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UNITED STATES� 

NUCLEAR REGULATORY COMMISSION� 
ADVISORY COMMITTEE ON REACTOR SAFEGUARDS� 

ADVISORY COMMITTEE ON NUCLEAR WASTE� 
WASHINGTON. D.C. 20555� 

June 7, 2000 

OFFICE OF� 
ACRS/ACNW� 

MEMORANDUM TO: 

FROM: John T. Larkins, x 
ACRS/ACNW 

SUBJECT: ADAMS USER ASSESSMENT AND ACTION PLAN 

In response to your memorandum of May 22, 2000, I offer the following comments and 
problems encountered by the ACRS/ACNW office in implementing ADAMS. 

While a number of our ADAMS concerns are included in the April 26, 2000 charts, "ADAMS 
Suggested Enhancements" and "ADAMS 3.0 Software Release," distributed by OCIO, the 
inability to access ADAMS easily from remote (Le., non-NRC) locations is not included, and is of 
great concern to this office. 

Specifically, several of our Committee members and staff have expressed concerns about the 
utility of the Citrix software which is now being used by NRC to access the NRC LAN remotely. 
While Citrix is an improvement over the PC AnyWhere software used previously, members find 
it frustrating and time-consuming to use Citrix for remote access, especially for accessing 
ADAMS. In addition to Citrix being very slow, it frequently drops communication in the middle of 
a session. In Ught of the agency's transition to a 'paperless environment,' our ability to 
communicate with the members through the use of ADAMS becomes the critical path in 
providing them the proper information to conduct reviews that are timely, efficient, and effective. 

Other key issues identified include: 

Time consumption - Entering documents into ADAMS has proven to be a tedious, detailed, and 
time-consuming task. Profiling a document is very burdensome. For example, with no means 
to duplicate the document profiles for the same types of documents, a profile must be created 
for each document entered. Since good profiling is necessary for effective document retrieval, 
the profiling task is a challenging one as well. 

Reliance on scanned documents is unfortunate. Resulting documents are very large and very 
awkward to deal with via modem connections. Transmission of tiff files is rather slow even 
through high speed connections. 

Staff resources - Experience with ADAMS thus far is requiring significant staff time, technical as 
well as administrative, either in document processing, updating office procedures, or training. 
Perhaps an in-depth review should be conducted concerning the impact of ADAMS 
implementation on office resources, especially small offices. 
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We find that in its entirely, the ADAM process diverts critical resources from timely performance 
of normal work processes. The learning curve seems to be increasing rather than decreasing. 
We hope that implementation of the Action Plan will resolve these issues. 

cc: D. Powers, ACRS Chairman 
B. J. Garrick, ACNW Chairman 
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UNITED STATES 
NUCLEAR REGULATORY COMMISSION 

WASHINGTON, D.C. 20555-0001 

May 22, 2000 

CHAIRMAN 

MEMORANDUM TO: William D. Travers, EDO 
Karen D. Cyr, General Counsel 
Jesse L. Funches, CFO 
Stuart Reiter, Acting CIO 
Dennis K. Rathbun, Director, OCA 
William M. Beecher, Director, OPA 
Janice Dunn Lee, Director, DIP 
Annette Vietti-Cook, Secretary 

,.J6hn T. Larkins, Executive Director, ACRS/ACNW 
G. Paul Bollwerk, Ch . , ASLBP~ 
John F. Cordes, Jr., ctin Direct CM 

FROM: Richard A. Meserve 1 
SUBJECT: ADAMS USER ASSESSMENT AND ACTION PLAN 

As you are aware, the Agencywide Documents Access and Management System (ADAMS) was 
implemented on an agency-wide basis in November and became NRC's official record keeping 
system on April 1, 2000. I know the OCIO has been working with the ADAMS users to identify 
problems and address solutions. However, given the importance of the ADAMS system to 
internal and external users, we need to have confidence that we have captured the important 
problems and issues that affect the effectiveness and efficiency of ADAMS and that we have an 
Action Plan to address the problems. 

In Phase 1, I am directing each of you to define succinctly the important problems that you 
believe need to be addressed to make ADAMS an effective and efficient tool. You should 
consult with your administrative and technical staff in compiling your input. Your views and 
comments should be forwarded to my office by June 5, 2000. The OCIO may engage in future 
discussion with you and your staff (including the Regions) to clarify the nature of the problems. 

In Phase 2, OCIO will cluster the comments into key challenge areas and develop an Action 
Plan to address each area. Coordination with other offices will be necessary in order to 
establish priorities. The Action Plan should include a timeline for action. I would like this to 
become a "living plan" which is posted on the internal web page so that employees can see how 
issues are being addressed and can raise evolving or new issues. The Action Plan is to be 
completed by July 21. 

cc:� Commissioner Dicus 
Commissioner Diaz 
Commissioner McGaffigan 
Commissioner Merrifield 
DIG 



UNITED STATES� 

NUCLEAR REGULATORY COMMISSION� 
WASHINGTON, D.C. 20555-0001 

June 5, 2000 

MEMORANDUM TO: Chairman Meserve 

FROM: ~JaniCe Dunn Lee, Director ~ ~~ 
O· Office of International Programs 

SUBJECT: ADAMS USER ASSESSMENT AND ACTION PLAN 

As requested by your memorandum of May 22 I have consulted with my administrative staff 
regarding the performance of ADAMS and have compiled their responses. I hope their input 
will help to improve the performance of ADAMS. 

Problems 

1. Document Preparation� 

Slow response time (e.g., 4 hours to input 36 pages by an experienced operator).� 
No indicator to show that ADAMS is processing.� 
Ties up computer - not possible to work on something else while waiting.� 
Crashes often at final stage of processing.� 
Resource intensive.� 

2. Document Retrieval� 

Very slow.� 
Printouts garbled.� 
Document titles not informative.� 

3. Integration� 

Not integrated - cannot link to ADAMS documents from other software applications.� 
Too many steps required to view documents. Users reluctant to refer to ADAMS documents� 
while working on other papers.� 

4. External Access� 

External access almost impossible.� 

Contact:� 
Clarence Breskovic, 415-2364� 
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The Chairman� -2

5. Equipment 

The network and the workstations are underpowered and not suitable for the intensive� 
computer processing required by ADAMS.� 
Scanners are too slow.� 

6. Support 

The support technicians have insufficient knowledge of the network, equipment and software as 
well as the procedures. 
The separation between hardware, software, network, and ADAMS technicians causes delays 
and redundant visits by technicians (e.g.: it took three separate technicians three days to install 
a scanner). 

Recommendations 

1. Supply separate, faster ADAMS computers with faster graphics cards and more memory. 

2. Use ADAMS only for archiving, not as a document management tool, and streamline the 
archiving process. 

3. Better integration with Intranet and Extranet and with other software applications (similar to 
Internet documents and hyperlinks). 

4. Improve skills and scope of support technicians. 

cc:� Commissioner Dicus� 
Commissioner Diaz� 
Commissioner McGaffigan� 
Commissioner Merrifield� 
OIG� 
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MEMORANDUM TO: Chairman Meserve June 5,2000 

FROM: William D. Travers IRA by Frank J. Miraglia Acting Fori 
Executive Director for Operations 

SUBJECT: ADAMS USER ASSESSMENT AND ACTION PLAN 

In response to your memorandum oJ May 22,2000, I am forwarding comments from the EDO 
staff offices describing the problems that have been identified to date in implementing ADAMS. 
While we have not conducted a detailed review of the comments, in general they are consistent 
and include a range of problems. Based on a limited review, several broad issues were 
reflected in the comments including those listed below. It is apparent from the comments that 
there is a need to develop an integrated plan to resolve technical and process 
problems/questions. We believe that the development of an action plan to correct identified 
problems would be significantly enhanced by including an assessment of the capabilities and 
limitations of ADAMS in order to determine the sequence, schedule and associated resource 
impacts of corrective actions. 

1.� Resource Implications -- Current experience shows that rather than the projected 
resource savings, implementation of ADAMS is requiring expenditure of significant staff 
resources which were not planned. Since many of the problems involve process 
questions, even with additional system upgrades and training, the time required to 
process documents into ADAMS may not be significantly reduced. 

2.� Process Controls -- Implementation of ADAMS is being overlaid upon the existing 
processes and procedures for controlling documents, including distribution systems, etc. 
This results in new steps and processes, and delays in processing documents. For 
example, even though the Document Processing Center (DPC) promptly scans 
documents, it takes approximately 1-1/2 days longer to assign actions to the staff 
compared to past practice. Paper copies are still provided to the offices to alleviate this 
problem. Additionally, it is not apparent that addressing the individual comments will 
adequately resolve process issues such as accessibility, security, quality and 
reproduction of documents. These issues are reflected in a number of comments. One 
suggested solution to several of the process problems currently being experienced is to 
centrally enter documents into ADAMS. Therefore, we believe that it is appropriate to 
review the efficiencies and effectiveness of ADAMS implementation to define what 
additional process and procedure changes may be warranted. 

3.� Overall PerformancefTimeliness -- The system is unreliable, slow, and time-consuming 
to use. Data entry is cumbersome and inefficient. Additionally, the shift in responsibility 
of the document profiling process from the highly specialized DPC contractors to the 
staff has resulted in inconsistencies in profile data entry. 
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4.� Proceduresrrraining -- Additional guidance is needed to improve consistency and quality 
of information. Additionally, refresher training is needed. The training should focus on 
applying standard agency-wide processes and procedures, in addition to software 
proficiency. The implementation of revised training and revised procedures should be 
integrated with other corrective actions such as system upgrades. 

Attachments: 
As stated 

Contact: 
Debra J. Corley, OEDO 
415-1728 

cc: 
Commissioner Dicus 
Commissioner Diaz 
Commissioner McGaffigan 
Commissioner Merrifield 
SECY 
OGC 
OCA 
OPA 
CFO 
CIO 
OIG 
OIP 
ACRS/ACNW 
ASLBP 
OCAA 
EDO Office Directors and 

Regional Administrators 
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4.� ProceduresfTraining -- Additional guidance is needed to improve consistency and quality 
of information. Additionally, refresher training is needed. The training should focus on 
applying standard agency-wide processes and procedures, in addition to software 
proficiency. The implementation of revised training and revised procedures should be 
integrated with other corrective actions such as system upgrades. 

Attachments: ADM ML003720570; HR ML003720548; IRO ML003719574;� 
NMSS ML003720158; NRR ML003720089; OE ML003720161; 01 ML003719844;� 
RES ML003720166; SBCR ML003720299; STP IVIL003720355; RI ML003720143;� 
RII ML003720131; Rill ML003720205; RIV ML003720124� 
As stated� 

Contact: 
Debra J. Corley, OEDO 
415-1728 

cc:� 
Commissioner Dicus� 
Commissioner Diaz� 
Commissioner McGaffigan� 
Commissioner Merrifield� 
SECY OIP� 
OGC ACRS/ACNW� 
OCA ASLBP� 
OPA OCM� 
CFO EDO Office Directors and Regional Administrators� 
CIO� 
OIG� 

Distribution: 
EDO R/F 
AO R/F 
WTravers 
CPaperiello 
FMiraglia 
PNorry 
JCraig 
DCorley 
MBridgers 
G20000259 
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June 5,2000 

MEMORANDUM TO: Chairman Meserve 

FROM: Dennis K. Rathbun, Director IRAI 
Office of Congressional Affairs 

SUBJECT: ADAMS USER ASSESSMENT 

In response to your tasking memorandum of May 22 to Commission level offices, I am providing 
a summary of some of the challenges that the DCA staff has encountered in implementing 
ADAMS as a workflow and record keeping tool. In formulating this response, I have consulted 
extensively with Congressional Affairs officers and with DCA administrative staff. I have also 
personally experienced placing DCA documents into and retrieving them from the ADAMS 
system and performed various tasks and experiments of my own. An overall observation is that 
the ADAMS system is sufficiently difficult to use for ordinary operations that DCA staff generally 
avoid the system in preference to other means of communication. 

At this stage in ADAMS implementation, we find using the system is time consuming and 
mission diverting. Each document entry requires up to 30 minutes to load document into 
ADAMS. There are a number of questions which must be answered completely and accurately 
for entering each document. With only two administrative support staff, we lose a significant 
amount of time for this activity alone. In addition, invariably technical issues arise which require 
contacting OCIO support staff on a regular basis. Staff must be completely attentive and without 
distractions in order to ensure successful document profiling and entry. The net effect is a 
diversion from timely performance of mission critical work-such as ensuring that documents 
going to Capitol Hill are dispatched in a timely manner. Also, DCA documents for the 
Commission are sometimes delayed, and even mundane things such as routing mail within the 
office, tracking documents, and attending to the telephones are more difficult to accomplish. At 
this point, I find that the post-ADAMS environment results in our spending more resource time 
rather than less to perform essentially the same administrative functions that we have 
traditionally handled. Training for ADAMS has represented another drain on our limited 
resources, and the need for training is on-going. 

Below we have listed a summary of the issues which we believe should be addressed in an 
NRC Action Plan to improve the ADAMS system: 

1.� Entering documents. Entering DCA generated documents is a tedious operation 
requiring careful attention to detail in each entry. Document profiling remains a serious 
challenge, but is important in order to ensure proper electronic filing. Inconsistent 



profiling results in serious subsequent problems in accessing documents. As indicated 
above, each accession numbered document within a package requires around 30 
minutes to profile. In' many instances a single document consists of subsidiary 
attachments. For instance, Congressional Q's and A's are most easily treated as a set 
of individual documents. In this case, each Q and A would need to be profiled and 
entered separately. In conclusion, we have not found any easy way around the onerous 
task of profiling and entering documents in contrast to the ease of dealing with 
documents in Wordperfect attached to E-mail. 

2.� Locating documents. The only successful and reliable way to locate documents is via 
the accession number. At this time, in ADAMS implementation, we have found that word 
search by the title or by the author or text subject areas simply do not work reliably. This 
conclusion applies even where we know that the document is in the ADAMS system. In 
addition, simple searches using a last name have turned out to be case sensitive for 
initials or even space sensitive (e.g., Thadani, A. versus Thadani, A. C.). Oddly enough, 
we have also found that with the current search function, the more information that we 
specify, such as the date, author name, document type, title, and key words, the lower 
the probability that the document will be successfully identified (e.g., experienced when 
attempting to locate a Shearon Harris Memorandum and Order). It is discouraging the 
extent to which we are unable to locate documents by identifying key subject words or 
names of witnesses in Congressional hearings, even in cases where OCA has entered 
the subject hearing report into the ADAMS system. For instance, the ADAMS search 
mechanism was unable to locate an OCA hearing report using a document text search 
for Assistant DOE Secretary Carolyn Huntoon, who recently testified during a Senate 
hearing on the USEC's Pudacah facility. 

Inconsistent profiling within the NRC also represents a major impediment to document 
retrieval. The answer to this challenge is not at all clear. Profiling by document owners 
who should be most knowledgeable of the substantive and technical content has so far 
not achieved the desired homogeneity in profiling. On the other hand, a central 
processing center for filing might result in better consistency; but such a unit would have 
a limited knowledge base for developing accurate key word identification. 

3.� OCR issues. Externally generated documents represent another challenge since they 
have to be scanned into ADAMS through the Optical Character Reader -- not useful for 
ensuring accurate and easy to read documents. Documents received from Congress 
are, in general, received in a hard copy format. Our experience is that the OCR output is 
frequently illegible, with dropped words or letters or extraneous marks of unknown origin. 
As a result, my staff has found it very difficult to read the OCR scanned documents sent 
to them for review. At this point it cannot be used for subsequent electronic processing. 
In some instances, we can obtain an electronic version from the Hill by calling the 
Congressional staff and requesting that they send us the document via e-mail. We used 
this approach to obtain a complete electronic file for ADAMS purposes for the recent 
Senator Inhofe-Graham post hearing questions and associated NRC responses for the 
Commission's March 9, 2000 testimony to Congress. 

4.� Viewer rights issues. Our staff has experienced difficulties in obtaining access to 
documents which we know to be in the ADAMS system and also in opening documents 



that have been routed to us by other NRC staff. This issue may arise because the 
various document "owners" are not consistently and correctly identifying the users or 
groups which should properly have access to the document when it is entered into the 
ADAMS system. OCA staff have been frustrated trying to open a document, only to be 
informed that they are refused access. 

5.� Work flow management. Because of the difficulties we have experienced with the 
system, we do not think that at this stage of ADAMS implementation, the system 
provides a reliable means for inter- and intra-office coordination of work products. There 
is also a confusion factor resulting from attempts to utilize the ADAMS system for 
workflow management. We are commonly encountering situations in which documents 
entered into ADAMS are routed to OCA from other offices' mail centers without titling or 
any indication of relevance to OCA. Thus, the eCA staff must waste time opening 
documents which are not relevant. 

6.� External accessibility-Congress. Many Congressional staff do regUlarly use the NRC 
Web site. The Web provides NRC testimony, information on NRC regulated facilities, 
press announcements, as well as current Secy papers. Thus, the NRC Web is used by 
Congressional staff as a functional communications system, although a number of users 
have complained that the system is slow and is too frequently down. Use of ADAMS at 
this stage of implementation is much more complicated than other means of obtaining 
NRC documents. Thus, I am not optimistic of much Hill use in the current state of the 
ADAMS system. ADAMS is beginning to get some negative congressional attention. 
For instance, in his April 5, 2000, letter to you, Congressman Maurice Hinchey (D-NY) 
wrote that his constituents have had difficulty obtaining reliable information on Indian 
Point from various public libraries and from ADAMS, once public documents were 
removed from local libraries. In addition, members of the public have complained of 
their negative experience in NRC document access via ADAMS in public meetings and 
to members of Congress. 

I have sought to state candidly and frankly the issues which we have encountered in utilizing 
ADAMS in this office. Our purpose is to be as constructive as possible in the hope that the 
identification of issues from OCA and other NRC offices can form the basis for improving and 
perhaps better defining appropriate uses for the ADAMS system over time. 

cc:� Commissioner Dicus 
Commissioner Diaz 
Commissioner McGaffigan 
Commissioner Merrifield 
Karen Cyr, OGC 
William D. Travers, EDO 
Jesse L. Funches, CFO 
Stuart Reiter, Acting CIO 
William M. Beecher, Director, OCA 
Janice Dunn Lee, Director, OIP 
Annette Vietti-Cook, Secretary 
John T. Larkins, Executive Director, ACRS/ACNW 
G. Paul Bollwerk, Chairman, ASLBP 
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. . John F. Cordes, Jr., Acting Director, OCM 


