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1 –  SUMMARY XE "1 –SUMMARY" 
This review uncovered no major problems.  It is clear that all employees are working hard to make SLAC a success and every indication is that they are achieving their goal.  Several areas were identified where management may want to investigate further to improve the operations.  
The processes that appear to have the greatest opportunity for improvement in efficiency are in the areas of travel expense reimbursement, budget disbursement review and cost accounting disbursement review.  There was every indication that the work done by these departments resulted in accurate, complete and timely records that are essential to lab operations, however changes in the process, guidelines or forms used may result in an improved efficiency and user satisfaction.    
OVERALL AVERAGE VALUE 
FOR AREAS REVIEWED:  4.2 out of 5.0   
2 – INTRODUCTION XE "2 – INTRODUCTION" 
A review of the Stanford Linear Accelerator Center’s (SLAC) administrative service functions was held at the laboratory from July 18 through July 20, 2001.
2.1 – Review Panel members:
Mr. Karl Heins

Director – IT Audit Services
University of California, Office of the President
Mr. Bruce Chrisman
Associate Director for Administration
Fermi National Accelerator Laboratory
Mr. Bob Camper
Facilities Manager
Lawrence Berkeley National Laboratory
Ms. Susan Murphy-LaMarche
Deputy Director, Human Resources
Princeton Plasma Physics Laboratory
Mr. Stanley Wheeler
SLAC Contracting Officer
U.S. Department of Energy, Oakland Operations Office
Mr. Mark Waite
Business Services Director
Thomas Jefferson National Accelerator Facility
Ms. Gloria Kwei
Manager, Human Resources
University of California, Lawrence Livermore National Laboratory
2.2 – Charge to the Panel
SLAC asks the Panel to evaluate each administrative service area involved in the Peer review with regard to the following criteria:
1. Is each area pursuing high quality standards through the use of relevant performance-based criteria?
2. Are the service functions pursuing their missions in a cost effective and efficient manner;
3. Are the service functions aligned with the programmatic goals of the Laboratory; and
4. Are the service functions achieving an acceptable level of customers’ satisfaction?
In addition to the above, SLAC asks the Panel to identify areas that it believes merit special recognition, and areas that warrant special attention for targeted improvement.
2.3 – Approach
The peer review included presentations, review of advanced materials, and discussions with certain key individuals. 
The Panel received presentations from the: 
· Associate Director of Business Services, 
· Manager of the DOE Stanford Site Office, 
· Director of Human Resources,
· ES&H Training Coordinator, 
· SE&M Department Head,
· Site Help & Information Management, (Karl – I don’t recognize this?? - Jerry)
· Facilities Support, (I don’t recognize this either?? - Jerry)
· Technical Information Services,
· Legal Counsel of the Business Services Division Office/Legal, 
· Assistant Director of Business Services and CFO,
· SLAC Budget Officer,
· SLAC Accounting Officer,
· SLAC Purchasing Officer,
· Assistant Director for Business Services (Business Laboratory and Support Department),
· Lab Managers Advisory Group
· Stanford University Internal Audit.
 In addition we interviewed the Laboratory Director and Associate Directors, the Lab Managers Advisory Group, and took a tour of the facility.  We also reviewed supporting documentation, including audit reports and appraisals supplied by the speakers, as well as additional information requested by various members of the Panel.  All requested documents and supplementary information were supplied promptly. 
The results of the information gathered were compiled using a facilitated process to capture as many of the observations and ideas as possible.  While the Panel and process represents an excellent forum to provide input from its peer group, the process unfortunately does not allow time to validate the observations.  Therefore, because of this constraint, these observations and recommendations will need to be validated to determine if there are local legitimate barriers preventing their correction or implementation.  
The Panel would like to thank all who participated in the review and commend the professionalism of SLAC management and staff.   
3 – GENERAL COMMENTS
These general comments reflect the observations of the peer review team as the items that, in the opinion of the review team, should receive the greatest attention.  Unlike the other parts of the document where all key observations are included, this part includes only observations where there was consensus among the group.
The following items were noted as areas where the lab should be commended.  These items represent recent changes in management organization, new processes, innovative use of technology or other items of note.   This effort should be recognized and enhanced.  
· The new Service Request System appears very effective.
· New management changes: procurement shipping/receiving; communications director; diversifying at the senior management level.
· Combining operational management of Facilities with Plant Engineering looks to be cost-effective and should result in higher quality work
· BSD leadership of quality initiatives: off-sites, training, active customer input, vision, and peer review.
· The formation and support of the LMAG advisory group.
· Procurement cross training and alignment with laboratory goals.
· Employee Recognition Program:  includes social aspect, not just technical recognition, which contributes to the overall good health of the laboratory.
· ES&H training places all the course information on the Web.
· Technical Information Services: all publications well managed and accessible on the Web. Pre-publications on the Web. Significant reduction of printing/publications costs. Effective use of technology in overall publications process.
· Property re-use system on the Web.
· Electronically transmit attachments in requisition process
· SEM:  using preventive maintenance as a service request is innovative.
· Inviting all the employees to the peer review presentations makes for an open process and open environment.
The following items were noted where there may be a potential to improve the operations by making a change.  They may represent a problem, symptom or an opportunity.  Further analysis of these areas may provide substantial opportunities to improve the effectiveness and efficiency in the operations of the lab.

· Travel expense reimbursement process is very dependent upon detective controls to correct the up to 99% error rate on submitted reimbursement requests.  This results in frustration for employees and others who must use this system.  While understanding there are regulatory and other requirements that must be met for eligibility for reimbursement from sponsoring organizations, an adoption of preventive controls, redesigned forms and enhanced employee training may provide efficiency improvements while maintaining the high quality of documentation needed.  
· The budget process related to assuring that departments and projects stay within the appropriate guidelines appeared inconsistent and unclear and may reflect micro-management.  While not able to understand the complete process or an in-depth understanding of the problems because of time and other constraints, this appears to be an area where there is significant opportunity for improvements in both the effectiveness and efficiency of operations.  A study of the process, guidelines, and role within the organization for approval would seem an appropriate place to start.  
· The use of the Web for communication, transaction processing and meeting other business needs has, and will, continue to transform the way business is done.  However, care should be taken before spending time to develop Web pages to ensure that it is the appropriate way to deliver the information offerings. Consider using a priority setting process that includes all users of the system in business systems development; establish an appropriate forum where all concerns can be evaluated and a fair, defined way to set the IT development priorities.
· In today’s environment, the finance function has burdensome reporting and documentation requirements to meet the needs of the SLAC’s external parties.  However, managers within the organization also need the same information.  While these needs often do not have the same regulatory ramifications, this information is valuable for the accomplishment and proper execution of many administrative functions.  With the implementation of the PeopleSoft system completed, a process to consider internal customers should now be considered with less of the total time dealing with compliance issues.  Use of groups like LMAG may provide a mechanism for this outreach.
· HR: Clearly one of the greatest challenges to SLAC is the recruitment and retention of technical personnel.  This includes technical personnel in the administrative functions of the Lab.  With the competition from other local technology-related companies in Silicon Valley, every effort is needed to improve customer interaction in employment and the recruiting processes in order to prepare for successful staffing.
· HR: There is a need to understand the true issue around classifications -- balance AD need for broader/flexible classifications and the desire for faster reclassifications with HR’s view to "just make it faster."
4 – COMMENTS BY AREA
Observations by individual reviewed area:  These observations may not represent a consensus by the peer review group.  However, even one observation by a review area may ring a chord with management for further beneficial investigation and study.  Each area was given a quantitative rating based upon our observations and discussions during our short visit with SLAC.  While there is significant value in observing the presentation, discussing the points with the presenter, and to the extent possible, corroborating the results, the peer review team was constrained by the amount of time that could be spent from their normal jobs to participate in this event.  As a result, the observations and recommendations need to be tempered by the realization that work was based within these limitations and if further work were performed, additional or different recommendations may have resulted from such a study.  
The detail of the individual scores with the distribution of the value or rating applied to the various areas is attached in Appendix “A”.   The value given with each section is the average of the review Panel. The scale is as follows:
1. Unsatisfactory
2. Marginal
3. Good
4. Excellent
5. Outstanding
5 – HUMAN RESOURCES 

VALUE:   4.6 

5.1 -- Observations
The Human Resources Department promotes a respectful workplace environment through its policies that contribute to a better working environment.   The workplace policy is part of the performance management system.  The positives for Human Resources include not only its respectful workplace policy, but also, an employee recognition program.  The recognition program implemented by Human Resources is called the “Global Award” and is based on social performance.  So far thirty-two awards have been given.  
The Human Resources Department reports directly to the SLAC Director.  This reporting relationship provides the ability for this department to communicate directly thereby creating and maintaining close ties necessary for this critical function.   Human Resources recognizes most of its problems through consistent use of customer surveys.  They corroborate a “can do better” list with their customers and know where improvements are needed.  Human Resources have been responsive to SLAC with the implementation of a new classification of Health Physics Techs (AO Com).  Furthermore, the department has been responsive to local conditions by helping new staff meet their housing needs in a difficult market.    

5.2 – Conclusions

The Human Resources Department promotes a homogenous environment through its policy implementation and employee recognition program.  Communications between Human Resources and the SLAC Director is excellent.  Human Resources understands it has shortcomings, and as a result, is positioned to take steps to meet those shortcomings.
5.3 – Areas for Focus
Areas that were noted by at least one-peer reviewer include: 
1. The employment process when compared to other local companies appears too slow.  Improvement is particularly needed in their recruiting process for professionals.  The problems and challenges of recruiting technical employees in Silicon Valley are systemic to all local business.  
2. The re-classification system appears too rigid and too complicated.  Consider changing employee classification policies to more closely meet the needs of SLAC, and perhaps, go beyond the classifications Stanford University uses.  If possible, reduce the number of interviews then enter the data once. 
3. In several areas, additional new employee training may be a solution to other problems.  For example, a longer training program needs to be implemented that would include instruction on creating proper purchase/travel requests.
4. Human resources may be able to more fully utilize its Web potential in their effort to reach and service their customers.   
5. Human Resources may want to redefine itself more clearly with respect to all its customers and to work to coordinate more with them during the hiring process.  It appears that the current feedback mechanism with customers may not be identifying some of the issues with respect to its current practice.
6 – EH&S TRAINING PROGRAM

VALUE:   4.1
6.1 – Observations
The ES&H Training Program appears to have a good process to track training with the development of a database and a structured training procedure.  The program seems staffed to meet its program needs and has added an instructional designer to answer complex training material issues.   A feedback process has been implemented by establishing a training task group to obtain customer input. The development of this process reflects the service orientation of the ES&H training group.   
However, there appear to be some additional feedback opportunities.  Some of these include getting feedback from the employees when training is needed, additional feedback on safety violations, and student evaluation of training classes. Using these feedback processes may enable ES&H to update the training to reflect current concerns.  
6.2 – Conclusions
ES& H Training group has developed a good training structure and process to track training.  With the addition of the instructional designer, the staffing seems adequate.  A customer feedback process was established and reflects the service orientation of ES&H Training.  There are some opportunities for improvement, particularly in the training program feedback system to indicate to employees when training is needed, to provide for student evaluations, or to reflect safety issues.
6.3 – Areas for Focus
Areas that were noted by at least one-peer reviewer include: 
1. ES&H Training should get results and data from the field to judge the effectiveness of the training.
2. The training feedback forms from each attendee should be completed and include questions regarding the complexity of the training material in the technical courses and other opportunities to improve the course material.
3. Employee Training Assessments should be required on all employees at performance evaluation time.
4. A system of continuous review/feedback should be implemented.  A training task group review process is a good place to review training issues. 
5. No-shows at the training classes are expensive.  Consideration should be given to an appropriate way to address this issue. 
7 – SITE ENGINEERING & MAINTENANCE (Maintenance only)

VALUE:   4.6

7.1 – Observations
Note:  the only part of the Site Engineering & Maintenance Department (SE&M) reviewed was the maintenance department.  This department has an impressive “service request” system in place that provides real-time information.  Using this system, the service center can handle more than 750 projects at the same time. This system treats preventive maintenance as a service request that is also tracked in the system.  The result has been very effective and now one hundred percent of their preventive maintenance is performed in a timely manner.

 The maintenance group appears to have made significant customer satisfaction improvements through its service requisition system. There is an integrated system for requesting customer satisfaction feedback.  In addition, a new customer response form gives a status to the customer and an opportunity for the customer to provide feedback. These changes appear to have resulted in improvements in quality, responsiveness and tracking. 

Two other noteworthy items include:  First, SE&M maintenance has initiated a five-year plan for conditional assessment of the facilities with a subcontractor.  This provides a basis for planning future significant maintenance projects. The second is a change to in-house ownership of their systems.  By understanding and identifying repeated problems, a more appropriate corrective action can be taken resulting in reduced service calls (for example: a reduction of forty percent of the plumbing calls.)  

7.2 Conclusions

SE&M has developed an excellent service request system that allows the department to handle simultaneously a large number of diverse projects.  In addition, an integrated system allows for customer feedback and enables the department to be streamlined and timely.  The organization of the staff allows for a diversity of function to handle skills shortages.  A five-year plan for conditional assessment has been an effective tool to establish future maintenance needs and to help plan their preventive maintenance.
7.3 -- Areas for Focus
Areas that were noted by at least one-peer reviewer include: 
1. The management should consider developing a method of anonymous feedback from staff to ascertain how well the reorganization is working.

2. Rewards and incentives should be implemented for trade staff that develop “thinking outside the box” solutions to assist the department in its continuing efforts to become streamlined and more efficient.  Consider non-fiscal methods available to recognized team efforts in making the service system work.

3. The small engineering projects may need to improve their processes to develop added attention for following specifications and a disciplined approach to change control. 
8 – TECHNICAL INFORMATION SERVICES

VALUE:   5.0

8.1 -- Observations
The Technical Information Services Department (TIS) has done an excellent job meeting the customer’s needs and they seem to understand the scientific world and its requirements.  The technical publications produced by this department are current within twenty-four hours.  Reproduction costs have been reduced from $400,000 to $50,000.  
In addition, they demonstrate an effective low cost risk avoidance approach to technology by using the inexpensive but robust Unix-SPIRES database.  While this technology is not widely used, TIS, by keeping the developer under contract, are assured timely continued support.
TIS provides quality technical information worldwide and effectively uses the Web to disseminate information.  It sustains first-rate cooperation and communications with other libraries.  All of the printed materials delivered to TIS are provided via the Web, and this looks like a good practice.  In fact, the technical information output is outstanding considering the resources that are consumed.        
8.2 -- Conclusions
TIS has done an excellent job meeting the needs of their customers and maintaining its software.  They have reduced reproduction costs and provide quality information worldwide with its good communications to other libraries.  
8.3 – Areas for Focus
Areas that were noted by at least one-peer reviewers include: 
1. The publication management group needs to pay close attention to its backlog of 668 publications.
2. Technical Information Services may need additional staffing.
9 – BUSINESS DIVISION OFFICE

VALUE:   4.6

9.1 Observations
The Business Division Office embraces innovative concepts to provide continuous improvement to maintain a high level of customer service.  The Lab Managers Advisory Group, offsite meetings for continuous improvement, and the peer review all help provide an attitude of  “how can we do this?”  The group has overcome difficulties such as funding constraints and PeopleSoft’s inherent problems by effectively managing their resources to provide a high level of service.

The department attitude reflects an openness of communication that is excellent.  Examples include inviting the DOE contract officer to hear both sides of the discussion, inviting anyone of interest to hear the peer review presentations, and establishing advisory groups with a mandate to bring problems to management.  In particular, the Panel considered the establishment of a Laboratory Management Advisory Group (LMAG) a sound practice and an especially effective method to improve administrative services.   

It is also evident that customer orientation was important to this office.  Also, placing all the laboratory policies and procedures in one central location is a sensible practice as is opening all the review proceedings to all affected employees.   
9.2 – Conclusions
The Business Division Office approaches its mission with a positive attitude and forward thinking management.  Periodic offsite training keeps the staff both motivated and informed.  The development of advisory groups helps to identify problems and enables the office to make effective improvements.  The office is customer-oriented with consideration toward cost effective and sensible staff communication.
9.3 – Areas for Focus
Areas that were noted by at least one-peer reviewers include: 
1. Several managers may benefit from additional training on making effective presentations.
2. Assessment goals in the contracts should be performance based and require compliance. 
3. Consider expanding the scope of the LMAG or similar group to include the entire lab with a meeting with the Director once or twice a year.
4. Continue to work at making “creative solutions” and “high-quality, low cost service” to be a reality rather than an aspiration.
5. The acquisition of computer purchases appeared to have too many administrative steps for approval.  This may be a process that could be further streamlined.
10 – FINANCE 

VALUE:  2.7 
10.1 Observations
Three groups in the Finance Department, Travel, Budget and Cost Accounting, appear to be areas of opportunity where efficiency can be improved.  There is no indication of problems in the accuracy or controls of the work done by these groups.  However several potential changes may result in both improved efficiencies and better customer service.  

The travel reimbursement process currently uses extensive detective controls to ensure the travel reimbursements are correct before funds are remitted.  Each travel reimbursement request is checked twice before it is approved for payment because almost none of the travel reimbursement requests are correct as submitted.  It was also noted that the lab must follow many rules and regulations related to travel.  While the rules and regulations may not be able to be changed, there are other parts of the process that could be modified to streamline this process.  Consideration should be given to evaluating the entire process from beginning to end.  For example, some of the areas to examine are:  who should complete the request; can the forms be improved; and can better guidance, tools and support be provided. 

The Budget Office currently appears to use extensive detective controls to ensure compliance to the budget.  Examples of this include budget approval of all purchase requisitions over $10,000.  Budget’s role in an organization does provide a central control over the expenditure of funds and there is every indication that this control is working.  The process in many organizations has moved some of this central control to give greater responsibility to the individuals who are responsible for their department or project.  This reduces the amount of administrative effort needed to maintain effective budget control and enables the department and project managers to more effectively do their job.  Consider evaluating the entire budget/expenditure approval process to streamline it.  Perhaps using the PeopleSoft system budget features and changing the emphasis from the central budget office to department and project managers can help.  

The Cost Accounting Group exerts extensive quality control since all payments undergo extensive review prior to disbursement.  This division receives high performance from its staff since only a marginal number of personnel are available to complete the tasks.   The division should be considered understaffed particularly when assessing the need by the laboratory’s division planners and the cost managers to receive consistent and timely financial data.  This also appears to be an area of opportunity for increased efficiency.  Consider evaluating the entire review process to determine if it can be changed to streamline this process.   

10.2 – Conclusions

The Finance Department uses an extensive review process before disbursing payments.   There is no indication that there are any problems related to correctness or accuracy of these transactions.  However, when compared with contemporary disbursement systems, the level of reviews and checks appear excessive.  While acknowledging there are extensive rules and regulations that, if not followed, would jeopardized reimbursements from the SLAC’s sponsors, there appear to be opportunities to improve and streamline these processes
10.3 – Areas for Focus
Areas that were noted by at least one-peer reviewer include: 
1. Consider changing the budget review process.  Even if the current process is maintained, users need training on the budgeting process and procedures.  Additional ongoing communication is also needed for the project and department managers.  The project and department managers need to receive better actual data with improved timeliness and accuracy.  

2. An approval process with the customers needs to be contemplated with consideration as to who is accountable for the proper controls. Consider managing by budget instead of managing by requisition.

3. Consider implementing a “positive pay” system with the bank to identify  and prevent check fraud. 

4. Use findings of travel audit to support improvements needed in the travel reimbursement system.

5. Consider changing the travel form to make it easier to fill out.  

6. Improve the training required to educate the SLAC personnel on how to fill out the travel requests and the expense reports.  This training should include travel regulations and procedures so that the requests that are submitted require only one review.

7. Consider moving vendors such as food service to a P-card or an E-procurement type of system. 

8. The inventory seems high at approximately $2 million. 

11 – PROCUREMENT

VALUE:   4.1

11.1 – Observations

The new Deputy Associate Purchasing Officer’s procedures initiated to date, appear outstanding.  Through the positive changes initiated by this manager, Shipping and Receiving have made a significant transformation.  Items are getting delivered and processed in a much more timely manner.  The department has made a solid effort to remove attitude barriers towards improving customer service and has developed a good job of system satisfaction data collection.


The Deputy Associate Purchasing Office has a positive vision for change.  The procurement management transition to the new manager has been effective.  The cross training of the new Procurement Director is useful, and there is a valuable connection between the laboratory and management.  
Procurement is benchmarking with the other DOE laboratories with excellent purchasing processing times:  2.2 days (purchase card statistics not included.)  A highlight of the Procurement Office is the exceptionally good cooperation with regards to its internal communication system.  Their survey of buyers is positive although it is not clear how the results are being used to make improvements.    The department is moving toward e-purchasing below $100,000, and the purchase card system is working well and is quite effective.
11.2 – Conclusions

The Procurement Office is working well under a new manager who is clearly forward thinking and progressive.  The interaction between other laboratories and this office is excellent and good interoffice communication keeps this department effective.  Issues of timeliness and customer satisfaction are being addressed.
11.3 – Areas for Focus

Areas that were noted by at least one-peer reviewers include: 
1. Consider expanding the number of individuals with input capability of purchase requisitions.  It may be time to expand the fifty (50) to include others.

2. Purchasing may need to push back on socio-economic “goals.”

3. The wisdom of auditing the purchase card on a daily basis may need to be reviewed.

4. It appears the purchase requisitions process could benefit from better workflow. Possibly moving purchasing to e-procurement should be investigated.  A paper tracking system for purchase requisitions appears inefficient.  An electronic workflow may help by providing on-line approval.

5. Changes in Shipping and Receiving should be made to improve the Federal Express deliveries, because at present, the deliveries are unpredictable.

6. Currently, Procurement is not set up for cost-type contract, but it may need to prepare for that capability should they deal with research and development or similar work.

7. The fact that each division sets their own approval level for purchases appears confusing and likely difficult to administer.  This approval authority should be consistent and laboratory-wide.
12 – Business Systems and Laboratory Support Department

VALUE:   3.9
12.1 – Observations
This department provides several noteworthy services:  facilitation services, a beneficial Web-based information system with the “BIZ4U” portal, e-transmit procurement attachments, and the property re-use system.   The review group enjoyed the benefit of facilitation services as part of this review.   
In particular, the property re-use system’s concept is enhanced by the practice of having an online preview of available items for reissue.  As a result, the property management system works effectively through the use of the Web and e-mail to transfer equipment, maintain accountability, and view the property on-line.
Business Systems is aware of its challenge of providing users with their data needs.  Now that the PeopleSoft system has been installed, it may be time to plan expansion of data access.  There is no formal software or data request process that would prioritize and evaluate user requests.  If such a process were implemented with an appropriate feedback process, it may help the users outside of the financial departments communicate their business needs in an orderly manner.  Web pages may substitute for some of these data needs.  However, care should be taken to ensure the need is understood and alternatives evaluated to find the best answer to everyone’s needs.  
12.2 – Conclusions
The Business Systems and Laboratory Support Department appear to be meeting its primary responsibilities.  In addition, the department’s noteworthy efforts in using creative and innovative methods to help other departments in the area of facilitation and property reuse is commendable.  With the PeopleSoft system’s implementation completed, it may be time to set up a formalized process for obtaining, evaluating and prioritizing any users need for software changes or data.  
12.3 – Areas for Focus
Areas that were noted by at least one-peer reviewer include: 
1. Staffing for the Business Information Systems should be evaluated since the size of the technical transfer staff seems to be larger than necessitated for the activity load. Frank R. appears to be a single point of failure.  Perhaps, the technical staff for PeopleSoft should be expanded to deal with user requests.
2. A software change request process coupled with a priority setting process is recommended.  The division planners and cost managers need better access to laboratory data.  Currently, the process to receive needed reports is complicated and time consuming.
