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	CAS
	central alarm station

	CM
	country manager 

	CNS
	counter nuclear smuggling

	CNSA
	Counter Nuclear Smuggling Assessment

	CONOPS
	concept of operations

	CSS
	Country Sustainability Summary

	DART
	Desktop Analysis Reporting Tool 

	FLO
	front line officer

	HATS
	Handheld Assessment Tool Software

	NSDD
	Office of Nuclear Smuggling Detection and Deterrence

	RPM
	radiation portal monitor

	SME
	subject matter expert

	SOP
	standard operating procedure

	TMP
	training management plan

	
	

	
	

	
	

	
	

	
	




[bookmark: _Toc89160466]Guidance Objectives
In support of the U.S. Department of Energy/National Nuclear Security Administration’s (DOE/NNSA) Office of Nuclear Smuggling Detection and Deterrence (NSDD), the Sustainability Program builds partner capacity to indigenously sustain and continuously improve the people, processes, and equipment associated with their counter nuclear smuggling (CNS) programs. The Sustainability Visit (SV) is the principal method for NSDD to remain engaged and build relationships with partner agencies. The SV is an announced event that is planned and executed in collaboration with partner agencies and consists of in-country and/or virtual activities conducted by NSDD representatives and/or partner agency stakeholders. SVs offer an opportunity to observe field operations, gauge proficiency in the five NSDD performance categories, inform how NSDD can enhance the CNS mission with its partners, enhance relationships between NSDD and in-country stakeholders, and provide partner agencies with access to NSDD experts.
[bookmark: _Toc89160467]Sustainability Visits and Program Metrics / Performance Evaluation
[bookmark: _Hlk71981292]NSDD is responsible for reporting to Congress the results of the Counter Nuclear Smuggling Assessment (CNSA), which is defined as the “Percentage of NSDD partner agencies demonstrating operational capability of counter nuclear smuggling systems”. CNS operational capability is defined as a partner agency meeting baseline qualifications in five performance categories: policies and procedures, operations, training, maintenance, and assessment. The categories, fundamental to establishing and sustaining a nuclear security detection capability, form the basis for the CNSA and an additional assessment, the Commitment Assessment. The Commitment Assessment uses the same performance categories to evaluate partner agency commitment to CNS to inform NSDD country budget needs and activity plans.
The SV is a key mechanism for collecting observations and acquiring data and should be planned and executed to support the CNSA and the Commitment Assessment. SV findings can complement evaluation information obtained by site surveys, technical data sharing, workshops, trainings, exercises, and other NSDD engagements. SVs are an important tool to assess partner agency capabilities and maintain a productive, collaborative relationship. Since SVs are an important source of information for both the Commitment Assessment and the CNSA, it is vital that SVs consider all performance categories in their planning. 
[bookmark: _Toc89160468]Sustainability Visit Field Guide
The complete set of directions and tools for planning and conducting an SV are available in the SV Field Guide, a separate companion tool that country teams should use to prepare, execute, record, and interpret SVs. As part of SV planning, the SV Field Guide is customized according to the objectives of the specific SV and allows country teams to select questions or checklists in the relevant performance categories. During the SV, the SV Field Guide serves as the log for observations and findings and is updated as the acquisition of survey responses, observations, and data are shared and/or acquired by country teams during the execution. Finally, the SV Field Guide facilitates the interpretation of SV information and reporting of findings. 
The guidance herein focuses on the principles and expectations governing the preparation, execution, and interpretation of findings relating to the SV.
[bookmark: _Toc89160469]Governing Principles of Sustainability Visits
NSDD deployments are designed to maximize the probability of encounter and detection to combat the smuggling of nuclear and other radioactive material out of regulatory control. The full impact of NSDD CNS deployments is realized as a multilayered, defense-in-depth system including personnel, processes, and equipment. Despite the aggregate system design, the SV observations, measurements, and subsequent operability assessments are conducted at discrete points of encounter and/or through discussions with partner agency senior management, front line officers, maintenance providers, trainers, and others with responsibility for CNS operations in a partner agency. 
Country teams should use the SV Field Guide to structure a consistent approach to planning, executing, and acquiring data and other observations during SVs.
SVs are first and foremost a mechanism to build and maintain NSDD relationships with partner agencies and stakeholders and should be adapted to address partner agency needs. NSDD success is predicated on a genuine collaboration with its partner agencies, and the collaboration extends to all elements of the SV. At all times the SV should be framed as an opportunity for the partner agency to demonstrate their achievements, identify opportunities for improvement, and to discuss future needs. The SV is not an inspection or drill. All proposed site visits, meetings, and activities should be coordinated with the partner agency before the SV.
Both radiation detection and select mission-enabling (non-detection) elements are subject to examination during the SV. 
SVs can be an opportunity to communicate with other NSDD stakeholders in the country, e.g., other partner agencies, investigation support partners, and the embassy. These meetings can be planned into the trip itinerary using the SV Field Guide.
Deficiencies in operability discovered during an SV should be shared with the partner agency and a jointly agreed upon solution developed. 
[bookmark: _Toc89160470]Planning a Sustainability Visit
Whether performed in-person or remotely, direct partner agency interactions are investments of time and money. The SV is a collaborative effort with the partner agency operators, maintenance providers, trainers, and managers charged with supporting the radiation detection system. 
The SV Field Guide contains the step-by-step process for planning the SV. It is designed to be scalable and should be configured and pre-populated (drawing from a full set of NSDD survey questions, checklists, and observation guidance) for the SV to accommodate the trip objectives, particular destination(s), NSDD country team composition, and partner agency stakeholder(s). It is important that the team composition and SV Field Guide configuration are both commensurate with the objectives of the SV and practical in scope. As country teams adapt the guide to plan their SVs, they should consider the following principles.


[bookmark: _Toc89160471]Determining the Scope and Objectives of a Sustainability Visit
Country teams should determine the scope and objectives of an SV based on the performance categories that need improvement, as indicated by the latest Commitment Assessment or CNSA. Furthermore, it is important that the SV objectives and scope help determine which partner agency stakeholders are relevant. The country team and partner agency stakeholders together should identify all agencies participating in the SV and verify the availability of resources necessary to execute the SV activities associated with the objectives. 
NSDD capacity building support is comprehensive, extending to both radiation detection and mission-enabling (non-detection) tasks. While the mission-enabling elements are not subject to CNSA or Commitment Assessments, they may be examined during the SV and considered for actions.
Finally, SV activities planning is subject to the health and safety considerations provided in NNSA/NSDD, laboratory, and contractor guidance.
[bookmark: _Toc89160472]Considering the Who, Where, and How of Sustainability Visit Activities 
As part of planning SV activities to meet objectives, country teams should consider the who, where, and how to develop the SV itinerary or agenda. 
[bookmark: _Toc89160473]The Who
NSDD deployments are designed as multilayer, defense-in-depth systems that result in a diversity of collaborations and partner agencies. The SV preparations should consider all of the partner agencies in the country as part of the planning process. For countries with several partner agencies, country teams may need to prioritize which can reasonably be visited to achieve the objectives of the SV. 
In building the SV team, the country team should incorporate partner stakeholders, regional resources, and other subject matter experts (SMEs) as determined by the specific objectives of the SV. 
The country team must also consider remote communication tools to broaden SV team composition in the most efficient manner. As appropriate, SMEs for the associated country teams can join the SV in a remote fashion for those portions of the trip that are relevant to their competency and performance category of expertise. In some cases, the SME may be cross-trained and prepared to support SVs both within and outside their primary areas of expertise. 
[bookmark: _Toc89160474]The Where
SVs should be planned to optimize the time spent in country and tailor the activities to the predetermined objectives. Country teams must also balance SV activities to take advantage of opportunities presented by locations visited. For instance, an SV whose objectives include assessing front line officers’ operations may require travel to a border check point. In such cases, the team should also plan to examine equipment performance regardless of if it is indicated as an area of improvement by the latest Commitment Assessment or CNSA.
It is also important to recognize that SVs can include a mix of activities (i.e., site visits and consultancy-type meetings) and should be carefully planned to maximize best use of SV participants’ time and areas of expertise. There are multiple ways to do this, including having the SV team split up for a portion of the SV and visit separate locations. 
[bookmark: _Toc89160475]The How
NSDD SVs are closely coordinated with the partner agencies and should consider the balance of in-person and remote approaches that best addresses the trip objectives. The country team should think through the best approach, in-country, virtual, combination of remote and in-country, for conducting SV activities. 
[bookmark: _Toc89160476]Finalizing the SV Field Guide
SV preparation, facilitated by the SV Field Guide, requires meetings among the country team, partner agency stakeholders, and the SV team. Once configured for the SV, the guide is submitted to the NSDD country manager (CM) for review. The SV Field Guide is an internal tool for use by NSDD team members; therefore, the guide is not intended to be shared with partner agencies. However, in advance of the trip, it is important to communicate to the partner agency (e.g., through planning meetings, formal site access requests, and/or trip agendas) an understanding of what information the country team will be interested in collecting. This allows the partner agency an opportunity to ensure that the appropriate personnel from their side are available to answer the questions and results in a more productive SV. 
[bookmark: _Toc89160477]Executing a Sustainability Visit
The country team will execute the SV based on the planned scope. At all times, the partner agency stakeholders (e.g., senior leadership, front line officer, maintenance provider) should be engaged in a collaborative, constructive manner. NSDD SVs are opportunities for positive support to enhance sustainability efforts; they are not inspections or audits.
In collaboration with the partner agency, the country team gathers information during the SV and engages in dialogue with the partner on opportunities for improvement. Information can be collected in a variety of forms, including through discussions with partner agencies, direct observations of maintenance, training, and operations activities, and reviewing documentation (i.e., equipment inventory, central alarm station reports, etc.). These methodologies for information collection establish a better understanding of the partner’s CNS capacity. Appendix A contains a summary of SV activities along with information collection methodologies that can be addressed during an SV. 
The collaborative nature between the country team and the partner agency(ies) should be preserved during the execution of the SV. As such, it is often a good practice to brief senior partner agency officials before initiating and/or after completing the SV. When pre-briefing, review the objectives and activities of the SV. Suggested changes to activities by the partner agency should be considered and honored; establishing and maintaining rapport is a key aspect of an SV. During execution, the country team should strike a balance between achieving the objectives of the SV and remaining flexible, as changes can and do occur. 
During the SV, deficiencies may be discovered that can be remedied immediately, particularly when performing an SV focused on the maintenance performance category. For instance, a failed radiation portal monitor (RPM) component can be repaired or replaced by the SV team. SV teams should communicate changes made to the systems in advance with the partner agency as required and appropriate. 
It is possible the SV team may encounter partner agency nuclear security detection components provided by other international donors; while this is important information to document and report, no commitments should be made regarding sustainment of that equipment without CM support.
In the post-SV briefing with the partner agency, SV teams should review the findings of the SV and discuss opportunities for improvement and next steps, where appropriate. Actions identified during the SV can be reviewed, as well as remaining actions to be taken following the SV. Unless previously agreed upon by the NSDD CM, the SV team should not commit to assistance during the SV and should defer these decisions to the NSDD CM.
The SV team should also consider briefing the U.S. Embassy point of contact either before and/or after the SV. This is particularly relevant if the NSDD CM is participating in the visit. These briefings can provide the U.S. Embassy insight into NSDD work and can lead to stronger relationships. 
The SV findings, including information gathered from the survey responses, direct observations, meeting notes, and other documents are all recorded in the SV Field Guide. 
[bookmark: _Toc89160478]Closing a Sustainability Visit
The completed SV Field Guide is the output of the SV. The SV team will review all associated actions and results from the SV, including survey responses, discussions, observations, and document review, and interpret to determine follow-on actions and assessments. 
As part of the post SV activities, it is good practice to document findings, address immediate actions, and thank the partner agency(ies). This is an opportunity to consider the bigger picture, identify and leverage opportunities that were presented, and formulate a positive direction for cooperation. These are the kinds of the things that will inform the Country Sustainability Summary (CSS) and influence future activity planning.
The SV findings should inform the Commitment Assessment and CNSA. When appropriate, the Commitment Assessment, quarterly CNSA, and CSS are updated. The SV Field Guide is archived for reference and planning of future Sustainability Visits. The CM is responsible for approving all documentation. 


[bookmark: _Toc89160479]Summary
Every member of the NSDD SV team is directly representing the NSDD mission and program and is an important “ambassador” of NSDD’s work. This document is intended to provide NSDD country team stakeholders the guiding principles for SVs, as well as pathways for planning, executing, and interpreting an SV. There are numerous details in the preparation and execution of an SV that are not covered herein. Those details are provided in a companion instrument, the SV Field Guide, which should be customized to meet the objectives of the specific SV and serves as both the log for observations and archive of findings.

[bookmark: _Toc89160480] - Sustainability Visit Activity Examples
Sustainability Visit (SV) activities should support the assessment of a partner agency using the performance categories. Table 1 lists examples of SV activities and the type of information collection methodology (i.e., discussions, direct observations, and document reviews) country teams can use during an SV. The methodologies employed depend on the performance category, the trip destination, NSDD team composition, and stakeholder concerns. A country team does not need to use all SV methodologies to assess a performance category during an SV. 
Note that this is not an exhaustive list and further information can be found in the SV Field Guide. For example, an SV trip objective assessing maintenance could employ questions for the stakeholder, direct examination of a radiation portal monitor at a site, and an inspection of spare parts inventory. In another example, an SV assessing policies and procedures could be limited to stakeholder questions and performed as a consultancy.


[bookmark: _Ref88651596]Table 1. Performance Categories and Example SV Tools
	
	Discussions on/with:
	Direct Observation of:
	Document Review

	Policies and Procedures 
	· Concept of operations (CONOPS) or standard operating procedures (SOP)
· Partner agency role within national detection strategy
	· SOP Development Workshop
· Operations drill
· TTX [tabletop exercise]/FTX [field training exercise]
	· Written partner agency CONOPS and/or SOP
· Radiation detection system staffing plan

	NSDA Operations
	· Front line officer (FLO) on application of SOP
· FLO on secondary inspection process
· FLO supervisor on operations and alarm assessment/adjudication
	· FLO processing primary alarm in central alarm station (CAS)
· FLO performing secondary inspection
· FLO assessing and adjudicating alarm on CAS
	· Secondary inspection data collection form
· CAS alarm report
· RID [radioisotope identification device] logs
· RAADAR analyses

	Training
	· FLO to determine level of training
· Partner agency on training management plan (TMP) development and/or implementation
· Partner agency trainers on training schedule and curriculum
	· Partner agency-led operator and/or maintenance training
· FLO operating RID
· FLO operating CAS
	· Partner agency TMP
· Partner agency training schedule
· Partner agency curriculum 
· Training documentation or training after action reports (AARs) 

	Maintenance
	· Discussion of maintenance with local maintenance provider (LMP)
· Discussion of typical faults with FLOs and/or site supervisors
· Partner agency managers on maintenance management plan
· Partner agency managers on maintenance contract development/execution
	· LMP conducting alignment and efficiency testing
· LMP conducting corrective maintenance actions
· LMP conducting Handheld Assessment Tool Software (HATS) analysis
· Handheld performance
· Equipment condition and operational status
	· RPM Daily File Desktop Analysis and Reporting Tool (DART) report
· COMMON report
· Corrective maintenance log and reports
· NSDD Maintenance Tool alignment and efficiency test results
· Preventive maintenance log and reports
· Spare parts inventory

	Assessment
	· Partner agency assessment performed at specific sites
· Partner agency use of data analysis tools
	· Participation in an SV
	· Post-exercise AAR
· DART/COMMON [communications system monitoring tool]/RAADAR reports
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