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1.
Introduction 

1.1
Purpose
This procedure establishes the process for initial development, review, approval, control, distribution, archiving, temporary change, and revision of operating procedures used within ERCOT System Operations.  This document also contains steps to assist the procedure developer in determining content and task details.
1.2
Scope

Operating Procedures used within the ERCOT control room environment that govern task performance as directed by state statute, commitments to legal authorities, outside agencies, regulatory bodies, or vendor contracts shall be administered in accordance with this procedure.

An instruction written to guide consistent performance of a task that is not governed by a commitment to an outside entity should be written as a guideline, and is outside of the scope of this procedure.
1.3 Procedural Adherence

While the concept of Procedural Adherence allows for deviation from a procedure due to special circumstances, such a deviation is intended for a one-time only occurrence and requires the concurrence of either the Shift Supervisor or Manager, System Operations.  These “one-time deviations” are documented in the operator’s logs and should not be processed as a Procedure Update, Temporary Change, or Procedure Revision, but should be evaluated for the need to do so.

A memorandum is not to be used as a substitute for either a Procedure Update or a Temporary Change to an Approved Procedure. A Pen & Ink change (as described in Section 6.4) may be utilized.
1.4 Periodic Reviews

System Operations Procedures should be reviewed at least once every 3 years to ensure continued compliance with NERC Reliability Standards, ERCOT Protocols and Operating Guides, and system updates. The subset of System Operations Procedures identified under NERC Reliability Standard IRO-014-1 shall be reviewed at least once every three years, and updated if needed.
2.
Definitions and Acronyms

· Addendum:  A component of a procedure that is a document that provides clarification or explanation of some aspect of the procedure.  Addenda do not contain requirements.

· Appendix:  A component of a procedure that lists additional sources of information or data, which are not “references” as defined in this procedure. 

· Attachment:  A component of a procedure that is usually a form to be completed 

· Controlled Procedure:  A procedure whose content is maintained by administrative process to ensure consistency between manuals.

· Guideline:  Written instruction that provides an acceptable process for completion of a task, but does not restrict other alternatives for task performance.

· Job Analysis:  A complete listing of all the tasks that is specific to a particular job title.

· Manual:  A collection of procedures related to a specific job title or function.

· May:  Denotes permission.  Compliance is optional and is neither recommended nor required.

· Operating Procedure:  A series of detailed steps (instructions) describing the execution of a specific task assigned to an operating position.

· Policy:  Written statement formally approved by the ERCOT Board or Chief Executive Officer, defining corporate goals, expectations, and/or objectives in specific areas.

· Preparer:  The person who has assumed the responsibilities described as such in this procedure.  Operators shall not be preparers.

· Procedure:  Written instructions to ensure consistent performance of a task.  Procedures are typically written in order to meet external or internal commitments, obligations, and/or adherence to Board Policy.

· References:  Documents to which the procedure refers directly, or that were used as source material for specific content of the procedure.  Examples are:  ERCOT Protocols, System Design Documents, etc. 

· Reviewer:  Person with adequate technical and/or operations knowledge to be able to discern errors and recommend corrections to the procedure being reviewed.

· Shall: Denotes a requirement.  Compliance with this step is mandatory.

· Should: Denotes a recommendation.  Compliance with this step is expected unless circumstances prevent compliance.

· Subject Matter Expert (SME):  A person with specific knowledge of how, why, and/or when a task or step is performed, OR, a person who is technically or business process qualified and has a good understanding or extensive experience of the subject matter.

· Task Analysis:  A thorough listing of every step required to complete a particular task.  A task analysis includes a description of the conditions under which the task is to be performed, the standards which must be met for successful task completion and documentation of all tools, equipment, software applications and references required to perform the task.

· Typical:  As applied to forms that are included in procedures, this means that the information that is to be collected on the form is required, but the format may be modified if necessary.  Otherwise forms are used as shown in the procedure.

3.
Roles/Responsibilities

· CEO Direct Reports/Directors:  Ensure that those commitments made under their area of responsibility that fall within the scope of this procedure are directed by written instructions/procedures. 
· ERCOT, Inc. Employees and Contractors:  Ensure compliance with commitments by adhering to procedures and instructions and submit changes to documents and/or instructions to ensure the task(s) to be performed can be accomplished in accordance with written requirements.
· Managers:  Ensure that personnel responsible for implementing ERCOT procedures or written instructions, governed by this procedure, are aware of the requirements and adhere to such instructions.  Sponsor the development of procedures, and/or guidelines to ensure proper task performance.
· Preparer:  Develops the procedure based upon SME recommendations. 
· Ensures that the procedure feedback is incorporated as appropriate.  Routes the procedure for approval and documentation.
· Maintains communication with the Manager, System Operations or SME for technical clarification.
· Ensures that the procedure format complies with this Manual and other required documents.
· Ensure that all other organizations or departments that may be impacted by a procedure have input and/or concurrence rights over the content of the procedure.
· Determines the reviewers for a procedure.
· Ensures references are listed, e.g., the source of commitments, or links to other procedures.
· Reviewer:  For the area of the procedure for which he is a Subject Matter Expert;

· Ensures that the procedure reflects the needs of the user and is functional, accurate, and understandable.
· Ensures that the level of detail is adequate and the work process is clearly defined.
· Manager, System Operations:  Responsible for approving a procedure for use. 

· Should ensure that all aspects of a commitment under his area of responsibility addressed by a procedure.
· Resolves comments or conflicts from differing parties during procedure development and/or review process that the Preparer is unable to resolve.
· Ensures steps written to meet a commitment are not deleted. 
· Subject Matter Expert:  Provides the required technical information and support.

4.
Control and Distribution

· The System Operations Procedures are located in the SOCR Enterprise Document Vault.  The ‘working library’ is where the procedures are kept for drafting, reviewing and approving.  Once approved, the final is kept in the “Polices and Procedures” section in the Enterprise Vault.  The archived procedures will be stored in electronic folders that are maintained with restricted access on System Operations P:\_Operating Procedures.
· A “Collage Postings-no track changes” folder which contains the  Approved procedures with all changes accepted.  This file is the one that will be uploaded to the ERCOT website using Serena Collage.

· An “Archive” folder which contains retired versions of a procedure.
· An “Operations Bulletins” folder which contains the previous Operations Bulletins.
· Copies of controlled procedures will be maintained in the control rooms and other locations as determined by the Manager, System Operations

· An approved new or revised procedure should be entered into controlled procedures manuals on or before the Effective Date.

· Procedures may be printed locally from an electronic copy that has been distributed, or printed remotely, distributed, and inserted into controlled manuals.

5.
General Guidelines for New Procedures or Revising Procedures

· A Microsoft Word template for new procedures is located in R:/Operating Procedures/Approved/FORMS/Procedure Template

· Gather related references, procedures, and any other pertinent documentation such as a task analysis (see Addendum 1).
· Determine the purpose and scope of the procedure.
· Determine the qualification(s) required for performance of the procedure.
· Determine if any software applications, online help files, or other documents will be affected by the new or revised procedure.
· Contact the Help Desk for assistance with software or help file change requests.
· Contact the Manager, System Operations (or designee) about any affected documents or procedures to coordinate necessary activities related to this change.
· Operations Training personnel will perform training needs analysis and coordinate with operations personnel to ensure that the necessary training and communications are completed prior to the effective date of the procedure.
· Approval of Power Operations Bulletins by the Manager, System Operations is to ensure market sensitive information is not posted for public viewing.
· Procedure content that contains market sensitive information should be maintained as an ongoing temporary change or redacted from the published versions of the procedure and power operations bulletins.
6.
Procedures
	6.1 Creating a New Procedure or Updating an existing Procedure

	Step #
	Procedural Steps

	1
	The Preparer will:
· Draft the new procedure or update an existing procedure, 

· Initiate the approval process in the Document Vault or notify Manager, System Operations that procedure is ready for approval process

	2
	The Administrative Assistant will (once notified of approved procedure):

· Print procedure with track changes for operator sign off sheet
· Accept track changes and file in “Approved” folder

· Post on the ERCOT website

· Prepare Power Operations Bulletin and E-mail to OWG, ROS, WMS and System Operators (Procedure and Ops Bulletin mail list) 

· File in “Operations Bulletins” folder
· Update procedure manuals at primary control room, alternate control room, and OTS room


	6.2 Temporary Change (TC), Editorial Change (EC)

	Step #
	Procedural Steps

	Discussion
	· A Temporary Change modifies a procedure to accommodate emergent changes in systems, policies, or other procedures that will affect the immediate and future performance of a task within the subject procedure for a specified period of time. The Temporary Change is confidential and must not be posted on the ERCOT website.  It must also be removed from the procedure on or before its expiration date.

· An Editorial Change requires no modification to version or revision numbers, or effective dates

	
	6.2.1 Temporary Change (TC)

	NOTE
	Extensions and revisions of Temporary Changes shall be processed in the same way as the original and may use an alphabetical extension to the Change Number. (e.g., 321 to 321a)

	1
	The Preparer or Administrative Assistant will:

· Obtain the next sequential Change number from log book 
· Obtain separate Change numbers for each procedure that is affected.

· (e.g. if a change will be made that affects both the Real-Time Desk procedure and the Transmission and Security Desk procedure, two (2) change numbers are required; one for each procedure.)

· Draft the Temporary Change including the change number, the effective date, expiration date or conditions for removal
· Initiate the approval process in the Document Vault or notify Manager, System Operations that procedure is ready for approval process

	2
	· The Administrative Assistant will, upon notification from Manager, System Operations:

· Print procedure with track changes for operator sign off sheet

· File in “TCs” folder

· Update procedure manuals at primary control room, alternate control room, and OTS room 

	
	6.2.2 Editorial Change (EC)

	NOTE
	Approval by the Manager, System Operations is not required for Editorial Changes

	1
	· The Administrative Assistant will obtain the next sequential Change number from the Change log (Attachment 1), located with the Administrative Assistant.

· Obtain separate Change numbers for each procedure that is affected.  (e.g. A change will be made that affects both the Real-Time Desk procedure and the Transmission and Security Desk procedure.  Two (2) change numbers are required; one for each procedure.)

· Update the Change History section of the procedure
· Update the Change Log

· Replace the affected sections of the procedure in the Operating Procedure Manuals at all appropriate Operating Desks.

· Update the System Operations Training Group controlled copy of the procedure manual. 

· Post the change to the ERCOT website. (Refer to Addendum 2)

	2
	Move the replaced procedure file to the “Archive” folder.


	6.3 Pen and Ink Changes

	Step #
	Procedural Steps

	Discussion
	The Shift Supervisor may author a change to a procedure with the approval of the Manager, System Operations.

	1
	· Make a handwritten pen & ink change directly on the appropriate copies of the affected procedures or the procedure may also be modified electronically. 

· In either case, the changes, the date and time of the changes and the Shift Supervisor’s initials shall be clearly indicated on the changed documents. 

· Document the approval of the Manager, System Operations in the Shift Supervisor’s log.

· Send an email to 1 ERCOT Training Department.

	2
	· The System Operations group will process the pen & ink change in a reasonable time after they return.


	7.  Version/Revision Numbers

	Step #
	Procedural Steps

	NEW
	If the Operating Procedure is new, then assign a version number of 1.0 and a revision number of 0.

	Updates, Revisions
	Advance the version number by one if the change is major. (e.g., new software/hardware requiring new duties, tasks, organization restructuring, etc.)

	Editorial changes
	Editorial changes require no modification to version or revision numbers or effective dates.




	8.  Procedure Style Guidelines



	Step #
	Procedural Steps


	
	


9.  Attachments 

Attachment 1
Change Log (Typical)

	Change Log

	Change

Number


	NP, PU, TC, EC, PR


	Date assigned
	Description of change
	Desk affected
	Approved
Init/Date
	TC-ExpireDate
	ACC Updated Init/Date
	TCC Updated Init/Date
	Removed 

Initial/Date
	

	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	


NP = New Procedure   PU = Procedure Update   TC = Temporary Change   PR = Procedure Revision   EC = Editorial Chang

Attachment2
Power Operations Bulletin example
[image: image2.jpg]ERCOT Operations Bulletin 314

ERCOT has revised the Shift Supervisor section of the Operating Procedure Marual.

Changes include updating section 2.2.8, revising existing steps

228 Tnitiate Request for Public Appeals
Step # Procedural Steps
NOTE: | See Appendix 1 for Emergency Communication/Notification Guidelines
NOTE: | See Phone Book at Shift Supervisor's Desk.
NOTE: | A request for Public Appeals is a last-resort measure governed by the Emergency
Electric Curtailment Plan (EECP) described in the ERCOT Operating Guides.
The EECP procedures are coordinated between the system operafors on the
Transmission and Security desk and Frequency Control Desk.
CAUTION | Public appeal for voluntary energy conservation prior to entering STEP 2 of EECP
requires approval from the ERCOT Chief Executive Officer or designee.

1 WEHEN the EECP procedures are invoked, at your discretion or in no case later
than STEP 2 of the EECP, INITIATE a request for a public appeal for voluntary
load reduction by caling the person on the  Emergency
Communication/Nofification Guideline.

2 As part of Restoration STEP 2 of the EECP procedure you may RECALL the
request for a public appeal for voluntary load reduction by calling the person on
the Emergency Communication/Notification Guideline.

A copy of the procedure is available at

hittp:ffwww.ere

htrml






10.  Addenda
Addendum 1 Task Analysis

Task Analysis

A task analysis can be as detailed as the analyst has time to investigate.  A great task analysis is time-consuming and may be quite tedious.  However, the greater the detail, the more quickly the procedure preparer and training designer/developer will successfully produce quality procedures and training.

Ideally, a task analysis is performed by direct observation and documentation of the performance of the task under real-life conditions.  However, there are significant disadvantages to this method.

· It is very time-consuming.

· The analyst risks interfering with the task performer by asking essential questions during the observation.

· If the success of the task is determined in any way by a time factor, the task may be performed incorrectly.

· If the task is performed rapidly, it is easy to overlook many aspects of the task during a single performance, requiring observation of several performances to complete an analysis.

An effective way to conduct a task analysis with minimal interference with task performance is to “table-top” the analysis with a subject matter expert.  Using all available documentation and references, “walk through” the task with at least one SME, and then later, validate the walk through by observing the performance of the task.

The analyst may find that conducting a “content analysis” prior to the walk through will speed the process.  Content analysis is done by the analyst using all known reference material to outline the steps of the task without the benefit of SME knowledge.  Design documents, vendor manuals, and existing procedures or guidelines are all valid sources of content for this analysis.

Just remember that the goal for the analyst is to gather as much detail as possible about the task, before using that information for the development of a procedure or training.  There are no time savings to be had by doing a sloppy analysis.  There is a natural order to these activities and skipping them at the beginning will only mean that, later, the development work will be interrupted to complete them.

In general, the following activities are essential to developing an adequate task analysis. 

1. Describe the conditions under which the task is performed.

a. The conditions may vary with the steps of the task.

b. Identifying the conditions may also identify links to other procedures or tasks, or it may uncover additional steps necessary to establishing the conditions for performance of the task.

2. List the steps required to complete the task. 

a. Be very specific.  The smallest detail may turn out to be crucial to decisions that will be made based on the analysis.

3. Describe the standards of success to which the task should be completed.

a. Policies, other procedures, regulations or laws may establish the standards.
Addendum 2  Posting Process (Procedures)

	

	Step #
	Procedural Steps

	
	Login to Serena Collage
Project is “new_ercot”

Click on the “Content tab, make sure “Contribution” window is displayed
NOTE: a short delay might be experienced while the links load

Click on “mktrules” link

Click on “guides” link

Click on “procedures” link

Click on check box to the left of the procedure you want to replace
Upload file
Click on “upload” in tool bar

Browse for file to upload

Click on “approve”
Click on the “metadata” button

Update the date, version and revision data

Set start date for current day and set time for some point in the past

Click on “Approve”

	
	Verify posting by clicking check box next to the link that is the “index.xml” file, then click the “Preview” [image: image3.png]


 icon in the toolbar

	
	


	Addendum 3  Posting Process (Power Operations Bulletins)

	Step #
	Procedural Steps

	
	Login to Serena Collage

Project is “new_ercot”

Click on the “Content tab, make sure “Contribution” window is displayed

NOTE: a short delay might be experienced while the links load

Click on “services” link

Click on “Comm” link

Click on “mkt_notices” link

Click on “pobs” link

Select year

Click on “upload” in tool bar

Browse for Power Operations Bulletin file to upload
When file is selected, Click OK

Complete metadata information

Reference number = number of bulletin

Notification date = usually next calendar day

Long description 

If a TC, then type in title 

If a NP, PU or PR, then type in desk name, procedure version and revision number (example: Frequency Control Desk - V3R52
Click OK

Approve change: click on “Approve” icon 
 in “version” column.

	
	Verify posting by clicking check box next to the link that is the “index.xml” file, then click the “Preview” [image: image5.png]


 icon in the toolbar


	
	


	Addendum 4  Create Power Operations Bulletins

	Step #
	Procedural Steps

	1
	Open the procedure that you need to create a Power Operation Bulletin on from the “Approved” folder and save as Power Operation Bulletin XXX in the “Operation Bulletin” folder using the next sequential number.

	2
	Select everything except the text in the new revised section and delete the text. Then save.

	3
	Accept only formatting changes, delete all comments and save.

	NOTE:
	Ensure that all Market sensitive information is redacted from the procedure section prior to posting to the website.

	4
	Receive approval from Director, Grid Operations prior to posting to ERCOT Website.

Upon approval from Manager, System Operations post Power Operation Bulletin on the ERCOT Website
E-mail Power Operations Bulletin to OWG, ROS, WMS and System Operators, (Procedure and Ops Bulletin mail list).


OPERATING PROCEDURE


MANUAL








CAUTION


THIS IS A SAMPLE CAUTION BOX AND SHOULD BE USED TO ALERT PERSONNEL TO POSSIBLE EQUIPMENT DAMAGE OR VIOLATIONS OF RULES, REGULATIONS, OR WORK PRACTICES





* * * * * * W A R N I N G * * * * * *


THIS IS A SAMPLE WARNING BOX AND SHOULD BE USED TO ALERT PERSONNEL TO POSSIBLE HEALTH HAZARDS OR PERSONNEL INJURY
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