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 TE is an Engineering company (4400 people), ~600 in nuclear 

 Nuclear main activities:  

— Plant Operation Support projects of the 7 Belgian reactors and internationally (Eskom, Borssele, Ringhals…)   

— New Build projects (NUGEN, SINOP, PALLAS…) 

— Decommissioning & Dismantling as well as Waste Management 

 Projects range from fuel and accident studies to full EPC-M projects from prefeasibility to 

commissioning 

 

 

1. Tractebel (Engie) 
Who we are 
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 Small projects: various studies and replacement, I&C, polar crane, pumps etc… 

 Large study projects: PSR, stress test studies, Fire Hazard Analysis, reactor vessel hydrogen 

defaults CNT2/KCD3, detailed design in civil engineering… 

 Large projects: Safety injection pumps replacement, fire detection replacement, fire piping 

replacement, Barsebäck strainers… 

 Very large projects: steam generator replacement, anti-flooding facility, LTO projects (second level 

electrical building…), containment filtered venting systems (CFVS), vessel cover head 

replacement… 

 

 

1. Tractebel (Engie) 
Examples of Nuclear Plant Operational support projects 
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 Purpose of the presentation:  

— show how Tractebel seeks to be a learning organization through projects by capitalizing on Return On Experience (REX) 

 Context 

— We do projects and projects are unique (vs production or maintenance where actions are more repetitive). 

— Documentation and utilization of  REX is not a spontaneous process  because stress and focus is on finalizing the project 

— The experienced generations are leaving and we must make sure we capitalize on their experience 

— Arrival a many newcomers 

— Young generations are willing to see diversity  >> less stability than before 

— The company must rely on the group rather that on individuals to ensure perenity of knowledge 

 

 

2. Introduction (1) 
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 Difficulties: be a learning organization: 

— is mostly a matter of human behaviour and it is a 

question of company culture, not everything can be 

written in procedures 

— It takes time and it has a cost. It requires to step 

back from normal operation 

— Requires to stimulate reporting of issues 

(transparency) >> admitting an error isn’t always 

rewarding 

 

 

2. Introduction (2) 
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Procedures 

Behaviour 



1. While doing the job (projects, 

studies, site works etc.) … 
2. … a flow of observations is 

produced (After Action Reviews, End of 

Project Reports, failures, successes, 

errors, experience, feedback from client, 

complaints, audits findings, non-

conformities…) 

4. Avoid that  jobs are 

planned with “static “ 

assets 

3. There is a punctual action to 

fix issues, if any raised, in order 

to finish the job. QA system 

guarantees all issues are treated 

systematically (ex: NCR, client 

complaints…) >> curative 

actions 

We must guarantee structural 

improvement of assets (tools, procedures, 

methods, mindsets, behaviours, 

prerequisites….) >> corrective and 

preventive actions 

 

5. 

Continuously  

improved 

“dynamic” 

assets  

Empowerment of the process: 

• Supervision by executives 

• Take time for root cause analyses 

• Take time to conduct action plans to  update assets  

 

Enrich and facilitate  flow 

with NEW observation 

channels: 

• REX one page-note 

Inform/educate about REX: 

• Case studies review in team 

meetings 

• REX  larger meetings 

Creation of a REX repository: 

(TE-REX database )  

3. Process 
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Facts REX to implement 

 Quick description of the facts 

 History 

 Good or bad experience 

3. Tools: REX one-page note 
 

N51 - Belgian Nuclear Power Plants Projects 

REX N51 # 

 A short analysis of the fact 

 Main causes 

 Proposition of main actions and findings 

 Opportunities 
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Purpose 

 Stimulate the organisation to bring up as many topics as possible by lowering the barriers: REX one-page note is 

a simple template that can be used by anybody on their initiative anytime 

 Trigger the REX process : REX one-page note is a first document that makes sure the process is launched 

 Inform colleagues at a glance about the experience 

 



 

3. Tools: TE-REX repository 
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Purpose 

 Structure and classify REX items 

 Ensure the follow-up of the process: root cause analysis, action plans… 

 Search and retrieve REX items 

 



 

3. Tools: TE-REX repository 
(input screens) 
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3. Tools: TE-REX repository (search screen) 
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3. Tools: TE-REX repository 
(result screens) 
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Technical team writes deliverable 

called   “Functional Analysis ”  in 

the contract 

Client (NPP) claims on 

deliverable 

• Quality 

• Level of detail 

Assets 

• No template for 
“Functional 
Analysis” 

• Contract review 

check-list  

 

Analysis 

• Quality isn’t quite the highest but is  still acceptable 

• Level of  detail is lower  than expected by Client because  

deliverable doesn’t allow  writing operation procedure straight 

forward: 

• “Functional Analysis” doesn’t have a standard table of 

contents >> misunderstanding on contents 

• Contract review  process missed it 

Punctual action (curative) 

• Propose fair Change Order on the project live up with to Client 

expectations (additional deliverable) 

Structural action (corrective) 

 

• Technical team: define standard contents for “Functional 

Analysis”  

• Project management team: update the contract review check-list 

to make sure technical team and client are challenged on a clear 

agreement on the content before signing a contract  

Example 

REX process: 

• Launch TE-REX database process 

• Root cause analysis 

 

Archive action plan documents 

and summary on TE-REX 

database 

Client complaint on deliverable 

Project Manager issues 

REX one-page note 

Updated assets 

• Template for 
“Functional 
Analysis” 

• Updated contract 

review check-list 

Presentation case study in team 

meetings in project management 

and technical teams 



 Important features: 

— Curative actions are completed more “naturally” whereas corrective and preventive actions  are less 

rewarding on the short term 

— We deal with human behaviour: 

• Not everything can be written in procedures: it is a question of company culture: time and energy must be put in change management 

• Sound REX management has a cost in time if we want it to be effective. We must step back from normal operation which is not always easy 

 

5. Conclusions (1) 
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 Main achievements: 

— We are aware of the challenge: be a learning organization is vital and urgent in order to avoid important 

loss of knowledge 

— We stimulate a bigger flow of new items by giving everyone an easy reporting tool (one-page note) 

— We developed of a structured database that allows classifying and retrieving REX items  

and following up action plans (TE-REX database) 

 

5. Conclusions (2) 
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 Outlook – remaining challenges 

— Most of the behavioural  and cultural change is still ahead of us, every member of the organisation  has 

a role to play. 

— Empowerment, leadership and promotion of  the process must be strengthened even more (committees, 

more formal framework?) 

— Bringing up of new items must still be encouraged.  We must work on the image of reporting a problem. 

— Root cause analyses must still be more promoted  and encouraged 

 

5. Conclusions (3) 
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