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PG8 E Letter DCL-99-059

Gregory M. Rueger 77 Scale Street,32nd Floor
Senior Vice President and San Francisco, CA 94105

General Manager
. MailingAddress

Nuclear Power Generation Mall Cotfe B32
P.O. Box 770000
San Francisco, CA 94177

415.973.4684
Fax: 415.973.2313

U.S. Nuclear Regulatory Commission
ATTN: Document Control Desk
Washington, D.C. 20555

Docket No.'0-275, OL-DPR-80
Docket No. 50-323, OL-DPR-82
Diablo Canyon Units 1 and 2
Diablo Can on Safet Culture Surve Results

Dear Commissioners and Staff

This is in response to the letter dated January 29, 1999, from Ken E. Brockman
Director, Division of Reactor Projects Region IV, regarding the Diablo Canyon safety
culture survey results meeting conducted in San Luis Obispo on January 15, 1999.
Mr. Brockman's letter requested that we provide the action plan that PG8E is
implementing to address the results of the safety culture survey.

l~
As discussed at the meeting, the survey found the safety culture at Diablo Canyon
Power Plant (DCPP) to be adequate to good. It concluded that DCPP personnel are
willing to identify potential nuclear safety issues or concerns and that precursors
exist that could signal the possible decline of safety culture in the future that require

'eliberateactions to address. Furthermore, the survey indicated that specific
sections of the DCPP organization are in greater need of attention than others. The
survey made several recommendations on ways to improve the safety culture at
DCPP. Some of these recommended improvements dealt with building workforce
trust in the management at DCPP, effective management of change at DCPP,
dealing with employee concerns regarding the future of DCPP, improvin'g
management and supervisory practices, and enhancing the employee concerns
program, though Synergy found this program to be strong relative to the industry as
a whole.

As discussed at the meeting, DCPP has taken actions over the last several years to
ensure the strength of our safety conscious work environment, and has enhanced
these actions as signs of strain from industry change became apparent.
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Commissioning the Synergy survey in mid-1998 was one of these actions. These
actions are consistent with DCPP's history of continuous improvement and have
been implemented as an explicit part of the plant's action plan for addressing
changes in the structure of the electric industry in California, currently scheduled to
go into effect at the beginning of 2002.

Enclosed is a summary of the DCPP Safety Culture Survey Action Plan. PG8 E
believes that progress has been made in addressing many of the issues in the
survey. The Plan describes PG&E's activities that are currently planned to be taken.
These activities may be modified or updated during implementation of the Plan. The
actions outlined in the enclosure directly address the precursor problems identified
by the Synergy survey and should result in further improvement in the Diablo Canyon
nuclear safety culture. Effective change of this type, however, takes time to come to
fruition. PG8 E suggests a meeting in late 1999 to update the NRC on the status of
its actions and the results achieved. Ifyou have any further questions regarding our
action plans, please contact me at (415) 973-4684.

Sincerely,

G g ryM. Rueger

cc: Steven D. Bloom
Ellis W. Merschoff
David L. Proulx
Diablo Distribution
INPO

Enclosures
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Diablo Canyon Safety Culture Survey
Summary Action Plan

OVERVIEW

The Diablo Canyon Safety Culture Survey concluded that:

1. The site-wide safety culture is adequate to good.
2. Diablo Canyon Power Plant (DCPP) personnel are willing to identify

potential nuclear safety issues or concerns.
3. The DCPP programs and procedures for identifying problems and

implementing corrective actions were perceived by employees as
functioning effectively and are continuing to improve.

4. Precursor problems existed, particularly in general morale and trust in
management, that required addressing ifthe safety culture was not to
deteriorate.

The survey also identified parts of the organization where employee morale and
other safety culture decline precursors appeared significant and where specific
opportunities for improvement existed.

As discussed in the survey, a number of noteworthy "environmental" conditions
were found to exist at DCPP during the time period of the survey that we believe
had an impact on the results obtained. For example, deregulation within the
State of California and its possible impact on DCPP remained a significant
uncertainty with personal implications to PG8 E employees. Specifically, at the
time the survey was administered the California Proposition 9 referendum was
pending, which could have resulted in the shutdown of DCPP ifpassed, and
PG&E was in the process of divesting its fossil generating facilities. Reduction of
the DCPP workforce by approximately 500 contractors and employees had
occurred in the prior year. As part of DCPP's preparations for operating in a fully
competitive energy market, numerous organizational and process changes were
being made which further contributed to reduce employee morale.

Since completion of the survey, the Proposition 9 referendum was defeated and
the majority of the work force reduction and organizational and process changes
planned have been completed. DCPP financial and operating performance
relative to competitive market prices has been such that employees'elief in a
secure future for the plant is improving. These positive "environmental" changes
by themselves are improving morale and addressing some of the problems
identified in the survey. However, PG8 E believes deliberate actions must be
taken to continue this improvement.
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As discussed in the January 15, 1999, public meeting concerning Diablo Canyon
Safety Culture Survey Results in San Luis Obispo, PGBE believes the general
work environment and leadership must be improved to raise employee morale
and enhance the current DCPP nuclear safety culture. Nuclear Power
Generation (NPG) is aggressively implementing several initiatives to address the
survey report recommendations for improvement. In addition, targeted actions
are being taken to address issues in specific organizations, such as Operations
and NSSS Maintenance, which were identified through the survey as in the lower
quartile with regard to plant safety culture and in need of direct intervention to
resolve issues.

The survey report recommended improvement in the following areas:

1) Trust in management.
2) Effective management of change.
3) Clarity of future of DCPP.
4) Clearing the air regarding a shift foreman fitness for duty issue.
5) Management/supervisory practices.
6) Employ'ee Concerns Program.

The initiatives being implemented to address these areas consist of:
improvement of the general culture and work environment (Leadership Cascade),
improvements in the Employee Concerns Program, implementation of a Differing
Professional Opinion Program, and specific organizational section intervention
plans. These initiatives are described below.

GENERAL CULTURE AND WORK ENVIRONMENT

The key objectives of this initiative are:

1) To improve trust among the workforce in DCPP management.
2) To improve the effectiveness of change management at DCPP.
3) To improve management/supervisory practices.
4) To effectively communicate the direction and future decisions regarding

continued operation of DCPP.

To initiate the general culture and work environment improvements and address
general employee morale, a cross-section of employees and management
participated in a professionally facilitated two-day workshop held in January to
diagnose areas for needed improvement. The workshop identiTied that
leadership behaviors could be improved and opportunities for open dialogue
needed to be provided. To address these needs, a strategy termed the
"Leadership Cascade" was developed. It is a four-step process that recognizes
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that'change in practices and behaviors must occur first at the top of the
organization and then "cascade" down the supervisory chain ifthey are to be
effective and lasting.

Leadership Cascade

The objectives of the Leadership Cascade are to:

1) Improve the DCPP management/supervisory practices such as listening,
coaching, feedback, and communication.

2) Promote a common leadership framework to be used for DCPP
management/supervisory practices.

3) Create opportunities for open dialogue between leaders and employees.
4) Improve trust in management.

This process began in 1998 with the DCPP officers and managers (NPG
Leadership Team) and has included the creation of guiding principles to enhance
collaboration and teamwork among the leadership team. Living these principles
has resulted in greater leadership alignment and leadership teamwork.
Development of members of the Leadership Team focuses on enhancing
interpersonal skills such as listening, coaching, feedback, and communication.
The team is being measured on their improvement in leadership skills and
behaviors, teamwork, connection with the front line, and a deeper commitment to
"living"the guiding principles agreed to by all. With increased competence in
these areas, the Leadership Team will be better able to build employee morale,
trust, and commitment within NPG.

Significant progress has been made since mid 1998 and the development
program continues with the Leadership Team into 1999. Implementation of the
same management principles at the Director level began in March 1999. We
currently plan to introduce development of these principles to all DCPP
supervisors in late 1999. The desired outcome for 1999 is to bring the entire
plant to a strong level of awareness of the cultural changes that are desired and
why their implementation is critical to DCPP's success. This will be achieved
through dialogue with our employees on the vision for our Culture Transformation
and our case for change. These initiatives will address objectives 1 and 2.

To build trust in management and create opportunities for open dialogue,
managers and officers will start participating in "connection" events to interact
with plant employees. Small group connection meetings beginning in May will be
held by officers and managers approximately monthly throughout 1999 and will
involve a cross-section of the NPG organization, including active participation of
bargaining unit employees and longer term contractors. These will provide
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opportunities for dialogue on culture and plant-wide issues, as well as a method
for capturing, sharing, and acting upon concerns in an open and safe
environment. These events will increase the involvement of employees in
discussions about DCPP change initiatives and future direction and provide a
mechanism for feedback from employees to managers. Skills being taught to
managers and officers in active listening and delivering "straight talk" will facilitate
these events.

It is noteworthy, that recent leadership selections have involved employees at all
levels of the organization. Employees have participated on interview panels and
provided input for selection decisions. For example, the recent selections of the
Operations and Maintenance managers considered input from an interview panel .

that included a shift supervisor, an operator, and the project manager for the
Culture Transformation. The Survey noted that the selections using this type of
process were generally well received by employees.

In addition to the connection events, the Leadership Team members are trying
new ways of communicating within their departments and are assessing their
success. Examples of these are:

1) An overall Diablo Canyon Performance Plan that outlines, year by year,
how the plant is preparing for competition has been developed and is
being communicated. Department-specific performance plans tie back to
the overall DCPP performance plan. Together they present a line-of-sight
road map to'the future and how NPG's goals and objectives will be
achieved.

2) Discussion around Diablo Canyon's future has been addressed in various
forums. For example, informal lunch meetings, communications meetings,
department meetings, supervisor workshops on a face-to-face basis, and
NPG internal publications, have all been used.

3) The NPG officers are attending monthly department meetings to engage
employees in discussion and to articulate their vision for the organization.
PG8 E's President, Gordon Smith, typically visits DCPP every quarter and
participates in helping to assure employees about DCPP's future.

4) Employees'erformance incentives are tied to business goals, enabling
better understanding of how employee efforts and willingness to change
contribute to the future success of the plant and PG8 E.

5) Efforts include an increased focus on involvement with bargaining unit
representatives as plans are being developed. A meeting with bargaining
unit representatives was held on March 24, 1999, to discuss the strategies.
This was the first of a series of planned regular meetings to improve
communications between management and the bargaining units.
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To achieve accountability for improving management/supervisory practices, the
performance management process will be improved to strategically align
business goals and culture transformation with linkage to appropriate incentives
and rewards. The goal is to ensure that the performance appraisal process is
meaningful and effective in ensuring individual accountability for achieving
business results and nuclear safety culture improvements. The objective of this
goal is to improve NPG's ability to recognize and reward achievement and to
more effectively utilize "pay for performance."

Since the Leadership Cascade Initiative is designed to be a continuing program,
no specific completion date has been identified. The Leadership Team started
implementation of this initiative in mid 1998. The DCPP Directors had their initial
meeting in March 1999. Following establishment of the program at the Director
level, this program is scheduled to be initiated for DCPP first level supervisors in
late 1999, after the completion of Unit 2's refueling outage.

SPECIFIC IMPROVEMENTAREAS

The survey identified several specific areas that warranted consideration. These
areas are:

1) Employee concerns.
2) Section-specific focus areas.

The following is a summary of the actions being taken to address these specific
areas.

Em lo ee Concerns Pro ram

Although the Employee Concerns Program was rated in the survey as receiving
nearly industry top quartile reviews by employees, the survey did provide several
recommendations for improvement. PG8 E actions to implement these
recommendations are discussed below.

One of the issues identified by the survey was the perception by some employees
that the ECP was overly aligned with management. To address this perception,
the ECP is developing an Employee Advocate option for those who utilize the
Employee Concerns Program. This Advocate will be able to review the results of
the investigative actions to provide assurance (to the employee) that their issues
have been fairly investigated and addressed.
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To share information and promote awareness of the program, an Intranet Web-
site for Employee Concerns has been developed. This site includes links to
applicable NRC and Department of Labor documents and provides the
employees with a summary (with confidentiality maintained) of past ECP
investigative results to encourage their use of the program. Other actions being
taken include a poster and brochure revision project and increased visibilityfor
ECP in department meetings.

To learn from the best practices of the industry, the ECP supervisor is an active
member of the National Forum and has conducted several benchmarking trips.
Improvements made to the program as a result of benchmarking include
improved investigative processes and implementation of the exit interview
process.

NPG Differin Professional 0 inion DPO Process

To foster and maintain a culture in which an employee can express their best
professional opinion, a Differing Professional Opinion (DPO) process was
recently developed. The DPO process supplements and is separate from the
current NPG Employee Concerns Program. It is described in NPG Inter-
departmental Administrative Procedure OM3.ID6 that became effective on
December 18, 1998.

The DPO process is focused on nuclear safety and potential licensing issues and
provides for a conscientious expression of a professional judgment that differs
from the prevailing staff view, disagrees with a management decision or policy
position, or takes issue with a proposed or established practice involving
technical, legal, or policy issues. The "differing opinion" is resolved by the
responsible manager through the use of an objective resolution team. Ifthe
initiator of the DPO is not satisfied, the decision may be appealed. Since this
process has been developed, one DPO has been formally submitted. The
process resulted in changing the position to be consistent with that of the
employee.

Section S ecific Action Plans

The safety culture survey identified organizations that "scored" in the lower
quartile of all DCPP organizations and recommended that these organizations be
focused upon to improve their general work culture. Specific section initiatives
were initiated in several organizations, including the Operations and NSSS
Maintenance sections specifically highlighted in the survey. The specific section
initiatives in Operations and NSSS Maintenance are described below.
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0 erations Section

A thorough diagnosis of the cultural issues in the Operations section was
performed through detailed interviews by an independent third party, including a
management change consultant. Employee interviews provided information
about interactions among the supervisory team and how they work together. The
diagnosis indicated that there was a need to develop leadership skills among
Operations supervision, and that there was a sense of isolation from the rest of
the plant, along with a lack of trust for nonshift management by the shift
personnel. As a result, professional leadership coaching is being provided to the
top leadership of Operations. This coaching began in March and will continue
during 1999.

A leadership development program is being created and implemented for Shift
Supervisors and Shift Foremen. A two-day off-site workshop was held in March
to kick off the developmental program for Shift Supervisors. This development
program is similar to that described earlier in the Leadership Cascade for
directors. A similar kickoff is planned for Shift Foremen in May of this year.

Efforts are also being developed to connect leaders from throughout the DCPP
organization with Operations Section leaders to discuss larger issues facing
DCPP, to provide additional collaboration and teamwork throughout the power
plant, and to reduce the sense of isolation Operations personnel apparently feel.
Other initiatives are being designed to better connect bargaining unit leaders in
Operations Services with plant leaders in discussing the future of DCPP, and to
build trust within Operations for nonshift management.

One of the issues in the Operations area at the time of the survey was the
removal of a Shift Foreman from shift for fitness for duty reasons. Synergy
recommended that PGBE "air" the issue with employees to dispel rumors and
build trust in management actions. As indicated at the public meeting, this issue
was discussed with employees to the extent possible while balancing the
individual's right to privacy in meetings held by directors and managers during the
period November 17 to 25, 1998, after the safety culture survey had been
completed.

NSSS Maintenance

The Survey also identified NSSS Maintenance as having specific concerns that
caused this section to "score" in the lower quartile of DCPP organizations. The
NSSS Maintenance Asset team has developed a strategy for addressing these
issues. This strategy was developed with the involvement of NSSS Maintenance
employees. Following the report on survey results, craft and management
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personnel in NSSS Maintenance were separately asked to determine and
validate the pertinent issues and to recommend resolution. The issues
contributing to low morale were identified as:

1) Inadequate staffing for the assigned workload.
2) A substandard work facility.
3) Supervisors lacking technical knowledge and experience in some areas

where they assign work.
4) Less interesting and skill developmental work assignments than

undertaken by other asset teams.

The NSSS team is currently addressing issues of inadequate staffing for the
assigned workload. To help balance workload, NSSS team coordinators are
evaluating with the Assistant Team Leaders and Planners whether work can be
distributed to other Asset Teams. Some work has already been moved to other
teams.

There is a belief on the NSSS team that the current work spaces allocated to the
team are, substandard. Recommendations have been submitted to DCPP
management and the team will be relocated to a more suitable location.

There is a belief on the NSSS team (a cross disciplinary 'group) that some
supervisors may lack the technical discipline knowledge and experience to be
effective in assigning and directing work. The NSSS team has recently
completed transition from four crews to two larger crews in an effort to increase
the sharing of resources internally and allow broader technical knowledge and
experience at the supervisor leader level by having two supervisors for each
crew.

Some of the technicians on the NSSS team indicated that they believe that their
work is less interesting in terms of difficulty, challenge, and intellectual stimulation
than some other Asset Teams. To address this concern, the Asset Team Title 8
sub-committee (an I BEW-PG8 E management subcommittee established by "Title
8" of PG8 E's contract with the IBEW), comprised of bargaining unit
representatives and management, will be developing a rotation policy to allow
people to move from asset team to asset team. We hope to reach an agreement
and implement this policy by year end 1999.

Effectiveness of Actions Taken

It is recognized that the culture transformation being undertaken by DCPP, both
to address the safety culture and to assure its sustained success in a competitive
market, will take some time to accomplish. While it would not be productive to do
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a fu1I Synergy safety culture survey more often than every 18 to 24 months, it is
important to determine more frequently whether progress is being made in some
targeted areas.

To assure that the initiatives being taken are effective in improving the general
work culture at DCPP, the following actions will be taken:

1) Targeted mini surveys of specific sections will be conducted which focus
on identified areas of concern. These targeted surveys will be in late 1999
and mid 2000. The design of the surveys will be such that the results can
be correlated to the earlier Synergy survey results.

2) A complete safety culture survey will be conducted by December 2000.

In addition to the above, progress will be reviewed on a regular basis with the
President's Nuclear Advisory Committee, Nuclear Safety Oversight Committee,
Diablo Canyon Independent Safety Committee, the plant leadership team,
Culture Workshop participants, and representatives from the plant bargaining
units. Measures and methods are also being developed to evaluate the
performance of the plant leadership team in leading this Culture Transformation,
as well as to evaluate the performance of the Culture Transformation team in
managing it.

To assure accountability for improving leadership skills and that our efforts are
sustained, performance incentive pay for officers, managers, directors, and the
Culture Transformation team will, in part, be dependent upon progress being
made to improve the plant wide general culture and work environment and to
correct the identified precursors that could lead to nuclear safety culture decline.

CONCLUSIONS

By initiating change in the behaviors of our plant leaders and cascading these
changes throughout our organization, we expect to achieve the necessary
improvements in our general culture. These changes will take a sustained effort
over an extended time. The initiatives being taken in targeted sections will
assure that specific issues, contributing to areas of particularly low morale, are
proactively addressed.

We are confident that the changes already made and those changes discussed in
this report will result in DCPP having a much improved safety culture.
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FIGURE 1 LEADERSHIP CASCADE

Connection Events
1) Managers and Officers to implement in May 1999 and continue throughout 1999
2) Events to enhance interaction between employees at all levels of the plant
3) To involve a cross-section of employees from across organizations
4) To achieve an awareness throughout the plant of DCPP's direction for the future and the need

for cultural change
5) To promote open dialogue on issues and build trust in management
6) To provide another method for capturing, sharing and acting upon concerns
7) To provide a mechanism for feedback from employees

July 1998
through

2000

Leadership development
of

Managers and Officers

CONNECTION EVENTS May 1999 through 2000

1. Developed guiding principles to
improve teamwork and collaboration in
order to foster behaviors that lead to
openness, mutual trust and shared
understanding

2. Ongoing sustained effort - commit
approximately 1 workshop day / month
in 1999 to improve interpersonal skills,
(coaching skills, feedback skills,
communication skills), teamwork and
leadership of the transformation

3. Expect demonstrable, observable
behavior change by December 1999

4. Performance measured as to the
extent to which guiding principles are
modeled and leadership skills are
improved, using 360'eedback

5. Accountability achieved through
performance management process
(PMP) and performance incentive pay
(PIP)

March 1999
through

2000

Leadership development
of

Directors

6. Achieve commitment to living the
guiding principles to improve teamwork
and collaboration per item 1 by
December 1999 *

k

7. Develop leadership behaviors from the
principles to support the Culture
Transformation by August 1999*

8. Support the Managers and Officers to
make the entire plant aware of the
desired cultural changes by year end
1999

9. Promote the Culture Transformation
throughout their functions

10. Ongoing, sustained effort - commit
approximately 1 workshop day / month
in 1999 to develop and improve
leadership behaviors that model
collaboration and teamwork

11. Expect demonstrable, observable
behavior change by December 1999 *

12. Performance measured per item 4
13. Accountability achieved per item 5

November *

1999 through
2000

Leadership
Development of

Supervisors

14. Achieve enhanced collaboration
and teamwork between
supervisors and all levels of the
organization

15. Clarify their role in achieving
the cultural transformation

16. Achieve commitment to
behaviors that are aligned with
those of the Officers, Managers
and Directors

17. Accountability achieved through
the Performance Management
Process by year end 2000

q /hler6
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Awareness by
Individual Contributors

18. In 1999, the objective is to
achieve plant-wide
awareness of the Culture
Transformation effort
through participation in
connection events and
functional staff meetings

* these dates are target dates
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