
EMPLOYEE 
CONCERNS 

SPECIAL PROGRAM 

VOLUME 7 
MANAGrMEWNT AMLN PERSOKNEL CATEGORY 

UJMMARSY M CONCLUSIONS 

TVA 

NUCLEAR POWER

I.

\St·"c~'~~ "! 

rr :r 
~: ;-r; 

F1 ·' 

':' '. ':' 

7·-·



EMPLOYEE 
CONCERNS 

SPECIAL PROGRAM 

VOLUME 7 

MANAGEMENT AND PERSONNEL CATEGORY 
SUMMARY AND CONCLUSIONS 

TVA

NUCLEAR POWER



EMPLOYEE CONCERNS SPECIAL PROGRAMS 
VOLUME 7 

MANAGEMENT AND PERSONNEL CATEGORY SUMMARY AND 
CONCLUSIONS 

EXECUTIWE SUMMARY 

This report is a collecthe aeaa of the 2322 concerns in the Managment and 
Prcueel Caegory of the Employee Concerns Special Program. These concerns 
questioed the adequacy of en in the TVA nuclear program, particularly the 
m.naemt of personne None of the concerns in this category was evaluated as 
safety-related (matten directly covered by the nuclear lensing regulations). Over 40 
percent of the proam's employee concern a aiged to this category.  

The concerns were largely a collection of employee complaints and criticisms but few of 
them provided factual evidence to support the concerns. Neertheless the fact that these 
complaints were voiced was, at least, cireaniantial evidence that employees were 
dissatiied wit TVA management actions during the period when the concerns appeared.  

The concerns were grouped by subject mater into 21 subcategories. The subcategories 
were divided into 227 ies, which are collections of one or more concerns raising the same 
question. The 21 Management and Personnel subcategories fell into three groups. One 
group of fie subcategories addressed work conditions for unionized enployees A second 
group of seven subcategories questioned the fairnes of personnel policies. The third group 
of nine subcategories raised a variety of issues about management competence. The issues 
within each subcategry were evaluated by experienced TVA personnel supported by an 
outside personnel managemn cnnsultant 

The evaluators based their finding and conclusions on investigations of TVA's policy 
interpretations, interviews with TVA staff, attitude surveys, reviews of pertinent literature, 
and discussions with counterpart organizations outside TVA operations. Thousands of 
documents were reviewed and hundreds of interviews were conducted to learn about 
problems associated with the concerns. Where problems were identified, the evaluators 
searched for root causes that might need corrective action by line management.  

The results of the management and personnel evaluations do not constitute a total 
indicnnet of TVA's management practices or of the TVA managerial staff during the 
period when the concerns were prevalent. They do suggest that many managers were 
unaware of management policies and that many of the managerial staff members were inept 
in handling employee communications.  

From an overall content assessment of the issues and the investigations, the Management 
and Personnel Category Evaluation Group has developed the following conclusions:
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(1) FEilanaomT esta*bmml e sreidrhal 

Derift the tine period nvoled, meim ent withi TVA's mlar poram failed to 
couince ma oits epoees th they were seen or aed as individuals by the 
fi .Th. i m agement imlierIeare was an apparent sonr e of dirnment 

1ramrOB m P1m 

Soam eployes within TVA's udear program viewed pr-otiom and awards or 
oter forams of employee recogition as frequently the result of personai coe ia 

ther than as the result of imdividial performance. The eva-hatiom fmnd some 
support for hese allegations with respect to the following practices 

Many craft union traditions created disotem among personne because proiono 
overtime, and job assignments were in some cases based on local union membership.  

TVA managerial staC in some case had not provided documentation that ed dthey 
e judging performance fairly, regaidless of their intentions.  

(3) F Mnral mAd 

LAM than adquate management performance in some cases was a major contributor to 
many problems experienced by employees prior to 196. Deficiencies in basic 

aement skills were noWei by employees and confirmed by the erlvuaions and 
included ineftective planning and coordination, failure to keep maminrments to 
employees, improper completion of required documentatim such as performance 
reviews, and failure to properly implement and enforce established policies or 
Practices 

(4) Ineffertin Cmmuniin. by Managrs 

Some managers often failed to communicate their expectations, the reasons for their 
actions or the decision of higher level managers. This ommunication breakdown 
frequently occurred between both management and employees and between line 
managers and their peers 

(5) Weal Managrm-nt valuatinn Mnd Dcvclgpmem Prpam 

Prior to 1986, TVA's nulear program did not have a coherently structured 
management training program, nor did it successfully define standards of performance 
for either its managerial or non-management employees. Consequently, some line 
managers and employees alike did not know what constituted excellent or even 
satisfactory job performance. Little or no help was offered to improve on recognized 
job or managerial deficiencies.
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The worin canSment ereated by the problems described above damaged not only 
indUdal motnivaiou, but oark group motivation and productivity as wed These 
mamamial dimffinrki were inflnuenYr by a mnOhitode fFe of a nsmt However, there 
were at least faor root Cames f the mclear prograP s mangment and persomel 

(1) The lack of an integrated rganizatinal structure within the uclear program eat 
that no one was early in charge and few managers particularly few md a snor 
managers, could be held accountable for performance. This lack of central direction 
also resulted in a breakdown in internali en.nnmnitins that, in turn, soantimes led to 
work being performed at cross purposes.  

(2) The ambitious scope of TVA's nuclear program resulted in a work force expansion that 
outstripped TVA's supply of experienced managers. Those TVA managers with the 
necuy training and experience were spread too thinly to provide consistent, 
efficient overall leadership.  

(3) The shortage of qualified managers was not being corrected by either outside 
recruitment or internal training programs. The regulatory requirements demanded a 
special kind of attention that was not within the experience of many of the TVA 
man arial staff 

(4) The undertrained, undereperienced, nuclear program managers did not recognize the 
need to discover the underlying causes of problems. This short-sighted approach to 
problem solving in many cases resulted in corrective actions directed at the treatment 
of symptoms rather than root causes.  

The planned corrective actions within the Office of Nuclear Power are aimed at improving 
some of the basic management methods that would make employee attitude toward 
managers more trusting while enhancing managerial skills.  

At the time this Employee Concerns Special Program was initiated, the TVA Board had 
already taken the frst major corrective action by bringing in a senior manager to integrate 
the TVA nudclear program. Under his direction, the managerial staff was consolidated into a 
centralized organizational unit, each part with defined responsibilities that interrelated to 
each other, eliminating the conflicts in management authority that previously existed.  

In recognition of the shortage of qualified managers to handle the complex nuclear plant 
construction and operational programs, a concerted effort was initiated and is still underway 
to recruit experienced and qualified managers by direct hi;ing or by short term contracts to 
establish the needed managerial competence.
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Oaendy, a pro is also undea to update prA edres anx policies and to ecate the 
enOtire ma ri r ation bout the purpoe and ilmtation mnethods of these 
ponedres nd policies so that tey will be aministered efifectivey ay d o a uniform basis 
taroughout D arpian ioam.  

A inema nei tminin ad deeopment progpram is being implemented to help ade 
poyee n iy and manae nt skidb and to provide dedop ent opporunities for 

thDK empkoye in 'he Office of Ndear Power wo poue rAeptioal weadennhip 
qpatiies While sm training modles within this propam are underway n, the ere 
proram is scheduled to be in place and fntioning by Dec nber 198 

As a result of the collective aeIum=cnt of the findings root causes analysis and correctie 
actios undertaken both as a result of this Management and Personnel (MAP) Category 
evaluation and as described in the Corporate Nucear Performace Plan, the MAP Category 
Evaluation Group concludes that the significant problems identified by issues in this 
category have been, or are being adequately addressed.
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PREFACE

This report is one of a series prepared under the Employee Concerns Special Program 
(ECSP) of the Tennessee Valley Authority (TVA). Te ECSP and the organization which 
carried out the progr the Employee Concerns Task Group (ECrG), were established by 
TVA's Manager of Nuclear Power to evaluate and respond to those Office of Nuclear 
Power (ONP) employee coacrns filed before February 1, 1986 that related to TVA's 
nclear power program. Concerns filed after that date are handled by the ongoing ONP 
Employee Concerns Propgram (ECP).  

The ECSP addressed more than 5,800 employee concerns. Each of the concerns was a 
foral, written description of a cirmnsance or cirarmuances that an employee cited as 
inappropriat, ineftficient, unjust, or unsafe. The scope of the ECSP was to thoroughly 
evaluate all alleged problems (issues) presented in the concerns and to report the results of 
those evaluations in a form accessible to ONP employees, the Nuclear Regulatory 
Commission (NRC), and the general public.  

This preface contains background information on bow the ECSP was initiated, descriptions 
of the categories to which concerns were assigned for evaluation, profiles of the Senior 
Review Panel members who provided independent oversight of the program, and 
information on feedback of program results to employees.

SPECIAL PROGRAM

In early 195, a gap in rnmm nications between management and non-management 
employees at Watts Bar Nuclear Plant was recognized. After consultation with the NRC 
about this situation, the TVA Board of Directors directed that a far-reaching employee 
concerns program be inmplemented at Watts Bar. The Employee Concerns Special Program 
was established to thoroughly review employee concerns. To ensure that employees felt 
free to express their concerns without fear of retaliation, an independent contractor was 
selected to interview employees then assigned to Watts Bar.  

Precautions were taken throughout the program to protect the identities of those who 
expressed concerns. The original records of the interviews remain in the custody of the 
interviewing contractor, the only other copies of these records are held by the NRC. Only 
the contractor and the NRC have had access to these files. The information provided to 
TVA was screened to maintain employee confidentiality.  

Upon completion of the interview phase on February 1, 1986, 5,876 employees had been 
interviewed. Approximately one third of the employees (1,850) had expressed one or more 
concerns, resulting in approximately 5,000 individual employee concerns. Although TVA 
extended the progrm to employees at all Office of Nuclear Power sites through the use of 
mailers and a toll free telephone number most of the concerns were from Watts Bar 
employees.

A ISTORY OF THE EMPIIYEE CONCERNS



An Empiqaee COMan Task Gmoup w eas ae to cay out te program. The Task 
Grop mal in i ofuaified peol a od its Woipreheuie approach to problim 

aolaheo nm it the q arup gto rea ID c mIm e i&as pihered from 
eIalher soarmcs Toheefore, thb TakT Gromp's rp-onihiuis included the ft aing.:

* Coe n epressed d ri the cantrtorme iMari 

* Concerm generaied by earlier employee n rn program 

* AMdione m concern iderinfied frm the interview is by the 
NRC 

* Additias items identifie by Task Group evaluators.

* Conccrns recenid by the NRC before February 1, 1986, and referred to TVA.  

* Concern identified by TVA's former Nuclear Safety Review Staff.  

* Open items identified fm reviews of TVA incoming correspoadence 

CATKEORIZATION OF CONCERNS 

The concern were grouped into nine categories to provide for consistent evaluation of 
related concena. This also aided in identifying and developing corrective actions that 
addressed identified fiiendes specifically and progra aticay to prevent recurrence 
The rePonI-bility for each category was assigned to a designated Category Evaluation 
Group. This responsibity included identification of the issues raised by the concerns, 
thorough investigation, determination of generic applicability and root causes of 
deficidies, evaluation of Corrective Action Plans (CAPs) developed by the line 
orgnizatins, and preparation of the program reports. In addition, the line organizations 
evaluated identified deficiencies for potential reportability to the NRC under Title 10 to the 
Code of Federal Regulations, Parts 5055(e), 50.72,50.73 and 21.  

The concern were grouped into the following categories: 

* C -Mtrtuio - Concerns about the adequacy of construction practices, the quality 
of as-constructed facilities (excluding welding and as-designed features), in-storage 
and installed maintenance prior to turnover to operations, measuring and test 
equipment and handling of equipment used during construction, and construction 
testing activities. TVA personnel evaluated the concerns in this category.

and thecontractor



* Emonsin - Concerns about the adequacy of the design proces and the 
a-designed plant features The design proces consists of the technial and 
managment processes that coinrrce with the ident'fi-aion of design inputs and 
lead to and inmce the miance of design output docuaents. These concerns were 
evaluaned by Bechtl Western Power Corporatio.  

* Opradem - Concerns about operational activities, innding operator 
raif~if rminteance or equipm t needs, security, health physics, and 

ALARA (as ow as reasonably achievable) implmentaon and concerns about 
preoperational and surveillance testing Personnel from TVA and from Impedl 
Corporation performed the evaluations in this category.  

* Material ConArl - Concerns about the adequacy of material, including its 
pro curiemet, receipt, handling. storage, and installation, and the adequacy of 
procedures governing material controL TVA personnel evaluated be concerns in 
this category.  

* Welding - Concerns about any aspect of welding, including welder or weld 
procedure qualification, weld inspection/nondestructive examination, beat 
treatment, weld quality, filler material quality, and weld documentation. The 
welding concerns were evaluated by personnel from TVA and the EG&G Idaho 
Corporation.  

* Irtiridaionu , Harasmat, Wrodolg, or Misconduct - Concerns about 
personnel conduct that interferes with the ability of employees to fulfill their 
assigned responsibilities, unauthorized actions taken against employees for 
fulfilling their assigned responsibilities, and illegal activities or violations of TWA 
policies and regulations. Concerns in this category were transmitted by the Task 
Group to the Office of the Inspector General for evaluation.  

* Managmet and Persomel - Concerns about the adequacy of policies, 
management attitude and effectiveness, organization structures, personnel 
management, and personnel training and qualification, except training and 
qualification covered by the Quality Assurance/Quality Control Category. These 
concerns were evaluated by TVA personnel and contracted consultants.  

* Quality Assurauc/Qualiy Control - Concerns about the adequacy of Quality 
Assurance/Ouality Control programs and procedures (e.g, auditing; document 
control; records; deficiency reporting and corrective action; and inspection, except 
nondestructive examination and welding inspection) and the training, qualification, 
and certification of Quality Assurance/Quality Control personnel. The concerns in 
this category were evaluated by Stone & Webster Engineering Corporation.



* IuM Soyft - C cens about the workin e uirom aent nd anro which 
protecI t health and sfety of employees in the wrpiae (ezciag health 
phyalks and ALARA) TVA persnae and the DuPbat Conpany - Safty 

Cocrns that a d amore than oae caegopry wre am ed to mtiple cteagories n 
such , each catepy e -aluted th oe r from its Yecicpoinut oiew.  

Eac Cseoy Evalaion Group sorted its amined concerns into ba Prs, anod n 
to the aUbject eaer ofte a r coc , then ma leMdIen An dennt is a roaup of reaed 
oacern that ae the sae or similar issues An isue a a bepd probue dited or 

implied, as intepreted by an evaluator, in one or mor rconcern Cocea m e ealuated 
according to the issues they raised. A co-mprehenive explanation of the evauatnion and 
reportin proces as contained in the introdcton section of each ca y report and in the 
prog ranm suay report.  

PROGCAM VERSCIHT 

The ECSP ha been reviewed, audited, and imspcted by the NRC, the TVA Offic of the 
Inspector General, and the TVA Nuclear Quality Asurance Division. To provide 
additional independent and objective oversight, the TVA Manager of Nuclear Power 
established a Senior Review Panel of recognized experts within e nuclear power inustry.  
Those selected had extensive backgrounds with experience in the design, construction, 
operation, quality assurance and safety evaluation of nuclear power plants.  

The Scnior Review Panel provided oversight to emure at (1) the scope and depth of the 
evaluation effort was adequate, (2) th evaluation finding and conclusions were logically 
derived from the evidence, (3) the proposed CAPs adequately addressed identified 
deficiencies, and (4) the reports adequately described the evaluation effort, the evaluation 
finding and conclusions, and the measures taken to resolve the identified deficiencies 

Prfil of the Senir Review Pandists 

MyrH Bmder 

Querytech Associate Inc, Knoxville, Tennessee. Consultant on engineering practices for 
nuclear and advanced technology programs. More than 40 years of experience with complex 
technological activities including the Manhattan Project, and advanced nuclear fuel 
processing and waste management installations. Former Director of Engineering at the Oak 
Ridge National Laboratory and, for ten years, a Member of the NRC Advisory Committee 
on Reactor Safguards (Chairman in 1977). Known for his work in standards, quality 
assurance, and system failure assessument
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Former tatup readiness onltant for Three Mile sland. Former manager in the Naval 
ReacM r Progr. Former Vice President for Nal Reactor Plant Costructio for New 
York Shipbilding Corporation. Former Profiesor of Mechanical Engineering at the 
Univesity of Pemsylnia. Nearly 50 years of experience in engineering ana e 
merial procureme qality contl radiological ontrol, construction, and training 
related to uclear fi itie 

Rfchmrd r Knsrz* 

Former Vice President for Quality and Technology, Babcock and Wilco Company. Former 
manager in the Naval Reactor Program. Former Assistant Director (Plant Engineering) for 
the Atomic Energy Conmmssion Forty years of experience in the design, manufacturing, 
research and development, testing, operation, and maintenance of nudclear plants.  

Jrajph C AValln , Jr 

Former Nucldear Project Manager for Sarpgnt and Landy. Twenty-five years experience in 
project man licensing, construction, design, and operation of nuclear power 
fiilities.  

Danie ft Griand 

Former Manager, Nucldear Quality Assurance Program Office for Westinghouse Hanford 
Company. While at Wesinghouse, assisted Department of Energy in developing Quality 
Assurance standards and programs. Thirty years of experience in the quality assurance of 
nuclear plants, including preparation of plans, procedures, and manuals; indoctrination and 
training of personnel; and participation in more than 400 quality assurance audits, 
frequently as audit team leader.  

lames RLMCuf (Deceased) 

Over 40 years experience in ASME Code fabrication work, specialty welding practices, 
materials technology, and quality assurance methodology. Former Director of Quality 
Assurance and Inspection for the Oak Ridge National Laboratory.  

'These members served on the panel for part of the duration of the program.



Ih to wa rf * anan 

Thes categy reports and their appedices me intamded to infora the concerned 
ididuals a to bow his or her conern were addresndL These reports summneri the 
Eayplee Crn s Tak Gromp' i.nvestiptios fioa , had f rlei rnet identified 
correctie acdi. In most cases the concerned indviidul soould be bie to idenify the 
rasauti of the uhr iaxists d with hbither concern i the folowing step 

lDetemain which cateoy would cotain tbhe concern A list of the cateories begins on 
pe i ofthispreface.  

2.Reiew the catepry report identified in step 1, above. In pariclar, review the "OCaPry 
Aemeant" and "Condsioa" sections and the appendix titled *Subcategory Report 
owerviews.  

A procem has been developed which will permit employees to obtain additionl information 
concerning their specific concern As has been the case throughout this progam, this will 
be done in a manner that ensures the ofidentiality of the individual. Details of this 
process will be made available coincident with the release of these category reports.  

Whati t Dol f YoB Rli Ynar aneram Ha< N At n dn qarly Addrcsd 

The Employee Concerns Task Group has made an intensive effort to thoroughly evaiua&t 
and report on a th ues raied the ihm raed by the concerns. In some cases, adequate inforwation 
may not have been available to properly evaluate your concern or the concern may have 
been misinterpreted by the Task Group. Any employee who believes that hisIher concern 
has not been adequately addressed by the ECSP is requested to bring this to TVA's 
attention by taking the question to the Employee Concern Program site representative.

Lr·-
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I. INTRODUCION

This category report presents the results of the evaluations done by the Management 
and Personneld Category Evaluation Group. The Management and Personnel concerns 
accounted for 40 percent of all employee concerns withi the scope of the Employee 
Concermns Task Group. As a whole, these concerns questioned the efficieny or the 
fadirsI of the angm -t methods and personnel practices in TVA's nuclear 

None of the management and personnel evaluations include discussion of 
nuclear-safety related matters because any technical aspects (innding any potentially 
nucear safety-related concerns) were assigned to the appropriate technical category.  
The technical componen was evaluated and resolved in the technical category.  

Since all Office of Nuclear Power sites followed the same general management and 
personnel gidelines most of the concerns within this category report are considered 
to have generic implications at all TVA Office of Nuclear Power sites and locations.  
Although, a large majority of the concerns originated from and were evaluated 
specifically as they applied to the Watts Bar Nuclear Plant, the finding and corrective 
actions for generic issues were applied to all sites and locations as appropriate.  

It is also important, for a proper understanding of the context of this report, that 
readers be aware of the basic nature of Employee Concerns Task Group evaluations.  
The findings and analyses presented in this and other Management and Personnel 
subcategory reports were based solely on evaluations of the issues raised by the 
employee concerns assigned to this category. The immediate purpose was to resolve 
the issues raised specifically by the concerns, but the broader purpose was to find the 
root causes and correct those that might lead to recurrence of any underlying problems 
uncovered during the evaluations.  

To this end, major emphasis was placed on analysis of negative findings. The process 
was designed to be thorough by being cumulative, i.e, to detect and resolve not just a 
specific case but any cases similar to those already identified. Consequently, when an 
issue was substantiated, corrective action was taken not just on a case-by-case basis, but 
systematically, throughout the Office of Nuclear Power, where necessary.  

The results of issue evaluations have been published in a series of 21 subcategory 
reports and this category report. A list of the 22 reports that emprise the total 
Management and Personnel Category report product is provided in Appendix A, Table 
of Reports.



Al aolb sald b am-es of at dmfp is e dieb ang nt ad 
Rioael CheMp Womy pefemd by mr mei eopr vro «almd in he 

aem; dy eoast Is T am wa mer a dke *n. of ad thenm t a nd 
romdl Gpa Head THCI pp headi eaor TVA rwfh S ayea 
aeI*pads ammmiearpowermapm 

It - ad PhIra.m1 A Cbreyr Eaw fan. Go Head w assiaed 
by aseor comm t with 39 yes a a per-sonel aieloh mpir ti e alast 18 
oftt s eas a hbpr-der Eaer g PRemam OpenaM for the General 
r.ctiCimp. . TMe rt. mr nd PIal IE-inir . Group enmasted 

of19TVA et wis h ith te wide vriety otckmnohn emy to remol a 
bhmd ts sa 1r-*ay aadpoumentd Ctis The peop ind.ded pemomi 

Ar aM P rni a planne bunimo resource speraisal speciafit in 
onbamoe dr uu a p ediucti ad iabor reniaos peiak 

A brief pror of the edcatioa and experience of each Soup mnjer is 
preisaPed m Appedx B tohis report 

U brabodinhum 

Two tbooa red ee hdr twenty two (2,322) concern were asined to the 
Maiasgmen and Peno nd Catepy. Befoire any evsauios took place the 
cocem were divided Into 21 ubcategori, according to the subject matter of 
the concerm (e.g, Equal Employment Opportnity, Prodciiy, and Labor 

LLI y e- mheatm reh .  

The' cocrm each subcategry were rooped into issues An isue wa 
a potentim problem raised by one or more conacern Manaemset and 
Personnel evaluator with knowledge and/or eaperience relevant to a 
particular subcatery, but witout previous peronal iavohemot in the 
area being evaluated were asigned to evaluate the iues in each of the 
21 ubcrategories. They conducted their evaluation according to the 
Evaluation Plan for the Manemen and Persomnel Group and evaluation 
pla prepared for each subcategry.  

The first step in the evaluation process was to review the concern 
statements (K-foArm) and to obtain additional information, when 
available, about the specific concerns. If concerns had been investigated 
individualy by others before the Employee Concerns Special Program was 
established, those investigation reports were reviewed.

illtr··Tcli -. t r-;f - . - -



b acod be jm ind tko daennine whither or wtk idt eMiaed a 

h b e e n l d pums Cftr, therie Ce hs.dabi br 
sophry~·alqor.q.-. Ho aome...4 ..swoatsubaalusomnay 
h e osi in WA polides at - - an in fb mnpshft 

a s attbees WA TVA la tro aios W ew ae Igqlrny. lpl 
or hared sloohni west qpffbd re nei k u . mn d so 

ehftindme mM accepred su** mba w in hkm a tbe ..m Ibis 
I ncI Waded Iaseats. we .- i fe is 'owI*is- b6i"mi*inandout 

of WTVA whr hid qpiir e aPieac d vir to four odier ndear 
uaditstiie s atia enr Uaited SlAeL 

After idenlf t- pplae mriiranis and criteria evsutors 
.aad th dml n amgry to webthedr tb reqIdrPaPes or 

crim hbd been a. Farte apeg a whole this faloed reiewi 
hnl ri ofa docues ad omcom n Ih of and erviews wid -plyees %onii sfeward, superMi, mas ad indvidlk wi 
udol apertise. In addsion, preious studie o armal. and 

eIplyee attiales were ievwed uluioaf thre repm on WLs Bar 
Ndear Plant in the 1981-130 period done by le McDonad 
Motiatioal Research Ccner, atiaud mvs of lower-leel 
Ban ma eaployees Qrig tbe 1983M-19 period, aod a inmevier 

Ihe dpebat as to wheer tb requirements or policies had been met 
wa caled afiaemq. Ha.M etasibedM a fimifap fotr b bcaute-y, 
at eeaaBsor ammed lt colneclb sopifcsacer of those Fian what 

were tbe importance amd coneqance of e fimdafp in lb subeatgy? 
Then cas were determined for tbho problens requiring correcve 
action. Finally, the Task Group's inuenm of tboe problem deserving 
corrective action was discussed wi the responsible line manags who 
proped correcrtiw action plan which bad to be reviewed and concrred 
wiM by te Senior Review Panel and the Tak Group Manaer.  

L2. Catgpry Evblad Precss 

This report coolidates the fndiap and collecively evaluates 21 
ranargemea and personel subcatgory reportm The report reviews 

major findgp, analyses of collective significance, cause determinations, 
and subcaegxory corrective actions for the 21 subcategories. The review 
searches for significant pattern that run acro subcategories, pattern 
that may not have been apparent when the subcaegories were examined
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IZ RjBuCATMW I-C RIF'rdIS

wThe iidal emp- Pe concern c rii ths -et ad peommd 
Cafitpy were pEMped into 21 mbCteP& es b d oi OIBn nHibut Within 
time subcampriem the emploie comrn s which raied the m potential problem 
we placed asther = iss he Table 1 lihs the 21 subcae ries and gies the 
-abra of eupquhyee -c md a isses in each An isseby-ie suwnuamy of the 
fime m iaedi oahi IA is pIrmsa in Appemin& C 

The MUa md Pnmiuel issues were characterized by groupig the 
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L W mrtk C ar CmM HinCrj| l 3111 

The issues raised in the five mbcae-gries in this group deal with the 
neoidated agremen and work practices that affect TVA's represented 
employees. Typical iues are overtime distribution, the fairness of hiring, 
promotion and layoff policies, and the use of work rules for employee 

Serasym m (NS) 

The sbjouraeyman smbcatepy evaluated eight ises about thL use of 
subjourneymen by the Division of Nuclear Construction at Watts Bar 
Nuclear Plant. Sabjourneymen are intended to perform the unskilled or 
semi-skilled work within a craft so that journeymen are free to concentrate 
on performing their specialized skills.  

WOrk Rd3 s (2) 

The work rules subcatepry evaluated 11 issues about the application or 
the content of the work rules used in Office of Nuclear Power 
orpnizatioms Work rules, the guidelines which control the general daily 
activities of a work force, are intended to ensure fair, consistent, and 
efficient treatment of workers in a large work force functioning at several 
locations.
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The p pgaum mbcatepery evahluated four ues raised about 
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3i CATEGORY ASSESSMENT

The matters about which TVA employees raised "concerns', that are covered in this 
report, were voiced during calendar years 1985 and 1986. The exact time period in 
which the concerns arose could have extended back several years prior to that time. In 
this report, the matters associated with personnel management practices and 
perceptions of TVA'smanagement practices and principles are examined At the time 
when the ECSP effort started (February 1986), the TVA Board had already established 
a new nuclear management approach under a new manager of the Office of Nuclear 
Power. Many of the matters of concern in this report were already being addressed.  

3.1 Fladius 

The findings in this report are not all directly associated with factually identifiable 
management malpractices. Some are derived from impressions resulting from 
interviews with individuals involved in the nuclear program in the period ending 
in January 1986, and some from examination of the manner in which TVA's 
management practices compare with those of other utility organizations 
functioning in a similar operating environment.  

Failure tn Treat IEmply -at Individuak 

Some employees perceived that their views were not of interest to TVA 
management, even where they concerned work related problems. This may not 
have been a general case, but instances were found wherein employee suggestions 
and comments were given "lip service" without followup action. An employee 
attitude survey in September 1986 seemed to indicate that most employees had 
high regard for their immediate supervisors but did not see that the TVA 
management had a "caring" attitude towards its employees.  

There was, thus, an impression that the TVA management did not consider their 
employees as individuals but rather as a massive work force to be utilized, as 
appropriate, to meet corporate objectives. In order to assure responsive interest 
by TVA employees in their assigned duties it is necessary to correct this 
"noncaring" management impression.  

Favoritism in Promotion and Performance Awards 

Many employees expressed the belief that promotions, favored job assignments, 
awards, or other forms of recognition, as well as layoffs, were not always 
administered on the basis of individual performance but influenced by favoritism 
described as "cliques"' or "buddy systems."
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Caecdvely, the evaluations indicated tht some manar failed to do what tba 
were expected to do a m agers. Deiciencies ciluded ineffective planning and 
oorinati, failure to w feedback to employees about their performance, 

fwr=h to heep marmtn as or to compet reqired docunmenion, and faiar 
to poperly impleant policies and established practices.  

Some employees saw ideuae manam performance a a significant cause 
of many of the problems eperienced by the employees and a reult of some 
manaemt personnel bein nalified for the pidom they filed. While 

anagr were founmd to lM thea stated technical rePqirements for their 
poukionQ such a education and prior experience, some managers posed 
limited supevisoy skls which may have adversely impacted their performance 
and caused some employees to loe confidence in management 

The shortcominp that some employees perceived in TVA managment appear to 
be the result of a "Do as I ay and don't ask questio management style and a 
defensive, "Keep a low profile and don't make waves" approach on the part of 
many nuclear program supevisors. In this kind of environment not only 
individual motivation, but also work group motivation and productivity can be 
expected to be low.

Fail «n FulH MUrngrial ýRspn7bMiti
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objecves, gals and plan of the etrprise in perspective for employees.  

WakManement Emlu»atinandDevelopmentPror m 

Prior to 1986, TVA's clear program did not have a coherently structured 
man-menta training proIaU ; nor did it successfuly defiae standards of 
performance ifo ther its managrial or no-management employees.  
Cosequently, line managers and employees alike frequently did not know what 
cartitued exceient or even sarisactry job performance. Little or no help was 
offered to improve on recognied job or managerial deficiencis.  

There are at least four underlying causes for the TVA nuclear program's 
managnment and personnel relations problems prior to 1966. These causes are: 

(1) Lack Of An Integrated Organization Structure 

rganizationally, TVA attempted to treat its nuclear program as an 
extension of the management culure and methodologies that produced its 
very successful fosil and hydro power piograms The hydro and fossil 
organizaional structure encouraged the apparently succesful autonomy 
of the design, construction, and operation functions. Unfortunately, such 
autonomy is not suited for nuclear plant construction where it almost 
inevitably leads to some work being done at cross purposes. Because of 
the safety demands, the complexity, and the enormous costs involved, a 
nuclear program needs an organizational structure that coordinates the 
activities of the functional organizations and that ensures that information 
affecting more than one function is shared with all affected functional 
organiatios.  

During the last several years, TVA's nuclear power program has 
undergone numerous major organizational changes. The two most recent 
changes have effectively consolidated TVA's nuclear construction, design, 
and operating functions under a Manager of Nuclear Power with authority

hremntkt C~nmr~r~a he serrer



Over 2B aspects of fmtlea p U lBOMs, t tinhy and 
_ for bay fai n kE wabl s ob dei m.a1... and O"le 

Iuar I nw m -sa q slmedas sueo- bAtioie bIe 

(2) Arin uScopr fVAW's Nuclear Propa 

* .adia may d ie m- Wi l pmbeol in WAs mwdear 
poam se- fm WVAs· desie ito sCr he peopi h of te TemmessB 
Vaey. Inh ab midde: ald mle s 1 TVWA, Nioat m= ies at thdie , 
pojeo -da &seep am ans y ncrur* demnud for elecical power. The 
TVA olRd fdlk th=I an mit im dars pC.owe r aont con propam 
coal mo t thi d om Ld. Such a propam would IloD comisBe TAV s 
amia role »a leader in the utility imohnry.  
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emploaes woee hired and IluudIedk of anns owe appointed. Toald 
emloyment within TVA rose fI 27a)W in 1975 to 53,00 1 9ftL This 
is doublin of the workforce ithinfi yeas Since almost a of thi 
ise ooak place within bte uear propa that progau's work force 
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ipmNddA wor force oustripped TVA's supply of perienced maclear 

(3) Not Eaough Qualified Nudear Managers 

The desipn mploeritis thlb need for high standardk i qulity, 
docamentati, and tracddn the atinaily escalating repglatory 
requircanuen; and the need for an open, respouve interaction with te 
NFRC all demanded e steady attention and oo itmet o quaii 

ar managers TVA did not have enough of these qualified 
manuuas-those indvidual who, through prior experience in the clear 
indusny, had developed that underanding of te need for, and a 

nmmit tso, th extr eeffort, atention to detail and discipline required 
to direct and support a succef nuclear program. There is little 
evidence during this period that TVA saw the need to actively recruit 
experienced ndclar managers. Nor did it see the need for a systematic 
training program tailored to developing, within the organization, the 
needed quantities of qualified managers.  

(4) Short-Sighted Management E ·viroament 

The preceding three causes resulted in a management environment which 
consistently undervalued both the need to share information and the need 
to discover the underlying causes of problems. The sheer size of the 
program, the lack of sufficient numbers of qualified nucdear managers, and
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About one of ive imi evaluated in the Mngpmt and P onnd Category 
reqired corrtive action as dernmined by the ECBU. An almost equal mber 
of isues auiauted problems for which TVA had already initiated corrective 
action prior to the time the Employe Coinca Special rmairm evakatin. were 
condutd. In total, about ooe-third of the 227 iaifiefd Ia aes were found to 
require some type of corrective action. About two-thirds of thd ssmes evaluated 
were found not to wntirute a problem needingcorrectie action.  

The folowing section sums up the major corrective actions under the three 
nbcantegry headings presented in the 'Subcategry Descriptions (Section 2): 

L Work Conditions for Unionized Employees 

2. Fairness of Personnel Policies 

3. Management o.mpermn 

Woir rnkndtirnhr fIr Un«ionizempinpens 

The five subcaatgries in this group contained 48 issues, 8 of which produced 
findings of a need for corrective action. The major problem areas and corrective 
action are described as folows' 

L Irritation and confiusio over work rle incoMistndi generated over 200 
employee concerns. As a result of evaluating these concens, work rules will 
be standardized- an Office of Nuclear Power-wide task group will review, and 
where necessary, clarify the ful range of work rules now in eflect.  

2. Dissatisfation about overtime generated appraumaedy 60 employee 
concerns. Overuse and uneven use of overrime by the Division of Nuclear 
Construction projects will be addressed by the issunane of guidelines for the 
use of overtime that reflect the results of the recnt T VA study of overtime's 
relationship to worker safety and productivity as well a iet sdule and cost.  

3. Selections for construction foremen and for speciahlty ?b in the Division of 
Nuclear Construction workforce were touivk to -b. rife %'ith favoritism.  
Henceforth, tkey wil he rec0ewed by dhe General Construction 
Superintandent's Office to ensure rbat posituun are offered on a fair and 
impartial basis, without regard to union local membe<rs.ip. 'Thi5 action is 
intendtd tu counterw pamtrns of favoritism twvard members of the local 
union with jurisdiction at .he job site.
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3. As a peripheral findin tbhe evaluation in the area of favoritism in Sala 
ic Merft v found that in 53 peront of all TVA Merit Award there was 

a lack of doumentatin justifyin the award desion. To counteract a 
perception of faritishm in Merit Pay Awards, the Nuclear Personael Staff 
was prepriu to conduct annual survys of merit award documentation.  
Howeer, becaue of continued employee frts'*. with the merit pay plan, 
TVA and the Slamy Policy Eployee Panel reached an agreeem on January 
21, 1988 to replace the current merit pyr plan with a satisfactory service 
within-pade proemion plan for salary policy employees.
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The nine subcateories in the last group had 92 issues Twenty identified 
proems reqpuirin carrectie action. Twenty-eight Corrective Action Tracking 
Documens (CATDs) were written. BecaR e the problem of manement 
competence is at the heart of the Management and Personnel Categpry 
evanatins this msuo y of correctie action wil deviate from the pattern 
eaidAbled for the first two groups by also looking at major corrective actions 
taken before CATDs for this group were written.  

The evanatimn in this group revealed four sources of managetnt competence 
problems m the TVA nclear program. Those fmur were (1) an oagaiizationaln 
structure that lacked clear lines of authority and purpose, (2) an insufficient 
supply of experienced naclear managers, (3) an inadeqate training program for 
managrs, and (4) the inability of line management to listen or rmnmnicate 
effectively with employees The most significant corrective action for these four 
problem areas was initiated prior to completion of the ECSP effort.  

Corrective action for the first case of problems identified in the management 
nwpeaonC area began with a reorganiaon of the TVA mnudlar program aimed 

at doping dear lines of authority and responsibility under a single Manager of 
Nudear Power. To enhance the effectiveness of the reorganization and help 
restore credibility to TVA's nclear program, an experienced indivial with a 
mcdear background was brought in from outside TVA to assume the position of 
Manager of Nuclear Power in January, 1966. The Manager of Nuclear Power was 
given complete responsibility fr all TVA nuclear activities with the authority to 
set program priorities and resolve controversies between functional organizations 
within e progam.  

To address the second cause of problems, the Manager of Nuclear Power 
intituted an intensive recruitment activity designed to bring a number of 
experienced managers to TVA from the nuclear power industry eiiher as 
permanent TVA employees or as temporary loaned managers from other 
companies to bolster the reorganization and recovery effort.  

The second, third, and fourth problem sources were all addressed by the Manager 
of Nucldear Power in March 1986 with the issuance of the Corporate Nuclear 
Performance Plan. The plan called for the creation of a management 
development program to supply the Office of Nuclear Power with an adequate 
complement of experienced managers capable of handling nuclear 
responsibilities. As part of this action a management training program has been 
initiated to enhance the skills of TVA's incumbent managers.

I~nrmrr~d r~nnr~Yr
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42 CasI"C cwsrsem Aima 

Four caueory level CATIYs were initiated rquesting that the nundar 
ir- n str l lproide detal and tatm icrmnatonreprning implementation 
of the Corporate Nucer Performance Plan a it relates to the mana and 
pe-oame isueLs 

Corrective Action Tracing Document 70GNPS-01 asked what progrs has been 
made on the Corporate Nucdar Performance Plan's pledge to update the 

Maw--nar ystem used by the Offic of Nuclear Power. The status of 
implementation is as follows: 

Responsibility for all of TVA's nuclear activities has been consolidated 
within a sin a single organiation. The top tier of the nuclar organization was 
restructured to provide effective centralized management of nuclear
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Other elements of the management development program are scheduled to be in 
place and functioning by December 1988. A management assessment and 
promotability program will identify, provide development opportunities, and 
eventually place into leadership roles those employees in the Office of Nuclear 
Power who possess managerial leadership qualities. The program will be an 
opyoing effort supported by the following sytems:
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5. CONCLUSION

The management difficnulties evaluated in the Management and Personnel Category 
were not safety-related in the sense that they did not involve the protection of 
employees and the public apinst radiation hazar Therefore, they were not directly 
responsle for TVA's decision to voluntarily shut down its operating plants in 
Sepenmber 1985. In the technical category reports in J.s series, the reader will find 
thorb m nnnnaeos of such hardware issues as the quality of welding, the ability 
of pipi in containment buildinp to withstand the degree of heat to which it will be 
subjected, and TVA's method of accounting for the differences between how a plant 
was designed and bow it was actually built.  

Nevertheless, in the final analysis, technolog, however good, does not ensure the 
safety of a nucear plant. It is the people designing, constructing, and operating that 
technolog, who must be relied upon and held accountable To do their jobs correctly, 
they must not only be adequately trained and experienced, but also believe that they 
share in the responsibiity for the public's safety. The number and quality of the 
concerns TVA workers shared with this Employee Concerns Special Program, not just 
those assigned to M&P, demonstrates that many TVA employees take that public trust 
seriously.  

As people charged with a special trust, they have the right to be taken seriously.  
Whatever its intentions, the previous manAwcs t'am in TVA's nuclear program 
failed to convince its employees that they mattered to mangement.  

Many signs indicate that the new management team is actively correcting the mistakes 
of its predeceors. Corrective action is being taken by Offtice of Nuclear Power line 
managment for all of the problems identified by the issues ;n this Management and 
Personnel Category. The oversight of the Special Program by the Senior Review 
Panel, the TVA Inspector General, and the NRC will help assure employees that all of 
the issues will be thoroughly examined. The Corporate Nuclear Performance Plan has 
initiated programmatic action in three essential management and personnel areas: the 
restructuring of the Office of Nuclear Power, the implementation of a Management 
Training and Development Program, and the efforts to restore employee confidence by 
improving management's ability to listen to and inform its employees. This Corporate 
Nuclear Performance Plan has been reviewed and accepted by the NRC.  

The Management and Personnel Category Report records an assessment of the 
findings, root cause analyses, and corrective actions in this category. The assessment 
found that extensive corrective action was taken by line management as a result of the 
problems identified in the subcategory evaluations. It also found that broader 
programmatic action was needed than was taken as a result of the subcategory 
evaluations. However, it is the judgment of the Management and Personnel Category 
Evaluation Group that the necessary programmatic corrective action has been 
committed to in the Corporate Nuclear Performance Plan and is being implemented.
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ted ain te nofe a ina tbhe employe concerns within the M n and Personne 
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Buckndl University, Lewisburg, PA.  
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APPENDIX C 
SUBCATEGORY REPORT OVERVIEWS 

This appendix ontain an issue-by-ise sue smmr of each of the 21 subcategories in the 
Maameme and Personnel Category. Each summary briefly reviews the issues addressed, 
the findinp and concusions reached, the problems identified, and the corrective actions 
planned or taken to resolve those problems.  

70100 Subjourneymen C- 2 

70200 Work Rules C- 5 

70300 Work Schedules C-10 

70400 Overtime C-12 

70500 Equal Employment Opportunity C-18 

70600 Management Technique C-25 

70700 Organization C-31 

70800 Morale C-34 

70900 Public Safety Service C-37 

71000 Productivity C-39 

71100 Materials C-44 

71200 Miscellaneous C-46 

71300 Medical C-47 

71400 Drugs C-52 

71500 Employee Programs C-54 

71600 Labor Relations C-57 

71700 Personnel Qualifications C-61



71MG GOiyimC6 

7190 pa C-75 

7216 Vgrewrin'Pwkm C-a4



Tis subcatery evaluated enployee corn about the me of subjourneymen by the 
DIrivoa of Nuclear Coastrction at Watts Bar Nuclear Plant. Subjourneymen were 

nam d to perform the semiskiBed or urilted work within a raft so that journeymen 
ramI wer free to in oan performing their speralized skikL 

Te 23 cocern in this sbcateory fell intwo groups each conaining four issues One 
oop eed the improper me ofsubjourneymen. The other group raised questions about 

the rmentio of asbjourneymen during layoffs and reheactio-in-force.  

The evaluation looked at the histrical development of the Ubjourneymen cassification 
within the Division of Nuclear Costrctio. It closely examined the job assignments that 
mubjourneymen had performed and compared those activities to the activities identified in 
the job clanification agreement signed by TVA and the Tennessee Valley Trades and Labor 
Council in Februany of 1982. It also reviewed the reasons that led Nuclear Construction to 
dinntinnm the use of sbjourneymen at Watts Bar.  

One of the four issues about thr use of subjourneymen contended that subjourneymen were 
a replacement for the discontinued craft apprenticeship programs (Issue 70104). This issue 
was not substantiated. The TVA-Tennessee Trades and Labor Council agreement for the 
subjourneymen used by the Division of Nuclear Construction specifically prohibits 
advancemnet to journeymen standing. The construction subjourneymen were intended as a 
permanent unsldled workforce.  

Three other issues were raised about the use made of subjourneymen 

* Subjourneymen did the work of journeymen. (Issue 70101) 

* Supervisors allowed subjourneymen to do work out of t&-Jir classification. (Issue 
70102) 

* Subjourneymen did not have the skills to adequately perform the work of 
journeymen. (Issue 70103) 

These issues were all partially substantiated, but either did not require corrective action or 
identified problems for which corrective action had already been taken. By definition 
subjourneymen were not required to have the training or experience of journeymen. There 
were isolated cases of subjourneymen using power tools such as grinders and drills, but such 
practices were halted as soon as they were brought to management's attention. In one 
instance a subjourneyran had been assigned work (cable termination) beyond the scope of 
his classification. That work was reinspected and found to be acceptable. The isolated cases 
of tool uwe aid misassignment were adequately covered by existing management practices.

Fshamannrr"JtlZ.Biblearmame



There were issues bout the treatmet of ubhrmeymen hn reductions in the 

* Thl t was unfirto layff anb ubjmorneyMne.(Iiue 7015)

* 'Tat iaona e required the a ofdbjorne=gen.l(boue 70106)

* ht it wasron to lay off nubjourneye in order to reain journeymaen (Iac 
Tot107) 

* ljournemen were laid off while subjourneymen were retained ( 701) 

These issues did not identify problems that required correcve action The procedures for 
laying off subjournymn were correctly followed. The union agreement establiinh the 
ubjournmya elificaon did not require the e ofsubjourneymenbut simply proided 

guidelines for their use (Issues 70105 and 70106).  

Subjourneyuen were, in fact, laid off while journeymen were retained. However, nothing in 
the union grement said this could not be done (Isuem 70107). These reducdoi were 
made to coampy with monpower ceilinp while at the same tim emring that fully qualified 
craft workers were on hand to finish the remaning work. The evaluations found no 
evidence of imprpcer actions. Journeymen were not laid off in order to retain 
subjourneymen (smue 70108).  

The restricted scope negotiated for Nuclear Costrction subjourneymen made the 
dhiiHado unpopular both 'h supervisors and with craftworers. Supervisors wanted a 
more flible semi-skilled worker who could uwe power tools. Workers warnted at least 
some elements of an apprentieship program that would give them the chance to progres to 
more skiled positions. Because the guidelines adopted for Nuclear CoIstruction limited 
ubjourneymen to performing only the nsklled work of the craft nethcraft managers 

nor labor reprentatives strongly supported the use of the IEsicatioan 

There are currently no subjourneymen in the Division of Nuclear Construction workforce.  
Based upon the results of the evaluation for this subcategory, if the subjourneyman 
drificatin is to be used again by Nuclear Construction, TVA should negotiate guidelines 
for construction subjoureymen similar to those in effect for the subjourneymen who work 
in the operations and maintenance organiations In th organitions subjourneymen 
are allowed to use power tools and may do the semi-skilled as wel the unskilled work of the 
craft.  

Work rules are the guidelines which control the general daily activities of a work force.  
They are intended to ensure fair, consistent, and efficient treatment of workers in a large 
work force functioning at several locations.



In this rabcamelay 235 employee concerns raised 11 issues about the application or the 
content of work rules used in Office of Nuclear Power organizations Eighty-two percent of 
the cormcerF originated with the Division if Nuclear Constrmc-on. The work rules used by 
the Division of Nuclear Construction are a formal set of published work guidelines.  
However, in the Work Rules Subcategory Report the term "work rules includes not just 
Nudear Construction's formal guidelines, but all the rules and regulations governing dafly 
work activities of the various work forces within the Office of Nuclear Power.  

Eight issues raised questions about consistency of work rule application. Two issues 
questioned what the rules themselves said. One issue was used to combine three concerns 
that, .ither than raising questions, stated opinions.  

The evaluation process began with a review of documents to establish the requirements and 
procedures that governed each work rule issue. Numerous interviews were then conducted 
with TVA managers at both the corporate headquarters and at Watts Bar Nuclear Plant.  
Interviews were also held with employees at Watts Bar and with executives at several other 
South Eastern utilities. The interviews were undertaken for two reasons: to verify that the 
document review had accurately identified the criteria governing work rules and to provide 
perspective on the situations described in the various issues.  

During several direct observations at Watts Bar Nudear Plant, management-employee work 
rule interaction was noted and employee opinion was solicited on how work rule application 
and content affected their work and their morale.  

The following three issues concerning work rule application were not substantiated: 

* That management condoned arbitrary work rule disciplinary actions. (Issue 70206) 

* That work rules were changed to harass and terminate employees. (Issue 70207) 

* That disciplinary action for work rule violations was too severe. (Issue 70208) 

The perception about the arbitrariness of work rule discipline (Issue 70206) arose when 
employees saw disciplinary actions reversed by the appeal process. They believed the 
managers whose disciplinary actions were reversed on appeal should themselves have been 
disciplined for abuse of their authority. Any alleged incident of wrongdoing by a manager 
would have been reviewed on a case-by-case basis by higher management levels or by 
organizations outside the Office of Nuclear Power such as the Office of the Inspector 
General. However, the results of such reviews were not normally made available to 
employees. Moreover, some reversals came about not because managers were willfully 
arbitrary, but because they felt work rules gave them no leeway to consider mitigating 
circumstances. In fact, consideration of mitigating circumstances generally was allowed, but 
not all managers were aware of this.



No evidence was found that managers changed work rules to harass employees (Issue 
70207). Indeed, a the arbitrary disciplie issue revealed, many supervisors believed they 
had no freedom at all to interpret work rules.  

Cnsistnt evidence was found that management emphasis was placed on the 
appropriateness of the penalty when a manager enforced work rules. However, again, some 
managers felt Consistent enforicement of the work mrules ift them little freedom to consider 
any exenuating 4irnmtances The severe discipline issue (Issue 70208) seemed to be 
agravated by a isit-tandinyg over the role oral warnings played in the disciplinary 
process. Some employees felt the ungrievability of oral warnings (as defined by the union 
agreements) was unfair. However, management and labor representatives had agreed that 
only when the warning was issued in writing would it be grievable.  

The following five application issues were partially or fully substantiated: 

* That the Division of Nuclear Construction application of work rules differed from 
the work rule applications of other Office of Nuclear Power organizations. (Issue 
70201) 

* That craft workers were held more strictly to work rules than salaried employees.  
(Issue 70202) 

* That work rules were enforced inconsistently between crafts, shifts, crews, and 
individuals. (Issue 70203) 

* That excessive emphasis was placed on strict application of work rules. (Issue 70204) 

* That the threat of arbitrary and inconsistent discipline for work rule violations 
adversely affected work efficiency, safety, quality, and morale. (Issue 70205) 

The evaluation showed that the Division of Nucle' Construction used a formalized list of 
work rules aL.' disciplinary actions. The operations organizations at Watts Bar used a 
Supervisory Handbook for Foremen which outlined but did not dictate discipline for 
violations. As a consequence, Nuclear Construction applied its work rules more strictly than 
did other Office of Nuclear Power organizations (Issue 70201).  

The evidence also indicated that managers who were Salary Policy employees received less 
severe disciplinary action than craft workers for the same violations (Issue 70202).  
Additionally, during the period of these concerns there was emphasis placed on strict 
application of work rules (Issue 70204); more emphasis was put on work done wrong than 
on work done right No significant program existed which was geared to recognizing good 
work performance of Trades and Labor employees in Nuclear Construction.




