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Figure 1. Senior Iraqi chemists visited PNNL from 26-27 August, 2015. 
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1. Introduction/Summary 

Overview. The goals of “Implementation of a Chemical Safety and Security (CSS) Framework for Iraq” were to  

§ Raise awareness and initiate a dialogue with a significant cross-section of early-career chemical practitioners 
in Iraqi academic institutions and the chemical industry regarding the importance of responsible science,  
 

• Introduce a set of best practices and develop a culture of responsible science among individuals and 
organizations in Iraq’s chemical sector, 
 

• Facilitate the implementation of a national framework for chemical safety and security into which biological 
and radiological experts can integrate at a future date to be determined, and 
 

• Define specific projects to be completed to aid in national implementation that might be unveiled at the First 
National Conference on Chemical, Biological, and Radiological (CBR) Safety and Security to foster broader 
collaboration across all scientific disciplines in Iraq. 

 
Organizational Need. Years of isolation and sanctions, coupled with more than a decade of conflict, have left Iraq’s 
chemical science institutions in a vulnerable position. Several years of US government (USG) support, in addition to 
Iraq’s own efforts, have enabled a start at rebuilding and reintegration.  Considerable resources have been applied to 
the chemical industry, particularly where that industry is tied to Iraq’s oil sector. Other chemical industries have been 
forced to rely on scarce investors, who are often shy of the security situation in Iraq. This lack of investment, 
combined with weak enforcement from the Ministry of Environment, has created a situation where non-oil sector 
chemical companies may adopt dubious practices that do not meet internationally accepted norms and best practices 
for responsible science. Such practices are potentially harmful to regional and global security because toxic industrial 
chemicals (TICs) and precursors, as well as Iraq’s chemical practitioners and the knowledge they possess, may be 
vulnerable to diversion from their intended purpose to illicit activities that could benefit regional proliferators or 
terrorists.  

Even the desire for financial sustainability through legitimate commercial activity can lead to irresponsible scientific 
practices. A prominent example arose in China in the 2007-10 timeframe, when food producers added melamine to 
pet foods and milk to spoof tests for protein content, inadvertently poisoning countless pets and thousands of children, 
causing many deaths, and drastically reducing the credibility of Chinese products in the international arena. Chemists 
who have been taught to behave responsibly are less likely to be influenced by a drive for profit at the expense of 
scientific ethics, are less willing to contribute to proliferation and terrorism, and are more aware of the potential dual-

Figure 2. Left: Tikrit University chemical laboratory after 2014 ISIL attack. Right: Map of Iraq showing Tikrit’s location. 
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use nature of their work. A series of terror attacks on Iraqi university chemistry department s perpetrated by ISIL since 
2014 have made the need for widespread adoption of responsible science practices and principles all too real.  

Senior Iraqi chemists, whether working in industry or academia, have a firm legacy of excellent education, in many 
cases having been educated abroad. But this is not necessarily the case for younger chemists educated in a turbulent 
and often isolated Iraq. Iraq’s senior chemists are aging and will soon be supplanted by this next generation. 
Additionally, Iraq’s framework for organized research under the Ministry of Science and Technology has largely 
collapsed and is only now being reorganized, which has greatly constrained the healthy internal S&T dialogue that 
can detect and temper undesirable behavior. At the same time, Iraq’s isolation from the broader scientific community 
is not yet wholly overcome due to visa difficulties, financial constraints, and instability in the country. It is essential that 
Iraqi chemists acquire a strong understanding of international norms and best practices for scientific ethics and 
responsible science, and develop a sustainable indigenous capacity to inculcate a culture of responsible science in 
the next generation of Iraqi chemists. The need for chemical practitioners (as well as scientists from other disciplines) 
to work responsibly is essential for Iraq to fully rejoin the international scientific community.   

Solution. To achieve the objectives outlined above, supported by funding from the US State Department’s Chemical 
Security Program (CSP), a program operated by the Office of Cooperative Threat Reduction within the Bureau of 
International Security and Nonproliferation, an experienced, multidisciplinary project team of chemists and specialists 
in responsible science from Pacific Northwest National Laboratory (PNNL) carried out a project in FY2015 to  

• Obtain up-to-date information on current needs and status of the Iraq chemical industry and academia to place 
responsible science concepts and approaches into a relevant and actionable national and institutional framework; 
 

• Prepare a curriculum and supporting materials that can be used effectively in a symposium setting and serve as 
post-symposium reference materials for the Iraqi participants and their colleagues, leveraging materials currently 
available from other responsible science projects and activities at PNNL as much as possible;  
 

• Conduct a  three-day symposium that blends information transfer, compelling and realistic group exercises, and 
open dialogue to serve as a responsible science kickoff event that engages a significant community of early-
career scientific and engineering professionals from both academia and industry in Iraq. 
 

• Conduct a follow-on five-day facilitated workshop for leading Iraqi chemical practitioners from the first symposium 
to establish a framework of CSS units to integrate the activities of each university across Iraq and communicate 
best practices for national implementation.  

Outcomes. Over the course of the two PNNL-led workshops, the project team succeeded in strengthening awareness 
of responsible science and CSS concepts, leading to a five-fold increase in the number of CSS units established 
at universities across Iraq in just three months – from roughly 10 units prior to the PNNL-led workshop to almost 
60 by the second workshop. During the first workshop, the project team engaged 25 chemists from 19 universities 
across Iraq – almost triple the number of institutions ever engaged in a previous CSP-sponsored event by any 
other project team. During the second workshop, the project team expanded on the successes of the first event, 
engaging 26 participants who were hand-selected from the 19 universities previously reached along with decision 
makers from key Government of Iraq (GOI) ministries. 

Furthermore, the project team was successful in executing strategically impactful engagements with senior Iraqi 
scientists despite significant budget and schedule challenges associated with only a one-year period of performance 
and having to move both engagements to Istanbul, Turkey due to the difficult security situation in Iraq. This project 
was completed $70K under-budget through a carefully conducted needs assessment and use of existing materials 
previously developed by PNNL and other CSP implementers. As a testimonial to this success, the CSP sponsor 
earmarked the under-run for a new follow-on PNNL-led engagement with Iraqi chemists from academia and industry 
in 2016.  

Lastly, because of the success of these PNNL-led workshops, the GOI is now in final planning stages for its first 
national Chemical, Biological, and Radiological Safety and Security (CBRSS) conference, to be held in Iraq pending a 
stable security situation. It is for all these reasons, which are described in more detail in this submission, that this 
project merits strong consideration to be selected for the PMI Award for Project Excellence.     
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1. Sponsor Letter 
2. 	    
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3.   Benefits/Value  

Benefits to Iraq. The most significant benefit of this project is reducing the threat that terrorists will gain access to 
weaponizable chemicals, chemical warfare (CW) precursors, relevant expertise and infrastructure across Iraq by 
developing and strengthening a sustainable indigenous awareness of responsible science as an important element of 
chemical security and nonproliferation norms. Through implementation of a framework for interagency coordination by 
Iraqis to Iraqis, this project has, in the words of one senior Iraqi who participated in the September workshop, “laid 
the ground toward the development of the regional centers of CSS in Iraq.” As evident in Figure 2, the number 
of university CSS units and department-level committees increased five-fold after the PNNL-led awareness-raising 
workshop held in Istanbul, Turkey, in May 2015. Meanwhile, during the latter part of FY2015, ISN/CTR’s Chemical 
Security Program (CSP) has made significant inroads into increasing coordination with Iraqi chemical industry 
professionals. As a result of this exciting engagement, CSP has now been able to shift its focus to building CSS 
awareness and sustainable implementation in Iraqi chemical industry and export control.  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Benefits to Society. Responsible science can be defined as a set of shared attitudes, values, goals and practices 
that characterizes both individual and organizational commitment to honest, verifiable, safe, ethical and peaceful 
scientific research for the common good. Responsible scientists and scientific organizations adhere to honest and 
verifiable methods for proposing, performing, evaluating and reporting research activities. They work within a culture 
and organizational framework that defines, detects and discourages misconduct in science and questionable research 
practices by its members. A fully functioning responsible science framework includes adoption of internationally 
recognized practices for chemical safety and security as well as compliance with national arms control and 
nonproliferation commitments. An awareness of responsible science is the first step in empowering scientists to make 
ethical, safe, honest and responsible choices even when they are under pressure or when a course of action appears 
ambiguous. Conversely, the absence of awareness of responsible science increases the likelihood of poor decisions 
by scientists and results in behaviors that adversely impact the stability of Iraq and the Middle East region. Such 
behaviors could undermine global security and empower terrorists and proliferators to develop or advance their 
chemical weapons or other Weapons of Mass Destruction (WMD) capability. 

Processes/Tools used to verify benefits. Given the inherent person-to-person nature of this project, long-term, 
sustainable benefits can be challenging to measure objectively. For example, while participants completed a post-

Figure 3. CSS Units/Committees established over time. Cumulative total is shown in purple. 
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event survey at the end of the workshop, as is customarily done at the end of CSP-sponsored events, excitement and 
energy are naturally high at the end and therefore may give inadequate consideration to some of the challenges 
normally expected when returning to one’s home organization where concepts covered at the workshop have not yet 
been put into use. Furthermore, chemists across Iraq continue to face life-or-death circumstances as ISIL continues to 
threaten security in their communities. As a result, the project team has relied on a combination of scheduled status 
updates with the national CSS working group leads along with ongoing discussions with the senior Iraqi who 
selected the participants and the CSP sponsor to verify the project’s benefits, as summarized below:   

• Scheduled status updates: During each workshop, participants were given a list of tasks and due dates by 
which they were to be completed. Participants were encouraged to forward work products to the project team, 
the senior Iraqi who selected the working group leads, and the CSP sponsor. After each milestone, the project 
team requested status updates from those participants who had not provided work product. 
 

• Ongoing discussions: In addition to the scheduled updates via email, in preparation for both workshops, the 
project team held regular telecons with the CSP sponsor and the senior Iraqi who selected the participants to 
shape the workshop agenda to adapt to changing circumstances on the ground. After the first workshop, the 
CSP sponsor made a point of providing information about how the project team’s successes had opened 
doors for expanded engagements, including increasing interaction with the Iraqi industry, something which 
had proven virtually impossible prior to the PNNL-led workshop and the establishment of CSS units and 
committees at universities across Iraq.  

Complexities relating to verifying benefits. Over the course of the project, the situation on the ground with regard 
to the chemical sector in Iraq and relevant GOI ministries changed significantly. Additionally, while the project team 
planned their events, other CSP-funded project teams were also executing engagements with Iraqi chemists, and no 
coordinating mechanism in place other than the over-taxed staff of project sponsors working in CSP at the State 
Department. While CSP staff work diligently to map out engagements each year and to share information to all project 
teams funded to execute a project in a particular country, the continuously changing geopolitical situation throughout 
the year makes it extremely likely that a project team plans a very impactful event early on during the project which 
becomes irrelevant by the time the event takes place. In recognition of these challenges, the project team planned its 
workshops in stages and modified the agenda in the months leading up to the events to capitalize on new 
developments and successes of other CSP engagements carried out by other project teams in the intervening period. 
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4. Schedule 

Schedule processes/tools and how they were used to develop and manage the schedule. A notional project 
schedule and timelines specifying due dates for deliverables was outlined in the Statement of Work (SOW) at the 
beginning of the project. During the kickoff telecon, the project team revisited the original schedule, assigned notional 
due-dates for each task, and created a simplified Gantt chart for use by the team using PowerPoint.  

How schedule management contributed to the project’s success. Each month, the project team held telecons 
with the CSP sponsor to review schedule status, solve problems, and revise the schedule. Given the continually 
changing situation on the ground in Iraq, these telecons with the project sponsor to recalibrate team activities to reflect 
new developments were critical to project success.  

Schedule complexities. Multiple schedule complexities were at play over the course of this project. First, the dates 
for the two workshops had to be de-conflicted from those for all other planned engagements with Iraqi scientists 
during the fiscal year. Since half of CSP’s annual budget was used to support work in Iraq, this was no small 
challenge.  

Another complexity associated with the project schedule had to do with the need to move the two workshops from the 
Green Zone in Iraq to a stable third country with no visa restrictions. In planning the participants’ travel, it was 
discovered that flights from Basrah only depart Iraq on Wednesdays or Saturdays and that most Iraqis had to travel 
up to 24 hours by car to get to either the Basrah or Baghdad airport due to the many checkpoints they had to pass. 
Given the limited project budget, these constraints, combined with CSP’s stipulation that we avoid scheduling travel or 
other activities to leave it free for participants to observe the Muslim holy day on Fridays severely limited possible 
days for the two events.  

Lastly, since the events required travel outside of Iraq, each participant had to obtain approval to leave during the 
academic year. Scientists travelling from ISIL-controlled territory in Northern Iraq had the added stipulation that they 
had to obtain approval from ISIL leaders in their area to leave the country – a process which can take considerable 
time and which must be accomplished prior to applying for visas or arranging travel. Obviously, this additional 
requirement is quite difficult to manage, and caused one planned participant to miss the May workshop.  

 

  

Figure 4. Hagia Sofia, in Istanbul, Turkey. 
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5. Cost 

Processes/tools used to determine the project cost. For all proposals drafted and submitted by PNNL, project 
coordinators work with prospective project managers to estimate the number of hours each team member will require 
to execute the project and capture the information in a spreadsheet in which the burdened charge-out rates for each 
team member had been loaded. All PNNL staff have the ability to estimate labor costs using internally developed cost 
estimating software. Once project funds are received, budget information is loaded into internal software that 
automatically updates project costs on a weekly basis based on inputs from employee time cards at the end of each 
week. Direct charges to the project, such as supplies purchased for the project or team travel, also get automatically 
reflected in the project management reports the week after supplies are purchased or expense reports from travel are 
submitted.  

The total cost of the project was $520K, which accounted for the following project costs:  

Project Team Labor:  $247,523  

Project Team Travel:  $  65,729 

Materials and Supplies: $  23,352 

Subcontracts:  $113,037 

FY16 Follow-on Training: $  70,359* 

How processes/tools helped manage costs and contributed to project success. The cost reporting software was 
critical to effective cost management throughout the project. During curriculum development for the first workshop, 
one team member had erroneously charged more than twice the budgeted amount for labor on that task in just two 
weeks. Through weekly review of cost data, the mistake was caught and the project manager was able to redirect the 
charges to the right project.  

PNNL’s project management and cost reporting software is also useful in identifying likely underperformance. During 
the interval between the two workshops, two of the four project team members became extremely busy with other 
projects. Reviewing weekly cost reports highlighted the fact that a task critical to project success had not yet been 
started in time for the project manager to identify an additional person who had time available and was therefore able 
to complete the task on time without risk to the schedule.      

Cost complexities. Projects funded by the State Department’s Office of Cooperative Threat Reduction are, by their 
very nature, extremely 
challenging from a cost 
management 
perspective, since they 
are funded for only one 
year at a time, and 
budgets are quite low 
despite the strategic 
impact of the projects 
they fund. From the start 
of this project, however, 
cost risk was very high. 
When the proposal was 
submitted and the 
contract awarded, the 
security situation on the 
ground in Iraq was stable 
enough that travel to the 
Green Zone by US 
citizens was being 
approved on a case-by-
case basis by US Figure 5. PNNL staff and Iraqi scientists at DOE's HAMMER training facility in Richland, WA. 
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Embassy Baghdad. However, by the time funds were received and the period of performance started, the security 
situation had degraded sufficiently that the project team had to fund Iraqi participants’ travel out of the existing budget, 
with no additional funds. To accommodate this change, the number of participants had to be decreased from a 
planned 150 down to just 25 for the first workshop and from 25 to just 10 for the second.  

Because of the success of the first PNNL-led workshop, however, CSP directed that carryover funds from a project 
being executed by another organization be used to pay for Iraqi participants’ travel to the PNNL-led project. This 
enabled the total number of participants back up to 25, which was critical to facilitating sustainable, nation-wide 
implementation of the framework of CSS working groups for all of Iraq. As a result of this increase, and because the 
project team volunteered a portion of their time in preparation for the second workshop, a total of $70K remained at 
the conclusion of the second workshop. Because of the team’s cost consciousness and the successful execution of 
the two workshops, CSP transferred an additional $70K to PNNL from another organization to partner with that 
organization in executing a month-long immersive training program for Iraqi scientists from chemical industry, This 
additional project is scheduled to be executed this fiscal year. 

 

  

Figure 6. PNNL project team member delivering a lecture to Iraqi participants.	  
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6. Scope 

Processes/tools used to document scope.  Project scope was initially documented in the SOW. However, over the 
course of the project, there were three times when the scope was modified significantly from what is outlined in the 
SOW. In each situation, the process used to propose, evaluate, approve, and document project changes was to 
document the proposed change and rationale, develop a single-page proposed solution, get CSP sponsor-agreement 
on the need and solution, and then document the change on PNNL’s standard Change Control Form. The scope 
changes included the following:  

• Moving the workshops to a stable third country.   
 

• Change in focus for the second workshop from train-the-trainer to facilitated workshop to implement the CSS 
framework of working groups.  
 

• Execution of a follow-on engagement in 2016 using carryover project funding along with additional funding 
transferred from another project.  
  

How processes/tools were used to manage scope. The concept papers and change control form described above 
have been critical to successful scope management over the course of the project, due to the constantly evolving 
nature of interactions between GOI ministries with the Iraqi chemical sector. Each of these documents was reviewed 
repeatedly during workshop planning to ensure plans adhered to approved scope. Additionally, the documents were 
reviewed in the preparation of quarterly reports throughout the project, to maximize information sharing with the CSP 
sponsor between engagements executed by other project teams.  

How effective scope management contributed to project success. Effective scope management was critical to 
this project’s success. CSP’s mission involves an extremely demanding travel schedule, and as a result, timely 
sharing of project developments, and opportunities can be challenging. The use of the documents summarized above 
was critical to assisting with institutional memory and facilitating continuity throughout the duration of the project.  

Scope-related complexities. The cost risk outlined in section 5 also constituted significant risk to scope, for the 
same reasons. Before the project ever got off the ground, the scope changed due to the worsening security situation 
in Iraq. During the first five months of the period of performance, the benefits and risks of different locations to move 
the workshops to were considered, based on their maturity in CSS practices based on previous engagement with 
CSP, lack of visa restrictions for Iraqi citizens, and acceptable security situation. Among the candidate locations were 
Kuala Lumpur, Malaysia; Rabat, Morocco; and Istanbul, Turkey. The cost of travel to each of these locations varied 
greatly, which led to the project team’s inability to finalize the list of participants until the workshop location was 
approved. In the end, Istanbul was chosen as the location for both workshops, due to its stable security situation and 
cost effectiveness – Istanbul was the cheapest of the three options.    
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7. Stakeholders  

Key stakeholders. Stakeholders who were key to this project include the following:  

• Iraqi government officials: First and foremost, despite extreme hardships and turmoil in the GOI and a reshuffling 
of Iraqi ministries and their associated responsibilities, the project team had an enduring requirement to ensure 
their engagement with Iraqi academia was performed in accordance with current  GOI expectations.  
 

• Iraqi academia: Other very important stakeholders were the chemists from Iraqi universities with whom the project 
team engaged during the two workshops. Ultimately, the success of the project hinged mostly on these scientists’ 
willingness to embrace the concepts covered during the workshops, and to implement what they learned in their 
home institutions after the workshops ended.  
 

• CSP: As the project sponsor, CSP was another key stakeholder in that they had to approve project plans and 
proposals for additional scope. Conversely, as the situation on the ground in Iraq evolved, communication with 
CSP remained critical to ensure the PNNL-led workshops contained relevant content.  
 

• Other organizations’ project teams: The last group of key stakeholders were the many other organizations 
implementing other CSP-funded projects with Iraq. Given that each individual engagement builds on the 
outcomes of previous engagements and lays the foundation for future work, for the successes of the PNNL-led 
workshops to be truly sustainable, they had to be shared with and benefit from work performed by other 
implementers.  

 

 

 

 

 

 

 

 

 

 

 

 

 

Processes/tools used to manage stakeholder expectations and communications and how they were used. 
Ongoing communications with CSP, scientists from Iraqi academia, and other organizations’ project teams, 
particularly in between the two workshops, were critical to managing stakeholder expectations and 
communications. While the senior Iraqi who selected participants for PNNL’s first workshop was intimately familiar 
with the scope of the second workshop, another senior Iraqi, who had been deeply involved in workshops 
implemented by another organization but not PNNL’s. Given the second Iraqi is very highly connected with the 
most senior levels of the Iraqi government, and also that she was working with the other implementing 
organization to execute a separate workshop at the same venue in the same city during the same time period, it 
was absolutely critical (and incredibly challenging) to ensure she understood what was and was not planned to 
occur during the PNNL-led workshop. Furthermore, given her very strong personality, it took active, strong 
engagement by the PNNL team and the CSP project sponsor to keep her from taking over the PNNL agenda, as 
she had done with the agenda for the other implementing organization’s event.   

Figure 7. Participants engaging in small group discussions during the first workshop. 
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How effective management of stakeholders contributed to the project’s success. Through group telecons 
with both senior Iraqis, the CSP sponsor, and the project manager from the other implementing organization, the 
PNNL project team carried out an extremely successful event which is still yielding dividends. Furthermore, 
regular telephone calls between the PNNL project manager and the project manager from the other implementing 
organization were critical to ensuring both project teams had an accurate understanding of the latest 
developments on each project. Since participants at the PNNL-led workshop were expected to work with 
participants at the other organization’s workshop once they returned home, it was of the utmost importance for the 
two project managers to clearly understand the site picture for each engagement, and to plan out how their 
respective events would leverage each other.  

Stakeholder-related complexities. Stakeholder-related complexities were numerous. First, managing the senior 
Iraqi working with the other organization was virtually a full-time job. On more than one occasion, she took to 
trying to direct the development of the workshop agenda for the PNNL-led project, even though the PNNL team 
had already been working closely with the other Iraqi. Furthermore, during the workshop, as participants from the 
other organization’s workshop spoke with participants at the PNNL-led workshop, they became confused as the 
other senior Iraqi had given them an inaccurate understanding of the goals and objectives of the PNNL-led 
workshop.  

 

  

Figure 8. Senior Iraqi chemists and PNNL staff receive an overview of HAMMER training capabilities. 
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8. Risk  

Key risks. Key risks in the PNNL-led workshop included the following:  

Workshop agenda relevance. Given the constantly evolving situation associated with the Iraqi chemical sector and the 
possibility of key concepts being misunderstood or incorrectly translated, one of the biggest risks in this project was 
that the project team would fail to connect in a meaningful way with the workshop participants. Whether or not the 
project team will click with the foreign partner is something that cannot be controlled and cannot be faked.  

Budget and scope risk. From the start of the project, severe budget risk existed due to the fact that the project was 
originally pitched to occur in the Green Zone in Iraq, which would not have required participant travel. When the 
security situation on the ground degraded to the point where a stable third country without visa restrictions had to be 
selected to which participants could travel, supported by existing project funds, the possibility of failure loomed. 
Furthermore, the security challenges in Iraq, particularly in ISIL-controlled territories in the north, led to uncertainty as 
to whether some selected scientists would be allowed to leave Iraq to participate in the workshop.  

Processes/tools used to document risks. At the outside of this project, PNNL standard businesses required that a 
software tool called Electronic Prep and Risk (EPR) be filled out and submitted to the Program Management Office 
Director (PMOD) for evaluation. Additionally, new risks not previously identified in the EPR were documented in the 
quarterly reports that were sent to the CSP sponsor. For each project, the EPR creates an electronic form on which 
possible cost, schedule, or budget risks are documented and rated as high, medium or low. For each listed risk, the 
project manager must input planned mitigation strategies.  

How these processes/tools were used to manage risk. A project review was conducted when funding was first 
received. During the review, any risks rated as “high” in the EPR were discussed, along with the listed mitigation 
strategy. Once the review was complete, the PMOD signed off on the EPR. Since this project was planned to require 
high-risk travel, key staff at the laboratory were automatically notified of the project scope once the EPR was signed, 
so that they could engage with the project manager to minimize risk to the project team while on travel. Midway 
through the period of performance, the project manager was required to review the signed EPR and make any 
changes needed based on new information that became available once the project was underway.  

How effective risk management contributed to project success. The EPR process provided a simple, automated 
way of ensuring all project risks were considered and viable mitigation strategies had been planned for 
implementation should the need arise. It took the guesswork out of figuring out which PNNL offices needed to be 
engaged to ensure project risks were communicated and planned for appropriately.    

Risk-related complexities. The constantly evolving situation with the Iraqi chemical sector that results from many 
organizations executing CSP-funded engagements was difficult to manage. It had the effect of changing the level and 
nature of risks identified in the EPR. While the project team attempted to mitigate this through ongoing discussions 
with the CSP sponsor and other organizations implementing projects in Iraq, information still fell through the cracks.    
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9. Project Change Management  

Processes/tools used to document and approve changes. As mentioned earlier in section 6, initial scope was 
documented in the approved SOW, but on three different occasions, due to a variety of circumstances, the project 
scope had to be revised. After discussing internally how best to accommodate the CSP sponsor’s requested change 
to scope, the project team used the approved process to propose, evaluate, gain approvals, and document project 
changes as described in section 6 (e.g, document proposed changes and rationale, develop a single-page proposed 
solution, get CSP-sponsor agreement on the need and solution, and then document the scope change on PNNL’s 
standard Change Control Form. The form includes the date of the request, a narrative summary of the changes to 
scope and a table outlining necessary budget changes to accommodate the scope and anticipated impact of those 
changes.  

How the processes/tools were used to manage change. When the workshops had to be moved to a stable third 
country, the project team determined that funds designated to support the second workshop needed to be moved 
over to the budget for the first workshop in order to be able to pay for participants’ travel to Turkey. While CSP was 
already aware of the need to move the workshop out of Iraq, they needed to approve the workshop location as well as 
the transfer of funds between the budgets for the two workshops.  

Change-related complexities and how effective change management contributed to project success. CSP 
maintains a skeleton staff to carry out a massive, global mission in cooperative threat reduction around the world. As 
a result, not all project officers at CSP are aware of project-specific developments in all projects at any one time. By 
capturing the new concepts on a white paper, tracking the accumulating changes in the change control form, and 
including the change control form with the quarterly reports required by CSP, the project team was able to ensure the 
CSP sponsor had the latest information, enabling her to keep all the balls in the air she needed to juggle.  

Key changes to the project and why they were key. Over the course of the project, there were three key scope 
changes, as summarized below:  

• Moving the workshops to a stable third country: This change was critical, since the security situation on the 
ground in Iraq had degraded so much by the time the project started that US Embassy Baghdad had stopped 
approving US citizens’ travel to Iraq. For the workshops to happen at all, the project team had to find a country 
stable enough and which had no visa restrictions for Iraqi citizens where the workshops could be held.    
 

• Change in focus for the second workshop from train-the-trainer to facilitated workshop to implement the CSS 
framework of working groups: This change was critical because the original focus of the second workshop, as 
documented in the approved SOW, was no longer relevant by the time the first PNNL-led workshop was 
complete.  
 

• Execution of a follow-on engagement in 2016 using carryover project funding along with additional funding 
transferred from another project: In this case, the new scope was key because it provided the project team an 
opportunity to help shape the safety and security culture of Iraqi chemical industry professionals over an extended 
period of time, thereby providing invaluable insight into the current situation in the Iraqi chemical sector and where 
PNNL chemical safety and security capabilities were most likely to benefit Iraqis – insight that would .not have 
been gained any other way. Furthermore, this scope change provided a means to use carryover funding from the 
project constructively, building on the team’s earlier successes.    
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10. Lessons Learned  

Processes/tools used to capture lessons learned. CSP requires project teams to discuss lessons learned in their 
after-action reports (AARs) at the conclusion of all CSP-funded engagements with foreign partners. 

How lessons learned were integrated into the project. CSP requires project teams to include key points from 
AARs into the quarterly report submitted after the associated engagement, to ensure the lessons learned get shared 
across the CSP office. This enabled the CSP sponsor and project team to discuss how the lessons learned resonated 
with the experiences of other project teams – in other words, to determine whether what was observed by the project 
team was a fluke or truly a best practice that should be integrated not only into the PNNL team’s follow-on workshop 
but also into CSP-funded projects being executed by other organizations.   

How integration of lessons learned contributed to project success. Given the dynamic nature of CSP’s global 
mission, and the person-to-person nature of most engagements conducted on behalf of CSP, sharing and integration 
of lessons learned is one of the most important aspects of project planning for the PNNL team. Since all organizations 
implementing CSP-sponsored projects do so on behalf of the US government, it is critical that they all speak with one 
voice and share information to the maximum extent possible in all their engagements with foreign partners.  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Key lessons learned and why they were key. Key lessons learned from this project are summarized below:  

• Translated workshop materials should be sent to a senior in-country representative prior to the event to quality 
check the translation and make any changes needed. While a reputable translator was contracted, much of the 
workshop materials contain highly technical information, and translators unfamiliar with science may translate 
literally, thereby causing confusion.  

• When planning agendas, attention needs to be given to cultural differences between the US and the country 
being engaged. For example, in Muslim countries such as Iraq, observance of midday prayer is critical. To 
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Figure 9. National CSS framework, showing how university CSS units, committees and departments 
interact with and engage the working groups. 
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accommodate this important observance for the workshop participants, the project team modified the agenda by 
moving the lunch hour to the hour during which midday prayers are to be done. Had the team not made this 
accommodation, it is likely the workshop participants would have become disengaged and less willing to work 
with the project team.  

• Proposed workshop venues should be checked for adequate security provisions. While Istanbul is considered 
quite safe, there have been isolated incidents involving demonstrations and terrorist attacks there in recent years. 
As a result, many of the better hotels in Istanbul have additional security measures, such as metal detectors at 
the hotel entrance. While the hotel the project team used for its first workshop was comfortable and the staff were 
friendly and courteous, security was relatively light (e.g., the revolving door at the entrance was not disabled at 
night, and there was no metal detector). As a result, PNNL specifically investigated security measures at 
candidate venues for the second workshop, and chose a hotel for its event that did have the additional security in 
place. 

 

Figure 11. Participants from workshops conducted in Istanbul from 13-17 September, 2015. 

Figure 10. Participants in PNNL's Sep 2015 workshop and a simultaneous SNL-workshop at the same venue.	  


