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Overview
Neil Crewdson took over as project manager in fraught 
circumstances, a year after the start of a scheme at 
Sellafield that was critical to the Sellafield Ltd continued 
reprocessing and therefore the amount of commercial 
revenue available to fund the clean up.  
 A vital component of Sellafield’s highly active waste 
processing facility needed replaced. Initially, this was 
scheduled to take place on line one but the customer then 
asked for the replacement to be fitted to line two as well.
 The increase in size and urgency of the project led to 
slippage in the timescale and strained relations between 

the project manager, project team and the customer. 
Eventually, the decision was taken that the project manager 
should be replaced. 

Objectives 
On taking the project on Neil was given a brief to deliver 
the project safely, in the shortest possible duration, 
whilst moving the project onto a sustainable footing that 
delivered the business benefits required.
 An earlier review of the waste decontamination process 
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revealed holes on internal sections of double skinned 
pipe-work, meaning there was a maximum of 50-80 days 
production left before the pipes must be replaced. 
Working within this timeframe, and with the previous 
slippage in mind, Neil was tasked with re-negotiating a 
revised programme of works not in the original baseline plan. 
 This needed to be delivered against the agreed 
project scope which included developing a robust safety 
case, installing replacement parts and stripping out all 
contaminated equipment.  There was also provision for 
radiological and environmental monitoring to be installed.

Resources
Due to the specialist nature of the project, Neil was able 
to secure the services of a full time senior engineering 
manager to support the project engineer to allow line two 
acceleration. 
 He also brought in a number of project specialists from 
other areas of the Sellafield site. These included specialists 
in remote technology, Waste vitrification process (WVP) 
manufacturing, WVP engineering/isolations and safety 
case development/management. 
 The budget for the project was £100k baseline (based 
on decontamination washes only); £6.4m change control 
one (based on remote change operations); £10.5m change 
control two (based on acceleration of scope) and £9.6m 
out-turn cost.

Challenges
The main challenge in the project was the significant 
radiological dose rates around the pipe work, the readings 
showed a radiological dose rate in the range of 1-6 sieverts 
per hour (Sv/h). 
 A radiological dose of 3-5 Sv will cause death in 50 per 
cent of cases within 30 days, while a dose greater than 5 
Sv is likely to cause death in 24 hours.  
 It was therefore clear that removal of the damaged 
pipes and associated components could only be carried 
out using specialist remote manipulator technology.

Co-ordination 
Neil’s first step was to restore team morale, including key 
supply chain partners, and develop trust among the project 
and customer organisations.
 He brought the customer into the project team to ensure 
quick decision-making, and seconded Sellafield specialists.
 A two-day review led to a turn-around, aligning the team 
and customer with shared goals and a realistic schedule.
 When a six-week delay was identified in the line one 
programme; Neil took the difficult decision to build it into 
the schedule and to deliver this bad news to the customer.
 It restored both team morale and stakeholder 
confidence.
 “I was confident I could get more out of the team 
working to a tight programme rather than an impossible 
one,” Neil said.
 He then went on to give what he describes as “probably 
the hardest presentation in my career”, where he gained 
Sellafield leadership agreement to the new schedule and 
to another £3.4 million funding.
 Once the project was back on track, Neil reviewed the 
key factors, leading the team in carrying out the work, 
which he said was “fraught with difficulties”. 
 He strengthened the control and supervision by 
implementing a management control team working 24/7 
to support the construction coordinators. He also issued 
guidance on the different control and supervision roles 
to reassure the different teams. Although a significant 
investment of resources, this resulted in no further delays.

Successes 
 Line two was delivered a week early, using the learnings 

from work on line one. Line one was delayed by 
unexpected contamination but was still delivered to the 
original timescale.

 Both lines were successfully handed back to operations 
with no lost time accidents or throughput restrictions.

 There were no outstanding quality issues at handover 
and there was a significant reduction of radiation reading 
in GFF room to normal background radiation levels. 

 The success of the risk management process was 
demonstrated by a £450k saving against the £1.1m risk 
and contingency funding sanctioned for the project.

 Lessons learned from the process were aired in review 
sessions afterwards, informing best practice decisions 
in future. 
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The APM Project Management Awards have been celebrating 
project management excellence since 1993 and the broad range 
of categories is designed to make entry possible for projects and 
companies of all sizes and complexity.

The awards reflect the invaluable contribution project managers 
make in all sectors of society and the event provides an opportunity 
for industry professionals to meet with colleagues and entertain 
guests as well as celebrate at one of the year’s most exciting events.

Highly regarded in the project management industry, the awards 
reflect the dedication and talent that helps to shape the project 
management community and the world around us. The finalists, 
winners and sponsors of the awards attract national publicity for 
their achievement and involvement. Winning an award provides 
invaluable recognition and kudos to the careers of winners.

For more details on the awards and how to enter or attend, visit 
www.apm.org.uk/awards.asp or email awards@apm.org.uk
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