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WORK RULES
Subcategory Report 70200

Executive Summary

This subcategory included 235 employee concerns which raised 10 issues. The
general areas of concern were the application and the content of work rules
and policies. Issues included varying standards of work rule application
among organizations and managers and differing interpretation of work rules by
employees and management.

The evaluation found that inconsistencies in application of work rules do
exist throughout Office of Nuclear Power (ONP) organizations. Additionally,
the content of some work rules are vague enough to cause misunderstandings
that lead to differing interpretations by employees and management.

Inconsistencies between sets of work rules/policies used by different
organizations caused a great deal of resentment among workers. That
resentment was compounded by seemingly arbitrary disciplinary -actions that
were based on individual, and varying, interpretations of the rules. Such a
situation, if allowed to persist, could have a significant effect on employee
morale and, ultimately, on productivity.

The lack of standardization of work rules content and application was caused
by poor communication between line organizations and by a failure on the part
of managers and supervisors to communicate with employees. Employees did not
know what was expected of them and were left confused and irritated by
supervisors who could not or would not explain the inconsistencies. Their
only racourse was to voice their concerns to the Employee Response Team.

Several corrective actions had been initiated before this evaluation was
conducted. The Nuclear Procedures System, currently under development; will
reduce inconsistencies in work rules that are applicable to more than one

. organization. An ONP-wide task group will review and, where necessary,

clarify the full range of work rules now in effect. Supervisory training is
now required for all supervisors, including substitutes. Employee-supervisor
communication'will be enhanced by the new Employee Involvement Program in the
Division of Nuclear Construction. The ongoing Employee Concerns Program
provides an additional channel for employee feedback: periodic employee
attitude surveys will aid in determining employee perspectives on the
effectiveness of concern resolution. '
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Preface

This subcategory report is one of a series of reports prepared for the
Employee Concerns Special Program (ECSP) of the Tennessee Valley Authority
{(TVA). The ECSP and the organization which carried out the program, the
Employee Concerns Task Group (ECIG), were established by IVA's Manager of

,  Nuclear Power to evaluate and report on those Office of Nuclear Power (ONP)
employee concerns filed before February 1, 1986. Concerns filed after that
date are handled by the ongoing ONP Employee Coéncerns Program (ECP).

The ECSP addressed over 5800 employee concerns. Each of the concerns was a
formal, written description of a circumstance or circumstances that an
employee thought was unsafe, unjust, inefficient, or inappropriate. The
mission of the Employee Concerns Special Program was to thoroughly
investigate all issues presented in the concerns and to report the results
of those investigations in a form accessible to ONP employees, the NRC, and
the general public. The results of these investigations are communicated
by four levels of ECSP reports: element, subcategory, category, and final.

Element reports, the lowest reporting level, will be published only for
those concerns directly affecting the restart of Sequoyah Nuclear Plant's
reactor unit 2, An element consists of one or more closely related
issues. An issue is a potential problem identified by ECIG during the
evaluation process as having been raised in one or more concerns. For
efficient handling, what appeared to be similar concerns were grouped into
elements early in the program, but issue definitions emerged from the
evaluation process itself. Consequently, some elements did include only
one issue, but often the ECIG evaluation found more than one issue per
element.

Subcategory reports summarize the evaluation of a number of elements.
However, the subcategory report does more than collect element level
evaluations. The subcategory level overview of element findings leads to
an integration of information that cannot take place at the element level.
This integration of information reveals the extent to which problems
overlap more than one element and will therefore require corrective action
for underlying causes not fully apparent at the element level.

To make the subcategory reports easier to understand, three items have been
placed at the front of each report: a preface, & glossary of the
terminology unique to ECSP reports, and a list of acronyms.

Additionally, at the end of each subcategory report will be a Subcategory
Summary Table that includes the concern numbers; identifies other .
subcategories that share a concern; designates nuclear safety-related,
safety significant, or non-safety related concerns; designates generic
applicability; and briefly states each concern.

Either the Subcategory Summary Table or another attachment or a combination
of the two will enable the reader to find the report section or sections in
which the issue raised by the concern is evaluated.
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The subcategories are themselves summarized in a series -of eight category
reports. Each category report reviews the major findings and collective
significance of the subcategory reports in one of the following areas:

* management and personnel relations
* industrial safety
* construction
"n‘material control
* operations
* gquality assurance/quality control
* welding
* engineering
A separate report on employee concerns dealing with specific contentions of

intxmxdation, harassment, and wrongdoing will be released by the IVA Office

of the Inspector General 0
Just as the aubcategoty reports integrate the 1nformat1on collected at the
element level, the category reports integrate the information assembled in

all the subcategory reports within the category, addressing particularly

the underlying causes of those problems that run across more than one
subcategory.

A final report will integrate and assess the information collected by all
of the lower level reports prepated for the ECSP, including the Inspector
General's report.

For more detail on the methods by which ECIG employee concerns were
evaluated and reported, consult the Tennessee Valley Authority Employee
Concerns Task Group Program Manual. The Manual spells out the program's
objectives, scope, organization, and responsibilities. It also specifies
the procedures that were followed:.in the investigation, reporting, and
closeout of the isauea raised by employee concerns.

) .
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ECSP GLOSSARY OF REPORT TERMS*

classification of evaluated issues the evaluation of an issue leads to one of
the following determinations:

Class A: Issue cannot be verified as factual

Class B: Issue is factually accurate, but what is described is not a
problem (i.e., not a condition requiring corrective action)

! Class C: Issue is factual and identifies a problem, but corrective action
N for the problem was initiated before the evaluation of the issue
) was undertaken

i Class D: Isgue is factual and presents a problem for which corrective
action has been, or is being, taken as a result of an evaluation

' Class E: A problem, raequiring corrective action, which was not identified
by an employee concern, but was revealed during the ECIG
evaluation of an issue raised by an employee concern.

consequences of the findings in a particular ECSP report by putting those

’. collective significance an analysis which determines_the importance and
- findings in the proper perspective.

concern (see "employee concern®)

' " corrective action steps taken to fix specific deficiencies or discrepancies
revealed by a negative finding and, when necessary, to correct causes in
order to prevent recurrence. .

| ! criterion (plural: criteria) a basis for defining a performance, behavior, or
; quality which ONP imposes on itself (see also "requirement"). .

( element or element report an optional level of ECSP report, below the
i subcategory level, that deals with one or more issues.

employee concern a formal, written description of a circumstance or
. circumstances that an employee thinks unsafe, unjust, inefficient or
inappropriate; usually documented on a K-form or a form equivalent to the
. K-form. .
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evaluator(s) the individual(s) assigned the responsibility to assess a specific
grouping of employee concerns.

findings includes both statements of fact and the judgments made about those

facts during the evaluation process; negative findings require corrective

. action.

issue a potential problem, as interpreted by the ECIG dur1ng the evaluation
process, raised in one or more concerns.,

K-form (see "employee concern")

requirement a standard of performance, behavior, or quality on which an
evaluation judgment or decision may be based.

root cause the underlying reason for a problem.
*Terms assontial to the program but which require detailed definition have been

defined in the ECTG Procedure Manual (e.g., generic, specific, nuclear
safety-related, unreviewed safety-significant question),

3
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Acronyms

Administrative Instruction -

American Institute of Steel Construction
As Low As Reasonably Achievable
American Nuclear Society

American National Standards Institute
American Society of Mechanical Engineers
American Society for Testing and Materials
American Welding Society

Browns Ferry Nuclear Plant

Bellefo;te Nuclear Plant

Condition Adverse to Quality

Corrective Action Rap;rt

Corractive Action Tracking Documgnt
Corporate Commitment Tracking System
Catogory Evaluation Group Head

Codeof Federal Regulations

Concerned Individual

Cartifiod Material Test Report
Cartificate of Conformagce/Compliance

Design Change Request

Diviaion'of Nuclear Construction (see also NU CON)
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DNE
DNQA
DNT
DOE
DPO
DR
ECN
ECP
ECP-SR
ECSP
ECIG
EEOC
EQ
EMRT
EN DES
ERT
FCR
FSAR
FY
GET
HCX
HVAC
II
INPO
IRN

Division of Nuclear Engineeripg
Division of Nuclear Quality Assurance
Division of Nuclear Training ’
Department of Energy

Division Personnel Officer

Discrepancy Report or Deviation Report
Engineering Change Notice

Employee Concerns Program

Employee Concerns Program-Site Representative
Employee Concerns Special Program
Employee Concerns Task Group

Equal Employment Opportunity Commission
Envir?nmental Qualification

Emergency Hedic?l Reésponse Team -
Engineering Design

Employee Response Team or Emergency Response Team
Field Change Request

Final Safety Analysis Report

Fiscal Year

General Employee Training

Hazard Control Instruction

Heating, Ventilating, Air Conditioning
Installation Instruction

Institute of Nuclear Power Operations

Inspection Rejection Notice
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L/R
M&AI
MI

MSPB

NCR
NDE
NPP
NPS
NQAH
NRC
NSB
NSES
NU CON
NUMARC

* OSHA

ONP
owce

PHR

-PT

QA
QAP

QC

QCI

Labor Relations Staff

Modifications and Additions Instruction
Maintenance Instruction

Merit Systems Protection Board

Magnetic Particle Testing

Nonconforming Condition Report

Nondestructive Examination .

Nuclear Performance Plan

Non-plant Specific or Nuclear Procedures System
Nuclear Quality Assurance Hanuai

Nuclear Regulatory, C9mmission

Nuclear Services Branch

Nuclear Safety Review Staff

Division of Nuclear Construction (obsolete abbreviation, see DNC)
Nuclear Utility Management and Resources Committee
Occupational Safety and Health Administraﬁion (or Act)
Office of Nuclear Power

Office of Workers Compensation Program

Personal History Record

Liquid Penetrant Testing

Quality Assurance

Quality Assurance Procedures

Quality Control

Quality Control Instruction
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QcP Quality Control Procedure

QIC Quality Technology Company

RIF Reduction in Force

RT Radiographic Testing

SQN Sequoyah Nuclear Plant

SI Surveillancé Instruction ]

SOP Standard Operating Procedure

SRP Senior Review Panel

. SWEC Stone and Webster Engineering Corporation

TAS Technical Assistance Staff

T&L Trades and Labor .

VA Tennessee Valley Authority

TIVILC Tennessee Valley Trades and Labor Council ' 0 .
! uT Ultrasonic Testing

VI Visual Testin;

WBECSP Watts Bar Employee Concern Special Progranm

WBN Watts Bar Nuclear Plant
WR Work Request or Work Rules
- WP Workplans '
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1.0 CHARACTERIZATION OF ISSUES

1.1 Introduction

-y

This subcategory report, Work Rules, addresses 1l issues raised by
235 employee concerns which referred to rules and policies governing
the various organizations of the Office of Nuclear Power (ONP). It
is not restricted to a formal, published set of work rules such as
those used by the Division of Nuclear Construction (DNC).

Therefore, this report addresses all issues related to the
application and/or content of all the rules and regulations
employees work under at a IVA nuclear facility.

- ey

The term "Work Rules" (WRs) is used generically to apply to all
rules and regulations. Where the report is addressing an issue that
relates only to a policy or procedure, the evaluator has -identified
; such as a work policy.

e ma

1.2 Description of Issues

The issues have been grouped into two elements:

* Application of Work Rules and Policies

P

‘ * Content of Work Rules
I4

H

t

’

Issue 70201 - Construction Applies Work Rules Differently

1.2.1 Application of Work Rules and Policies
The issue is based on a contention that construction differs
from other organizations in its handling of rules and
policies for employees working at TVA nuclear facilities.,

Issue 70202 - Crafts Held More Strictly to WRs Than Salary
Policy Employees

The concerns raising this issue suggest that Salary Policy
Su employees (usually managers) are not held as strictly to the
WRs as craft employees.

Issue 70203 - WR Enforcement is Incongistent

. The contention is that Uﬁs are enforced inconsistently
. between crafts, shifts, crews, and individuals.

Issue 70204 - Excessive Emphasis on WR Enforcement

The Concerned Individuals (CIs) contend that excessive
emphasis was placed on strict application of WRs.

lee
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1.2.2

Issue 70205 - Arbitrary and Inconsistent Discipline

The CIs contend that threats of arbitrary and inconsistent
discipline for WR violations adversely affected work
efficiency, safety, quality, and morale.

Isgue 70206 ~ Arbitrary Disciplinary Action is Condoned

This issue is based primarily on past disciplinary action
that was reversed on appeal or through arbitration. The CIs
contend that managers take disciplinary action without
considering all the facts and should themselves be subject to
disciplinary action for their arbitrary decisions that are
found to be incorrect.

Issue.70207 - WRs Are Changed to Harass and Terminate
Employees

The concerns raising this issue reflect a perception that WRs
and policies are changed and misapplied by management to aid
in intimidating, harassing, or terminating employees.

Isgue 70208 - Disciplinary Action Too Severe for WR Violation

The concerns in this issue expressed a belief that . .
disciplinary action for WR violations is often more severe

than warranted by the violation. Some CIs also argued that

oral warnings are unfair because they cannot be grieved.

Content of Work Rules

Isgue 70209 - WR3s Are Ineffective and Restrict Work

The contention in this isasue is that some work policies need
to be reevaluated because they are ineffective, restrict
work, or are open to misuse.

Issue 70210 - WRs Are Unclear and Ill-defined

The CIs contend that some WRs are subject to interpretation
and sometimes lead to unexplained disciplinary actions.
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1.2.3 Issue 70211 - Concerns With Insufficient Information to
Evaluate

The following concerns were general statements of opinion
that did not relate to any definable issue and therefore
could not be investigated or evaluated:

EX-85-045-001
PH-85-002-014
WBN-86-052-003

The ten issues encompass a total of 235 concerns, 205 of which are
based on a common perception of employees that project management's
method of applying the WRs and policies have been unfair,
inconsistent, and inappropriate. The remaining 30 concerns raise

. issues relating to the subject matter or content of the WRs.

Of the 235 individual concerns, 194 (82%) originated in the Division
of Construction (CONST). CONST, reorganized and referred to
presently as DNC, is one of several organizations operating within
the Office of Nuclear Power (ONP). Although most of the concerns
came from DNC employees, the findings of this report will be
relevant to WRs and policies among the different organizations
working under ONP. Those who work under such rules include
employees in Power Maintenance, Power Operations, the combined
Modifications Group of Power and Construction employees (now
operating as an organization within DNC), Engineering, Hedical
Services, Public Safety Services, DNC, and Quality Assurance.

To locate the issue in which a particular concern is evaluated,
consult the following attachments:

Attachment A, Subcategory Summary Table
Attachment B, List of: Concerns by Element/Issue

All Management and Personnel Category concerns having a technical
component (including all concerns designated Nuclear Safety-related)
are shared with the appropriate technical category for investigation
and resolution of that technical component. Report(s) sharing a
concern with this report are identified in the entry for that

_concern on Attachment A. .

[ FE T, v S
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2.0 SUMMARY

2.1 Summary of Issues

2.1.1 Application of Work Rules and Policies

This element addresses the existence of inconsistencies or
different standards of application for the WRs in different

* organizations. It also questions whether the varying methods
used by some managers in applying the WRs are fair.

2.1.2 Content of the Work Rules and Policies
This element addresses concerns which question the
interpretation of some WRs/policies by employees and
management.

2.2 Summary of Evaluation Process

The evaluator has reviewed all the information available on the
concerns in this subcategory. The information pertinent to the
evaluation of the issues has been congidered and incorporated in
this report.

The evaluation process included the review and classification or o
characterization of concerns, a review of source documents,

interviews with management and employees, and an analysis to

determine whether the issues identified problems in need of

corrective action.

2.3 Summary of Findings

The findings of this report verify as factual that inconsistencies
and differing standards of application for the WRs and policies do
exist across the different ONP organizations. The findings also
show that the varying methods used by some managers in applying the
WRs and policies have been perceived as unfair by employees. These
problems were compounded by an emphasis placed by some managers on
WR enforcement within DNC during and preceding the time period these
concerns were submitted.

Additionally, the findings show that the content of some work
policies are misunderstood or interpreted differently by employees
and management.

T B « avoa
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Summary of Collective Significance

Work rules caused employees significant irritation during the
1985-86 timeframe of the concerns evaluated in this report.
Inconsistencies between sets of work rules used by different TIVA
organizations were resented by workers, particularly when line
supervisors cannot or will not provide explanations for the
inconsistencies. Inconsistencies in work rule application created
even more resentment.

Summary of Causes

Poor communication between organizations, inconsistent application,
and ineffective communication with employees caused irritation over
work rules. )

Summary of Corrective Action

Corrective action already initiated for the problems identified in
this subcategory includes:

* the development of the Nuclear Procedures System which will
reduce inconsistencies in procedures (like WRs which affect more
than one ONP organization)

* the requirement that all personnel in supervisory and substitate
supervisory positions complete supervisory training

* the establishment of an Employee Involvement Program (EIP) in DNC
to improve communication between supervisors and employees on
such matters as WRs and their implementation

* the establishment of an Employee Concerns Program to provide an
additional channel for employee feedback on matters of concern
such as WR content or application

* the continuation of employee attitude surveys as a standard way
of determining employee perspectives on the effectiveness of
concern resolution

* an increase in efforts by management to communicate the inteat of
some WRs confusing to employees

®* the convening of an ONP-wide task group to review (and where
necessary, clarify) the full range of WRs now in effect
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3.0 EVALUATION PROCESS

3.1 General Methodology

.The evaluation of this subcategory was conducted according to the
Evaluation Plan for the Employee Concerns Task Group and the
Evaluation Plan for the Management and Personnel Group. The concern
case files were reviewed. Source documents were researched and
interviews conducted in order to identify the requirements and
criteria which applied to the issues in this subcategory. The
concerns were grouped into two elements; the elements were
subdivided into issues. The issues were evaluated against the
identified requirements and criteria to determine findings. A
collective significance analysis was conducted; causes were
indicated for negative findings; and corrective action for the
negative findings was initiated or determined to have already been
initiated,

To evaluate the WRs, some research into their history was necessary
to understand their original purpose and intent. This review
covered relevant information on past practices regarding the
application and content of WRs at a TVA nuclear facility. The
review relied heavily on interviews and documents of the corporate
. staffs and files of the organizations who work at a common nuclear
site. Since the DNC work force was the only organization using a 0
published list of WRs and was the source of most of the concerns,
emphasis was placed upon gathering information pertinent to WR use
in that organization.

3.2 Specific Methodology

After the concerns were separated into two main elements, each
concern was reviewed and sorted into the eleven issues shown in
Attachment B. The purpose of the issues was to address several
similar concerns generically. This process enabled the evaluator to
condense the 235 concerns into manageable units.

- After the 1ssues were identified, a review and analysis was
conducted of source documents believed to contain the requirements
and criteria governing each of the eleven issues.

Interviews were conducted with various levels of IVA employees
working at both the corporate and project locations and with
officials of the outside utilities. These interviews were conducted
to verify and gain explanations of various aspects of the documents
mentioned in the findings (4.0). The interviews also provided
perspective on the significance of the issues. )
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The evaluator made several observations of the Watts Bar Nuclear
Plant (WBN), with attention directed to management's interaction
with employees, and noted any obvious differences between
organizations in the application or observance of working rules and
policies., Additionally, opinions were solicited from employees
about how the application of WRs and policies affected their work.
Observations were documented in the field notes that now form part
of the concern files.

4.0 FINDINGS

Background

Since this report evaluates the WRs, work policies, and methods of WR
application now used by ONP at all of TVA's nuclear facilities, all of
the findings, while focusing on WBN, are considered to have possible
generic applicability for ONP.

Initially, three general considerations are discussed that are derived
from the historical development of the WRs at ,IVA. These three
considerations provide a perspective from which to better understand the
issues evaluated in this report.

Consideration One

The interviews and review of historical documents indicate that DNC
management at TVA has traditionally used WRs as a means of ensuring
congistent treatment of trades and labor employees, and to maintain
control of the work environment while managing a large work force at
several work locations. Construction work, by nature, is temporary, and
employees are typically moved from site to site as one job is completed
and another begun. Having the same rules and policies at these sites
made it easier for the employees to adjust because they knew what WRs
they were expected to work under at each location.

Standardized WRs and policies are also an effective tool for DNC
corporate managers efforts to guide and direct a large and sometimes
isolated work force. .

Thus, ordinarily there is sound management reasoning for the use of WRs
in construction organizations such as DNC, while similar WRs would not
always be necessary or suitable for smaller organizations or those with a
low personnel turnover rate. However, the period of time requiring
construction work forces has been much longer on a nuclear site than that
experienced on other construction projects. This fact has led to more
interaction between construction employees and the personnel of the
various permanent organizations located at 'the common work site than is
normally the case.
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Congideration Two

The importance of consistency in the application of the WRs is
highlighted by the reviews and appeal processes available to employees.
Additionally, much scrutiny was placed upon management actions by outside
arbitrators, the Merit System Protection Board (MSPB), and Equal
Employment Opportunity Commission (EEQC).

The intent of the WRs was to ensure consistent treatment of employees by
providing reasonable guidelines for employees to work under. Revisions
have been made periodically in the last 15 years which normally resulted
from a need to clarify a rule, or as a result of an adverse arbitration
or MSPB ruling that impacted the current WRs.

Consideration Three

None of the outside utilities and IVA organizations evaluated by this
report placed as much emphasis on formal published WRs as ONP's DNC. ONP
organizations using more informal guidelines rather than strict, formal
WRs had far fewer concerns about WRs than DNC.

Rather than depending solely on formalized published WRs the private

utilities placed more accountability and responsibility upon lower-level
management to manage their subordinates. Central guidance was provided

in the form of a supervisory handbook which was used to help maintain
consistency of actions. It should be noted, however, that the outside
utilities surveyed contracted their large construction projects and the
utility organizations did not work under the same employer as is the case
for TVA employees.

4.1 Application of Work Rules and Policies

4,1.1 Issue 70201 - Construction Applies Work Rules Differently

The issue is based on a contention that construction differs
from other organizations in its handling of rules and ‘
policies for employees working at TVA nuclear facilities.

Discussion

Eighty percent of the concerns about WRs originated in former
Office of Comstruction, now DNC, as can be seen by checking
the Subcategory Report Summary Table (Attachment A). This
table establishes, by origin.of concern, that employees in
DNC were far more troubled by WRs than employeea of other
organizations.

o ph iy > "
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DNC has a list of WRs unique to its organization. DNC's WRs
are applied to its employees more strictly than are the WRs
in the other organizations in ONP.

Nuclear Power Operations uses the WBN Supervisory Handbook
for Foremen, which basically outlines a method of using
progressive discipline and gives examples of common offenses
and related forms of disciplinary action. The absence of the
handbook from DNC establishes a difference in WRs between DNC
employees and those employees in the other ONP organizations .

Members of the other organizations operating at WBN,
Engineering, Personnel, Medical, and Public Safety Services,
all indicated in interviews that they did not have published
WRs other than guidelines developed within their own
organizations.

A reading of the WRs and policies of the various
organizations reveal a number of basic differences in rules
that employees in different organizatzons must work under at
a common IVA facility.

Conclusion

This issue is faEtnnlly accurate and requires corrective
action.

Issue 70202 - Craft Held More Strictly to WRs Than Salary
Policy Employees

The concerns raising this issue suggest that Salary Policy
employees (usually managers) are not held as strictly to the
WRs as craft employees.

Discussion

Craft employees were the largest source of these concerns
which were directed at management and salary policy
employees. The crafts basically believed they were the only
employees really forced to follow WRs and policies. The
conduct guidelines were established in 1981 as a result of
earlier versions of this concern and were intended to provide
a closer comparison of WR penalties for Salary Policy and
Irades and Labor employees in DNC.

------
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4.1.3

Publicly reported incidents of disciplinary action towards
management were noticeably lighter than reported disciplinary
actions against nonmanagement. Interviews with craft
employees revealed their knowledge of incidents in which
managers of Salary Policy employees were found in possession
of alcohol, guilty of unauthorized removal of IVA property,
or caught climbing the security fence, but were afforded
lighter forms of disciplinary action than craft employees
were for the same violations.

Conclusion

The evidence indicates the issue is factually accurate and
jdentifies a problem requiring corrective action.

Issue 70203 -~ wg Enforcement is Inconsistent

The contention is that WRs are enforced inconsistently
between crafts, shifts, crews, and individuals.

Discussion

A high number of individual concerns expressed the belief
that management enforces the WRs differently between crafts
and between employees within the same unit or craft.

Both supervisory and nonsupervisory employees stated in
interviews that they believed some favoritism and selective
enforcement exist. There were no specific examples given of
this belief other than general observations.

Evidence presented through observations and interviews showed
that some managers were more authoritarian than others in
applying the WRs.

Some managers indicated that WRs should be enforced equally
while others believed a manager should show leniency to an
enployee with a good work record as opposed to one with a
history of poor performance.

Conclusion

The evidence indicates the issue is factually accurate and
identifies a problem requiring corrective action.
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"4.1.4

6.1‘5

Issue 70204 - Excessive Emphasis on WR Enforcement

The CIs contend that excessive emphasis was placed on strict
application of WRs.

Di_uu_ssi_on

Attachment C shows an analysis of disciplinary actions taken
in DNC from January 1984 through December 1985. During the
period beginning January 1985 through June 1985, the number
of disciplinary actions almost doubled, particularly in the
oral warning category. This is significant because many
concerns dealt with not being able to appeal oral warnings.

Interviews and observations conducted by the evaluator
revealed that many managers used an authoritarian style of
management that emphasized discipline to achieve results.

During the period when the concerns were submitted, no
significant program geared to recognizing good work
performance of Irades and Labor employees in DNC existed.

Conclusion

The evidence indicates the issue is factually accurate and
identifies a problem requiring corrective action.

Issue 70205 -~ Arbitrary and Inconsistent Discipline

The CIs contend that threats of arbitrary and inconsistent
discipline for WR violations adversely affected work
efficiency, safety, quality, and ‘morale.

Discussion

While the ‘criteria for judging this concern are somewhat

subjective in nature, the findings did show that the work
environment was perceived as undesirable by some workers,
which adversely affected the morale of those workers.

During the time of these concerns, the findings evidence
suggests that some managers were using an authoritarian style
of management.

There is no direct evidence to support the concern that
safety, quality, or work efficiency was adversely affected.
The WR for a violation of QA procedures in DNC provides for a
two-week suspension for the first:offense and discharge for a
second offense.
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4.1.6

The actions taken in DNC beginning in November 1985, with
changes in top management, indicated a belief that a new
style of management was needed.

The six-month period of June 1985 through December 1985,
showed only three cases of DNC employees reporting conditions
where hardware might not be in compliance with quality
requirements. The Employee Involvement Program (EIP) was
initiated in January 1986 to solicit employee input. It was
accompanied by assurances from the new construction
superintendent that no one would be penalized for
accidentally damaging QA rated hardware. Consequently, over
60 reports of possible damage were reported through the
Employee Involvement Program with several Nonconforming
Condition Reports (NCRs) written which initiated corrective
action for identified deficiencies.

Conclusion

The evidence indicates the issue is factually accurate in
regard to morale and identifies a problem requiring:
corrective action.

Issue 70206 - Arbitrary Disciplinry Action is Condoned '
The issue is based primarily on past disciplinary action that

was reversed on-appeal or through arbitration. The CIs

contend that managers take disciplinary action without
considering all the facts and should themselves be subject to
disciplinary action for their arbitrary decisions that are

found to be incorrect.

Digcussion

This perception- arose from past disciplinary actions taken by
management and later reversed through appeal mechanisms such
as MSPB or arbitration rulings. Normally, the employees were
aware of a person being "made whole," that is, brought back
to work and given retroactive backpay. They believed that if
the original decision to take the action was ruled incorrect,
then some action should be taken against the manager.

Findings showed that management actions are normally reviewed
on a case-by-cage basis by higher levels of management and
other IVA organizations, such as the 0ffice of the General
Counsel, the General Manager's Office, the Office of Employee
Relations, and, presently, the Inspector General's Office.
Any alleged incident of wrongdoing by a manager is reviewed,
but the review is not normally made general information to
employees.
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4.1.7

- wE mw

B
e

Actions heard before an arbitrator, MSPB, or EEOC have
normally been reviewed and agreed to be proper by TVA before
the action is taken. Most employees do not understand this
approval process because it has not been explained to them.

Interviews with employees also indicated the belief that when
they presented their case to management, no one considered or
really listened to what they had to say. Records kept during
the time these concerns were presented show that very few
actions were being resolved at the lower levels.

There were indications by several DNC managers in interviews
that no matter what the circumstances were, they could not
make exceptions to the WRs. They believed this necessary
because of requirements of MSPB and arbitrators that
discipline be consistent.

Findings indicated that in most instances, employees who
believed management failed to consider all the facts were
referring to oral warnings. A higher-than-usual number of
oral warnings were issued just prior to Quality Technology
Corporation (QIC) appearance at WBN. Employees found oral
warnings particularly frustrating because such warnings
cannot be appealed.

Conclusion
The issue was not verified as factual.

Issue 70207 - WRs Are Changed to Harass and Terminate
Employees

The concerns raising this issue reflect a perception that WRs
and policies are changed and misapplied by management to aid
in intimidating, harassing, or terminating employees.

Discussion

This concern seems to.reflect a perception by employees that
WRs are used only when management desires to harass or
terminate a particular employee.

There is no evidence that shows WRs being changed or adapted
to fit a particular situation. On the contrary, management

is reluctant to change any portion of a WR.

Conclusion

The issue was not verified as factual.
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4,1,8 Issue 70208 - Disciplinary Action Too Severe for WR Violation

The concerns in this issue expressed a belief that
disciplinary action for WR violations is often more severe
than warranted by the violation. Some CIs also argued that
oral warnings are unfair because they cannot be grieved.

Discussion

This evaluation found consistent evidence that much
management emphasis was placed upon the appropriateness of
penalty when managers enforced the WRs or policies. The
requirements of MSPB and arbitration placed management in a
position of carefully reviewing the degree of penalty when
taking disciplinary action.

The perception that oral warnings cannot be appealed was
traced to a basic disagreement in the use of oral warnings.
The employees believed that by the General Agreement, they
should be able to appeal any action they believed to be
unfair. The decision to utilize oral warnings .was made by
the Director of Labor Relations and resulted from discussions
and agreement with the Tennessee Valley Trades and Labor
Council (TVI&LC). As such, the oral warning would only serve

to document a first step in a disciplinary précess and would o
be grievable only after the second step or written warning

was issued.

Interviews with some of the outside utilities who used
unionized modification and maintenance employees revealed
that their first step was called an "Oral Reminder" rather
than an "Oral Warning." Employees of the outside utilities
could also appeal the oral reminder to their supervisor.

Conelusion
The issue was not verified as factual.

4,2 Content of Work Rules

4,2.1 1Issue 70209 - WRs Are Ineffective and Restrict Work
The contention in this issue is that some work policies need

to be reevaluated because they are ineffective, restrict
work, or are open to misuse.

0y o
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Discussion

Some policies have been ineffective because:the content was
-ambiguously worded causing them to be interpreted in two or

more conflicting ways. Some managers and employees did not
understand or had conflicting opinions on what some WRs were
intended to accomplish. The following rule was cited in
several concerns as being misunderstood:

Concealing defective work or violation of Quality
Assurance/Quality Control procedures (up to and including
discharge for obvious or willful violation). First
offense-2 weeks suspension; second offense-discharge.

This WR raised concern that an employee accidentally damaging
a8 piece of safety-related hardware might not report it in
fear of pending disciplinary action.

However, management has taken corrective action in regards to
this concern as stated in section 4.1.5 of this report.

Other issues addressed more directly some policy or
procedural requirements that appeared to hold up work or
create unnecessary work. Here are two examples drawn from
individual concerns. :

1. Public Safety Officers confiscate tools during toolbox.
searches, causing craft to spend time acquiring new tools.

2. Some inspection procedures delay the work unnecessarily.

Findings indicated a problem existed with some of the
mechanics of the inspection.process rather than its
written procedures.

In most cases these concerns indicated a failure to
communicate the reasons for the policies and procedures that
seemed unnecessarily restrictive, but which could in fact be
adjusted.

Misuse of a WR is a management problem and is addressed under
Section 4.1, "Application of Work Rules and Policies.”

Conclusion

This issue was verified as factual and requires corrective
action.
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4.2.2 TIssue 70210 - WRs Are Unclear and Ill-defined

The CIs contend that some WRs are subject to interpretation
and sometimes lead to unexplained disciplinary actions.

Discusgion

. This evaluation found most WRs clear and well defined when
used as guidelines for discipline. Therefore, allegations
that WRs were unclear or ill defined were not factually
accurate; however, evidence existed that some WRs and
policies were misunderstood by employees.

Interviews with the DNC employees indicated that for the most
part, they understood the rules but they believed some were
unnecessary. ' .
Conclusion

The issue was not verified as factual.

'S.0 COLLECTIVE SIGNIFICANCE

The large number of concerns in this subcategory (235) indicates that
problems with WRs caused significant employee irritation at WBN during
the period of the concerns (1985 through February 1986). When employees
from different IVA organizations work side-by-side for extended periods

of time as they did at WBN, inconsistent work rules are noticed and often

deeply resented, particularly if line supervisors cannot or do not
provide explanations for the inconsistencies. For instance, WRs and work
policies can slow down work. The reasons for such slow downs are not
always adequately explained, particularly to nearby workers who must work
on while fellow workers seem to be standing idle.

The fact that the great majority of the concerns (205 versus 30)
addressed the application of WRs, rather than their content, also points
to line supervisors rather than the rules themselves as the major source
of the employee irritation. Interviews with employees revealed that
supervisors often either ignored questions about WR application or
expressed irritation with the questioner. Either response added fuel to
employee resentment, thereby weakening the teamwork needed between
management and employees to accomplish the goals and objectives of TVA's
nuclear progranm.

L XN )
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6.0 CAUSE

6.1 Poor Coordination of WRs Between Organizations

Although Nuclear Operations personnel and DNC personnel in the same
" erafts often worked in the same areas, little was done to
{ standardize their WRs or work policies.

6.2 Inconsistent Application or Enforcement of WRs and Policies

At the time of these concerns, employees felt unsure when
disciplinary action of WRs would be enforced or by whom.

‘1 6.3 Ineffective Communication by Line Supervisors

. As the Collective Significance analysis pointed out, confusion over
1 WRs during the time period of these concerns often became resentment
because some supervisors could not or would not explain what seemed
to be unfair WR applications.

A. In all the organizations, efforts were made by higher levels of
management to ensure that disciplinary actions taken were proper
and consistent. However, these efforts examined only whether

disciplinary action was consistent for the violation or

offense. Upper management did not deal with the overall effect

of disciplinary actions or pursue whether more positive
resolutions to the problem were available to a manager.

B. Employee perceptions that management would not listen was so
strong that many employees believed that their side of a case
would not be heard until their appeal was off the site. While
there were sufficient appeal processes available to employees,
there are indications that at the time of the concerns, few

® ‘ grievances were resolved at the lower levels of supervision.

Thus, poor listening skills on the part of some managers fed

distrust on the part of employees, causing the problem to grow

worse with each repetition of this circle. -

s C. The severity of the penalties for WR violations was sometimes

caused by managers' fear of appearing inconsistent or of

practicing favoritism. This was unfortunate since the WRs
potentially allowed each manager to adjust the penalty to suit
the circumstances of the case.

(
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- D. The findings showed that WRs and policies can 'slow down work.

) The reasons for such WRs have not always been adequately
explained to employees. An example would be an inspection
procedure that may seem to slow down work to an employee, but is
essential for ensuring a safely built nuclear plant.

E. A lack of good communications between employees and management

resulted in the meaning and intent of the WRs not being
understood.

7.0 CORRECTIVE ACTION

7.1 Previously Initiated Corrective Actions

During the time that these concerns were expressed, management and
employees were not communicating effectively. Inadequate
understanding of WRs was a part of this communication problem.

A. The Nuclear Performance Plan (revised July 18, 1986) calls for
‘the development and implementation of a Nuclear Procedures
System-which is intended to centralize and standardize ONP
procedures and hence ONP performance. Interface procedures
(called Standards when they apply to all ONP sites and called ‘
Procedures when they affect only one site) will help to
eliminate inconsistencies in WRs. Other components of the
Nuclear Procedures System--Organization Charters, Job
Descriptions, and Responsibility and Authority Profiles will
hold line managers responsible for consistent interpretation of
the standardized WRs.

B. DNC is presently completing supervision training, which all
personnel in supervisory and substitute supervisory positions
are required to attend.

C. The establishment of an Employee Involvement Program (EIP) in
the DNC is intended to encourage better communication between
- line managers and employees. The exchange of information
between managers and employees in weekly EIP meetings has helped
improve understanding of the WRs and allow feedback to employees
on their questions.

D. The establishment of an Employee Concerns Program offers an
additional outlet for employee feedback that can not be
expressed through normal channels.

.
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| Corrective actions for subcategory Report 7-08, "Morale," has

| -~ called for the continuation of Employee Attitude Surveys on a

| { -regular basis.* The problems revealed by the evaluation in this
i subcategory also require continued, reliable measures of

employee attitudes. In the present case, a perception of

[ lingering management-employee communication problems over WRs is
i‘ itself a problem that must be dealt with. It is more likely to
" be dealt with effectively if employee perceptions are measured

by frequent, statistically reliable, surveys.

F. As noted in sections 4.1.5E and 4.2.1A of this report,
management took some immediate steps to clarify the intent and
application of some WRs. This increased effort at communication
resulted in a corresponding increase in employee involvement.

7.2 Corrective Action As a Result of This Evaluation

To develop standardized WRs, ONP will convene a task force to review
thd TUTT FTEHES ST WRE I BITECLT TNE TAJK 'T6PLe " Wil] consist of

thﬁeﬁ”h{éﬁ”&e?blﬁﬁén@geia5%§¢é$ftbd?ﬁ1§ht“bperations{ one from plant
maintenance, And!qneifromidonstruction/modificationsd-and three site

wodking-leﬁg} employees, ope each m pla rations, plant
. maintenance,:and constru nfmoqi atio QEE?D 702-NPS-01).

The' resulting recdmtendations~from-this-t ce will be evaluated
. for et T upp I LECTo I Tor~a TTORP~organtzations T~ .
l 8.0 'ATTACHMENTS
8.1 Attachment A, Subcategory Summary Table
8.2 Attachment B, Concerns Listed by Issue

8.3 Attachment C, Past Disciplinary Records, Div. of NU CON
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702

"HISTORICAL
REPORT

CONCERN
ORIGIN

ARBITRARY DISCIPLINARY ACTION IS CONDONED

’

CONCERN DESCRIPTION

EX-85-001-002

QTC

QIC

QicC

QrC

QTC

- YOMNE.

THE CI HAD AN ACCIDENT IN SEPT. 84 W
HILE LOADING IN HWATTS BAR HAREHOUSE
DUE TO A FAULTY HYDRAULIC LIFT ON TH
E VEHICLE. ORAL WARNINGS WERE GIVEN
BY IMMEDIATE SUPERVISOR INDICATING
THE EMPLOYEE-HAS A SAFETY RISK IN AD
DITION TO BEING NEGLIGENT. THE CI C
ONSIDERED HIMSELF AS BEING SET UP FO
R DISCIPLINARY ACTION AND RECEIVED W
RITTEN HARNING FOR UNAPPROVED ABSENC
E IN OCT. 84. CI HAS NO FURTHER INF
ORMATION.. HO FOLLOW UP REQUIRED.

EMPLOYEE WAS DISCIPLINED FOR VIOLATI
NG AN INSTRUCTION WHICH COULD NOT BE
LOCATED OR HAD EVER BEEN SEEN BY AN
DETAILS KNOWN TO ERT, WITHELD
DUE TO CONFIDENTIALITY. CI HAS HO
sﬁgé;ﬁONAl INFORMATION. NUC POWER C

LETTERS OF REPRIMAND ARE LIKE SCOLDI
HG SCHOOL CHILDREN, WHEN YOU HAVE A

PROBLEM WITH A MAN, TREAT HIM AS SuC
H. CONSTRUCTION COMCERN. CI HAS HO
ADDITIONAL INFORMATION. HO FOLLOWU
P REQUIRED.

CI RECEIVED A LETTER FOR "UNSATISFAC
TORY PERFORMANCE™ EVEN THOUGH CI HWAS
NOT INVOLVED IN THE HORK. DETAILS
KNOWH TO QTC, WITHHELD DUE TO CONHFID
ENTIALITY. COHSTRUCTION DEPT CONCER
N. CI HAS NO ADDITIONAL INFORMATION

TVA RULES ARE INCONSISTENT.
ARE NOT BY SET RULES.
DEPT. COHCERN.

L INFORMATION.

LAYOFFS
CONSTRUCTION
CI HAS HO ADDITIOHA

RUN DATE -~ 03/10/87

REF. SECTIOHN
CAT - WP
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TENNESSEE VALLEY AUTHORITY
OFFICE OF NUCLEAR POHER
EMPLOYEE CONCERN PROGRAM SYSTEM (ECPS)
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HRS CHAHNGED TO HARASS AND TERMINATE EMPLOYEES
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HISTORICAL ~

REPORT

CONCERN
ORIGIN

CONCERN DESCRIPTION

EX-35-078~001

CONCERNS ARE GROUPED BY FIRST 3 DIGITS OF SUBCATEGORY NUMBER.

e

QTC

QTC

QTC

QTC

QTC

QTC

ORAL WARNINGS ARE MISUSED AT HWATTS B
AR. CRAFT (KNOWN) CANNOT APPEAL ORA
L HARNINGS. CONSTRUCTION DEPT. CONC
ERN. CI HAS NO ADDITIONAL INFORMATI

FOREMAN DISCRIMINATES AGAINST THE CI
. FOREMAN SPENDS A GREAT DEAL OF TI
ME LOOKING OVER THE CI'S SHOULDER.
DETAILS KNOWN TO QTC AND WITHHELD TO
MAINTAIN CONFIDENTIALITY.
TION DEPARTMENT CONCERN. HNO FURTHER
INFORMATION MAY BE RELEASED. NO FO
LLOW-UP REQUIRED.

MANAGEMENT PLACES TOO MUCH EMPHASIS

OH EMPLOYEE JOB RULES REGARDING BREA
KS, LUNCHES, ETC, ESPECIALLY IN CERT
AIN CRAFTS (KHOWN) CONST. DEPT. CONC
ERN. CrsI HAS HO FURTHER INFORMATION

SUPERVISION SPENDS MORE TIME HATCHIN
G THEIR MEN THAN THEY DO GETTING THE
IR WORK DONE.. CONSTRUCTION DEPT. CO
HCERN. CI HAS NO ADDITIOHAL INFORMA
TION - GENERIC CONCERN.

C/I FEELS THAT C/I WAS UNJUSTLY THRE
ATENED HITH A DISCIPLINARY LETTER.

DETAILS KHOHN TO QTC, WITHHELD DUE T
0 CONFIDENTIALITY. CONST. DEPT. CON
gERH. C/I HAS NO _FURTHER INFORMATIO

TVA MANAGEMENT DISPLAYS A DOUBLE STA
HDARD WHEN APPLYING RULES AND DISCIP
LINE. CONSTRUCTION DEPT. COHCERH.
CI HAS HO ADDITIONAL INFORMATIOH - G
ENERIC CONCERN.

CONSTRUC ~

RUN DATE - 03710/87

REF. SECTION
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SUBCATEGORY: 702 EXCESSIVE EMPHASIS ON WR ENFORCEMENT

REPORT APPL

1
2 SAF RELATED HISTORICAL  CONCERN
BF BL SQ WB REPORT ORIGIN

REF. SECTION
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CONCERN DESCRIPTION SUBCAT - 702
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!é‘ CONCERNS ARE GROUPED BY FIRST 3 DIGITS OF SUBCATEGORY NUMBER.

N N  EX-85-135-001 QTC

T00 MANY DISCIPLINARY LETTERS ARE IS
SUED TO CRAFT EMPLOYEES, WITHOUT SUF
FICIENT INVESTIGATION TO DETERMINE N
HETHER A LETTER IS ACTUALLY HARRANTE
D. THIS CONDITION CAUSES LOW MORALE
AMONG THE EMPLOYEES. CONSTRUCTION
DEPT. CONCERN. CI HAS NO FURTHER IN
FORMATION.

CI STATED THAT CI RECEIVED A DISCIPL
INARY LETTER HHICH WAS NOT WARRANTED
. _DETAILS KHOHN TO QTC, WITHHELD DU
E TO CONFIDENTIALITY. CONSTRUCTION

DEPT. CONCERN. CI HAS NO FURTHER I