
Project Management Institute Award for Project Excellence Application 
Hanford Live 2017 

1. Introduction/Summary  

This section provides the project background as the basis for 
evaluating the answers to the following sections. 

1. Provide a brief overview of the project 
 

Hanford Live 2017 was an interactive broadcast allowing global participation in a public involvement 
event for the cleanup of the Hanford Site. A two-hour broadcast was created featuring a panel of five 
experts and a moderator. People anywhere in the world could watch on the electronic device of their 
choice and ask questions through multiple social media options. They could also message amongst 
themselves, hold side conversations and share thoughts to the group on-screen. This project team was 
tasked with building a better mousetrap for conducting public meetings. The primary objectives were to 
establish a virtual space allowing for meaningful discussion, reach a larger audience, attract more 
youth/students, increase safety and cut costs. Thanks to the project team’s efforts, the pilot project 
worked brilliantly and there was not one single technical error. Traditional public meetings averaged 
about 50 people, over the age of 50. Hanford Live 2017 successfully created a safer, virtual discussion 
space, increased participation by about 90%, reached a targeted younger/student audience by about 70% 
and cut costs by more than 30%. Performance details can be found in Section 3. 

This first-of-a-kind collaborative effort was created by the Tri-Party Agreement (TPA) agencies, which are 
the U.S. Department of Energy (DOE) Richland Operations Office (RL), Office of River Protection (ORP), 
Environmental Protection Agency (EPA) and Washington Department of Ecology (Ecology) Nuclear Waste 
Program. The Project Team – comprised of about a dozen Public Information Officers from the TPA 
agencies and contractors – worked diligently for six months to create this new format. The Hanford 
infrastructure contactor, Mission Support Alliance, took the lead with support from other fellow Hanford 
contractors including North Wind. Please watch this brief highlight video. https://youtu.be/2i6Fq3mcwpI 

2. Describe the organizational need addressed by the project 
 

The organizations needed a forum for TPA agency decision-makers to discuss progress and challenges at 
the Hanford Site with the public. Public involvement is a critical element in any project’s success coupled 
with the need to work collaboratively with citizens, participating government agencies and contractors. 
Public involvement is also required by law as part of the permitting process for many projects. The 
Hanford Site is nearly 600 square miles, employs on average 10,000 workers and receives roughly $2B 
per year in federal tax dollars. Despite the size, cost and complexity of the Hanford Site, getting people 
to participate in open-forum activities has been a struggle. Well prepared, advertised and executed 
public meetings rarely draw a crowd of more than 50 people and sometimes no one shows up at all. 
Hanford is fortunate to have a local citizen’s Hanford Advisory Board (HAB), which has been meeting and 
offering advice for more than 20 years. Still, attracting participation and new membership has been 
challenging for HAB as well. Both the Hanford workforce and our most engaged stakeholders are aging. 
Substantial efforts to recruit younger people are yielding minimal results.  
 
With focus, hard-work and attention to detail, the Hanford Live 2017 project team addressed all of these 
organizational needs successfully without repeating another marginal meeting, all for a lower cost. 
Instead of 50 people at a meeting, more than 1,000 people logged on from as far away as Washington 
D.C., Japan and England. Immediately following the event the broadcast was loaded to YouTube where 
it’s received more than 800 views and is still going. Stand-alone meetings don’t do that for you.   

https://youtu.be/2i6Fq3mcwpI
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3. Briefly describe the solution that was implemented 
 

The project team created this solution from scratch using innovation, research and visualization. Meeting 
regularly for six months the team selected the best technologies, offering the highest quality for the 
lowest price. By effectively managing time, money, people and resources, Hanford Live 2017 came off 
flawlessly and accomplished all of the team’s objectives with seriously improved performance metrics.  

The solution manifested as a broadcast of the TPA managers and the HAB Chair offering brief 
presentations followed by questions and answers with the public participants. A credible, familiar 
moderator fielded the questions as they arrived via social media and directed them to the appropriate 
panel members. Almost all of the questions asked during the two-hour broadcast were answered—and 
answered well—by the knowledgeable panel. Presentation topics included environmental restoration, 
safe worker practices and advancements at the Waste Treatment Plant project. The broadcast aired April 
12, 2017, 7:00-9:00 p.m. with advanced notice and advertising including mass listserv emails, a press 
release, advance media coverage and social media. Participants also enjoyed messaging with each other.  

You can see more on this link to the Hanford event calendar, YouTube, agenda, presentation and survey.  
http://www.hanford.gov/pageAction.cfm/calendar?&IndEventID=7022.   

4. Describe the outcomes of this project on the project stakeholders and on society in general 
 
The outcome was people around the world were able to participate in the online conversation, which 
was a vast improvement over previous public meetings for both stakeholders and society. This new 
interactive broadcast format was used as an alternative to traditional State-of-the-Site (SOS) Hanford 
public meetings. In the past, Hanford managers would hold public meetings in regional cities like Seattle, 
Portland and Hood River, Ore. They would offer presentations, answer questions and encourage people 
to participate. The meetings rarely drew a crowd, failed to generate more participation and did not 
recruit a younger audience. On occasion a dominant personality would create an aggressive or hostile 
situation, which was counterproductive and occasionally dangerous. Taking top managers away from 
work and hosting large public events is also costly in both time and advertising dollars.   
 
The new Hanford Live 2017 interactive broadcast was a substantial improvement to SOS meetings. 
People logged on from the comfort and convenience of their own homes or offices using their favorite 
electronic device. No one had to miss work, hire a baby-sitter or spend gas money to drive to a public 
meeting location to participate in person. Participation was not restricted to driving distance of the 
meeting either. The broadcasting elements of camera angles, PowerPoint presentations and video 
questions made the event more visually interesting for the participants than traditional public meetings 
too. Participants watched, submitted questions and conversed with each other. A win-win for everyone.   
 
For the judge’s consideration, the value of this project far exceeds the two-hour broadcast and the 
variable costs documented. The need to improve public participation can benefit everyone. Every 
government entity or contractor could use this successful project to advance their own work—by better 
informing the public, fulfilling legal meeting requirements and expediting the permitting process. 
Anyone can view this creation and apply the techniques to their own events. All government agencies, 
both large and small are looking for the solutions this project team delivered. The project was shared 
with the U.S. Forest Service members who applied it in Colorado with similar success. Hanford Live 2017 
far exceeds the value of a construction project because it is a solution everyone can use to their benefit.  

http://www.hanford.gov/pageAction.cfm/calendar?&IndEventID=7022


 



 



3. Benefits/Value 
Show that the benefits/value of your project were realized by answering the following: 
 

1. Identify the expected positive benefits/value of the project on the organization. 

The organization expected a better way for the TPA agency decision-makers to discuss progress and 
challenges at the Hanford Site with the public. They wanted to reach a wider audience, draw in younger 
people and encourage future participation in public involvement in a safer environment. They wanted 
people to be able to talk to each other, and they really wanted it to cost less than regional public 
meetings. The agencies and contractors also expected to get some good press. Please see two examples. 

Tri-City Herald Hanford Live 2017 Article: Hanford to hold State of the Site meeting - virtually 
http://www.tri-cityherald.com/news/local/hanford/article141366888.html 
 
Social media post from a reporter at the Weapons Complex Monitor in Washington D.C.

 

2.  Identify the expected positive benefits/value of the project on society. 

The project team recognized that people globally are 
interested in the site and people locally are affected by 
agency policies and operations. Creating a virtual space 
for discussion was a cost-effective way to allow 
participants to interact with a broader range of 
stakeholders than is possible with in-person meetings.  

Because nuclear cleanup at the Hanford Site matters to all 
of us, sharing the latest information about progress along 
with worker safety and technological advancements 
benefits everyone. The questions and comments collected 
from public involvement activities help leaders make the 
best decisions as cleanup progresses. 

3. Describe what processes/tools were used to 
verify if the project benefits were achieved. 

The project team crafted a survey to follow the 
broadcast and linked it to the event calendar posting 
with the YouTube link. This allowed participants to fill 
out the survey immediately after the broadcast or 
following an online view at a different time. The survey 

http://www.tri-cityherald.com/news/local/hanford/article141366888.html
http://www.tri-cityherald.com/news/local/hanford/article141366888.html


was also posted on social media. The survey results were compiled and shared with the agencies and the 
stakeholders. The results below are from 57 survey responses. Please note not all participants answered 
every question and no international participant filled one out. As with all surveys this data paints an 
accurate, yet smaller picture of a much larger project success. Nice boost from 50 people in a meeting.  

• Pre-registrations: 174 
• Livestream viewers: Peaked at 120 
• Facebook views: About 1,000, plus 12 shares; 17 questions/comments 
• Questions received: More than 50 questions before and during the event  
• Hanford Live video views: 

o Facebook: 1,221 
o YouTube: 853 

 50% were general public 
 40% had never participated in 

a Hanford public event  
 98% a useful forum  
 90% watched 1st hour 
 60% remained for 2 hours 
 30% were 45 or younger 
 5% were 30 or younger 
 

4. Describe what benefits-
related complexities had 
to be overcome. 

The greatest benefits-related 
complexity was getting all of the 
agencies, contractors and 
stakeholders to try something 
new and different. The project 
team’s positive, diplomatic 
communications reached unprecedented levels by achieving buy-in from all parties with consensus. Any 
of the participants could have stalled the project, and the project team overcame that challenge. The 
next very real complexity was getting people around the world to receive this invitation and to 
participate. Necessity was the mother of this invention. Please see a small sampling of feedback below. 

I can't recall a public meeting in which we fielded so many mission-specific questions. And as I watched 
remotely I read several comments from people who liked the format. Our friends in Sellafield also watched - 
and it was pretty early in the morning for them - and are interested in how they can do this format. This is an 
excellent example of how we are being innovative to achieve more with less funding. Thank you!  
 
Carrie Meyer, U.S. Department of Energy, Office of River Protection, Director, Communications 

 
I just had a chance to watch the Hanford Live video using a link in the Solutions publication. I thought it was 
fine. The sound worked for me, the speakers did a good job and the questions that people submitted reflected 
what would be asked if we were there in person. I was glad that my question got asked. 

Pam Larsen, City of Richland 



4. Schedule  
Show that the project schedule was effectively developed and managed by answering the following: 
 

1. Describe what processes/tools were used to develop and manage the schedule.  

The project team created several schedules. Because this was a pilot project, there were no other 
existing schedules to mimic. The first schedule involved calendar notices achieved by consensus to 
manage the steadily increasing team meeting schedule. During those meetings, the team developed the 
pilot idea, defined scope and explored technology options. Those details are defined in segments 1, 2, 3 
and 6. Next the team researched and developed a cost/purchase schedule described in segment 5. The 
meetings on scope identified the need for stakeholder involvement, risk mitigation, project change and 
creating a detailed lessons learned package to be used as a guide for future broadcasts, all shown in 
segments 7, 8, 9 and 10. Due to the nature of this pilot project, there are too many schedules to fit into 
this award application, but you will see samplings of these schedules in each segment.   

The project team also created a master project change management document. It included a clearly 
defined purpose statement, a list of key objectives, target audience, desired outcomes, success factors, 
technology options, a task check-list and an advertising schedule. Please see a small portion below. 

Table 1. Social Media Advertising Schedule 
Timing Facebook/Twitter Listserv 
6 weeks in advance Description with registration link and eye-

catching graphic. 
Request questions in advance of webinar. 

Description with registration link. Request 
questions in advance of webinar. 

4 weeks in advance Description with registration link. Consider 
short video clip (10 secs) 
 

Description with registration link. Request 
questions in advance of webinar.  

2 weeks in advance Request questions in advance of webinar.  
1 weeks in advance Description with registration link. Consider 

new video clip (10 secs) 
 

Description with registration link. Include 
any meeting materials (agenda, ppts, fact 
sheets) 

Day of Description with registration link and eye-
catching graphic reminding of that day’s 
webinar. Link to landing page.  

 

2. Describe how these processes/tools were used to effectively manage the schedule’s critical path.  

Having the purpose, objectives and desired outcomes briefly defined in one document, along with the 
advertising schedule and the lengthy task check-list helped to narrow the focus. The more creative team 
members could quickly re-read the top of the document defining purpose, goals and outcomes for 
inspiration. The more detail-oriented team members could tackle the task check-list and derive their 
satisfaction by checking off the boxes. Using consensus, the project team created and modified all of 
these schedules whenever needed to advance the project. This increased speed and efficiency.  

At the end of each team meeting, tasks were clearly defined and assigned. Often members volunteered, 
based on their area of expertise. At the beginning of the next meeting, each team member reported 
back their accomplishments. This positive schedule process gave each person responsibility, ownership 
and a sense of pride. Synergy emerged. This schedule process also allowed the entire group to be up-to-
speed on all aspects of a fast-moving, steadily-changing creative project. Since most tasks were 
interdependent, the updates were essential to advance each member’s work as rapidly as possible. The 



creation and modification of all of these schedules were essential for the project team to make 
something out of nothing in just six months’ time (the critical path). Please see a very small portion of 
our extensive and highly-detailed task check-list below. 

Task Due Date Date Complete Owner 
Logistics    
Confirm date and time    
Review possible facilitators    
Confirm speakers    
Select facilitator    
Confirm webinar location    
Reserve all needed equipment (mics, computers, cameras etc)    
Webinar Technology    
Choose webinar platform    
Set up Registration/Landing Page    
Webinar Materials    
Create/review graphic for webinar and for use on advertising     

3. Describe how effective management of schedule contributed to the project’s success. 

The use of these processes and tools built a strong, trusting team relationship – another ingredient for a 
successful project. Initially, Hanford Live started out small and grew to something large. When that 
happens, team members can feel overwhelmed, frustrated and left behind. Effective management 
encouraged creativity and allowed Hanford Live 2017 to flourish, not from the ground up like a 
construction project, but like a piece of art emerging from a blank canvas. Effective management of 
multiple schedules and superb leadership by DOE-RL allowed the layering of ideas and technology to 
take an ordinary webinar and grow it into what you see before you – Hanford Live 2017 – a project 
worthy of consideration in your respectable PMI contest.  

4. Describe what schedule-related complexities had to be overcome. 

If there was a complexity, it would have been the differing opinions of the three government agencies 
(TPA) who all had to agree using the consensus process. Let’s be frank. When the DOE, EPA and 
Washington State don’t agree, nothing happens or a lawsuit is filed, which means nothing happens even 
longer. That didn’t happen here and the project team members deserve a round of applause.  

Despite the widely varying ideas and personalities, all team members used good common sense and 
that prevented any in-fighting. Not everyone got everything they wanted. Compromise was key. When it 
came to making the tough decisions, people either stood their ground or gave in based on achieving the 
desired outcomes. All participants listened to the technology experts too, and respected the expertise of 
their colleagues. Team members yielded opinions and chose logic and expertise for all final decisions. In 
the end, it was this respect that allowed the project to even happen.   

Because of the above-mentioned processes and tools, no substantial change-related complexities had to 
be overcome, even though this project was growing and changing in many different directions daily. 
That’s how it goes when you’re making something completely new from scratch. The numerous 
schedules left no stone unturned—not task left unassigned—and delivered a successful project. 

 



5. Cost  
Show that the project cost was effectively developed and managed by answering the following: 
 

1. Describe what processes/tools were used to determine the project cost. 

Respectfully, we ask our judges to understand our competitors in this contest will add salaries to this 
cost segment. Unlike an individual company, the Hanford Live project team has no means of accessing 
salaries from across multiple government agencies and contractors to generate accurate salary costs. 
The costs we will provide are hard or fixed numbers based on purchases, as you grade these entries.  

Two processes were used to determine the project cost and budget. First, the costs, practices and 
lessons learned from prior regional SOS meetings were carefully reviewed and discussed by the project 
team. Secondly, hard-cost estimates were carefully secured and approved by senior management 
(sponsors) before any purchasing commenced. The project team reviewed the costs steadily. 

From a cost perspective Hanford Live 2017 was a success, saving time, money, and resources. For this 
first-of-a-kind event, the team’s goal was to make this public involvement opportunity more accessible 
for people everywhere and less costly to Hanford than a series of SOS meetings. Regional SOS meetings 
originated in 2002 and were held on and off through 2014. Costs included purchasing advertising, hiring 
a neutral facilitator, renting meeting facilities, audio visual costs at each location, printing flyers and 
travel costs for the team. Without factoring in salaries, these meetings averaged $30,000 annually.  

This pilot project achieved all of these goals by delivering a much larger audience, saving the time of a 
large team traveling around the region, and the overall cost of holding public meetings. No traditional 
advertising was purchased either. Future production costs could be cut in half now that backdrops, 
posters, promotions and other items have been purchased. The initial investment on a first-time project 
is always highest and then can be reduced by reusing resources, materials and lessons learned. 

2. Describe how these processes/tools were used to effectively manage the project cost. 

To accomplish the goals of saving time, money, and resources when compared to prior SOS regional 
meetings, the project team members, who normally meet monthly, increased the frequency of their 
meetings to weekly and then daily. Meeting times lengthened to reach consensus on each step of the 
creative process before any purchasing decisions were made. The group discussed many options 
including a simple, quick and very affordable Facebook Live broadcast. Other options were considered 
including a webinar with PowerPoint presentations, videos and live interaction. While many of the 
options were viable, the team members with prior TV broadcast experience were concerned about the 
potential for poor picture and audio quality. That could defeat the goal of drawing more people in, 
keeping them engaged, and bringing them back for future events. After thorough discussion, the group 
reached consensus on using a Tri-Caster option – a portable TV station in a box. The team also agreed on 
the use of several social media platforms. Despite the higher cost of the better-quality technology, the 
project team still managed to come in well under budget compared with previous public meeting costs.    

3. Describe how effective management of cost contributed to the project’s success. 

Once the pilot project was clearly defined, all cost estimates were collected. The team also worked 
diligently to use assigned work time to achieve the goals while avoiding labor cost overruns. This 
practice was passed down and emphasized to the other workers supporting the Hanford Live 2017 



production during set up and execution of the event. After consensus was achieved on all necessary 
items, the appropriate hard-cost estimates were collected to create this table below. 

 

All necessary items were purchased on time, within budget and on schedule. Thanks to precise hard-cost 
estimating, price-point comparing and efficient ordering, the pilot project was completed without any 
cost overruns or last-minute unexpected expenses. The cost performance goal was achieved.  

4. Describe what cost-related complexities had to be overcome. 

Running over budget when you’re creating something that’s never been done before is a considerable 
challenge. The project team knew managers/sponsors were watching carefully and any overruns would 
defeat the project’s purpose and the chance of future events. Once the prior SOS meeting costs were 
carefully reviewed, the team knew the Hanford Live 2017 production cost needed to be well below 
$30,000, which had been the average cost of prior regional SOS meetings, without salary and labor 
costs. Thanks to the diligence, research and consensus of all the team members, this pilot project 
budget estimate shaved $10,000 off the prior SOS meeting costs. The first-ever Hanford Live online 
conversation was completed with no technical difficulties or cost overruns for about $20,000. Now that 
all of the necessary purchases have been made, future costs can be reduced to just $10,000, which is a 
$20,000 savings over the original SOS meetings. The first project achieved a budget reduction of one-
third and the next broadcast cost is estimated to be a savings of two-thirds. Work was performed during 
normal working hours, not to exceed salary expectations. A strong project from a cost perspective.  

Hanford Live 2017 Cost Estimate
Estimated costs for a second event

Preparation
Backdrops (time) 200.00$                      $
Backdrops (materials) 2,685.00$                  -$                            
Logos for podium and desk (time) 200.00$                      200.00$                      
Logos for podium and desk (materials) 150.00$                      150.00$                      
LiveStream subscription 99.00$                        99.00$                        

Total for staging/prep 3,334.00$           449.00$                  

Execution
Facilitator 4,300.00$                  1,000.00$                  
Tricaster and team 12,000.00$                8,000.00$                  

Total for execution 16,300.00$         9,000.00$               

Misc.
Procurement/contract support 700.00$                      350.00$                      
Supplies 74.00$                        74.00$                        
IT technicians (in advance of event) 396.00$                      396.00$                      

Total for misc. 1,170.00$           820.00$                  

Other
Advertising -$                            -$                            
Travel/lodging/meals -$                            -$                            
Room/facilities rental -$                            -$                            

Total for other -$                      -$                         

Total 20,804.00$         10,269.00$            



6. Scope 
Show that the project scope was effectively developed and managed by answering the following: 
 

1. Describe what processes/tools were used to document the project scope. 

Key stakeholder requirements were collected and creatively drafted into goals and objectives.  

2. Describe how these processes/tools were used to manage that scope. 

The goals were achieved by increased facilitated project team meetings, consensus definition of scope, 
agree-upon change processes and clearly delineated tasks. 

3. Describe how effective management of scope contributed to the project’s success. 

The answers to all three questions above are combined in the categories below that detail each aspect 
of the project’s scope. Each category was essential for success.  

PRESENTERS: Selection of speakers included a representative from DOE-RL, DOE-ORP, EPA, and 
Ecology.  Local perspective was presented by the Hanford Advisory Board (HAB) Chair. A 
knowledgeable moderator was also hired. 

PRESENTATIONS: Each TPA agency prepared a PowerPoint presentation, which was reviewed by the 
presenters, edited to avoid redundancy and merged into one presentation. A Hanford Site map was 
also prepared. The presentation was loaded into the presentation computer and placed into a 
backup computer and flash drives in the event of a computer crash. 

TIME: The event took place in mid-April. The timeslot selected was a Wednesday from 7:00-9:00 
p.m. Midweek offers maximum public reach according to news and social media outlets. 

VENUE: An MSA facility was used for the event but later discussion raised the simplicity and 
improved quality that a local, existing TV studio might offer for any future events.  

BROADCAST LAYOUT: Floor plan included a podium for the moderator, a large screen to display the 
presentations, three large blue backgrounds and a table for all five speakers. Logos on foam core 
board were ordered for both the table and the podium. Name cards were placed in front of the 
microphones. Many of the prepared materials can be reused, as needed, for future events.  

EQUIPMENT: MSA acquired a LiveStream account to broadcast the event. Participants could write 
messages that would appear on screen. MSA used an existing Tri-Caster, lighting, three HD camera 
configurations, and six hard-wire directional microphones. Each camera had a tripod and the 
microphones had short stands on the table and podium. Video questions submitted before the 
broadcast were loaded into the Tri-Caster and it was also interfaced with the social media. No 
telephone call-in options were used but could be considered in the future. A separate room with a 
webinar/conference call is another option so a caller could ask a live question with a pre-loaded 
graphic. The moderator used a computer to receive questions from social media on the fly.    

SOCIAL MEDIA: Ecology brought a tripod, HD camera and a multi-directional microphone. They were 
attached to a laptop and used to stream Facebook Live with a stagnant wide shot. This configuration 
offered superior audio and video quality compared to using the mic/camera in a laptop, table or cell 
phone. Surveys following the event showed 1,200 hits to the Facebook Live feed, so options for a 



camera operator to move the camera shot could step up the game. A connection to Facebook Live 
from the hardwire mics might enhance audio quality if possible. People chatted on Facebook. 

For the event, we established a Twitter hashtag (#HanfordLive2017), a mailbox to accept written 
questions in advance, and a Gmail account to accept video questions of 60 seconds or less. 
Individual laptops were used to monitor the social media and to share with the moderator.   

PROMOTION: Organizers generated several email notices, registration platform, logo, flyer, press 
release (issued by Ecology), agenda, and event calendar entries on multiple Hanford agency 
websites. An online survey was also created to circulate immediately following the broadcast. The 
media was encouraged to participate online and to also submit video questions in advance. A 
broadcast rundown was generated for all to follow during the live event. 

STAFFING:  DOE-RL offered leadership and direction. MSA provided staff to move furniture, 
guaranteed computer connections and monitor the secured facility after business hours. Agency and 
contractor staff provided a laptop to monitor Facebook Live, Twitter, and the email account. EPA 
collected the incoming questions and fed them electronically to the moderator during the live 
broadcast. MSA brought a staff of about six people from Vivid to operate the broadcast equipment.   

DRY RUN: A dry run was held (technical crew only) two days before the event. A full dress rehearsal 
was held the day prior to the event including all of the on-camera talent. These steps are crucial to a 
clean delivery. Minor edits were made to the presentation following the dry run. It was determined 
that the presenters would give a visual cue to the slide operator to avoid audio repetition like, “next, 
next slide please.” Wardrobing options were finalized.   

DAY OF EVENT: DOE-RL provided water and snacks. Presenters arrived one hour before the broadcast 
began. The MSA facility gates were locked after all participants arrived as a measure of security. A light 
application of HD makeup was applied to all the presenters. Following the event, the video team 
uploaded the recording to YouTube. The link was placed on social media and online event calendars.   

SURVEY: Ecology circulated and tabulated the results of the survey. The survey link was sent to 
registrants, the Hanford email list and posted on the agency event calendar notices. Results were 
included in the lessons learned and also shared with the stakeholders during a HAB presentation.   

LESSONS LEARNED: Compiled, edited by the group and shared with all three agencies and 
contractors including examples of all materials created. This will streamline future broadcasts. 
 
4. Describe what scope-related complexities had to be overcome. 
 

Defining the scope was a project in and of itself. In establishing the scope of this project, the team 
discussed setting reasonable expectations for the event. We wanted to deliver a production that was 
professional enough to be credible for Hanford stakeholders used to the format of previous meetings. 
To do this, we had to clearly define what we would be able to achieve with the equipment, budget and 
other resources available to us, and likewise what bells and whistles were not going to be realistic. By 
limiting unnecessary risks of technical challenges that could derail the effort down the road, the team 
was able to head off many scope-related complexities at the initial stages of the project’s development. 
The project team spent many hours in meetings defining scope, which yielded a perfect product.  



7. Stakeholders 
Show that stakeholder expectations and communications were managed by answering the following:  
 

1. Identify the key stakeholders and why they were key to your project. 

The key stakeholders begin and end with the public. In title, many are represented by the TPA agencies, 
contactors and HAB members. The sponsors were key to this project because they had to allow and 
approve its creation and execution. They also had to agree to be on live TV and answer questions on the 
fly for two hours. That, alone would cause many managers to just say no. The HAB membership includes 
local government, business, health, higher education, tribes, the Hanford workforce, and members from 
environmental and public interest organizations. The HAB had already submitted advice requesting 
more traditional SOS meetings and were initially opposed to the online option. However, many 
stakeholders became engaged and involved during the creative process, which helped make the project 
successful. People liked conversing via social media. More than 1,000 Facebook views and 800+ YouTube 
views demonstrate the participation from the public stakeholders despite their initial skepticism.  

2. Describe what processes/tools were used to manage expectations and communications.  

The project team created the internative concept, assembled the varied technologies and drafted initial 
promotional materials. As the project started to take shape, the advancements made during the weekly 
planning meetings were reported back to the top managers for approval. The project team prepared 

and scheduled a presentation for the HAB 
Public Involvement Committee (PIC) to 
further inform and engage those 
stakeholders. This open and transparent 
communication established the stakeholder 
expectations and helped them become 
more receptive to the pilot project.  

The HAB members want more SOS 
meetings and have been calling for them 
since the last round in 2014. This push 
included issuing several pieces of HAB 
advice on the subject. The Hanford Live 
2017 option was not what HAB wanted or 
had asked for. Requesting meaningful input 
from PIC members on some Hanford Live 
promotional materials helped build support 
for the event. Collaboration with the HAB 
led to a much-improved flyer, seen here. 

3. Describe how effective management 
contributed to the project’s success. 

Keeping TPA agency managers and 
contractors informed on a weekly basis 
allowed the pilot project to flow without 



unexpected delays or conflict. Once the concept was prepared, engaging the PIC and full HAB was also 
essential to the project’s success. Because of the stakeholder engagement, HAB members responded 
positively and participated in the project. The HAB Chair was even invited to join the Hanford managers 
on set, and other PIC members submitted video questions and engaged students (a targeted younger 
audience). Many HAB members signed up, watched, ask questions and filled out the surveys. It is 
unlikely the stakeholders would have engaged without the project team soliciting their input. 

Another equally large portion of this innovative project was brainstorming to get the public to 
participate. How were we going to spread the word about Hanford Live? By engaging the stakeholders 
early in the process, we collaboratively developed a list of outreach activities that included lots of free 
promotion, including mass emails generated from the TPA and HAB mailing lists, a press release, flyers, 
advance media coverage and social media. Stakeholders were also encouraged to share the social media 
posts and other materials with their contacts. These efforts generated the successful turnout.   

4. Describe what stakeholder-related complexities had to be overcome. 

Of all the complexities that had to be addressed with Hanford Live 2017, the stakeholders (public) came 
first. Offering an alternative to traditional public meetings was not initially well-received by the HAB, and 
the project team fielded many less-than-glowing questions and comments. This challenge was mitigated 
by listening to and considering their collective input leading up to the event, and incorporating many of 
their ideas on broadcast format and outreach into the project. These actions showed respect to our 
stakeholders as well as the shared importance of open and transparent communications. We didn’t win 
all the hearts and minds, but based on the efforts documented above the stakeholders appreciated 
having a role in the development of the event and willingly participated. After all of this work, planning, 
execution and commitment, the project team was delighted with the outcome. Fait Accompli. 



8. Risk  
Show that risks were effectively managed during the project by answering the following: 
 

1. Identify the key risks and explain why they were key to your project. 

There were several key risks that had to be mitigated.   

A. The primary risk for a pilot broadcast was complete technical failure. The worst-case scenario 
was the broadcast losing power, signal, picture, audio and social media contact.  

B. Another risk was that one of the presenters would not show up, creating a hole in the 
production and a shortage of on-air material. 

C. The project team also feared a series of technical errors could rattle the presenters and cause 
speaking, stumbling and communication problems. This risk would give a bad impression to the 
public about all of the government agencies and their contractors.  

D. The team was also concerned about disruptive personalities taking over the broadcast or 
dominating the online conversations. This is a risk potential at any public meeting. How to 
manage on-screen conversations amongst the participants? Special interest groups are 
practiced at hijacking public meetings to advance their own purposes at the expense of the 
public good. In today’s world the risk of an active shooter/dangerous person looms at all events.  

E. The possibility of protestors or saboteurs intently damaging the quality of the broadcast.  
F. Finally, there was the risk that Hanford Live 2017 would not achieve the goals of reaching a 

larger audience, reaching more young people and being more affordable than prior SOS 
meetings. Any of the above-mentioned risks could have destroyed the goal of connecting with 
the audience and encouraging them to return for future web-based events. All involved could 
have been unsatisfied, potentially diminishing any future endeavors.  

 
2. Describe what processes/tools were used to document risks.  

 
All of the risks documented above were generated and monitored during the weekly project team 
meetings. The background experience of each member varies widely so many good ideas came to the 
table. Mitigation plans were discussed. No actions were taken until the group reached consensus.  
 

3. Describe how these processes/tools were used to manage risk.  
 

A. The risk of losing electrical power is a risk for almost any project. While the risk of a power 
failure was low, the broadcast was discussed with the MSA electrical team, to keep them in the 
loop – the electrical loop, that is.  

B. The risk-mitigation process developed by the project team revealed the necessity of back-up 
presenters. Understudies were selected for each on-camera presenter. They came well-
prepared, on time and wearing appropriate TV clothing. The public would not have known.  

C. Broadcasting technical errors can cause seasoned TV anchors to look confused and stammer 
around. Our presenters were very knowledgeable on their subject matter, but had little on-
camera experience. It was essential for them to feel calm, secure and focused. The project team 
used existing equipment that had a reliable track-record and employed a skilled and 
experienced team of communications professionals to operate the gear. Each person not only 
had extensive experience using the TriCaster equipment and social media, they also had prior 



experience in broadcasting or other high-pressure situations. A technical dry-run and full-dress 
rehearsal further mitigated the risks of a technical mishap.  

D. The risk management actions for disruptive personalities were three-fold. First the TriCaster had 
delete/override/bleep controls to cut audio or delete offensive comments. Second, no live 
telephone questions were taken during this first pilot project, but could be added in the future. 
Video questions were submitted in advance and reviewed for acceptability. All live questions 
and comments received were monitored by the experienced individuals manning the social 
media systems and then forwarded to the EPA project team member who organized and fed the 
questions to the neutral moderator. This process allowed several sets of eyes to review the 
comments and questions to prevent any inappropriate, offensive, unprofessional or disruptive 
material from getting on-air. The night of the broadcast, overall, the questions were genuine.  

E. Hanford Live 2017 was held at an undisclosed location after business hours when the property 
was closed and secured. This prevented any protests or the possibility of unplanned visitors.  

F. The final risk – that of failing to achieve goals – was mitigated with the actions noted above.  
 

4. Describe how effective management of risks contributed to the project’s success. 
 
The power stayed on and the broadcast went on. Ironically, the morning of the broadcast, a Charter TV 
cable was cut to the production facility by construction workers. Several people nearly had nervous 
breakdowns and frantic repair efforts restored the cable connections before show time. Due to the 
management of two dry-run rehearsals and the skills of the production team, the presenters felt 
comfortable. Presenters were not distracted by errors, chaos, protestors or danger. The secure, 
professional environment allowed them to confidently and effectively deliver their messages and address 
questions. After the event, the presenters were pleased. The surveys show the audience was too.   

 
5. Describe what risk-related complexities had to be overcome. 

 
Due to the superb project team effort NO risk-related complexities materialized. Most of the critical 
risks were mitigated through detailed planning, discussion, rehearsals, understudies, facility security, 
experienced communications staff and electronic override control. It is important to note the positive 
impact of a clean broadcast on 
presenters with limited TV 
experience. Even professionals 
with years of daily broadcasting 
experience can fall apart on-air 
when faced with a barrage of 
errors or other distractions. 
Effective risk management and a 
fantastic crew allowed our 
presenters to do an outstanding 
job of sharing Hanford news 
candidly with the public. Many 
participants shared their 
thoughts on screen via social 
media, made new connections, 
and enjoyed sharing information 
during side conversations.  



9. Project Change Management  
Show that proposed changes to the project scope, cost and schedule were effectively managed by 
answering the following: 
 

1. Describe what processes/tools were used to document and approve changes. 

The project team created a TV broadcast rundown to time and execute each step of the two-hour 
broadcast right down to the second. The first hour of the rundown is below.  

Story Talent Cam Title On Camera Video Source Stored Length 
   (Rich counts down to open) 

Open/graphic/logo/music 
Graphic/ 

Music 
Tricaster :10 

       
  1 Wide shot/show Susan On Camera (OC)  :10 
       

1 Todd 2 Center on Todd for intro  OC  10:00 
       

2 Doug 1   Center on Doug OC  :20 
3 Doug 1 PowerPoint Source-RL PP Computer 10:00 
       

4 Todd 2 Center on Todd intro BH OC  :20 
       

5 Kevin 1 Center on Ben OC  :20 
6 Kevin 1 PowerPoint Source-ORP PP Computer 10:00 
       

7 Todd 2 Center on Todd intro AS OC  :20 
       

8 Alex 1 Center on Alex OC  :20 

9 Alex 1 PP Source-Ecology PP Computer 5:00 
       

10 Todd 2 Center on Todd intro DF OC  :20 
       

11 Todd 2 Thank Susan and read email question(s) OC  1:00 
12 Manager 1 Appropriate mgr answers OC  5:00 

       
13 Todd 2 Thank and intro video #1 

#1:  Shannon Cram 
OC  :20 

14  2 Play video question #1 Sound on Tape Tricaster 1:00 
15 Todd 2 Thank and direct to proper manager for As OC  :20 
16 Manager 1 Appropriate mgr answers 

DO NOT SHOW SUSAN  
 

OC/CTR OR 4-SHOT  5:00 

2. Describe how these processes/tools were used to manage change. 
 
The former broadcast members of the project team researched the various free electronic rundown 
versions and selected the appropriate tool. Each shot, speaker, camera move and video was 
painstakingly built into the rundown, visualizing a clean production. Once the draft was reviewed and 
finalized, the rundown was shared with the TriCaster production crew for review and rehearsal. 
 
It is important to note that dozens of people participated in the production from all of the TPA agencies 
and supporting contractors. Each person was directed by their own project team representative to 
participate and the positive attitudes from those eager to try something new was infectious. No errors, 
injuries or lost work occurred and the project kept on time, within budget and on schedule. 
 



Many MSA employees secured space, power and technology to support the video production team and 
the TriCaster equipment. Ecology staff delivered an extra high-definition camera, computer and 
operators to stream a Facebook Live version simultaneously with the Livestream broadcast. Several MSA 
communications employees ran the presentations, social media, took photos, received questions live 
during the broadcast and fed them to the EPA team member. With perfect timing she delivered them to 
the moderator, who ad-libbed well and kept up the pace. The DOE-RL communications lead came well-
prepared with water, snacks and directed the contractors with the precision of a symphony conductor.  
 
Our project team especially appreciated the willingness of the DOE RL/ORP, EPA, Ecology and HAB 
managers who spoke. They accepted wardrobe advice from the team for a visually-appealing and 
cohesive overall look. They also subjected themselves to high-definition make-up — yes, even the men 
—to support a polished and professional broadcast for the viewers. 
 

3. Describe how effective management of change contributed to the project’s success. 
 

In broadcasting, successful management of change to scope, cost and schedule is the make-it-or-break-it 
factor. On the air live, there is little wiggle room. A clean broadcast has few or no technical errors, 
speakers make sense and don’t stammer around, and viewers leave informed and with positive feelings. 
When things go wrong, broadcasters worldwide use the term “cluster.” It indicates a multitude of things 
failed. Viewers turn these shows off before they end and don’t return. Hanford Live 2017 was clean.   
 

4. Describe what change-related complexities had to be overcome. 
 

Thanks to the successful creation and use of the TV broadcast rundown, coupled with the extremely 
well-organized direction to staff from the project team, there were no change-related complexities, on-
camera errors or talent flubs. Because the on-camera presenters and understudies arriving on time, and 
prepared no last-minute on-air changes emerged. With live questions coming in during a live broadcast 
to inexperienced speakers, the risk of change was high and a flawless change process was mandatory.  
 

5. Identify the key changes during your project and why they were key to your project. 

The key changes were selecting the Livestream for the broadcast, layering more and more social media 
over the basic broadcast and adding the moderator and the HAB Chair to offer a local perspective. 
Initially, the project team considered webinar options—GoToWebinar, AdobeConnect, and WebEx. The 
project team upgraded to a full-TV broadcast with live presenters and ad-libbed questions. A huge 
project change with higher cost and many moving pieces, all agreed upon for improved quality to better 
serve the public. Better technology and multiple social media options were key to reaching the objective 
of attracting the largest audience possible. Once the technology was selected, the project team 
discussed just having the TPA government managers give agency updates and answer questions from 
social media. The group added a moderator. This change improved the credibility of the broadcast by 
adding a neutral party who skillfully managed the incoming questions. He was the cohesive glue once 
the show hit the air. The change to add a private citizen—the HAB Chair—also drew in the support and 
participation of all the HAB stakeholders and offered viewers a more balanced evening of information. 



10. Lessons Learned  
Show that lessons learned from previous projects (if any) and from the submitted project were 
effectively integrated into the project and/or organization by answering the following:  
 

1. Describe what processes/tools were used to capture lessons learned. 

The primary lesson learned from this pilot project was that it actually worked. The processes/tools used 
to capture lessons learned were discussed and selected during the weekly project team meetings. A 
debrief was held directly after the broadcast where immediate reaction was collected, a lessons learned 
project team meeting was held about a week later, input was collected from all involved, and survey 
results were compiled and shared back to the sponsors and the HAB. A large lessons learned 
document/folder was created including copies of all the promotional materials. This was shared with all 
team members to help improve the efficiency of future broadcasts. Please see below.  

DOE-RL’s Rich Buel 
- While a challenge, see if the moderator is able to respond in live time to the answers given to 

questions, as opposed to moving right on to the next question submitted. 
- Consider some kind of signaling device to call for slide changes, instead of having folks nod.   
- Offer testing options in the days leading up to the event so folks can practice how to sign in. 
- While not doable this first time, add pictures of projects 
- Continue to have a technical dry run and a dry run with all presenters in attendance.   
- Emphasize pre-registration so as to assemble a complete list of viewers. 
- Determine if the survey goes out to just pre-registered viewers or to anyone who tuned in. 

 
EPA’s Emy Laija 

- The dry run with managers was a vital step to the live webinar.  
- Need better software for getting questions from the public to the facilitator  
- Important to have execution plan for event, including metrics to measure performance  
- Working with HAB/PIC generates a high amount of goodwill  

Ecology’s Randy Bradbury 
- The dry run was essential 
- The streaming event was far better than having done nothing. 
- A streamed event and a live event are not mutually exclusive.  
- They need to be well planned. It was a great decision to have Rich act as point person 
 

North Wind’s (supporting DOE-ORP) Dieter Bohrmann 
- Thought some of the agency responses were too technical for a general audience. Should we do 

this again, might consider whether we need to have top managers do the briefing or if we have 
lower-level staff who are more comfortable on camera and knowledgeable enough to answer.  

- Despite what the agencies would deem a “successful” production, it was probably unrealistic to 
assume the public would fully embrace the new format. That’s OK. A webinar can be effective.  

 
MSA’s Rae Moss/Jennifer Colborn/Dana Cowley Gribble/Heather Flora 

- (Rae) suggests more comfortable sofa seating as an option for future events.   
- Promotional materials could also be shared with local cities and county offices.  
- Might be good to have the broadcast version have an audience as well.  
- Suggest hiring a professional HD TV makeup artist next time.   



2. Describe how the lessons learned were integrated into the project.  

Since this was a first-of-a-kind creative project, the lessons learned were primarily integrated during the 
meetings following diligent research, testing and accurate reporting back to the group. First, the project 
team carefully reviewed the cost, schedule, scope and lessons learned from prior SOS meetings to 
establish performance goals for this new variation. Secondly the group thoroughly discussed a wide 
variety of electronic options, reached consensus on these various broadcast and social media tools and 
then tested them during practice runs. Each participant also made notes about the creative process with 
the knowledge a lessons-learned and how-do document would be created at the end of the project. A 
technical dry run revealed some picture and audio quality issues with the Livestream, which were 
resolve during practice. The dress rehearsal revealed some overlapping and redundant information, 
which was removed from the presentations and the broadcast rundown. To complete the loop, the 
project team created a survey and then compiled the results for future improvement.  

3. Describe how the integration of lessons learned contributed to the success of the project.  

Initially the product team discussed a simple webinar. While it probably would have worked, it might not 
have drawn much participation and may have been too dry to draw people back in for future events. 
Our current public involvement meetings include global access via webinar and rarely draw more than a 
handful of participants. Another option considered was a Facebook Live stream. While this aspect of 
social media was incorporated into the much-larger production, a stand-alone Facebook Live feed would 
have delivered poor video and audio quality and limited participation to Facebook users only. As the 
team weekly evaluated the electronic options, it became clear a larger production with good lighting, 
good audio, strong speakers and visual interesting materials was essential to attract and maintain 
viewers. To maximize participation, the group also discussed and experimented with all aspects of social 
media for free promotion. The group created and issued a press release, emails, flyers, gave a HAB 
presentation, then reported the results back to the group. The same approach was used to allow the 
maximum options for participants to ask questions. PIOs tested and used video questions, Livestream, 
Facebook, Facebook Live, and Twitter. The end result was an effective balance of presentations, 
questions and answers to fill the two-hour timeslot. Best of all, survey results showed the majority of 
participants enjoyed the broadcast and said they would come back when a future format is offered. The 
project delivered the performance goals of reaching more people in a cost-effective format and set the 
stage for further savings with repeat events.   

4. Identify the key lessons learned and why they were key to your project and/or organization. 

Two dry runs were critical. The first dry run allowed the production team to practice with the broadcast 
equipment and the rundown. The second dress rehearsal involved a full delivery of the two-hour online 
conversation just like a live broadcast. The well-researched broadcast equipment, production crew, 
social media and dry runs delivered an error-free, global online conversation. HD make-up was applied 
to the on-camera presenters, which contributed to the overall appearance and added a touch of 
professionalism. Yep, men in HD make-up do look more professional on TV. The use of a professional 
news rundown for second-by-second time-keeping and camera movement was essential. Participants 
loved messaging with each other and seeing their comments on screen. A public audience could be an 
addition to future web-based events, and the Hanford Live concept could be added in part or in full to a 
traditional public meeting. An established TV or production studio could also be considered as a location 
for future events, which could have the added benefit of further reducing costs. All key lessons learned. 
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