RPSC staff and other USAP organizations.

Typical Information Sources

e Personal experiences ¢ Engineering Design Reviews
e Field activities e Project planning and evaluation
results

e Occurrence reports e Performance indicators

e Assessments, audits, and e Performance improvement
appraisals initiatives

e Safety meetings and bulletins e Work planning

e Quality meetings (PA/QA - e Critiques, analyses, and
Performance investigations

Assurance/Quality Assurance)

e Training evaluations e Process improvement initiatives
(Raytheon Six Sigma)
¢ Non-conformance reports ¢ Every day occurrences

As mentioned, every individual at RPSC with an Outlook account can
access the Lessons Learned database and input new lessons on the RPSC
Intranet at the Employee Resource page at http://denverhg.usap.gov. Itis
up to Directors, Directorates, and Managers to expand the opportunities for
continual improvement to their employees. The reporting function provides
a way for employees to review their team’s Lessons Learned and determine
the impact on their work processes.

Project Management Office 7
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Dissemination of Lessons Learned Information
Auto-generated Lessons Learned reports for organization-wide
dissemination provide essential information to reduce search time and

enhance determination of relevancy.

Lessons Learned can be disseminated via reports from the APLL site. The
downloadable reports are as follows:

e All Lessons
¢ Filtered by Department
e Filtered by Project
e Filtered by Keyword
e Within a given Date Range
The report format can be one of the following three choices:
e Microsoft Excel file (.xls)
e (Comma-delimited text file (.csv or comma separated value)
e HTML file (.htm)

This variety of reports should be sufficient to fulfill most end user needs.
Customized reports can be requested from the POC on the APLL Web site.

7.0 Utilization of Lessons Learned Information

Lessons Learned will be used to optimize management decision-making and to
improve worker performance. Applicable Lessons Learned will be incorporated
in RPSC activities (e.g., strategic planning, program and project planning, and
work processes).

The APLL database will be available to all RPSC employees for opportunities for
continual improvement.

Project Management Office 8
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8.0 Submission and Approval Process
Lessons APLL
Learned APLL Web-Based
Originator POC Database
Lessons Learned p/ Reviews LL for SMEs consulted when needed
Entered into APLL Appropriateness e
Resubmit
. Approves &
< NO Rg\;('?,w YES > Releases LL to
) Database
Originator works
with POC to
revise LL
> LL Withdrawn
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9.0 Records

All lessons learned (both approved and unapproved) will remain in the database
indefinitely or until they are obsolete. Unapproved lessons will not be visible to
the end users.

10.0 References

Corrective Action and Preventive Action Response System (CAPARS)
QA-DH-200, August 03, 2004.

Raytheon Systems Company Aerospace Engineering Services
Lessons Learned Technical Standard. June 14, 2001.

Raytheon Systems Company Aerospace Engineering Services (AES)
AES Lessons Learned

Effective Lessons Learned Information System (ELLIS)
http://hint.hou.us.ray.com/learned/#, 2004.

SPSM (South Pole Station Modernization) Lessons Learned FY04.
June 19, 2004.
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APPENDIX A
APLL Template for Emailing Lessons Learned to
aplil@usap.gov
Originator:
Email:
Phone:
Department:

Lesson Learned Topic:

Project (if applicable):

Statement of Lesson
(brief description):

Background/History
(include other solutions
tried):

Solution\Resolution
(Must have occurred):

Additional Comments:

Project Management Office
Contract No. OPP 0000373
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APPENDIX B
APLL Screen Shot for Originators of Lessons Learned

APLL Home | Wiew &ll Lessons | Add New Lesson | Lesson Guidelines | Wiew
Reports | Contact | I Search

An asterisk (*) indicates a required field.

rPersonal Information
First Mame*: Last Mame™:

Email*: Phone*:

USAP Participant™:

Department®

(Select "COther” if vour department is not listed.)

rAPLL Lesson Infarmation
Topic*:

Project:
|Not associated with a project j
(List the project the Lesson is associated with.)

Statement of Lesson™:

(Provide a brief description of the Lesson.)

Background Summary®:

=

(Provide a detailed history of what led to the Lesson, including the
effect of the outcome on the environment and people.)

Benefits and Suggestions™:

[

(If the Lesson is negative, provide the corrective action for
preventing the problem from reoccurring, If positive, provide
suggestions for ensuring reoccurrence.)

Additional Comments:

[

(Provide any additional information that may be helpful for future

projects, These comments will be included in the Lesson Learned
wehb site content.)

Submit | Reset |

Project Management Office
Contract No. OPP 0000373
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APPENDIX C
APLL, CAPARS, and
Anonymous Electronic Suggestion Box

Mission & Goal

Provide open, honest communications while providing opportunities to learn and grow
while promoting a healthy and safe environment and continual improvement.

All three data bases make opportunities available to provide innovative, superior
solutions to the NSF and RPSC for supporting the U.S. Antarctic Program. These
databases also provide common knowledge for employees.

CAPARS (Corrective Action and Preventive Action Response System) is a LAN-
resident MS Access database that documents the status and reporting of
Nonconformances, Potential Nonconformances, Cause Analyses, and Corrective and
Preventive Actions where response is required in a certain amount of time depending on
the degree of non-conformance (ref: SOP QA-DH-200). Input, actions, and responses are
primarily at the director level. The database has automatic forms for the issuer, and
provides reports on Delinquent or Open Nonconformances, History of Nonconformances,
and Performance Metrics. Items that are resolved in CAPARS can be entered into APLL.

Anonymous Suggestions are posted to the Electronic Employee Suggestion Box
located on the RPSC Intranet. These are constructive potential enhancement requests for
improving processes, resolutions to potential issues, better ways to accomplish things, or
observations. This database provides opportunities for daily implementation of
productive activities as suggested by employees and acknowledged at the director level.
Although no reports are generated, the Site provides an MS Excel workbook for monthly
and overall annual glances at Anonymous Issuer’s Suggestions and Director’s Responses.

APLL (U.S. Antarctic Lessons Learned) is a secure Web-based database that can be
accessed by any person with an RPSC Outlook email account. Lessons submitted to
APPL are matters that have been resolved, and require no further action (except continual
improvement). The Site has an automatic form for the originator of the Lesson Learned,
once screened for appropriateness the lesson is posted to the database, and made available
for report generation by project, department, time range, or key word

Project Management Office 13
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APPENDIX D
APLL, CAPARS, and
Anonymous Electronic Suggestion Box Matrix

Electronic

Suggestion Box APLL CAPARS

Anonymity

Confidentiality

Auto Form

Generates Reports

Director Response Required

Documented Follow-up

Continual Improvement Opportunity

Changes RPSC Processes & SOPS

& |& (¢ [o|o|e

Reviewed for Appropriateness

oo (o0 (o0
L 4R 4R 4R 4R 4R 4R 4K 4K 4

SOP in Place
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