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OnJanuary 7, 1986, It was agreed that | would evaluate the TVA nuclear power
program problens and to lay out an action plan for ny solutions. The
enclosure 1sTVA's corporate action plan which | s based upon an assessment of
the problens. As a result of this effort, the root cause of TVA's nuclear
program Drobl ens has been identified, and TVA has devel oped a plan to renedy
these probl ens.

As indicated inm letter to M. Victor Stello dated February 4, 1986. this
submttal revises our Corporate Nuclear Performance Plan (NPP). dated
Novenmber 1, 1985. As such. this volume responds to enclosure 2 of M. Dircks'
Septenber 17, 1985 letter which requests Information regarding IVA's
corporate-level actions to correct problens inthe managenenc of TVA's nucl ear
activities. TVA has and will be subnmitting plans which aderess the NRC s

pl ant-specific requests for information at a future Cate.

The revised Corporate NPP describes actiors taken to strengthen our
managenent, revise the orgattization responsible for Inplenenting our nuclear

power program restore enployee confidence inTVA's managenent, and inplenment
various new programs and activities. These actions form the basis for both
the short- and long-term recovery of TVA

TVA will monitor the progress of inplenmentation of the revised Corporate NPP
and provide additional information to NRC staff as needed.

Vlery trully youi s
JENNESSEE VALLE( AUTHORI TY

MANI \Wha
Manager of Nuclear Power

< WL'

An Equal Opportunity Employer



M. Nunzio'J. Palladino. Chairmn March 10.

svorn to,jd subs r ed beore me

thi of . £086.

tal «ublic

My Commi ssion Expires

Encl osure
cc (Enclosure):
Commi ssi oner Assei stine
Commi ssi oner Roberts
Commi ssi oner Ber nt hal
Commi nssi oner  Zech
U S. Nuclear Regul atory Commission
Washington. D.C. 20555

M. Victor Stello (40)
Acting Executive Director of Qperations

U S. Nuclear Regulatory Commi ssion
VWashington. D.C. 20555

M. Janes Taylor, Diiector (5)

O fice of Inspection and Enforcenent
U S. Nuclear Regulatory Commission
Washington, D.C. 20555

U.S. Nuclear Regulatory Commission (5)
Region 1|1

1986

Attention: Dr. J. Nelson Gace. Regional Administrator

101 Marietta Street, NW Suite 2900
Atlanta, Georgia 30323

M. Harold Denton (5)
Director, Ofice of Nuclear Reactor Regulation

U S. Nuclear Regulatory Conmission
Washington, D.C. 20555



TITLE PAGE

REVI SED CORPCRATE NUCLEAR
PERFORVANCE PLAN

TENNESSEE VALLEY AUTHORITY

March 1986



-Contents

TABLE OF CONTENTS

-MESSAGE FROM THE TVA BOARD OF DI RECTORS

MESSAGE FROM THE MANAGER OF NUCLEAR POVER

EXECUTI VE SUMMARY

1.

PURPCSE

| NTRODUCTI ON

A

B.

Hi story and Background

Qutline of TVA's Anproach to Solving its Nuclear
Probl ens

H RING, DEVELOPMENT, AND RETENTI ON OF EXPERI ENCED
NUCLEAR MANAGERS

A

C

TVA's Short-Term Actions to Prbvide for a
Sufficient Number of Experienced Nuclear
Manager s

TVA's Long-Term Actions to Provide for a
Sufficent Nunber of Experienced Nuclear Managers

Concl usi ons

RESTRUCTURI NG OF TVA'S CRGANI 1ATI ON

A

I ntroduction
Consol i dation of TVA's Nuclear Organization

Consol i dation of Responslbillty for Functiona
Areas within Functional Departnents

Centralized Direction of Site Activities
| mprovements i nSpecific Functional Areas
1. Quality Assurance

2. Engineering

3. Nuclear Training

4. Licensing

Concl usi ons

17
19
19

20

23

23

31
34
35
35
38

41
43
46
46
48
50
51
52



e« Concer ns

Contentsy

V.

V.

-RESTORING EMPLOYEE CONFIDENCE IN TVA NUCLEAR

MANAGEMENT
A. e introduction

B.

C.

Establishing a Systemto Receive Enployee

1. Watts Bar Enployee Concerns Speci al
Program

2. TVA's Ofice of Nuclear Power Enployee
Concern Program

Instflhing an Atnmosphere Conducive to Quality
and Safety

| MPROVEMENTS | NTVA'S NUCLEAR MANAGEMENT SYSTEMS
AND PROGRAMS

A
B.

I ntroduction

I ncreasing Upper Management Awareness of
Nucl ear Activities

1. Briefings and Reports for the Board of
Directors

2. Briefings and Reports for the Manager of
Nucl ear Power

3. Concl usi ons
| mprovi ng Management Systens and Controls
1. Inprovenents inPrograms and Procedures

2. Inprovenents inPlanning and Integration of
Nucl ear Activities

3. Inprovements | nCommitnent Tracking
4. C ,clusions

Improving TVA's Nuclear Corrective Action
Program

1. Assuring Tinely Corrective Action

2. LdeB}ification of the Root Cause of
robl ems

53
53.

54

59

63

66
66

66

67

70
72
73
73

76
78
81

82
82

84



Contents

3. ldentification of Problens Applicable to

More Than One Pl ant

Programati c |nprovements

1. Inprovements inGQperations

| nprovenents | n Maintenance

3. Inprovenents in \Velding

4. Inprovenents inthe Control of Design

Changes and Plant Modifications

F. Continuing Evaluations

VI1. | MPLEMENTATI ON OF THE REVI SFO CORPORATE NUCLEAR
PERFORVANCE PLAN

VIT1.  CONCLUSI ON

| X. REFERENCES

Appendi x 1 Menorandum of Under st andi ng, dat ed

Appendi x 2

Appendi x 3

Appendi x 4
Appendi x 5

January 3, 1986

TVA's Response to NRC Request for Information
Under 10 CFR 50.54(f) Related to Staff Concerns
ReVar di ng Corporate Activities

TVA's Response to NRC Request for Informat;on dated
Decenber 20, 1985

Resumes of TVA's Senior Nuclear Mnagers
Proposed Plan for the Creation, Structure, Authority,

and Function of the Ofice of Inspector Ceneral,
Tennessee Valley Authority

Paae

85
87
87
91

93

.95

97

98
100

101



LIST OF TABLES AND FIGURES

Tables

Table 1 - TVA's Nuclear Management Development System

Fiqures

Figure 1 TVA's Organizational Structure Prior to
July 1983 (Functicnal Organization Chart)

Figure 2 TVA Organization Chart (Nuclear)
Figure 3 TVA Site Organization

o ~

Page
33

36
39
44



- MESSAGE FROM THHEAGERA® BOARD OF DIRECTORS

The Board of Directors' top priority i sthe safe operation of TVA's
nuclear plants. | nconformance with this policy. TVA shut down Its
Browns Ferry and Sequoyah plants and has not sought an operating |icense
for Watts Bar Unit | due to problems I nthe management of TVA's nuclear
program  The Board has taken steps to re-establish effective managenent
of TVA's nuclear program. These steps are reflected in-this revised
Corporate Nuclear Performance Plan. TVA will not operate a nuclear plant
until the Board | ssatisfied that the plant can and will be operated
.safely i naccordance with TVA's standards and comtitnents and I n

conpliance with applicable laws and regul ations.

Since the devel opnent and original subnittal of the Corporate Nuclear
Performance Plan on Novenber 1, 1985. Board menbers have discussed
aspects of the Corporate Nuclear Performance Plan with NRC, menbers of
Congress, and others. As aresult of its assessment of TVA's nuclear
program the Board has taken a nunber of additional steps to Inprove TVA
nuclear performance. These steps are reflected | nthe revised Corporate

Nucl ear Performnce Plan.

During November and Decenber 1985, TVA searched for anuclear advisor to
the Board. The o-iginal purpose of the advisor was to review TVA's

nucl ear power programactivities and performance | norder to provide

i ndependent assessnents and advice to the Board on nuclear power

mitters. During this search. the Board became convinced that the

creation of anuclear advisor position without actual responsibility and
authority for managin'g TVA's nuclear activ'~ties would not be a sufficient

change to achieve the needed Inprovenent.



W' concl uded that, instead of anuclear advisor', astrong and experienced
Manager of Nuclear Power was needed with dir~ct authority and
responsibility for the total managenent, control, and supervision of
TVA's entire nuclear power program | nseeking a candidate, the TVA
Board sought @ highly qualified and nationally respected nanager | nthe
nuclear field. On January 3, 1986, the TVA Board selected retired
Admiral Steven A. Wite for this position. and he began his duties on
January 13, 1386.

Before he retired as afour-star adniral, M. Wite was head of the U.S
Navy' s procurement program - a $66 billion per year operation wth a
quarter-million enployees. Before that, he commanded the nation's
Atlantic submarine fleet of 90 nuclear-powered submarines. Hs Navy
experience Includes reactor operation and nmintenance as well as

management of conplex technical and comercial [ssues.

W have given the Manager of Nuclear Power astrong charter. The powers
entrusted to himare broad and far reaching. M. Wite i sresponsible
for the daily managenent of the nuclear power programand will report to
the TVA General Manager and to the TVA Board for oversight, direction,
and support. e are convinced that these powers, coupled with the
conplete support fromthe Board, will provide M. Vhite with the
necessary authority to execute his broad scope of responsibility and
build confidence | nTVA's nuclear program  The TVA Board reaffirms the
agreement reached with M. White as documented i nthe Menorandum of
Understanding enclosed as Appendix 1of the revised Corporate MNuclear

Performance Plan.



Ne recognize that the safe operation of TvA‘s nuclear plants will require
considerable resources and will succeed only with the dedication of the
entire TVA nuclear organization. We are committed to ensuring that this

happens.



MESSAGE FROM THE MANAGER OF NUCLEAR POWER

On January 3, 1986; I accepted the position of TVA's Managyer of Nuclear
power. [ accepted that position for a two-year period with the simple
vcommitment to correct TVA's problems in managing its nuclear program. I
intend to do that. MWhile it may take longer than two years to achieve
the high level of safety and quality which TVA desires for all of its
nuclear activities, I believe that two years is a sufficient period of

time for me to re-establish TVA as a solid nuclear performer.

Based upon my observations during my visit to TVA in Nbvember 1985 and
during the ensuing period, I have come to tae vpinion that TVA's most
pressing problem is to improve its nuclear management. There are a
number of ways to approach this problem, and I have selected the one I
believe best suits the situation at TVA. I plan to concentrate on
strengthening key management positions throughout TVA's nuclear

organization and will make a number of organizational changes.

I have interviewed TVA's leauing nuclear managers and find that they do
nut lack technical skill or professional knowledge. Instead, the
problems I see here are similar to those sometimes found in large
industrial organizations or large government facilities such as
shipyards--namely, a lack of ~ommitment to and responsibility for

achieving excellence in performance

To solve this problem, I am bringing to TVA's nuclear organization a
number of technical/ profe<<innal managers from outside contractors, each
of whom possesses considerable experience in his/her field and a proven
ability to motivate individuals to perform up to their capabilities and

4



assume responsibility for the quality of their activities. I am

assigning them into key management poéitions--not as advisors but as line
managers. They are committed by their parent organizations for a
two-year assignment to TVA. At the same time, I am attempting to
identify a permanent TVA manager to work in a line pbsltion under each
new manager so that the permanent YVA manager can learn and be capable of

assuming the top position prior to the end of the two-year period.

Managers who possess the requisite qualities and experience to satisfy
TVA's needs are not easy to locate. I am using as many sources as I need
to find these new managers. In each case, I am insisting on receiving a
“total” commitment from senfor persons in the parent organizations in
order to ensure that the new managers have sufficient support to

accomplish their mission.

Not every key managerial position will be filled with managers from
outside contractors. There are a number of IVA people who have
demonstrated their capability to handle the task at hand, and I intend to
use them. It is my opinion that once these key people are in place, the
multitude of problems facing us will be addressed and resolved in a
reasonable time. I am alsd? convinced that once there is demonstrated
leadership coming out of management, the personnel at all levels and at

all sites will respond.

Employee concerns is an issue which has received much attention as a
symptom of TVA's nuclear probiems. [ intend to Institute and fully

support the timely and objective resolution of employe2 concerns. I will



not tolerate intimidation or harassment of any kind, and I will use

whatever legal powers I or my organization has to ensure that individuals
who engage in intimidation or harassment will be subject to swift and
appropriate disciplinary action. TVA's newly appointed Inspector General
and I are in complete accord on this issue, and we are committed to
coopérate fully in its implementation. It is my ultimate objective that
within a short period of time employees will have regained confidence in
their line organization and will be willing to s0ice their concerns to
the line organization. Nevertheless, when requested, we will continue to

provide confidentiality to employees who express concerns.

Over a year ago, a major management decision was made to “decentralize”
TVA's nuclear program. Site Directors were created and more authcrity
was given to the various sites with less being assumed by heaaquarters.

I intend to alter that concept to some degree. I will continue to hold
the Site Director responsible for ensuring that the necessary site
activities are performed in a timely manner. However, in all functional
areas, s.ch as engineering, quality assurance, licensing, and training, I
will hold the headquarter's manager responsible for the technical

adequacy of activities within their functional areas.

I am enthusiastic with the prospect of revitalizing IVA's nuclear
program, and [ am optimistic that it can be done. It will take time,
dedication, and resources. The Board of Directors has provided me with
the authority to do the job and has assured me that the necessary
resources wiil be provided. We will not be aule to correct all of the
problems immediately. However, we will resolve these issues in an
orderly manner and ultimately achieve safe and efficient operation of

TVA's nuclear plants.



I have reviewed previously established goals and have articulated new

guals for our organization which are designed to implement the above
principles. Realizatiod of these goals will result in strong and
effective management ahd safe and reliable operation of all plants, and
it will also restore credibiiity witn employees, management, outsiﬂe

agencies, and customers. A copy of these goals is attached.

The revised Corporate Nuclear Performince Plan outlines many of the
significant actions I believe are necessary to strengthen TVA's nuclear
program. I am dedicated to realizing this purpose and to the safe and

efficient operation of TVA's nuclear plants.

In summary, I am fully aware of the magnitude of my assignment and am
fully cognizant of the huge demands which will be placed on TVA's
resources. The task is large but manageable, and many actions have

already been initiated to accomp!ish our goals.

5. A. White



TVA Corporate Nuclear Performance Goals

Build a strong, effective management team with clear lines of

responsibility, authority, and accountability.

Fully implement reg.ived prerequisites for safe operation of nuclear

“plants.

Bring shutdown plants back into operaticn expeditiously.

Complete plants under construction in full compliance with all

design and regulatory requirements and obtain operating licenses.

Conduct operation of all TVA :uclear plants in a safe and efficient

manner.

Create a working environment built on trust and confidence that will

perme.te the entire organization.



EXECUTIVE SUMMARY
FOR THE
REVISED CORPORATE NUCLEAR PERFORMANCE PLAN
oF
TENNESSEE VALLEY AUTHORITY

The Tennessee Valley Authority (TVA) has five nuclear units with operating
licenses and four units with construction permits. It thus has one of the
largest nuclear generative programs in the country. In response to
problems which had developed in its nuclear program, TVA voluntarily shut
down all of its operating units in 1985 and did not request an operating
llcense for one of its units whose construction is essentially comglete.
On September 17, 1985, the NRC requested, pursuant to 10 CFR 50.54(f),
that TVA submit ‘nformation regarding its plans for correcting
plant-specific problems and for correcting problems in the overall
management of its nuclear program. The NRC also requested that this
information be submitted before TVA restarted any of its operating units
or requested an operating license for its essentially complete unit. In |
response to this request, TVA has prepared a Corporate Nuclear Performance
Plan which fdentifies the root causes of the problems in the management of

TVA's nuclear program and describes TVA's plans for correcting those

| problems. Additionally, TVA is in the process of preparing additional

plans which will respond to the NRC's request for plant-specific
information. In total, these plans will provide a complete account of the

actions which TVA is taking to improve its nuclear program.




The primary cause of the problems inTVA's nucl ear program | sthe lack
of asufficient number of experienced nuclear managers who can provi de
| eadership and proper direction for TVA's nuclear activities. In
response, to this situation, TVA has assenbl ed a new management team
for its nuclear activities. O particular note, TVA has contrar ted.
for the services of Steven A. Wite. as Manager of Nuclear Power, toO
take charge of all of TVA's nuclear activities. M. Wite isa.
retired four-star adnilral who headed the U.S. Navy's procurenent
program and coumanded the Atlantic Submerine Force. Additionally,
sirce Qctober 1985, TVA has added the following experienced senior
nucl ear menagers to its staff: Charles C. Mason as Deputy Manager of
Nucl ear Power, with twenty years of nuclear experience; Richard B.
Kelly as Director of Nuclear Quality Assurance, with nmore than twenty
years of nuclear experience; WlliamC. Drotleff, Jr., as Director of
Nucl ear Engineering, with about tuenty years of nuclear experience;
Brian R MCullough as Director of Nuclear Construction, with about
fifteen years of nuclear experience; C. G Robertson as Acting
Director of Nuclear Services, with twenty years of nuclear experience;
W C Bibb as Site Director of Browns Ferry Nuclear Plant, with nore
than thirty years of nuclear experience; and Richard L. Gidley as
Manager, Nuclear Safety and Licensing, with almost thirty years of
nucl ear experience. These new managers, together with TVA's excisting
'‘coreof experienced nuclear managers, provide TVA with a

seni or - managerent team having extensive nuclear experience.

Due to statutory linits on the salaries of TVA's enpl oyees and the
limted number of available experienced managers, TVA has had

difficulty inhiring experienced nucl ear managers as permanent TVA



enpl oyees.  Consequent|y, many nmembers of TVA's new nucl ear nmanagement
team are not permanent TVA enployees but instead are serving on a
tenporary basis (generally for a two-year period) under contracts with
various conpanies i nthe nuclear industry. Inorder to ensure itself
of a sufficient supply of experienced nuclear managers over the
long-term TVA isseeking to develop the nuclear managerial capability
of its permanent enp' vees by placing individuals wth manageri a
potential as deputies to TVA's new nucl ear management team Gven the
close working relationship between the deputies and managers and the
gui dance which the managers will provide to the deputies, TVA expects
that the deputies will soon develop the necessary skills and

experience to assume senior managenent positions.

I nthe past, all of TVA departments responsible for nuclear activities
have not been unified into a single nuclear organization, TVA'S

nuclear plants and headquarters departments have at times acted
autononously, and authority for functional activities was sometines
divided among several groups. As aresult, lines of authority and
responsibility have not always been clear, and the inplenentation of
TVA's nuclear program has not been consistent. To remedy this, TVA S
totally restructuring its nuclear organization. This reorgani zation

will consist of the follow ng steps

o For the first time Inthe history of TVA's nuclear program
responsibility for all nuclear activities will be consolidated
within a single organization, and this organization wll not have
any responsibility for non-nuclear activities. TVA's nuclear

organi zation will be headed by the Manager of Nuclear Power, who



will report directly to TVA's Board of Directors and General
Manager. Thus, TVIA has established a sen~ior management posi tion
which can exercise strong and consistent control over TI/As nuclear
.programand provide the necessary |eadership to remedy TVA's

.nucl ear probl ens.

TVIA's nuclear headquarters personnel will be reorganized Into
several new y-created departnents, each of which will have
responsibility for y discrete type of'functional activity (such as
engi neering. construction., quality assurance, training, or
licensing). FEach department will have the authority to establish
programs and procedures governing its type of functional activity,
and will be held responsible for the technical adequacy of
activities within its functional area. including activities at
TI/A's nuclear plants. As aresult, TWA will now be providing

centralized direction and control of its nuclear activities.

TVA's nuclear site personnel will be reorganized into functional
departments which parallel the functional departnents 1 nTVAs.
nucl ear headquarters. Each site department wll receive techni cal
direction fromits respective headquarters departnent, and site
directors and project managers will be responsible for planning,
schedul i ng, coordinating, and providing project direction for the
activities of the site departnents. This arrangement will enable
TVWA to provide uniform direction and technical control of the
activities at Its nuclear sites, while giving the site directors
and project managers sufficient authority to determne what site

activities should be performed and when they should be acconplished.



In sum, by restructuring its niuclear organization, TVA will be
providing centralized direction and control ovér its nuclear program
~and will be providing clear lines of aufhority and responsibilities
for its nuclear activities. This step, together with the development
and issuance of position descriptions, will help assure that TVA's

nuclear managers and supervisors will be accountable for the quality

of their work.

As a result of TVA'c lack of sufficient number of experienced nuclear
managers who could provide leadership and proper direction to ensure
the safe construction and operatic. of TVA's nuclear plants, many TVA
empioyees have lost confidence 1n TVA's nuclear management. This has
resulted in a large number of employee concerns. In addition to
installing a new management team and making other improvements in its
nuclear management, TVA has taken steps which are directly intended to
restore employee confidence in TVA's nuclear management. First, TVA
has established an Employee Concern Program. Among other things, this
program consists of full-time employee concerns persounel locafed at
each of TVA's nuclear plants and major corporate nuclear locations.
These personnel will be available to receive employee concerns through
several different means, including mandatory exit interviews for
transferring or terminating employees. Second, TVA has had a policy
which places paramount importance on the safety of its nuclear
activities, which makes each individual responsible for the quality of
his work, and which prohibits intimidation or harassment of employees
who express quality concerns. TVA is taking steps to ensure that this
policy is communicated to employees and is enforced. In particular,

Mr. White has emphasized and wil' continue to emphasize ‘n meetings
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with his managers, staff, and other employees that he will not

tolerate intimidation or harassment of any kind and that he will take

swift and appropriate disciplinary actions against those who engage in

such éctions.

In addition to these steps, TVA is making other improvements in its

nuclear management program. These improvements include the following:

(o]

Increasing Management Awareness - TVA's upper management has not

always been aware of problems and developments in TVA's nuclear
program or involved in their solution. By consolidating TVA's
nuclear organization and placing it under the control of the
Manager of Nuclear Power who reports to the TVA Board of Directors
and General Manager, the flow of information to the Board and
General Manager has improved Additionally, the Board has created
the Office of Inspector General and will establish a nuclear safety
review group to help keep the Board informed and advised regarding

nuclear matters.

Improvements In Management Systems and Controls - Some of the

problems in TVA's nuclear program have involved insufficient
programs and procedures, a lack of prior planning and integrat:on
of nuclear activities, and a failure to satisfy prior commitments
to the NRC. In response to these problems, TVA is reviewing its
nuclear procedures and will be establishing centralized programs
and procedures to control all TVA nuclear activities; TVA has

assigned the Division of Nuclear Services with the responsibility

14




tovprovide centralized planning, scheduling, and budgeting controls
for TVA's nuclear activities; and TVA is establishing a nuclear

Corporate Commitment Tracking System.

o Improvements In TVA's Corrective Action Program - In the past, TVA
has not always taken timely and effective corrective action for its
nuclear activities. To remedy this, TVA is improving its nuclear
corrective action prbgram to provide for 1) t-acking of conditions
adverse to quality and escalation of conditions which are not
resolved in a timely manner to higher levels of management,

2) trending of conditions adverse to quality and analysis of
significant conditions to identify their root causes for corrective
action, and 3) centralized analysis of problems at other nuclear
plants to identify the need for remedial or preventive action at

TVA's nuclear plants.

o Programmatic Improvements - TVA is taking several steps to improve

areas of its nuclear program, including welding, operations,

maintenance, and control of design changes and modifications.

TVA has also developed a Nuclear Performance Plan for Sequoyah Nuclear
Plant and is developing Nuclear Performance Plans for its Browns Ferry
and Watts Bar plants which will address site-specific problems. These
will be submitted to the NRC for review prior to startup of uny of

these plants.



In sum, TVA has taken significant stéps to improve the management of

its nuclear program. These include installing a new experienced
senior nuclear management team to provide leadership and direction for
TVA's nuclear activities, consolidating TVA's nuclear departments

within a single organization to clarify lines of authority and

responsibilit: -nd to provide greater management control over TVA's

nuclear activities, and establishing an Employee Concern Program to
help restore employee confidence in TVA's nuclear management. TVA is
continuing to evaluate its problems to identify the need for specific
improvements in its overall nuclear program and in its site
activities. TVA will provide the NRC with a oroposed schedule for

startup of its nuclear plants when this evaluation process has béen

completed.
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I. PURPOSE

On September 17, 1985, pursuant to 10 CFR 50.54(f), the Nuclear
Regulatory Commission (NRC) requested the Tennessee Valley
Authority (TVA) to furnish information related to problems which
had developed at its nuclear power plants (Ref. 1). Among other
things, the NRC identified an area of concern regarding
“programmatic and management deficiencies that have contributed
to the continued poor direction and control of [TVA's] nuclear
activities,” and the NRC requested TVA to describe corrective
actions in this general area. In compliance with this request,
TVA presented a Corporate Nuclear Performance Plan (NPP) to the

NRC on November 1, 1985 (Ref. 2).

Since submission of the Corporate NPP, TVA has made significant
changes in its nuclear management personnel. As a result, TVA
has re-evaluated its approach for correcting the problems which
have arisen in its nuclear program and has developed a
substantially revised Corporate NPP. The purpose of this
revision of the Corporate NPP is to describe the measures which
TVA has taken and currently intends to take to improve the
corporate-level management of its nuclear activities and to
correct the problems which have océurred in this area. As such,
this report not only responds to the NRC's specific request for
information under 10 CFR 50.54(f) regarding TVA's corporate
nuclear activities, but also prese.ts an integrated plan for

addressing the NRC's general concern.
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TVA has also submitted a Nuciear Performance Plan for Sequoyah
Nuclear Plant and is -planning to submit Nuclear Performance Plans
for Browns Ferry Nuclear Plant and Watts Bar Nuclear Plant. In
total, the revised Corporate Nuclear Performance Plan and the
plant-specific plans will provide a complete account of the

actions which TVA is taking to improve its nuclear program.
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II.

INTRODUCTION |

History and Background

TVA is an agency of the Federal government whose purpose is,
among other things, to supply electricity to customers in the
area of the Tennessee River Valley. TVA also has one of ‘he
largest nuclear power programs in the country, with operating
licenses for five units (Browns Ferry Nuclear Plant,

Units 1, 2, and 3; and Sequoyah Nuclear Plant, Units 1 and 2)
and construction parmits for four other units (Watts Bar
Nuclear Plant, Units 1 and 2; and Bellefonte Nuciear Plant,

Units 1 and 2).

During the last few years, several events have occurred which
have reflected adversely upon the quality of performance of
TVA's nuclear activities. In response to these and other
events, TVA has voluntarily shut down operation of its Browns |
Ferry and Sequoyah plants and has deferred requesting an
operating license for its essentially complete Watts Bar

Unit 1.

On September 17, 1985, the NRC issued a Systematic Assessment
of Licensee Performance (SALP) Report of TVA's nuclear
activities (Ref. 1). This report identified a number of
weaknesses in the conduct of TVA's nuclear activities. Based
upon the conclusions in this report and the recent history of
TVA's nuclear activities, the NRC concluded that TVA had
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“demonstrated ineffective management of its nuclear progran.”
As a result. the NRC requested that TVA develop corrective
action for the “"programmatic and management deficiencies that
have contributed to the continued poor direction and control
of nuclear activities,” as well as corrective action for the
blant-specific deficiencies. Although the NRC recognized that
TVA had already taken some actions to address these concerns,
the NRC requested pursuant to 10 CFR 50.54(f) that TVA
document its co_rective action prior to restarting its
operating units and prior to requesting an operating license

for Watts Bar Unit 1.

Outline of TVA's Apprcach to Solving its Nuclear Problems

TVA has revicwed the problems which have developed in its
nuclear program during recent years in order to identify the
causes of these problems. As a result of this review, TVA has
formed judgments regarding the root causes of the problems in
its nuclear p}ogram. In order to confirm this judgment, TVA
assembled a team of senior, experienced industry advisors to
analyze more than 800 documents which contained criticisms of
TVA's nuclear activities and to identify any adverse trends
and their root causes. In general, the vesults of this
analysis agreed with the judgments formed by TVA regarding the
source of the problems in TVA's nuclear program. Although the
ind*vidual problems are varied, many of them stem from the

same cause--namely, a lack of a sufficient number of
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experienced managers who can provide leadership and proper
direction to ensure the safe construction and operation of
TVA's nuclear plants. As a result, many TVA employees have

lost confidence in TVA's management.

As is discussed in the remainder of this report, TVA has
taken, and is planning to take, actions to provide effectiv.
management of its nuclear program and to restore employee
trust in TVA's nuclear management. In general, this action

consists of the following:

o TVA will provide effective management of its nuclear
activities through the hiring, development and reténtion of
experienced nuclear managers. Section III of this report
describes TVA's short-term and long-term efforts to provide

experienced managers fo. its nuclear activities.

o TVA is restructuring its nuclear organization to clarify
lines of authority and responsibility (including providing
position descriptions) and to provide centralized direction
and control of its nuclear activities. A description of
this reorganization is provided in Section IV.

< |
« TVA is taking steps to restore employee trust in its

nuclear management. [hese steps are discussed in Section V.
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o In order to facilitate effective management and control of
its nuclear activities, TVA has been and will be
implementing changes in the manner in which its nuclear
activities have been managed. These changes include
increasing upper management awareness of and involvement in
TVA's nuclear activities, improving TVA's nuclear
management systems and controls, improving TVA's nuclear
corrective action program, and making improvements in
programmatic areas. These changes are discussed more fully

in Ser* .a VI of this report.

In general, these steps address the NRC's request for information
under 10 CFR 50.54(f). TVA's responses to the NRC's specific
requests are provided in Appendix 2. Additionally, Appendix 3
provides TVA's revised responses to the NRC's December 20, 198S,
questions regarding the original Corporate NPP (Ref. 3). Responses
to the NRC's request for information regarding Sequoyah have
already been submitted and TVA is preparing plans which address

NRC's plant-specific questions on Watts Bar and Browns Ferry.

At the present time, it is not possible to predict when TVA will be
ready to operate any of its nuclear plants. TVA is still in the
process of installing its new nuclear management, developing the
programs which will be used to manage fts nuclear activities, and
preparing plans which address plant-specific nuclear problems and
respond to the NRC's questions regarding these problems. Until
these processes are complete, TVA will not be in a position to

formulate a schedule for resumption of operation.
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III.

HIRING, DEVELOPMENT , AND RETENTiON OF EXPERIENCED NUCLEAR MANAGERS

In general, the broblems in TVA's nuclear program during the last '
several years are attributable to a lack of a sufficient number of

experienced nuclear managers. TVA's first priority is to-obtain

experienced managers for its nuclear activities. These managers

will then provide the leadership and direction which are essential -
to cure TVA's remaining nuclear problems and assure the safety of

operation of TVA's nu-lear plants.

The need for a sufficient number of experienced nuclear managers
represents both a short-term and a long-term problem for TVA. As a
result, 1VA has taken and will be taking actions to address both of

these concerns. These actions are described in detall below.

A. TVA's—Short-Term Actions to Provide frr a Sufficient Number of

Experienced Nuclear Managers

At the‘time the NRC issued i1ts request for information
pursuant to 10 CFR 50.54(f), TVA had an immediate need for
additional experienced nuclear managers. Since TVA did not
have an adequate number of experienced nuclecr managers
in-house, it .ought to hire experienced nuclear managers from

outside ot TVA's organization.
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Due to statutory limitations on the salaries of TVA employees
and the limited number of available experienced managers, TVA
has had difficulty in hiring experienced nuclear managers. To
help offset the salary differential between TVA nuclear
emplovees and managers in private industry, the TVA Bbar& of
Directors has approved several incentives, including a home
relocation service and a relocation incentive bonus. The
Board is also considering a deferred compensation plan.
Nevertheless. TVA still has not been able to hire a sufficient
number of experienced nuclear managers as permanent TVA
employees. As a result, TVA has decided to contract with
various companies in the nuclear industry to obtain
experienced individuals to serve as line managers within TVA's
organization on a temporary basis (generally, for a two-year

period).

To date, TVA has been larc-ly successful in establishihg a new
management team with extensive nuclear experience through a
combination of utilizing existing experienced TVA managers,
hiring new experienced managers as permanent TVA employees,
and contracting for the use of experienced managers on a
temporary basis. This success is indicated by the fact that
eleven of TVA's top fifteen positions in its nuclear
organization have been filled with new or different
ingividuals since Oc ~ber 1985. Specifically, the following
changes have been made in TVA's senlor nuclear management

since October 1985:



Manager of Nuclear Power (Steven A. White) - TVA has

contracted with Steven A. White to be Manager of Nuclear Power
for a two-year period. Mr. White is a retired four-star
admiral who was head of the U.S. Navy's procurement program,
commanded the Atlantic Submarine Force, and has experience in
reactor operation and maintenance. Mr. White will be in
charge of all TVA nuclear activitiés‘and will be the primary
motivating force behind the improvements which TVA intends to

make in its nuclear program.

Deputy Manager of Nuclear Power (Charles C. Mason) - TVA has

hired Charles C. Mason as a permanent TVA employee to be
Deputy Manager of Nuclear Power. Mr. Mason has more than
twenty years of nuclear experience, including positions of
Director of Nuclear Operations and Site Director of the Wolf
Creek Nuclear Generating Station, Site Director and Plant
Manager of Sequoyah Nuclear Plant, and Power Plant
Superintendent of Watts Bar Nuclear Plant. Mr. Mason will
assist the Manager of Nuclear Power in the management of TVA's

nuclear activities.

Assistant Manager of Nuclear Power (William T. Cottle) -

Mr. Cottle is a TVA employee. Prior to being assigned to his
current position, Mr. Cottle had almost twenty years of
nuclear experience, including positions of Nuclear Site
Director of Watts Bar and operating superintendent at Farley
Nuclear Plant. Mr. Cottle will assist the Manager of Nuclear
Power in the management of TVA's nuclear activities. For the
interim, Mr. Cottle will remain as Site Director of Watts
Bar.
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Director of Nuclear Quality Assurance (Richard B. Kelly) -

Mr. Kelly is an employee of Stone & Webster Engineering
Corporation (SWEC). TVA has contracted with SWEC ‘or the
services of Mr. Kelly as Director of Nuclear Quality
Assurance. Mr. Kelly has more than twenty years of nuclear
experience, including positions of Vice-President and Director
of Quality Assurance/Quality Control for SWEC. Mr. Kelly will

be in charge of TVA's nuclear quality assurance activities.

Director of Nuclear Engineering (William C. Drotleff, Jr.)--

Mr. Drotleff is also a SWEC employee. TVA has contracted with
SWEC for Mr. Drotleff's services as Director of Nuclear
Engineering. Mr. Drotleff has about twenty years of nuclear
experience, including positions of Assistant Manager of SHEC's
Cherry Hill Operating Center and Engineering Manager of SKWEC's
Power Operating Services and Advisory Operations. Mr.
Drotleff will be in charge of TVA's nuclear engineering

activities.

Director of Nuclear Construction (Brian R. McCullough) -

Mr. McCullough is a Bechtel employee. TVA has contracted with
Bechtel for the services of Mr. McCullough as Director of
Nuclear Coostruction. Mr. McCullough has about fifteen years
of nuclear experience, including a position of Manager of
Construction for Bechtel's Los Angeles Power Division. Mr.
McCullough will be in charge of TVA's nuclear construction

activities.




Acting Director of Nucicar Services (C. G. Robertson) - TVA has

hired Mr. Robertson as a permanent TVA employee to be Acting
Director of Nuclear Services. Mr. Robeftson has twenty years of
nuclear experience, including a position of General Manager of
Houston Lighting and Power Company's Nuclear Engineering
Department. Mr. Robertson will be in charge of planning and

scheduling and other services for TVA's nuclear activities.

Site Director of Browns Ferry (W. C. Bibb) - Mr. Bibt is an

employee of Management Analysis Company (MAC). TVA has
contracted with MAC for the services of Mr. Bibb as Site
Director of Browns Ferry. Mr. Bibb has more than thirty years
of nuclear experience, including positions of Vice-President of
Operations Services for MAC, Director of Power Generation for
the Washington Public Power Supply System, and GE Site Manager

for the Cooper Nuclear Station.

Site Director of Watts Bar - TVA is searching for a person to

fill this position. In the interim, Mr. Cottle will remain as

Site Director of Watts Bar.

Project Manager of Watts Bar, Unit 2 (Robert A. Pedde) -

Mr. Pedde is a TVA employee. Prior to being assigned tc his
current position, Mr. Pedde had almost fifteen years of nuclear
experience, including a position of Assistant to the Manager of

TVA's Office of Construction.
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Director of Nuclear Safety and Licensing (Richard L.

Gridley) - Mr. Gridley is an employee of General Electric
(GE). TVA has contracted with GE for Mr. Gridley's services
as Manager of Nuclear Safety and Licensing. Mr. Gridley has
almost thirty years of nuclear experience, including positions
of Manager of Fuel and Services Licensing and Manager of
Operating Reactor Licensing for GE. Mr. Gridley will be in

charge of TVA's nuclear safety and licensing activities.

Manager of Nuclear Personnel (Marilyn E. Taylor) - Ms. Taylor

is a TVA employee. Prior to being assigned to her current
position, Ms. Taylor had twenty years of experience in
personnel rei:cions, including a position of Director of
Personnel for TVA. Ms. Taylor will be in charge of TVA's

personnel programs ior nuclear activities.

Others

TVA's remaining senior nuclear managers also have extensive
nuclear experience. For example, Herbert L. Abercrombie,
Nuclear Site Director of Sequoyah, has more than fifteen years
of nuclear experience; and R. Joe Johnson, Director of Nuclear
Training, has more than twenty years of nuclear experience.
The resumes of each of TVA's senfor nuclear managers are

provided in Appendix 4.
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As s demonstrated by the resumes in Appendix 4 and the

summaries provided above, TVA's new management team has

extensiye nuclear mahagement experience encompassing
essentially all facets of design, construction, and operation
of nuclear power reactors. These individuals are well
qualified to provide the necessary leadership and proper

direction for TVA's nuclear activities.

TVA has also hired experienced individuals to serve as
permanent TVA employees in middle-level nuclear managerial

positions. These individuals include:

o John G. Walker, Deputy Nuclear Site Director of Browns
Ferry Nuclear Plant, with about twenty years of nuclear
experience including positions of Bechtel's Project Manager
for Enrico Fermi Nuclear Plant Unit 2 and Manager of

Operating Plant Services for Bechtel's Ann Arbor Office.

o Mark B. Whitaker, Jr., Deputy Manaqér of Nuclear Safety and
Licensing, with more than fifteen years of nuclear
experience, including positions of Group Manager of
Regulatory and Support Services, Group Manager of
Engineering and Licensing for South Carolina Electric and

Gas Company.

o Richard P. Denise, Assistant to the Manager of Nuclear
Power, with about twenty years of nuclear experience,
including position of the Director of the Division of

Reactor Safety for NRC Region IV.
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o Larry L. Jackson, Program Manager, with almost fifteen
years of nuclear experience, includiny a position of
Chemistry Dapartmént Manager and Evaluation Team Manager

for the Institute of Nuclear Power Operations (INPO).

o Lawrence E. Martin, Project Manager, witn more than twenty
years of nuclear experience including a position of Section

Chief with NRC Region IV.

TVA has also contracted for experienced individuals to serve

as middle-level nuclear managers. These individuals include:

o James E. Huston, Deputy Director of Nuclear Quality
Assurance, with more than twenty years of nuclear
experience, including a position of Manager of Quality

Assurance for SHEC.

o John A. Kirkebo, Director of Engineering and Technical
Services, with more than twenty years of nuclear
experience, including the position of Assistant Engineering

Manager for SWEC's Cherry Hill Operations Center.

o Alan K. Priest, Assistant to Manager of Nuclear
Construction, with more than fifteen years of nuclear
experience, including the position of Bechtel's Assistant

Project Manager for the South Texas Project.
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TVA anticipates that additional experienced nuclear managers
will be hired and other changes in managers will be made as
TVA's new nuclear management team continues its evaluation of

TVA's nuclear program.

Many members of TVA's new nuclear management team are confract
personnel who are obligated to serve TVA for a period of two
years. TVA expects that this period of service will be
sufficient for these new managers to identify the problems in
its nuclear program, to determine what actions are necessary
to correct those problems and prevent their recurrence, and to
have TVA's nuclear program well on the road to recovery.
Additionally, as is discussed below, TVA expects that this
period will be sufficient for 1t to have acquired experienced

nuclear managers as permanent TVA employees.

TVA's Long-Term Actions to Provide for a Sufficient Number of

Experienced Nuclear Managers

Since many members of TVA's new management team are not
permament TVA employees, TVA must make arrangements to replace
these individuals eventually with experienced nuclear managers
who are permanent TVA employees. TVA plans to take two

actions to accomplish this.

First, TVA will continue to recruit experienced managers from

the nuclear industry to serve as permanent TVA employees.
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Since most of the new contract managers will be serving for a
two-year period, TVA will have sufficient time to satisfy at

least part of its nuclear management needs by this method.

Given the statuto:ry limits on salaries of TVA employees, TVA
does not expect that it will be able to recruit all of the
necessary experienced nuclear managers from outside of TVA.
Accordingly, as i< discussed below, TVA is also planning to
develop experier:ed nuclear managers from within its own

organization.

In general, TVA has a large staff of technically competent
individuals, many of whom possess the potential for developing
into excellent nuclear managers. Some of these individuals
are already serving in senior and middle level managerial
positions within TVA's organization. TVA intends to develop
the m ~1gerial potential of tte best of these individuals by
placing ti«m as deputies to TVA's new nuclear management
team. These deputy managers are identified in Table 1. As a
result of the ceputies' close working relationship with the
new nuclear management team and the guidance which the

mana~ ., will , Jvide to the deputies, TVA anticipates that
these permanent TVA employees will quickly develop their
managerial skills and experience and will be ready to assume
senior management positions within TVA's nuclear organization

when the contract managers' terms with TVA expire.
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Senior Management Position

Manager of Nuclear Power
Director of Nuclear Quality
Assurance

Director of Nuclear
Engineering

Divector of Nuclear
Construction

Acting Director of Nuclear
Services

Site Director of Sequoyah
Site Director of Browns Ferty
Site Director of Watts Bar

Project Manager of
Watts Bar 2

Project Manager of Bellefonte

Director of Nuclear Safety
and Licensing

Director cf Muclear Training
Manager of Nuclear Personnel

®*Interim assignment

TABLE 1

'vA'S NUCLEAR MANAGEMEN' DEVELOPMENT SYSTEM

Name of

Senior Management

Steven A. White

Richurd B. Kelly

William C. Drotleff

Brian R. McCullough

Cloin G. Robertson

Herbert L. Abercrombie
William C. Bibd
William T. Cottle*

Robert A. Pedde

James P. Darling

Richacrd L. Cridley

R. Joe Johnson

Marilyn E. Taylor

1s Senior Manager a TVA
Employee or_Contractor

Contractor

Contractor

Contractor

Contractor

TVA Employee

TVA Employce
Contractor
TVA Employee

TVA Emp loyee

TVA Employee

Contractor

TVA Employee

TVA Employce

Name of Deputy or
Assis'ant Manager

Charles C. Mason
William T. Cottle

James E. Huston

John A. Kirkebo

William R. Brown Jr.

Richard A. Sessoms

N/A

John G. Walker

N/A

N/A

. N/A

Mark B. Whitaker Jr.

Leo H. Sain

N/A

1s Deputy or Assistant
Manager a TVA Employee
or Contractor

TVA Emplcyee
TVA Employee
Contractor
Contractor

TVA Employee

TVA-Employec

TVA Employee

TVA Employee

TVA Employee
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Since the basic salaries of TVA's senior nuclear managers are

below industry norms due to statutory limitations, TVA will
continue to experience difficulties in.recruiting experienced
nuclear managers. However, through the use of its management
development system, TVA wili have a continuous source of
experienced nuclear managers who will be prepared to assume
responsibilities as senior managers within TVA's nuclear
organization. Therefore, while turnover of senior nuclear
management personnel will remain a concern to TVA, it has

‘taken steps to mitigate its effects.

Conclusions

TVA has taken and wiil be taking both short-term and long-term
action to increase the number of experienced managers for 'ts
nuclear program. By obtaining experiencel nuclear managers,
TVA will be providing the necessary leadership and proper
direction for its nuclear program. In particular, by
establishing the new management team headed by Mr. hhite, TVA
has provided a necessary ingredient for resolving the
remaining problems in TVA's nuclear program and placing the

program on the road to recovery.
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Iv. RESTRUCTURING OF TVA'S ORGANIZATION

A.

Introduction

Some of the problems in TVA's nuclear program have involved
a lack of communication and coordination among TVA's
nuclear departments and an uncertainty regarding lines of
authority and responsibility. Other problems involved a
lack of centralized direction and control by TVA?s nuclear
management. Both of these problems are at least partly
attributable to the manner in which TVA's organization was
structured. As is explained below, TVA has taken and |s
taking action to remedy this situation by restructuring its

organization.

Until recently, TVA's organization did not provide for
effective centralized management of its nuclear

activities. Instead, as is shown in Figure 1, TVA's
organization was divided among power operations, design and
construction, and the balance of TVA's activities, each of
which was responsible for both nurlear and non-nuclear
activities. Consequently, TVA had no upper level
management personnel who were devoted exclusively to
managing nuclear activities, and the responsib!lity for the
nuclear activities was divided among several departments,
none of which reported to a single manager. Furthermore,
each of TVA's nuclear plants acted autonomousiy for the
most part, developing its own programs and systems to

control ulant activities.
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As a result of this organizational structure, TQA did not
have experienced senior nuclear managers who were in charge
of all of TVA's nuclear activities. Furthermore, TYA's
organizational structure made communication and
coordination between TVA's nuclear departments difficult,
and lines of authority and responsibility for specific
nuclear activities were not always ciear. To complicate
this situation further, engineering and design personnel

were not located at the operating nuclear plants.

Beginning in 1985, TVA started to consolidate
responsibility for its nuclear activities within one
central organization and to divest that organization of any
responsibility for non-nuclear activities. That process is
still continuing and will be essentially complete by

May 1986.

The restructuring of TVA's nuclear organization essentially
is taking three forms. First, responsibility for all of
TVA's nuclear activities is being consolidated within a
single organization. Second, responsibility vor each
nuclear function is being consolidated within a single
department devoted to that function. Finally, the nuclear
headquarters departments are being given responsibility for
providing technical direction for site activities within
their respective functional areas. Each of these concepts

fs discussed below.
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B. Consolidation of TVA's Nuclear Organization

Figure 2 depicts TVA's planned organizational structure for
its nuclear activities. As is evident from Figure 2, all
of TVA's nuclear activitic will be under the direction and
ontrol of the Manager of Nuclear Power, who w'11 report to
the General Manager and Board of Directors o1 TVA.
Additionally, upon completion of the reorganization, TVA‘s
nuclear organization will in general not have any

responsibility for non-nuclear activities.

The TVA Board of Directors has given the Manager of Nuclear
Power an extensive charter. As is reflected ir the
Memorandum of Understanding between the Board and Mr. White
- (which is attached as Appendix 1), Mr. White "will have the
direct authority and responsibility for the management
contrc! and supeivision of TVA's entii2 nuclear program.”
In general, this authority includes the power to hire,
remove, or reassign any personnel engaged in TVA's nuclear
problem and *o redirect or restructure TVA offices involved
in TVA's nuclear program (subject to approval by the Board
and TVA's General Manager). Furthermore, the Board has
given Mr. White the authority “"to take any other actions
that he deems necessary or appropriate to improve the
effectiveness of the overall management of TVA's nuclear
power program.” In sum, Mr. White has been placed in

complete charge of TVA's nuclear activities.
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Certain TVA administrative groups (such as the Division of
Purchasing) which provide support for the execution of the
nucleér program will not report to the Manager of Nuclear
Power. However, a representative from each of these
support groups has been or will be assigned to the Office
of Nuclear Powe' to ensure close cooperation and
coordination betwee' TVA's nuclear departments and the
administrative groups. In particular, the Manager of
Nuclear Power has the authority (with the approval of the
Board of Direc..-s and General Manager of TVA) to redirect
and restructure the activities and functions of the
Division of Purchasing as they pertain to the nuclear power

program.

By divesting the nuclear organization of responsibility for
non-nuclear acfivities. TVA's nuclear organization will be
able to focus its full attention on assuring the safety of
its nuclear plants. Additionally, by placing all
responsibility and authority for TVA's nuclear activities
under a single manager reporting to the highest level of
TVA's organization, TVA's Board of Directors has
established a management position which can exercise strong
and consistent control over its nuclear program and ensure
that the activities of TVA's various nuclear departments
are coordinated. Finally, by creating the position of

Manager of Nuclear Power, the Board has established a
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positfon where a highly qualified and experienced manager,
such as Mr. White, can provide the necessary leadership to
remedy TVA's existing nuclear problems and provide a means
fér quickly resolving any problems which may develop in the

future.

. Consolidation of Responsibility for Functional Areas within

Functional Departments

As described above, until recently, responsibility for
TVA's nuclear activities was not consolidated within a
single organization. Additionally, responsibility for
various nuclear functional areas (such as quality
assurance) was divided among several groups. As a result,
nuclear functional activities were not subject to central
control, coordination of functional activities was
sometimes difficult, and ma1y nu-lear support activities
(such as quality assurance) did 1ot have high visibility
with management. As described below, TVA has taken and is

taking steps to impro.2 this situation.

TVA's nuclear headquarters personnel will be divided into
several newly-created departments, each of which will have
responsibility for a discrete type of function. These
departments will be headed by the Director of Nuclear
Quality Assurance, Director of Nuclear Engineering,
Director of Nuclear Construction, Director of Nuclear

Services, Director of Nuclear Safety and Licensing,
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Director of Nuclear Training, and Manager of Nuclear
Personnel. Each of these directors and managers will

report directly to the Manager of Nuclear Power.

Additionally, each of TVA's nuclear departments will be
responsible for developing programs and standards,
providing technical direction, and providing technical
support for all activities within its functional area,
including activities at TVA's nuclear plants. Moreover,
the director or manager of each of TVA's nuclear
headquarters departments (and the line managers under him)
will be held responsible for the technical adequacy of ali

TVA activities within his functional area.

This arrangement of TVA's nuclear organization and
assignment of functional responsibilities has several

advantages compared to TVA's prior organization. First,

until the reorganization occurred, TVA did not have groups

with overall responsibility and authority for TVA's nu:lear
activities in the areas such as nuclear training and
nuclear personnel. By establishing these groups and having
them report directly to the Manager of Nuclear Power, TVA
has provided added emphasis on the importance of these
functions. Similarly, prior to the reorganization,
responsibility for nuclear functions such as quality
assurance was divided among several organizations. By
placing responsibility for these functions within a single

group reporting directly to the Manager of Nuclear Power,
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TVA has also provided added emphasis on their importance.
Finally, by making each nuclear group responsible for the
technical adequacy of functioral activities within its
respective area, TVA has provided a means for establishing

centralized direction and control of its nuclear activities.
. Centralized Direction of Site Activities

TVA's activities at each of its nuclear sites will be
headed by either a Nuclear Site Director (for operating
plants) or a Nuclear Project Manager (for plants under
construction). Each of these directors and managers will
also report directly to the Manager of Nuclear Power to

ensure his control over the plant activities.

TVA's nuclear site personnel will also be divided into
several departments, each of which will have responsibility
for a discrete type of function. In general, the functions
of the nuclear site departments will parallel those of the
nuclear headquarters departments and will consist of
functions such as nuclear quality assurance, nuclear
engineering, nuclear training, nuclear site services, and

nuclear licensing.

As is depicted in Figure 3, each of TVA'S nuclear
headquarters departments will have responsibility for
providing technical direction and assuring the technical
adequacy of the activities performed by its parallel

departments at TVA's nuclear plants. The Nuclear Site
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Directors and Nuclear Project Managers will have the
authority and responsibility for planning, scheduling,
coordinating, and providing project direction ard control
of the functional site departments. This structure will
assure that nuclear site departments receive uniform
technical direction from nuclear headquarters which
specifies how an activity should be performed, while giving
the Nuclear Site Directors and Nuclear Project Managers
sufficient authority to determine what site activities

.houid be undertaken and when they should be accomplished.

Finally, the Manager of Nuclear Power has initiated a
program to assure that lines of authority and responsi-
gility are clear and that personnel understand the
standards against which they will be he’+ sccountable.
This program consists of writing position descriptions for
each of TVA's nuclear managers and specialists. These
position descriptions will formally define the duties and
responsibilities for which an individual will be held
accountable and against which performance will be
measured. These gdescriptions will be reviewed and subject
to approval by a review team composed of senior TVA and
consultant personnel who will report to the Manager of
Nuclear Power. The purpose of this review will be to
identify any weaknesses, duplications of effort, or missing
functions in the position descriptions and to assure that
key interface responsibilities between groups are properly

defined.




E.

Improvements in Specific Functional Areas

TVA expects that consolidation of responsibility for
functional areas within individual nuclear departments will
result in substantial improvements in quality assurance,
engineering, training, and licensing. Accordingly, each of

these areas is discussed in more detail below.

1. Quality Assurance

In the past, TVA's nuclear quality assurance (QA) and
quality control (QC) functions have not been
effectivel, unified under a single department. For
example, TVA had & nuclear QA organization which was
responsible for conducting corporate-level audits, it
had a nuclear QA group within the construction
organization which was responsible for conducting
inspections of construction activities, it had a
nuclear QA group within engineering which was
responsible for conducing audits of engineering
activities, and it had QA groups at each nuclear site
responsible for QA/QC activities at the site. As a
result, TVA's nuclear QA activities were not performed
under a consistent set of programs and procedures, and
TVA's nuclear QA groups did not report to a high level
of management within TVA (thereby diminishing the
visibility and importance of these activities to
management). TVA is taking several steps to improve

this situation.
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The responsibility for various quality assurance
functions throughout the Office of Nuclear Power,
including QA/QC activities related to engineering,
construction, and operations, will be consolidated
under the Director of Nuclear Quality Assurance. This
includes QC inspections of construction and

maintenance/modifications activities.

A standardized TVA quality assurance program will be
developed and implemented. Among other things, the TVA
Quality Assurance Topical Report will be revised and
upgraded. Additionally, Nuclear Quality Standards and
Directives will be developed and issued and Site Model
Quality Assurance Procedures will be developed and
issued. The standard nuclear QA program will be
implemented at each nuclear site by the Site Quality
Assurance Manager's organization. Adjustments of the
standard program to meet site-specific conditions will
be allowed, but only with the approval of the Director
of Nuclear Quality Assurance and only to the extent
that the adjustments do not degrade the level of

quality provided by the standard program.
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As a result of these actions, responsibility for TVA's
nuclear QA/QC functions will be consolidated in one
department, which will réport to a high level of
management within TVA, and TVA's nuclear QA/QC
activities will be performed in accordance with a
standard program. These actions will help elevate the
importance of quality assurance and increase management
oversight and direction of nuclear QA activities.

These actions will ..1so help assure that nuclear QA/QC
personnel are independent of production personnel, that
lines of responsibility and authori’y for nuclear QA/QC
actitivies are clearly defined, and that nuclear QA/QC

activities are performed consistently.

- Engineering

In the past, problems and confusion have developed with
respect to TVA's nuclear engineering activities since
both the headquarters nuclear engineering organization
and TVA's nuclear plants performed engineering
activities. 7TVA is taking action to remedy this

situation.

Responsibility for all nuclear engineering activities
is being consolidated in the Division of Nuclear
Engineering. This includes the following
responsibilities that have in whole or part been

performed by TVA's nuclear sites in the past:
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o Contracting for outside engineering services and

managing of engineering service contracts.

o Directing multi-discipline teams created to
investigate and resolve engineering issues (such as
fi-e protection and environmental equipment

qualification) associated with individual plants.

0 Acquiring, or creating, and maintainin;, the
technical record of the as-built facility and
maintaining the record current with changes in the

plant.

o Preparing and approving modification packages that

change the design and configuration of the plant.

By placing responsibility for these and other
engineering activities within the Division of Nuclear
Engineering, TVA will clarify lines of authority and
responsibility for nuclear engineering activities and
will help assure that these activities will be properly

performed.

Engineering support for TVA's nuclear plants will be
further strengthened by establishing a project team
within the Division of Nuclear Engineering for each
plant. Each project team will be responsible for all

engineering activities associated with its plant. This
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is a significant improvement from TVA's past practice
where each nuclear plant was supportéd by many |
engineering discipline teams. By assigning overall
engineering responsibility for a plant to one project
team, the overall engineering effort for the plant will
be better coordinated and focused on the particular

needs of the plant.

. Nuclear Training

There is an obvious inconsistency in the commitment to
tFaining. the :mplementation of training programs, and
training performance at the sites. This condition is
indi;ative of the need for a strong, centralized
training program with uniform standards, motivated
managerial involvement at the site level, and the
support of top management.

The Director of Nuclear Training will report directly
to the Manager of Nuclear Power. His primary goal will
be to provide sufficient quality training and training
programs to support safe startup and continual safe
operation of all TVA nuclear units. Site managers,
however, are responsible and will be held accountable
for the implementation of authorized training programs
and the training performance of their people. The
Manager of Nuclear Power will provide the necessary
resources, facilities, and direction to allow site

management to produce the required results.



4. Licensing

TVA has had a nuclear licensing groﬁp ét its corporate
headquarters for a number of years, and it also had
licensing groups at each of its major nucliear locations
which were esséntially independent of the headquarters
groups. In its SALP V Report of TVA's nuclear
activities (Ref. 1), the NRC stated that "the.e are
weaknesses evident in [TVA's] licensing support as
indicated by incomplete submittals, inadequate
technical evaluations and justifications, late
submittals, failure to report to the NRC (10 CFR
50.72), and repeated [NRC] requests for additional

_ information and supplementary responses to Notice(s) of

' Violation." TVA is taking steps to improve its -

management oversight and direction of nuclear litensing

activities in order to remedy this problem.

TVA has placed responsibility for -the control for all
TVA nuclear licensing and regulatory functions,
compliance, and regulatory for its nuclear activities
under the Director of Nuclear Safety and Licensing, who
reports directly to the Manager of Nuclear Power.
Although each of TVA's nuclear plants is retaining a
licensing staff (and is increasing the size of its
staff), this staff is subject to technical direction
from the Director of Nuclear Safety and Licensing.

‘ Thus, the Director of Nuclear Safety and Licensing is
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responsible for central control ¢and consistency) of
the TVA nuclear licensing process, including policies,
programs, strategies, and documentation for licensing

activities.

By centralizing its nuclear licensing activities under
a manager who reports directly to the Manager of
Nuclear Power, TVA is increasing its management
oversight of and emphasis on nuclear licensing and f{s
providing a means for assuring'timely, complete, and
technically adequate licensing submittals for all of

its plants.
Conclusions

TVA is restructuring its organization to consolidate all
responsibility for its nuclear activities within a single
organization headed by the Manager of Nuclear Power, TVA
is alsd establishing functional nuclear departments which
will have the responsibility and authority for providing
technical direction for and assuring the technical
adequacy of all TVA nuclear activities within their
respective functions, including site activities. As a
result, TVA has taken action which will provide assurance
that lines of responsibility and authority for nuclear
activities will be clear, that the necessary coordination
and communication among nuclear organizations will occur,
and that TVA's nuclear activities will be sutject to

centralized management direction and control.




V.

RESTORING EMPLOYEE CONFIDENCE IN TVA NUCLEAR MANAGEMENT

A. Introduction

The NRC and some members of Congress have received expressions
of concern from TVA employees regarding the quality of TVA's
nuclear activities and expressions of fear that TVA would take
reprisals against them if they expressed their quality concerns
directly to TVA management. Additionally, TVA has received
many employee concerns through its own system. These employee
concerns indicate that many TVA employees have lost confidence
in TVA's nuclear management and its ability to ensure that

TVA's nuclear activities are properly conducted.

TVA is taking several steps to remedy this problem. As
discussed above, TVA is installing a new nuclear management
team to provide leadership and direction for TVA's nuclear
program. Furthermore, as is discussed in the following
sections, TVA is improving its nuclear management systems and
is also taking steps to improve various programmatic elements
of its-nuclear program. After these actions have had an
opportunity to be effective, they should contribute greatly to
a restoration of employee confidence in TVA's nuclear

management.

Additionally, TVA plans to take several steps which are
directly intended to restore employee trust in VA nuclear
management and to instill an atmosphere which is conducive to

quality. In general, these steps consist of (1) establishing a
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system | nwhich enpl oyees can express quality concerns to TVA's.
nucl ear management without fear of reprisal and with assurance
that their conrdrns will be fully addressed, and (2)
establishing a policy which pronotes quality, ensuring that.
TVA's enployees are aware of this policy, and taking
disciplinary action against those who act contrary to this

policy. Each of these i s discussed below.

Est abl i shing A System To Receive Enployee Concerns

I n 1985 TVA established the Special Program at Watts Bar for
resol ving enpl oyee concerns to identify. investigate, and
resol ve concerns related to the constructioti of the Watts Bar
Nucl ear Plant. Gven the large number of concerns received
fromthis special program TVA has also established a TVA

O fice of Nuclear Power Enployee Concern Programfor all of its

nucl ear activities. Each of these prograns- i s described below.

1. Special Program at Watts Bar for Resolving Enployee

Concer ns

I n 1985, TVA augnented Its existing enployee concern
programwith the Special Program designed t, elicit any
enpl oyee concerns related to construction of Watts Bar.
This programconsisted of hiring an independent
contractor, Quality Technol ogy Conpany (QTC), to interview
all TVA enpl oyees associated with Watts Bar and

establishing a hot line to receive concerns fromother TVA



employees. Measures were taken to protect the
confidentiality of employees who expressed concerns. The
‘substance of the concerns were investigatéd by the Nuclear
Safety Review Staff (NSRS) which, at that time, reported
to fhe Board of Directors. These investigations are

continuing.

Although the initial interview process has been completed,
the QTC contract has been extended and its funding level
has been increased. QTC's current activities include
maintenance of the existing employee concern files and
answering questions relating to the information in the
files. QTC is also ensuring continued confidentiality of

employee concerns.

As a result of the Special Program, employee concerns
regarding construction of Watts Bar have been identified.
Many of these concerns have already been investigated.

The next phase of the Special Program is the resolution of

identified concerns at Watts Bar.

Although most of the concerns related to Watts Bar remain
to be resolved, TVA has evaluated the resolution process
(including NRC comments resulting from its inspection of
the program) to determine whether any improvements could
be made. As a result, TVA has refined its program to
emphasize: (1) in-depth review of concerns, (2) more
rapid resolution of issues, (3) development of generic

treatment of issues, (4) identification of trends and root




causes, (5) increased efficiency, (6) improved management
contfol. and (7) more effective closeout. The
improvements which have been made in this area are

discussed below.

TVA is reviewing individual concerns to determine an
appropriate resolution for each concern. In addition, in
order to provide for evaluation of related concerns and
determine whether a trend or generic concern exists, TVA
has divided all concerns into the following nine
categories: Quality Assurance (QA)/Quality Control (QC);
Material Control; Management and Personnel issues;
Intimidation, Harassment, and Misconduct, Operations;
Welding; Construction; Industrial Safety; and

Engineering. Each of these categories of concerns will be
assigned to a review group of senior TVA and/or contractor
personnel for further evaluation. In general, the review

groups will perform the following functions:

0 As appropriate, the reviev‘groups will divide the
concerns into subcategories and will establish an
approach and schedule for reviewing the concerns in

each subcategory.

o The review groups will then review each category or
subcategory of concerns, determine whether any generic
condition exists, and evaluate the significance of any

such condition. The review groups will also determine



whether any represents a condition which might Se
reportable to ﬁRC pursuant to 10 CFR 50.55(e), 10 CFR
50.72, 10 CFR 50.73, or 10 CFR Part 21. Such
conditions will be appropriately documented, referreﬁ
to the responsible TVA department for further
evaluation and reporting if necessary, and tracked as

part of the Special Program.

The review group will recommend corrective action for
each generic condition, will perform a root cause
analysis of such conditions, and will recommend action
to remedy the root cause of the condition. The
responsible TVA nuclear departments will determine what
corrective actions will be implemented, subject to the

review and approval of the review groups.

The review groups will prepare a report which wiil form
the basis for closing the specific concerns in each
category. The closeout reports will include a section
outlining TVA's planned actions to resolve the
concerns. These reports will be in lieu of individual
responses to the employees who expressed concerns and
will be made available to all employees and other

interested parties.
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TVA ié also establishing a Senior Review Board to review
the categorization of the concerﬁs.'the root cause
analyses, the proposed corrective actions, and the
closeout reports to assure that these activities are
adequately performed. The Senior Review Board will
consist of nuclear industry experts from outside of TVA

who will report to the Manager of Nuclear Power.

Finally, the Inspector General will also investigate and
report on cases involving intimidation and harassment.
Until the Inspector General is ready to assume full
responsibility for this function, it will be performed
under the direction of TVA's Office of General Counsel
(05C). The OGC's present intent is to use Quality

Technology Company (QTC) to investigate these allegations.

In sum, TVA has taken steps to ensure that employee
concerns related to construction of Watts Bar will be
evaluated and that any conditions adverse to quality
identified as a result of these concerns will be
corrected. As part of the evaluation, TVA will review the
concerns to determine whether any generic problems exist
and will perform a root cAuse analysis for the purpose of

deveIOping action to preclude recurrence of the problems.




TVA's Office of Nuclear Bmer Employee Concern Program

TVA has received numerous employee concerns through the
Special Program at Watts Bar. As a result, TVA has
decided to establish an Employee Concern Program for its

entire Office of Nuclear Power.

TVA has a policy which encourages each employee to report
any concern he may have to his supervisor and up through
line management if necessary. Line management has
responsibility for the quality and safety of activities
under its congrol and for the resolution o any problems
which may arige in those activities. Accordingly, if the
managers are to function effectively, they should be aware
of employee concerns regarding thé quality of the

activities for which they are responsible.

TVA also has a policy which prohibits intimidation,
harassment, or reprisal against employees who raise
concerns. Nevertheless, TVA realizes that, for a variety
of reasons, some employees may be reluctant to report
their concerns to supervisors and line management. This
will be especially true until employee confidence in TVA's
nuclear management is restored. Consequently, TVA is
providing alternative means for employees to express their

concerns.




TVA has established a new Employee Concern Program to
receive and evaluate employee concerns regarding any of
its nuclear activities. This program takes advantage of
the lessons learned from the Special Program at Watts Bar
and reflects the long-ferm needs of TVA. The Employee
Concern Program is described in detail in a ‘.ovember 20,

1985 submittal to the NRC (Ref. 4) and is summarized below.

The new Employee Concern Program is headed by an Employee
Concern Program Manager, who reports directly to the
Manager of Nuclear Power. The Employee Concern Manager
has full-time Site Representatives reporting to him from
each nuclear site and major corporate nuclear location.
Each location will utilize standard procedures, docu-
mentation, and recordkeeping, and w!ll contribute to a
common data hase of information regarding employee

concerns.

The Site Representatives are responsible for receiving and
investigating employee concerns, ensuring resolution of
the concerns, providing feedback to the employees who
express concerns, and jocumenting this process. Employees
can express concerns > the Site Representatives through
several different means. This includes mail-in forms,
telephone calls, walk-in interviews, and mandatory exit
interviews for transferring or terminating employees. Any

employee who expresses a concern may request that his
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identity be kept confidential. A special orientation
program for all employees has been completed to inform

them of how the program works.

The Site Representatives will periodically determine
employee understanding of and setisfaction with the
Employee Concern Program through several means, including
interviews and questionnaires. Additionally, information
regarding indiv.cual 2mployee cencerns will be input into
a computerized data base, and evaluations will be
performed to identify any trends and the collective
significance of the concerns, to identify (he root causes
of any adverse trends, and to develop appropriate

corrective action.

Unlike tne Special Program established for Watts Bar, the
new Employee Concern Program will not utilize an
independent contractor such as QTC, but instead will rely
upon a system which reports to TVA's nuc:ear line
management. This arrangement has several advantages.
First, it unifies the responsibility for receipt,
investigation, and resolution of the concerns i one
group, thereby allowing for more timely and effective
corrective action. Second, it ensures that the
organization which is responsible for the quality and
safety of its activities is also responsible for ensuring
that the quality concerns of its employees are identified

and resolved. Finally, by having the Employee Concern
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Manager report directly to the Manager of Nuclear Power,
‘it provides employees with a means for reporting their
concerns to a high-level within TVA's nucleaf organization
if, for any reason, the employees do not believe that

their supervisors would properly respond to expressions of

concern.

In addition to TVA's Employee Concern Program, TVA's new
Inspector General will operate a telephone hot 1ine and
other means to receive allegations and ~oncerns. Since
the Inspector General will report directly to TVA's Board
of Directors, TVA employees «ill have a method of
expressing concerns which is separate from the Office of
Nuclear Power. Additionally, the Inspector General will
investigate those employee concerns that the Office of
Nuclear Power has determined involve intimidation or
harassment and appropriate misconduct concerns.
Naturally, employees will also be free to go outside TVA

and express any concerns to the NRC and other governmental

bodies.

In sum, TVA encourages employees to express thelr concerns
so that prompt and effective corrective action can be
taken. In particular, by establishing the Employee
Concern Program, TVA has provided a means by which
employees can present conceins in confidentiality to a

high leve! of nuclear managemert, while ensuring that 1ine
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management has sufficient authority to obtain resolution
of and corrective action for the concerns. TVA has
confidence that this Program will help restore employee

trust in TVA's nuclear management.

Instilling an Atmosphere Conducive to Quality and Safety

For many years, TVA has had an official policy which encourages
employees to express differing views, with cpecial emphasis on
encouraging views associated with the safety of design,
construction, and operation of TVA's nuclear plants. TVA's
Board of Directors reiterated this policy in a policy statement
issued in Apri! of 1985 to ail TVA employees. Specifically,

the Board stated that:

The TVA Board members, individually and collectively, have
a personal, as well as a corporate, commitment to the
protection of public health and ope:ation of TVA nuclear
facilities. Each employee invoived in our nuclear effort
has a responsibility for the proper and safe execution of
all TVA job functions. In addition, as a matter of
policy, TVA actively solicits comments from all employees
about matters that may have safety implicaticns. You
should be aware of the ways to share your views about
safety with TVA management and the NRC. We want to assure
you that you are encouraged to come forward and that there
will be no retaliation if you report something which you
believe is not right. It is only through your help that
we can maintain the "safety-first" standards of TVA.

TVA continues to support this policy, and it believes that the
themes expressed in this policy statement are essential to the

safety of TVA's nuclear program.
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Given the large number of empldyee concerns expressed outside
the normal chain of management (especially expressions of fear
of reprisals for raising concerns related to quality), it is
apparent that the Board's policy has not always been taken to
heart by every TVA nuclear manager and supervisor. As a
result. TVA is taking action to ensure that (1) safety and
quality are the paramount consideration of every TVA employee,
(2) that each individual takes responsibility for the quality
and safety of the activities performed by him or under his
direction or review, and (3) that employees are not intimidated

from or harassed for expressing concerns.

First, TVA is taking steps to ensure that its employees
understand TVA'; commitment to this policy. The new Manager of
Nuclear Power, Mr. White, has met and w' '1 continue to meet
with TVA's nuclear managers and employees to irpress upon them
that safety and quality are of paramount importance and that
each individual will be held responsible for the quality of his
work. In particular, Mr. White has clearly stated that he will
not tolerate intimidation or harassment of any kind. TVA's
nuclear managers have been instructed to reinforce tnis policy

in meetings with their staff.

Second, TVA's policy will be strictly enforced. Any individual
who engages in intimidation or harassment of any kind will be
subject to swift and appropriate disciplinary action to the

full extent permitted by law. Additionally, each individual
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will be held accountable for the quality of his work and of the
work of those whom he supervises, and TVA will. take appropriate
action with respect to those individuals whose work quality

does not conform with applicable standards.

In sum, TVA has a policy which promotes quality and safety. and
it has taken steps to ensure that this policy is understood by
TVA employees and is strictly enforced. Together with the
other improvements which TVA is implementing, these steps will
help restore the confidence of employees in TVA's nuclear

management.
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VI. IMPROVEMENTS IN TVA'S NUCLEAR MANAGEMENT SYSTEMS AND PROGRAMS

A.

Introduction

As discussed above, the primary cause of the problems 1n-TVA's
nuclear program was a lack of a sufficient number of
experienced nuclear managers who could provide the necessary
leadership and direction of TVA's nuclear activities. TVA has

established a new nuclear management team to cure this problem.

Another cause of the problems in TVA's nuclear program (which
is related to and derives from TVA's lack of a sufficient
number of experienced nuclear managers) relates to TVA's
nuclear management systems and programs. This section -of the
report identifies the problems in TVA's nuclear management
systems and programs, and it discusses the steps which TVA has
taken and will take to correct those problems and improve TVA's

nuclear management.

Increasing Upper Management Awareness of Nuclear Activities

Some of the problems in TVA's nuclear program have been
recurring or have persisted for a significant period of time
without effective corrective action being taken. To a large
extent, this situation was attributable to a lack of management

awareness of the problems and a lack of management involvement
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in formulating corrective action. In order to provide
assurance that TVA's management will be aware of significant
problems and involved in their resolution, TVA is taking the

steps discussed below.

1. Briefings and Reports for the Board of Directors

The TVA Board of Directors will be kept informed of
developments and problems in TVA's nuclear program through
three independent sources. First and primarily, the Board
will be kept informed through the Manager of Nuclear
Power's direct reporting relationship with the Board.
Second, the Board will be kept informed through TVA's new
Inspector General. Finally, TVA intends to establish a
group of nuclear industry experts of national stature to
provide advice on nuclear matters to the Board. Each of

these sources is discussed below.

The Manager of Nuclear Power has the responsibility to
keep the TVA Board of Directors informed of the
performance of TVA's nuclear plants. This will be
accomplished through various types of briefings of the

Board, including the following:

o The TVA Board and General Manager are now receiving
detailed monthly performance briefings from the Manager
of Nuclear Power or his designee on progress toward

specified goals and objectives for the nuclear power
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program. Potentially significant nuclear safety issues
are highlighted in these briefings. Special attention
also is given to programmatic issues such as current

employee concerns and quality assurance issues noted by

NRC.

o In addition to the formal briefings described above,
Mr. White typically has had and expects to have
informal conversations with one or more members of the
Board several times per week. These conversations
represent a significant means for informing Board

members of developments in TVA's nuclear program.

o The Manager of Nuclear Power informs the Board of
nuclear plant events and other nuclear developments

warranting its attention as they occur.

In sum, these briefings assure that TVA's Board of
Directors will be provided with sufficient information to
enable the Board to take whatever action may be necessary

to correct any problems which may arise in TVA's nuclear

program.

TVA has also established an Office of Inspector General,
which is independent of the remainder of TVA's
organization and which will report directly to the Board
of Directors. The proposed plan approved by the Board of
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Directors for the creation, structure, authority, and
function of the Office of Inspector General is provided in
Appendix 5. Under this proposed plan, the purpose of
TVA's Inspector General is to provide complete and timely
reporting to the TVA Board of Directors and to Congress on
the overall efficiency, effectiveness, and economy of all
TVA programs and operations; on TVA efforts to prevent and
detect waste, fraud, and abuse; and on investigations of
employee concerns. Among his other functions, the
Inspector General will have the responsibility to

1) conduct inquiries and make determinations relating to
all TVA programs and operations, 2) provide leadership
and coordination and recommend policies for activities
designed to prevent and detect fraud, waste, and abuse,

3) keep the TVA Board fully and currently informed about
prob’ems and deficiencies in TVA programs and operations
and of progress on corrective action, 4) report to the
Board on investigations of employee concerns, and

5) operate a telephone hot line and other means to
receive allegations and information from all sources. TVA
will inform the NRC of the final plans governing the
authority and function of the Inspector General after they
are developed. By establishing an Office of Inspector
General, TVA has provided the Board with a significant
additiona) source of information for enabling the Board to

stay involved in the management of TVA's nuclear program.
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TVA has hired Norman A. Zigrossi as the Inspector
General. Before being hired as the Inspector General,
Mr. Zigrossi was a special agent in charge of the Federal
Bureau of Investigation's field office in Washington,
D.C. Mr. Zigrossi is well qualified to act as TVA's

Inspector General.

Finally, TVA is establishing a group of four or five
nuclear industry experts of national stature to provide
advice to them on nuclear matters. The functions and
authority of this group, and the identity of its members,
are still being developed. TVA will inform the NRC of

these details after they become final.

Briefings and Reports for the Manager of Nuclear Power

The Manager of Nuclear Power will be kept informed of
developments and problems in TVA's nuclear program through
three primary mechanisms. First, as the manager with
responsibility for the day-to-day management of TVA's
overall nuclear program, the Manager of Nuclear Power will
be in continuous contact with his staff and 1ine managers
and therefore will routinely learn of any significant

developments and problems in the program.
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In this regard, it may be noted that Mr. White, the
Manager of Nuclear Power, has a practice of periodically
observing the activities being performed by personnel
thrdughout his organization and of talking with these
individuals to elicit concerns, comments, suggestions, and
other information from them. As a result, Mr. White will
have an informal source of information regafding the
nuclear program which is independent of his line managers

and staff.

Second, the Manager of Nuclear Power has assigned and is

assigning an individual from nuclear headquarters to each
of TVA's nuclear plants. These individuals will monitor

activities at the plants and provide independent reports

to the Manager of Nuclear Power regarding these

activities.

Third, the Manager of Nuclear Power expects to hold
reqular meetings with his staff and line managers and to
receive regular reports from them identifying any
significant developments or problems. Since TVA is still
in the process of restructuring its organization, hiring
experienced managers, and evaluating its nuclear program,
specific provisions governing plans for these meetings and

reports will be developed at a later time.
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%inally, TVA's Nuclear Safety Review Staff (NSRS) will
report to the Manager of Nuclear Power. Currently, TVA is
evaluating means to increase the effectiveness upon
completion of the evaluation, TVA will notify the NRC of
its conclusions and any action that will be taken.
Additionally, the Manager of Nuclear Power receives
reports from the Nuclear Safety Review Board for TVA's
plants regarding their review of nuclear safety-related

operating activities, programs, and events.
Conclusions

In order to enable upper management to provide timely and
effective corrective action for significant problems in
TVA's nuclear program, TVA has taken several steps to keep
upper management informed of problems as they develop.
Most importantly, consolidation of TVA's nuclear
organization will facilitate the flow of information up to
TVA's senior management, and the hiring of additional
experienced nuclear managers will provide TVA with the
managerial resources to develop timely and effective
corrective action for nuclear activities. To provide
further assurance that TVA's Board of Directors is
adequately informed of any significant problems which may
develop, it will receive reqgular briefings and reports
from three different sources (Manager of Nuclear Power,
Inspector General, and a group of industry advisors).

Similarly, the Manager of Nuclear Power will remain aware
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of developments in TVA's nuclear power program through his
day-to-day management of the program, regular meetings and
reports from his staff and line managers, sources outside
of line management and his staff and through reports from

the NSRS.

Improving Management Systems and Controls

Some of the problems in TVA's nuclear program involved
insufficient programs and procedures, a lack of prior planning
and integration of nuclear activities, and a failure to satisfy
prior commitments. Each of these indicates a weakness in the
management systems and controls being utilized in support of
TVA's nuclear program. The sections below describe the steps
which TVA will be taking to improve its nuclear management

systems and controls.

1. Improvements in Programs and Procedures

As is discussed above, TVA's nuclear organization was not
centralized until recently, and TVA's nuclear plants
utilized programs and procedures which at times were
different from those being used at the other plants. As a
result, each of TVA's plants was not able to take full
advantage of the lessons learned at the other plants or in
the nuclear industry at large, nor was TVA able to receive

the maximum benefit from its resources.
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By consolidating its nuclear organization and assigning
' various headquarters departments with responsibility for
| the technical adequacy of functional areas, TVA will be
able to utilize its available resources more fully to
develop programs applicable to all of TVA's nuclear
plants. Furthermore, by utilizing a central nuclear
organization, TVA will be able to monitor developments at
each of its nuclear plants and the industry as a whole in
order to determine whether any changes are warranted in

the manner in which TVA's nuclear activities are conducted.

More specifically, TVA is planning to develop new
corporate-level nuclear procedures and directives to
govern its nuclear activities, including activities at its
‘ nuclear plants. To manage this effort, TVA has hired a
person experienced in the development of procedural
systems for controlling nuclear power activities. As
discussed below, the actual development of the procedures

will be performed on both a short-term and long-term basis.

o In the short-term, TVA will prepare interim
corporate-level nuclear standards for developing
directives and procedures for each of the headquarters
departments reporting to the Manager of Nuclear Power.
These standards will be used to evaluate and revise all
existing nuclear procedures on a site-by-site basis and

‘ will serve as a basis for preparation of final
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_ corporate-level nucleér directives and procedures.
‘ Whenever possible, the interim standards will be based
upon those provisions of existing procedures which

provide effective control of the activity in question.

o In the long-term, TVA will prepare and issue Nuclear
Power Directives, approved by the Manager of Nuclear
Power, to define the specified objectives and
responsibilities of the headquarters departments
reporting to the Manager of Nuclear Power. Based upon
the Nuclear Power Directives, corporate-level
directives and procedures will be developed or revised
for each headquarters department. Plant-specific
procedures will then be reviewed and revised on a
. site-by-site basis to assure their conformance with the
| requirements in the corporate-level nuclear directives

and procedurec.

As a result of this process, TVA will have a set of
corporate-level nuclear directives and procedures to

control activities at each of its nuclear sites.






