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SUMMARY

PURPOSE AND SCOPE

An Institute of Nuclear Power Operations (INPO) evaluation team visited
Commonwealth Edison Company's (C.E. Co.) Drasden Nuclear Power
Station at Morris, lllinois, during the weeks of May 5 and 12, 1980. Its
purpose was to conduct an overall evaluation of site activities. To make
this determination selected station activities were examined in light of
preliminary INPO evaluation criteria. Discussions, interviews, observa-
tiuns, and reviews of policies and instructions were carried out by INFO in
the course of this evaluation. Corporate activities were not included in
the scope of this evaluation.

Areas examined included station organization and administration, training
and qualification, operations, maintenance, and on-site technical support.
Evaluation of performance in these areas was directed toward objectives
of overall excellence rather than.at minimum acceptable standards,
Therefore, recommendations made in this report are based upon evalua-
tion of performance excellence within the scope of the areas covered by
the evaluation and are not necessarily limited to safety concerns.

INPO <l .;.:H S aal ais
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DETERMINA TION

Much of this report will deal with identified areas of concern. However,

to present a balance of perspective, the following positive aspects are
noted.

Within the scope of this evaluation, the team determined that the plant is
being safely operated by an experienced, capable, and dedicated staff.
During the visit, evzluations were performed in twenty-six individual
areas as listed in the Administrative Appendix of this report. The team
concluded that the Dresden Station met a vast majority of INPO's prelimi-

nary criteria of performance excellence. In fact, others will learn from
your excellent practices in areas such as:

* Total Job Management Program which improves the control and
efficiency of maintenance activities,

* Walk-through of procedure changes prior to implementation.

* Evidence of a program of management by objectives for achieving
operating goals.

However, opportunities for improvement were noted regarding:

h Management practices involving clearly defined individual re-
sponsibilities and authorities,

2. Management practices involving adherence to administrative
type procedures and industrial safety policies.

3. Effectiveness of training activities,

4. Effectiveness of administrative controls on instrument setpoints,

5. .Effectiveness of maintenance, surveillance, and records pro-
grams.

While specifics of these areas are discussed ir accompanying Details, an
overall review by the evaluation team has identified two basic concerns:

|NPO INET T CE € a0 AR PRALE “EiRsT On
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® The first is that many of the findings show a need for
strengthened management control systems through adequate and
clearly written definitions of lines of authority and responsibili-
ties, and through additional written policies and procedures,

* The second concern is that a number of {indings indicate the need
for more management attention and vigor in insuring adherance to
existing administrative policies and procedures,

In reviewing the findings and recommendations presented, consideration
should be given to possible generic significance. Corrective measures
should be developed as appropriate to provide broad rather than narrow
specific example correction. Recommendations are intended to assist

C.E. Co. management in attaining the highest standards in its nuclear
operations,

Specifics of evaluations are in the accompanying DETAILS, and informa-
tion of an administrative nature is in the ADMINISTRATIVE APPENDIX.

Initial findings were reported to C. E. Co. personnel during the evaluation
process, and in summary form at an exit meeting at the Dresden Station
on May 16, 1980. Further discussion of findings, recommendations, and
C. E. Co. responses was conducted in a meeting at the Dresden Station on .
July 8, 1980. The responses of C. E. Co. to the INPO recommendations
have been reviewed and are considered appropriate to effect the desired
changes. As a means of following the timely completion of C. E. Co.
response actions, INPO requests a letter from the C.E. Co. Corporate

office at frequencies appropriaie to the key target dates C, E. Co, has
established.

The evaluation staff appreciates the excellent cooperation received from
all levels of the Commonwealth Edison Company.

’

E. P. WILKINSON
President

'NPO NET T TE O NUTLTAR PIwER TRLC
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Commonwealth Edison Company

Response Summary

"The following is in response to the recommendations and comments
expressed in the Determination section of the INPO report on the
management evaluation of Dresden Station,

We believe that the recommendations offered in the management evalua-
tion report will significantly improve the management and operation of
Dresden Station; therefore, we are committed to their timely implemen-
tation. Additionally, many of the recommendations apply to our other
operating stations and stations under construction and we can assure you
that they will be implemented.

We would like to address the two basic overall concerns expressed in the
Determination section. The first concern relates to the assertion that
many findings show the need for strengthened management control
systems through adequate and clearly written definitions of lines of
authority and responsibilities and through additional written policies and
procedures. As we stated in our response to the findings, it had been our
past policy not to use position descriptions because it was felt they could
act to hamper personnel capabilities and narrow a person's scope of
activities, However, we have committed to the implementation of all
recommendations because they will improve our management control
systems,

The second concern was that a2 number of findings indicate the need for
more management attention and vigor in insuring adherence to existing
administrative policies and procedures, Here again, we agree with the
recommendations in this area and will review our present administrative
policies and procedures' and make necessary corrections. We will then
adopt controls to vigorously enforce all administrative policies and
procedures.

|Npo ST " TE D0, S EaRBNwE WIBLS -,
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We have set specific #=tes for the implementation of the recommenda-
tions found in your management evaluation. We will report our progress
10 you on October 15 and December 15, 1980, and then quarterly until ail
recommendations are tul.ly implemented."

lNPO i O NS ‘n-*;.'sn i L
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DETAILS

Category I items relate to criteria in INPO evaluation procedures.
Category II items, which are included in a few specific cases, relzte to
criteria that have not yet been included in INPO procsdures but which are
generally recognized as desirable and accepted techniques of industry and ~
management. All findings fisted are category I, except fincings "K" and
"R" which are category II,

ORGANIZATION AND ADMINISTRA TION

A. Organization Structure

Criterion A of INPO procedure OA-102 Rev | states that clear
lines of responsibility and authority should be defined in
writing for all levels of plant management.

Finding

Lines of responsibility for each level of plant management
were not clear and specific. This appears to be the result of
company policy aimed at maximizing organizational flexi-
bility; however, this policy is not advantageous in such a
complex, highly technical, and demanding work environment. o,
Recommendation

Clear lines of responsibility and authority, consistent with
facility organizational structure, should be written, Position
descriptions should be developed and should be used as the
basis from which more complete descriptions of responsibility
and authority would be provided in administrative procedures.

C.E. Co. Re.gg nse

"We concur with your recommendation,

We had previously believed that position descrip-
tions tended to hamper personne! capabilities and

SER etELY 7
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narrow a person's scope of activities., However,
some specific manag:ment responsibilities are set
forth in the Quality Assurance Manual and Total
Job Management (TJ W) Manual for those managers
responsible for implementation of the Quality
Assurance and TIM Programs. Also, certain mana-
gers' responsibilities and authorities are set forth
in the Company's General Procedures, Vice-Presi-
dential Orders, and Division Managers' Directives.,
This information, along with the Company's key
objectives, will be used as the basis to develop
position description documenss. This task is sched-
uled for completion by October 1, 1980.

These documents will be actively used in the
management and administration of the station. All
affected personnel will be familiarized with their
respective position descriptions by December |,
1980."
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Organization Structure
Criterion B of INPO procedure OA-102 Rev | states that the

span of control for plant management positions should not be
excessive,

Finding _

The current ;Sr'ganization chart shows 16 foremen and &
planners reporting to the Master Mechanic. It is considered
difficult for one individual to provide optimum supervision and
technical guidance to this number of people in such a complex
operation. !

Recommendation

It is recommended that the existing span of control for the
Master Mechanic be reduced.

C. E. Co. Response

"We concur with your recommendation. We will
develop an organizational structure that will re--
duce the span of control of the Master Mechanic.,
This structure will be applied to all of our nuclear
stations. The revised organizational structure will
be developed by October 1, 1980, and implemented
with required personnel changes by January 1,
1981."

PR (ORI
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C. Administrative Controls
Criterion E of INPO procedure OA-103 Rev | states that
administrative controls should be disseminated to appropriate
- personnel and adherence should be required.

Finding

Compliance with Dresden Administrative Procedures (DAP)
was incomplete in the areas of plant cleanliness, orderly
mcintenance of work areas, and wearing of hard hats, DAP
7-12 housekeeping requirements are not always complied with.
DAP 1-5, prescribing wearing of hard hats, is not always
complied with. DAP 1-5, regarding daily cleaning of work
areas, is not always complied with. These activities are
stipulated in procedures disseminated to appropriate person-
nel, however, full adherence is not apparent.

Recommendation

C. E. Co. should conduct a review or audit to determine al
areas where policy and procedure adherence is not being
achieved. Where weaknesses are discovered, management
action should be initia ted to correct.

C. E. Co. Response

"Dresden will conduct a review of these Adminis-
trative Procedures-and revise DAP 7-12, 1-5, and
other associated Administrative Procedures to ap-
propriately address the adherence to procedures.
These revisions will include statements of account-
ability and requirements for periodic surveillances
to identify areas where procedures are not being
adhered to. Where weaknesses are discovered,
managé}nent actior will be initiated to correct
those weaknesses,

Revisions to the Administrative Procedures will be
completed by October 1, 1980, and the initial

INPO WS‘*.'.: g ee nie e
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training of personnel named to be accountable in
these Administrative Procedures will be completed
by December 1, 1980. Annual retraining regarding
the Admiristrative Procedures will be reinforced.”

¢

leO NETTLCE OF NUCIFAR PR ER NE L

.



REPORT NO. EA 80-01
. Page 11 of 36

Industrial Personnel Safety
Criterion B of INPO procedure OA-106 Rev | states that the

attitude of supervision toward safety should be that safety is
of utmost importance and is supportive of the total safety
program.

Finding -

Management support regarding emphasis and enforcement of
industrial safety rules is inadequate. This is evidenced by
inconsistent adherence to rules regarding the wearing of hard
hats, and work area cleanliness.

Recommendation

There should be increased management support of and atten-

tion to enforcement of industrial personnel safety rules and
practices,

C. E. Co. Response

"The current Company safety manual is ambiguous

regarding the wearing of hard hats in nuclear
plants. This policy will be clarified and issued by
October 1, 1980. Station documents, such as the
Administrative Procedures, New Employee Hand-
book, and policy statements will be revised by
January 1, 1981, 1o reflect the clarified policy.

Station management, in cooperation with Industrial
Relations, will make every effort to back up de-
partment supervision on enforcement matters."

INP" MU SR AT Te POMED DBFRLY -
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TRAINING AND QUALIFICA TION

Personnel Qualification

Criterion A of INPO piocedure TQ-201 Rev | states that
utility management should formulate position descriptions
based on job analyses for each position on the plant staff and
selected corporate staff positions.

Finding

Most management and supervisory positions do not have posi-
tion descriptions. Where position description elements do
exist they are limited in description of job functions, responsi-
bilities, authorities, accountabilities, and qualification re-
Quirements. As such their effectiveness for hiring, training,

personnel evaluation, and premotion considerations is ques-
tionable,

Recommendation

Position descriptions should be developed based upon a ‘job
analysis for each position in the plant. Policies and practices
should be implemented which utilize position descriptions as a
management tool to hir:, train, evaluate performance of, and
promote individuals in ea.n position,

C. E. Co. Response

"We concur with your recommendation. As stated in
the response to Finding A, position descriptions
will be developed by October 1, 1980 based on
information currently set forth in the Company's
General Procedures and the Company's key objec-
tives, -Task analyses are currently being performed
for the plant operating positions so that training
programs can be reviewed and improved. Task
analyses will be performed for management po-
sitions as necessary and for other station positions

lNPO INETINTE TP A L PAR BNeER Nerast -
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after the plant operating positions have been com-
pleted. We will review our position descriptions
against the task analyses and will make any neces-
sary changes to our position descriptions by Janu-
ary, 1982."

'NPO NET TSP T zeli coin teeat
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Training Organization and Management

Criterion B of INPO procedure TQ-211 Rev | states that an
adequate number of qualified personne! should be available to
conduct the required training activities.

Finding

Adequate resources are not available to conduct training for
the maintenance, radiochemistry, and technical staff depart-
ments.  Administrative procedures assign the conduct of
department job specific site training to each department head.
The existing organization structure provides limited resources
for this task, Training in these areas suffers a loss of priority
to more immediate departmental needs which are necessary to
Support unit operations.

Recommendation

The Training Department and/or associated departments
should reassign their training responsibilities to establish an
adequate number of qualified personnel to conduct training in

the maintenance, radiochemistry, and technical staff depart-
ments,

C. E. Co. Response

"The solution to this problem requires both short and
long term actions.

In the short term, the Company will establish
formal responsibilities within station departments
to meet training needs, A plan for accomplishing
this including the identification of adequate num-
bers of qualified personnel to conduct training in
Maintenance, Radiological Control/Chemistry, and
Technical Statf areas will be developed by October .
1, 1920. Staffing in accordance with this plan will
begin by January |1, 198].

| AR DT AER Wt
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In the long term, our reorganized Production Train-
ing Department staff at our new Produciic) Train-
ing Center (scheduled for operation in late 1982)
will have responsibility for the review and develop-
ment of all training programs. Standardized train-
ing programs, including those for Radiclogical Con-
trol/Chemistry Technicians and Technical Staff
personnel, will be deveioped over a two-year period
commencing in January, 1981. The standardized
programs to be developed will include the generic
programs to be taught at the Production Training

Center and the site specific programs for the
stations.

During this two-year period, we will also review g
and make necessary improvements to our standard

maintenance programs currently taught at our

Shorewood Maintenance Training Center, ‘which

will also be incorporated into the Production Train-

ing Center. Requirements for site specific mainte-

nance training will also be developed."

INPO NET Y U1 SF 8 T EAE POAEE SeERst o
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Training Organization & Management
Criterion A of INPO Procedure TQ-21] Rev | statc. that
responsibility and authority for the various functions involved

in providihg nuclear power plant training should be clearly
described and should be assigned to appropriate individuals in
writing.

Criterion D of INPO Procedure TQ-21] Rev | states that a
writter. training plan and the associated procedures should
describe in sufficient detail the various types of training and
the training programs which are conducted for plant personnel.

Finding

The cognizant supervisor for writing and revising Dresden
Personnel Procedures (DPP's) pertaining to training is the
Training Supervisor, who has limited respensibility and no
authority for the implementation of the training in these
procedures,

Certain DPP's are written in a manner that does not closely
prescribe which groups receive which specific segments of
training at what point in their job progression. This is
particularly evident in DPP's associated with the radiochemis-
try, maintenance, and technical staff cepartments,

Recommendation

The responsibility for developing these training DPP's should
be with the department head who has the authority to imple-
ment them,

DPP's on training should be rewritten so that they clearly
establish spéciﬁc training requirements. In conjunction with
recommendation F, these DPP's should provide more specific
management policy and requirements. The most immediate
need for this improvement appears to be in the maintenance,
radiochemistry, and technical staff departments.

lN' O AT CE DE NP EAR Bm g8 Serz.
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. B Co. Response

"We cr-zur that authority consistent with the re-
sponsibility to implement programs should be clari-
fied. This will be accomplished with the imple-
mentation of our response to items A, E, and F.

Those Dresden Personnel Procedures (DPP's) con-
cerned with the maintenance, radiochemistry and
technical staif departments will be reviewed to
clearly establish specific training requirements,
This will be completed by October I, 1980. A
review of the other department DPP's will follow

the same criteria and will be completed by January
1, 1981."

BP0 30
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Training Effectiveness
Criterion A of INPO procedure TQ-231 Rev | states that the

effectiveness of all training programs should be evaluated
regularly by plant management and these evaluations should be
conducted in accordance with written procedures.

Finding

Station procedures do not adequately address management's
evaluation of the effectiveness of training programs. The
supervisors responsible for such evaluations do not havc a

definitive evaluation plan, nor are there written procedures
for this,

Recommendation
Plant management should cevelop and implement written

procedures for timely and pertinent evaluation of training
program effectiveness,

C. E. Co. Response

"Presently, training programs and needs are evalu-
ated continuously through informal discussions with
Station Department Heads and the Station Superin-
tendent; evaluations are performed by the follow-
ing: internal and external audits; students' evalua-
tions of programs; supervisors' evaluations of stu-
dents' performance; and written, oral and perfor-
mance examinations administered by the station,
vendors, and the NRC.

The responsibilities of one of the departments of
the new Production Training Center organization
will include the evaluation of training programs
and training program instructions. Commencing
early in 1981, this group will develop and the
Company will implement by the end of 1981 formal
procedures requiriqg'periodic evaluation of the

leO WNETITLTE OF NuUCLEAR PamEs e
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effectiveness of training programs and training
program instructions by station, company manage-
ment and training organization personnel. Such
procedures will include the use of specific plans for
objectively evaluating and measuring various
facets of the training program and indoctrination - A A
in the use of these plans for all personnel conduct-
ing such evaluations, Existing station procedures
concerning evaluations of training program effec-
tiveness will be revised to reflect the new proce-
dures when developed."

leo INSTITUTE OF wuC €88 POWER DPERL " -
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Licensed Operator Regualification Program

Criterion H cf INPO procedure TQ-244 Rev | states that
personnel without recent operational experience should be
evaluated and retrained as necessary prior to performing
licensed duties,

Finding
"A" operators without recent licensed operational experience

are not evaluated and retrained as necessary prior to perform-
ing licensed duties.

Recommendation
Formal methods should be developed and implemented to

evaluate licensed "A" operators and retrain if necessary prior
to assuming licensed duties.

C. E. Co. Response

"Licensed operators not normally assigned to license
duties (i.e. licensed Equipment Operators) are
addressed in the NRC “ pproved Licensed Operator
Requalification Program: .

"The licensee shall maintain license eligibility
by participation in and satisfactory comple-
tion of the requalification program.”

(Page 7, section VI)

Before these operators are reassigned sole responsibility
for the control panels, it has been the station's policy
that each would have at least a two week refresher
period on the panels with another regularly assigned
operator, :

The station recognizes this unique concern however, and
will add to this program a documented oral examination

B b
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administered by either the Training Department or the
Operating Department.

In addition, the program will be formalized by develop-'
ment of 2 Dresden Personnel Procedure listing the above
sequence as a requirement by October [, 1980."

'NPO INSTITUTE O NUTLEAR BOWER OBCRLT ©-
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OFERATIONS

Conduct of Shift Operations
Criterion B of INPO procedure OP-301 Rev | states that
cleanliness and order should prevail.

Findin

The general level of plant cleanliness and order, along with
specific problems in the radwaste control area, indicate insuf-
ficient management attention to these areas of plant oper-
ations. Employees do not appear to recognize their responsi-
bilities for cleaning their work areas. Operator discipline is

less than desirable in the radwaste control area. (See also
Finding C)

Recommendation

Management shouid review existing procedures for adequacy in
this regard, making pertinent changes where heeded, and
should implement effective management and supervisory ef-
fort to provide clean and orderly working conditions. Respon-
sibility and authority for enforcement of requirements should
be assigned. A specific review of operator discipline in the
radwaste control area should be conducted, and improvements
implemented.

C. E. Co, Response

"The management systems have been reviewed and
as mentioned in the answer to finding C, specific
Administrative Procedures will be revised as of
October 1, 1980, with accountability statements to
provide authority for enforcement,

Operator discipline in the Radwaste Control Area
has been addressed by providing operating person-
nel a "rest” area near the control room."

'h"’o NTTALTE M a T faB ST a3 NBESLe
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Plant Status Controls

INPO procecure OP-305 Rev 1, a general criterion, requires an
adequate depth of review of instrument setpoint changes.

Finding

Dresden Administrative Procedure (DAP) 11-11, concerning all
instrument setpoint changes involving a trip, permissive, or
alarm function, does not require a depth of technical review
for these changes equivalent to that given to design modifica-
tions. Review is conducted by the Operations Department
without requiring involvement of the Technical Department.

This concern relates to balance of plant and not nuclear safety
instruments,

Setpoints for nuclear safety instruments have received a
technical re view by an existing design change process.

Recommendation
Plant management should review procedure DAP 11-11 and

incorporate engineering review for setpoint changes similar to
that provided for design changes.

C. E. Co. Response

"Safety-related instrument setpoint changes have
always received a technical review of adequate
depth when the Dresden Instrument Surveiliance
Procedures were changed to incorporate the re-
vised setpoint. Non-safety related changes nave
always received a technical review by an Operating
Engineer,

To enhance o.  tpoint change review and to
make the review more tim’ /7y DAP 11-11 has been
changed so that instrument setpoint changes re-
ceive a2 technical review similar to that provided
for design changes. Corporate office engineering

department assistance is obtained when JNREDyrsinwtornoc.re sone ooree
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After a safety evaluation is completed, the set-
point change must be approved by the Technical
Staff Supervisor, Operating Engineer, and the Sta-
tion Superintendent. Upon completion of the new
setpoint change by the Master Instrument
Mechanic, the new setpoint is documented in the
Instrument Maintenance card file.

This procedure revision results in at Jeast two
technical reviews by three persons each for safetry-
related instrument setpoint changes, and at Jeast
one technical review by three people, instead of
one person for ron-safety related instruments."
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MAINTENANCE

Maintenance Organization and Administration

Criterion A of INPO procedure MA-40]1 Rev | states that
management should clearly define and structure a mainte-
nance organization and provide adequate and qualified resour-
ces to perform the maintenance function.

Finding

The routine conduct of the maintenance organization does not
follow the defined structure. Job assignments flow from the
Master Mechanic t» planners, aﬁd then to foremen. Planners
are functioning as lead foremen.

Recommendation

Plant management should review organizational structures and
make them consistent with supervision and work flow,

C. E. Co. Response
"See answer to Finding B."

INPO it o sue.sam puse weeee: .
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Maintenance Organization and Administration

Criterion C of INPO procedure MA-40] Rey | states that
qualification standards should be developed that define the
Qualifications for filling all maintenance department positions.

Finding
Qualifications have not been established for positions within
the Maintenance Department,

Recommendation

Qualification procedures should be dev cloped to permit specif-
ic training to be identified for those personnel who do not
presently meet the required qualifications, and to ensure that
qualifications of maintenance personnel are maintained on a
continuing basis,

C. E. Co. Response

"Although Edison Procedures are not available, we
have relied upon the guidance of ANSI N18.1 (1971)
for all of our position placements. However,
qualification raqurement documents will be devel-
oped by Occher 1, 1980, for the Maintenance
Department,”

INPO 2 o wsutaeeues ereee -
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Maintenance Organization and Administration

Criterion D of INPO procedure MA-40] Rev | states that a
formal management training program should be provided for
supervisory as well as management personnel in the mainte-
nance organization.

Fincing

Training was iquad inadequate in areas of job specific super-
visory training, ALARA concepts, recognition of aberrant
behavior, and training for foremen regarding work techniques
currently being taught their craf people.

Recommendation

Formal training programs in these areas should be developed
and implemented to ensure optimum effectiveness of foremen
and supervisors,

C. k. Co. Response

"The need for improved supervisory training was
recognized several sears ago and has been ad-
dressed by corporate Production Training through
the development of a series of four management
training programs. The first program in this series,
the Supervisory Training Program, will be reviewed
and revised as required by October 1, 1980 to
include appropriate emphasis on the ALARA con-
cept. In addition, by October 1, 1980, we will
identify the materials available in industry dealing
with the recognition of aberrant behavior and will
revise our Supervisory Training Program to include
training in these skills,

Currently, many of our supervisory personnel re-
ceive technical training through maintenance pro~
grams cffered at Shorewood Maintenance Training

'NPO INSTITUTE O WUCLEAR BOWER DPERLT.
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Center; through attendance a2t vendor operations/
maintenance seminars, programs, and workshops;
and special simulator courses at the General
Electric and Westinghouse Training Centers,
Improved standard technical programs for supervi-
sory personnel will be developed commencing in . R
early 1981 as part of our training program review
and prograr'h development efforts in preparation
for shifting to our new Production Training Center
in late 1982. These programs will include appro-
priate emphasis on the ALARA concept consistent
with our response concerning the finding related to-
our current ALARA program.”

'NPO WETTLTE OF WuCLEAR POWER DBER: T -
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O. Preventive Maintenance
Criteria A, B, C, D, E, and G of INPO procedure MA-402 Rev
| state criteria for management and administration of preven-
tive maintenance programs,

Finding ' RS
Although certain preventive maintenance is accomplished,

there is not a formal integrated program to provide maximum
benefits and the most effective coordination of resources in
this area.

Recommendation

A formal, comprehensive preventive maintenance program
should he developed and implemented., Special consideration
should be directed at eefinition of responsibilities, basic
servicing, inspection, calibration, testing, and specialized
equipment requirements,

C. E. Co. Response

"Although we believe we have an active, effective
preventive maintenance program in place at
Oresden, we agree that we do not have a formal
set of procedures that describes our program. Pro-
cedures will be written by October 1, 1980 and will
include safety-related and key secondary plant
equipment as required, and a method of revising
the program based on the results.”

INPQ mmrormcone geosers,
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Work Control Systems
Criterion A of INPO procedure MA-404 Rev | states that an

approved procedure shou'd exist which establishes administra-
tive controls for identifying, controlling, and documenting
mantenance and maintenance related activities.

Finding

Both the Total Job Management (TJM) program and the
Quality Assurance (QA) manual appear to implement the work
request system. The content of defined responsibilities, the
work request review path, and job titles vary within these two
documents. This has generated some user confusion regarding
which document is controlling.

Recommendation

Review the content of TIM and QA manuals and establish a
Cicarly defined work request process.

C. E. Co. Response

"The QA Manual is the singie controlling procedure
for our work control system. The Tctal Job
Management (TIM) that was introduced at Dresden
approximately a year ago does not conflict with or
alter the work request system described in the QA
Manual, but rather serves as an implementing doc-
ument in the Maintenance Department. The TIM
program is intended to increase the efficiency of
the maintenance force through preslanning and
coordination of activities and also .. bring ac-
countability and awareness of how we spend our
maintenance dollar. Essentially, it is a volume
written to define implementation of the Master
Mechanic's responsibility in the QA Manual to
"Assign the Work." j
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