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Part 1

The Global Threat Reduction 
Initiative (GTRI)
An Introduction and Overview
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Defense Nuclear 
NonproliferationThe Global Threat



Defense Nuclear 
NonproliferationThe Evolving Threat

September 2006: Abu 
Hamza al-Muhajir, then 
the leader of al Qaeda-in-
Iraq, called for nuclear 
scientists and explosive 
experts to assist his 
organization in making 
biological and radioactive 
weapons.

September 2001: al Qaeda strikes 
the United States.  The 9/11 
Commission states that 
intelligence shows al Qaeda has 
tried to make nuclear weapons for 
the last 10 years.

June 30, 2007: an 
attack on Glasgow 
International 
Airport in Scotland 
occurred utilizing a 
car loaded with 
propane tanks.  
The attackers 
were an 
engineering 
student and a 
U.K.-born doctor.

July 2008: a neurologist 
who attended MIT and 
Brandeis University, 
accused of belonging to 
a Boston al Qaeda cell, 
was taken into custody in 
Afghanistan and found 
with maps of landmarks 
in various U.S. cities, 
including New York, as 
well as recipes for 
explosives and chemical 
weapons.  

Aafia Saddiqui



Defense Nuclear 
NonproliferationMaterials of Concern

� Nuclear and radiological materials are located at 
thousands of civilian sites and are used for 
legitimate and beneficial commercial, medical, and 
research purposes.  

� The Department of Energy’s National Nuclear 
Security Administration established the Global 
Threat Reduction Initiative on May 26, 2004 to 
reduce the threat of nuclear and radiological 
materials located at civilian sites worldwide by:

� converting reactors from HEU to LEU,

� removing excess nuclear and radiological 
materials, and

� protecting the remaining nuclear and 
radiological materials.



GTRI is :

• a vital part of the President’s 
March 2006 National Security 
Strategy of the United States of 
America; 

• an important element of the 
President’s July 2006 Global 
Initiative to Combat Nuclear 
Terrorism; and 

• directly addresses 
recommendations of the 
bipartisan 9/11 Commission.

Protect Nuclear and 
Radiological Materials

• These efforts result in permanent threat 
reduction because each kilogram or curie 
of this dangerous material that is 
removed reduces the risk that a terrorist 
bomb will go off.

GTRI Mission
Reduce and protect vulnerable 
nuclear and radiological materials 
located at civilian sites worldwide.

• These efforts result in permanent threat 
reduction because the minimization, and 
to the extent possible, the elimination of 
HEU in civilian applications means one 
less source of bomb material. 

• These efforts result in threat reduction by 
rapidly upgrading the physical security at 
vulnerable sites until a permanent threat 
reduction solution can be implemented. 

After

Before

Facility Upgrades

Convert Research Reactors

Remove Nuclear and 
Radiological Materials

DOE Strategic Goal 2.2

Prevent the acquisition of nuclear 
and radiological materials for use in 
weapons of mass destruction and in 
other acts of terrorism

Convert reactors from the use of highly 
enriched uranium (HEU) to low enriched 
uranium (LEU);

Remove or dispose of excess WMD-
usable nuclear and radiological 
materials; and

Protect at-risk WMD-usable nuclear and 
radiological materials from theft and 
sabotage.

Defense Nuclear 
NonproliferationGlobal Threat Reduction Initiative



Part 2

GTRI Program Management 
Challenges
Organizational Consolidation and Global Dynamics
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Defense Nuclear 
NonproliferationGlobal Scale



Defense Nuclear 
NonproliferationLarge and Dynamic Scope

Nuclear and radiological materials are located at t housands of civilian sites and are 
used for legitimate and beneficial commercial, medi cal, and research purposes
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Nuclear

• Highly Enriched Uranium (HEU) is currently used as 
fuel for many civilian research reactor operations

• Currently, there remain more than 160 civilian locations 
worldwide with HEU and plutonium

Radiological

• Used around the world for legitimate and beneficial 
commercial applications 

• cancer treatment

• food and blood sterilization

• oil exploration

• remote electricity generation

• radiography

• 5,000 facilities worldwide contain sources of 1,000 
curies or greater



Defense Nuclear 
NonproliferationOrganizational Complexity

• Consolidation of previously separate programs

• GTRI formed May 2004

• Consolidation of several pre-existing programs with similar, but 
separate missions

• Each with their own management, project structures, and 
reporting requirements

• Technically diverse, but interrelated activities

• Different subject matter experts with sometimes narrow focus

• Individual project goals now part of larger, integrated program 
mission

• Interrelated scope and schedules

• Distributed project teams

• Project teams members distributed at 11 National Laboratories 
and dozens of contractors around the United States

• International agency partnerships (e.g. IAEA)

• Coordination with other United States Government agencies



Defense Nuclear 
NonproliferationCooperative and Voluntary

• GTRI works cooperatively with:

• Foreign Governments

• International Agencies (e.g. IAEA)

• Other U.S. Government Agencies

• Industry Groups

• Individual Facility Operators

• GTRI is a voluntary program and is 
subject to:

• International Treaties

• Government-to-Government Agreements

• Local Regulations and Laws

• Contractual Negotiation

• Industry Complexity



Defense Nuclear 
NonproliferationInternal Challenges

� Resource Limitations

� Staffing

� Budget

� Increasing Pressure to Demonstrate 
Measureable Results

� Quantify risk reduction return on investment

� Transparency of program performance 
against annual targets and lifecycle baselines 
(scope, schedule and budget)



Defense Nuclear 
NonproliferationTime as a Challenge

“According to the experts surveyed, the possibility  
of a WMD attack against a city…is real and 
increasing over time…”

The Lugar Survey on Proliferation 
Threats and Responses

U.S. Senator Richard G. Lugar

June 2005



Part 3

GTRI Program Management 
Solutions
From Strategic Identity to Performance 
Measurement
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Defense Nuclear 
NonproliferationStrategic Review

� Comprehensive strategic review performed in 2006

� Review identified areas for improvement such as:

� Unified program vision

� Organizational integration

� Standard technical guidance

� Defined roles and responsibilities

� Structured project management

� Action plan led to :

� GTRI Strategic Plan

� Organizational Restructuring

� Technical Criteria Document

� Program Management Plan

� Program Management Information System



Defense Nuclear 
NonproliferationOrganizational Restructuring

• GTRI is organized into 
three regional offices 
to ensure effective 
integration and 
implementation of all 
technical threat 
reduction activities 
around the world

• GTRI is also organized 
into three key 
subprograms to 
ensure consistency in 
approach and 
implementation of 
convert, remove, and 
protect activities 
worldwide



Defense Nuclear 
NonproliferationTechnical Criteria Document

� GTRI developed technical criteria 
documentation to provide a systematic 
approach to integrated risk reduction

� Technical criteria guidelines apply to:

� Prioritizing all GTRI threat reduction efforts 
(including conversion, removals, and security 
upgrades)

� Designing and installing all GTRI security 
upgrades

� Ensuring operation and sustainability of all 
GTRI security upgrades

� Guidelines apply to both nuclear and 
radiological threat reduction efforts 
domestically and overseas



Defense Nuclear 
NonproliferationProgram Management Plan

“The purpose of this Program Management Plan 
(PMP) is to establish and clearly describe the GTRI 
program management requirements, including 
specific instructions that are essential for successful 
management of projects in accordance with U.S. 
Department of Energy (DOE), … guidelines.  The 
detailed information provided in this document 
applies to GTRI Headquarters (HQ) staff as well as 
National Laboratory and contractor personnel.”



Defense Nuclear 
NonproliferationBalanced Management Model

� Integrated threat reduction cannot be accomplished without equal parts project 
management and communication 

� GTRI has fostered a culture of balance management t hat includes these three 
elements as part of its overall management philosop hy



Defense Nuclear 
NonproliferationGlobal Work Breakdown Structure

The work breakdown structure is organized geographi cally to facilitate organizational 
summary of project data



Defense Nuclear 
NonproliferationStandardized Project Types

Standard project types and weighted milestone 
templates provide consistency in planning and 
reporting across geographic portfolios



Defense Nuclear 
NonproliferationRoles and Responsibilities

First, define … Then, link …

…roles and responsibilities to provide clear project 
management requirements and expectations for 
staff

…roles with individual portfolios and projects to 
streamline and communicate management and 
oversight responsibility

Example: Responsibility Assignment Matrix

CO = Country Officer

TL = Technical Lead

PM = Project Manager



Defense Nuclear 
NonproliferationProgram Management Process 

Documented guidelines for planning, execution and e valuation set requirements and 
timelines for program management processes



Defense Nuclear 
NonproliferationGTRI Performance Measures

� GTRI has linked detailed project schedules to high- level portfolio milestones, 
internal program metrics, and mission

� GTRI staff performance is linked to achievement of project and portfolio metrics



Defense Nuclear 
NonproliferationProject Management Information System



Defense Nuclear 
NonproliferationManagement Dashboard

• Dashboard filters allow real-time data roll-up, dri ll-down and cross-cut

• Key Performance Indicators (KPI’s) provide quick st atus of project “health”



Defense Nuclear 
NonproliferationOn-Demand Reporting

Portfolio Work Plans Metric Scorecards

Performance Reports Schedules



Defense Nuclear 
NonproliferationProcess Automation

Performance Reporting Baseline Change Control

Review and Approval 
Routing



Defense Nuclear 
NonproliferationBenchmarking and Review

� Technical Evaluation Team

� Quarterly external review of GTRI management 
practices and systems

� Comprised of industry experts and National 
Laboratory senior managers

� Benchmarking against industry and government best 
practices

� Lessons Learned Workshops

� Annual internal review of GTRI management 
practices, systems, and technical implementation

� Attendees include GTRI senior management, GTRI 
staff, and contractor implementation teams

� Quality Assurance Team

� Periodic quality assurance assessments of project 
baselines, scoping and prioritization data, and system 
releases



Part 4

Results
Project Management as the Key to Threat Reduction 
Acceleration
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Defense Nuclear 
NonproliferationStaff Satisfaction

� Clarified expectations

� Delegated authority

� Responsive and efficient systems

� Teamwork and cooperation

� Performance results



Defense Nuclear 
NonproliferationThreat Reduction Acceleration

Since May 2004, GTRI has accelerated permanent thre at reduction efforts

� For Convert:

� By 2018, convert 129 reactors:  62 converted or verified as shut-down, 48% complete

� For Remove:

� By 2015, remove or dispose of 2,200kg of Russian-Origin HEU:  610kg removed, 28% 
complete;

� By 2013, remove or dispose of 1,280kg of U.S.-Origin HEU:  1,196kg removed, 93% 
complete

� By 2013, remove or dispose of 1,021kg of gap HEU and Pu:  142kg removed, 14% 
complete

� By 2016 remove or dispose of 858 RTGs:  467 recovered, 54% complete

� Remove ~2,500 – 3,000 unwanted or excess domestic radiological sources each year

� For Protect:

� By 2010, complete storage for BN-350 materials:  80% complete

� By 2010, protect 22 foreign research reactors:  18 protected, 82% complete

� By 2022, protect ~2,000 high-priority international radiological buildings:  535 
protected, 27% complete



Defense Nuclear 
NonproliferationManagement Credibility

� U.S. President/Office of Management and Budget (OMB )

� Provided a $20M increase to the GTRI fiscal year 2009 
budget

� U.S. Congress

� Recommended an additional $65-$185M increase to the 
GTRI fiscal year 2009 budget on top of the President’s 
request

� Foreign Contributions

� Over $8M FY2007 – FY2008

� Canada

� United Kingdom

� South Korea



Defense Nuclear 
NonproliferationThe Net Result

GTRI’s application of program, portfolio, and proje ct 
management techniques has resulted in a rapid 
acceleration of nuclear and radiological threat red uction



Defense Nuclear 
NonproliferationPartners in PM
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Thank You!

Kenneth Sheely – ken.sheely@hq.doe.gov
Peter Tensmeyer – peter.tensmeyer@hq.doe.gov


