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I
EXECUTIVE SUMMARY

B

The purpose of this Integrated Enhancement Program is to provide

Senior Management focus on the issues that are important to
,

improving the overall performance of the Nuclear Power GroupI (NPG) in the near term. For the long term, elements of this

program, together with other management improvement initiatives,

are being incorporated into the NPG Business Plan.

Embodied within this Program are several inputs from sources such

.

as the Strategic Plan for Performance Improvement, Senior

Management identified items, the FPI Common Cause Analysis and

the NRC Operational Safety Team Inspection. Individually taken,

the items may not indicate a programmatic or organizational

weakness; but as a whole there are strong indications that Senior

Management has not been effective in directing the operations of

Cooper Nuclear Station.

Accordingly, through the successful and timely completion of the

program enhancements described within this manual, a marked

improvement in the safe operation of Cooper Nuclear Station willI be realized.

I
I
I
I
I

i

I
| -
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INTRODUCTION

I
A. BACKGROUND

Cooper Nuclear Station (CNS) has traditionally been

recognized as a good performer within the Nuclear Power

I Industry. However, recent events at CNS indicate a

declining trend in performance. Even though a solid and

safe operating record has been maintained, the Nuclear Power

Group (NPG) Management, based on a number of recent ;

indicators, recognizes that the performance of the entire

organization is in question. Unfortunately, management wasi

remiss in not recognizing earlier the disproportionateI number of negative indicators that have been received over |
the past eighteen months.

NPG Management is keenly aware that major, expeditious ,

changes in how we conduct business must occur if CNS is to

remain economically viable while meeting internal and

regulatory expectations. This Integrated Enhancement

Program will provide management and staff with the short

term vehicle to ensure that these changes occur in a timely
and consistent manner, and that these changes will result in

a strong, safety conscious, competitive nuclear

organization. Also under development, in a parallel path,

is the NPG Business Plan which will contain the elements
necessary to ensure long term performance continues to

improve in all areas important to safe operation.

I B. MANAGEMENT CHANGES

I Recognizing that the overall performance of CNS was
declining, the Vice President - Nuclear made a significant
management realignment to provide a strong on-site Senior

Management team to focus on the critical issues facing the

Nuclear Power Group. These management changes also

1
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included, but are not limited to, relocating the Vice

President - Nuclear and the Division Manager of Quality
Assurance and his staff to CNS from the corporate office.*

( Additional changes to the NPG organization will also be made

where required tc further enhance performance. (
i

The new Senior Management team's initial focus is to address

significant, recurring issues that have contributed to the

declining performance of Cooper Nuclear Station. One of the

key issues that will be resolved is the failure to provide

prompt and positive resolution to identified problems; and

then implementing the appropriate corrective action to

prevent recurrence in an aggressive manner.

C. DEFICIENCIES

Various NRC inspections, NPG self assessments, and broad
consultant reviews have identified concerns with the

,

management and operation of CNS. Although the focus of

these inspections and assessments was different, the
conclusions reached and recommendations made were generally
consistent. There are six areas where the majority of
concerns fall. Consequently, the CNS Integrated Enhancement
Program has been developed to address these six areas and

has been divided into major categories or sections with
assigned Senior Managers. The areas in which concerns have
been identified include:

e Management

A common finding was that the overall management of the
CNS organization was not effective. Contributing

factors include poor communications, an inadequate
accountability program, the need for improved
management training, undefined or poorly communicated
management expectations, and an inadequate
prioritization system. It was also identified that the

Nuclear Power Group did not have a long term business
.

2
_ _ _ _ _ _ _ _ _ _ - _ _ _ _ _
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plan which defines Management's expectations through
vision, mission, and goals and objectives for the

entire organization.

e Training

The adequacy of training, as well as the administrative

discipline (certification and compliance) within

specific areas of the CNS Training Program are

deficient. This is evident due to the lack of certain

training programs and the fact that some individuals

have continued to perform their assigned tasks even

though they were no longer " certified / qualified".

t Problem Identification and Resolution

I The NPG has not consistently demonstrated the ability
to identify, aggressively pursue, and permanently

I resolve their own problems. And when problems were

identified by CNS, the implemented corrective action

did not consistently prevent reoccurrence. The
inability to resolve reoccurring problems has been
attributed to a failure to conduct thorough root cause
investigations or implementing the necessary, enduring
corrective actions. This has resulted in an overall
ineffective Corrective Action Program.

I Engineering Modification and Configuration Controlo

Outside reviews have indicated the need to improve
control over plant configuration and the Design Change
process. One clear example of this deficiency is the

fact that the Maintenance Work Requests, in some
instances, have been used in the place of a Design
Change.

I
|

I
'

-

3
1

_ - - _ - - _ - - - - - - - -



. _ _ _ _ _ _ _ _ _ _ _ _

.

h

* Operations

Findings and recommendations noted a general lack of a
questioning attitude, formality, and ownership. There

is also a lack of standardization in terms of shift

turn-over, crew briefinge and how operators

communicated in the control room.

o Procedural Adequacy and Adherence

The reviews and audits identified a concern that the

necessary balance between reliance upon the " skill of

the craft" and the need for procedural detail is not

well defined. Another important finding is that CNS

employees do not consistently demonstrate a questioning
attitude when confronted with a procedure which is not
clear and workable.

D. CNS INTEGRATED ENHANCEMENT PROGRAM

The CNS Integrated Enhancement Program is a collection of
short-term prioritized corrective actions and performance
improvements. To develop this program each issue identified

{ in prior audits, assessments or reviews was evaluated. The
issues were then prioritized to ensure the critical issues

receive the necessary resources and management attention to
ensure prompt resolution. It is these critical (Priority

" RED") issues that make up the Integrated Enhancement
Program.

!

.

4
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i 1. Program Management

As previously discussed, the critical issues were then

divided into specific groups and assigned to a Senior

Manager for resolution. The Senior Manager has

assigned the specific issue to a Task Manager to

develop an action plan for completing the specific

Program Enhancement that will resolve the critical

issue.

I
The enclosed Program Enhancement Task Sheets contain

the essential information used for developing a course

of action and provide the means to track the status of

each task to completion. The task sheets that follow

indicate the title of the task, a task description, the

source documents, the program manager (Senior Manager),
the task manager, the planned start date, the planned
completion date, references as to where the task

I originated from (i.e. OSTI, SPPI), and the major
milestones for completing the task. It should be noted

that the planned completion dates and milestone dates

are based on the best information available and that
conditions or scope may change resulting in
improvements or delays to the schedule. Any changes to

I the schedule must be adequately justified in writing,
to the Vice President - Nuclear and this documentation
included in the Integrated Enhancement Program

i document.

Every two weeks the Task Manager will communicate to
| their respective Senior Manager the progress to date.

The Senior Manager will then formally provide the
status update to the Vice President - Nuclear. Monthly

management reports will be generated reflecting the
overall Integrated Enhancement Program status as well
as the status of the individual tasks.

|

5

,

.. ..
_ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _



l

2. Program Lavout

The Integrated Enhancement Program has been divided

into several sections which reflect the functional

areas of the NPG management. The issues are then

assigned to the appropriate Senior Manager.

Section I, Nuclear Power Group, discusses the issues

that require specific Vice President - Nuclear

attention.

Section II, Management, discusses the management
concerns and the specific Integrated Enhancement tasks

for resolving the management issues. It should be

noted that management related activities will'be

pursued in each of the following sections as well as

Section II.

I

Section III, Operations, provides a discussion

regarding the operations, maintenance and site
!

engineering concerns that must be addressed. The tasks

developed for resolving the operational aspects are

included as part of Section III. '

Section IV, Safety Assessment, addresses the concern

with CNS's ability to identify and resolve problems,
The Integrated Enhancement tasks for improving the

i

Corrective Action process and conducting independent
reviews are included in this section.

Section V, Site Support, primarily focuses on the

training issues and providing support resources to the

Senior Management team such as the NPG Management
Development Program.

6
I -
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- 1

Section VI, Nuclear Support, includes communication

issues and how to improve the regulatory interface.
The tasks for dealing with these issues are included

within this section.

Section VII, Corporate Engineering,'provides the

direction for ensuring the concerns'with engineering
modification and configuration control are resolved.

.

Consequently the tasks for this effort are included as

part of this section. It should be noted, site related

engineering is part of the Operations Department,
therefore Section III will have certain engineering

related tasks.

Section VIII, Quality Assurance, addresses the concerns

with procedural adequacy and adherence as well as the
inahility to conduct proper problem identification and

resolution.

7
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E. INDEX OF PROGRAM ENHANCEMENTS

SECTION I - NUCLEAR POWER GROUP I

Item Number Descrintion

GRH-94-01 Establish Periodic Communications
Meetings

GRH-94-02 "One Over One"

GRH-94-03 Supervisor Meeting with Subordinates

GRH-94-04 Management Mentors in Key Areas

GRH-94-05 Conduct Study for Appropriate
Staffing at CNS

GRH-94-06 Additional Personnel to Meet the
Needs of the NPG Organization

GRH-94-07 VP Meetings on Reorganization

SECTION II - MANAGEMENT

Item Number Descriptinn
.

MGMT-94-01 Strengthen the CNS Safety Culture

MGMT-94-02 Develop an NPG Business Plan

MGMT-94-03 Prioritize Outstanding Work

SECTION III OPERATIONS-

Item Number Descriotion

RLG-94-01 Develop Program to Review Maintenance
Procedures / Activities

RLG-94-02 Review Preventative Maintenance Task
Assignments for Adequate Instructions

RLG-94-03 Upgrade the System Engineer Program
RLG-94-04 Complete the Maintenance Department

Reorganization

RLG-94-05 Evaluate PIV, ISI, IST and LLRT
Programs

i

8

_ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ ._
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SECTION III - OPERATIONS (Continued)

Item Numhgr Descriotion

RLG-94-06 Engineering Backlog

RLG-94-07 Maintenance Backlog

RLG-94-08 Review the' Qualifications and
Training of-Current CNS System
Engineers to Determine Training |
Required |

RLG-94-09 Improve Operations Communications

SECTION IV - SAFETY ASSESSMENT

Item Number Description

JMM-94-01 Upgrade the Corrective Action. Program

JMM-94-02 Improve Operating Experience Review
Program

JMM-94-03 Enhance the' Human Performance
Evaluation Program

.

JMM-94-04 Review / Revise Operability
Determination Process

JMM-94-05 Develop the Independent Review Group
JMM-94-06 Develop an NPG-Wide Priority' System

JMM-94-07 Implement the Industry Advisory Group

SECTION V - SITE SUPPORT

Item Number Description

EMM-94-01 NPG Manager and Supervisor Management
Skills Training

EMM-94-02 Develop User-Friendly Tracking System
for' Training and Certification

EMM-94-03 Develop a Comprehensive System
Engineering Training Program for.CNS
System Engineers

EMM-94-04 Root Cause Training

,

9
.
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SECTION V - SITE SUPPORT (Continued)

Item Number' Descriotiqn

EMM-94-05 CAP Training

EMM-94-06 Implement Recommendation of Fire
Protection Assessment

EMM-94-07 Conduct a Compliance Review
of CNS Training Programs-

SECTION VI - NUCLEAR SUPPORT.

Item Number Descriotion

DAW-94-01^ _ Evaluate Licensing Department
Organization

DAW-94-02 Issue NPG Diroctives'in Support of
the Strategic Plan for Performance
Improvement

SECTION VII CORPORATE ENGINEERING-

Item Number Descriotion

REW-94-01 Engineering Program. Responsibility
Assignment

REW-94-02 Nuclear Engineering and Construction
Division Self-Assessment

REW-94-03 Evaluate the Configuration
Control and Design Change
Process within the NPG

SECTION VIII - QUALITY ASSURANCE

Item Number Descriotion

|VLW-94-01 Revise the Self-Assessment Program

VLW-94-02 Enhance CAP Audits /QA Trend Report.

VLW-94-03 Establishment of QA
Assessment \ Evaluation Program

iVLW-94-04 Upgrade the Internal Audit and
{Surveillance Program'(Frequency and

Scope)

,

.. 10
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SECTION I

NUCLEAR POWER- GROUP
l

The Nuclear Power Group (NPG) has recognized as'a result of Self-

Assessments,. performance overview, and NRC and INPO' feedback that

improvements.in management oversight, communication, resources, culture,-
accountability, and identified programs and procedures are required.

'This near term plan is the methodology to focus NPG organization

attention and resources on those issues requiring immediate attention.

:

The NPG Business Plan will communicate management expectations and^the
long term guidance for improving-NPG' performance and providing a means
to constantly monitor this performance.in order to ensure Senior

Management expectations continue to be maintained.

The status of program enhancement milestones and schedule.. achievements
will be reviewed with the NPG Senior Managers on'a two week frequency
and the plan updated monthly tce ensure the expected focus and
accomplishments are being maintained. The effectiveness of the program

enhancements will also be monitored and revisions made to the'near term- *

Integrated Enhancement Program as deemed-necessary.

.

. |
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Prograin Enhancernent

Priority: RED
Item No: GRH-94-01

Title / Description: Establish Periodic Communications Date Updated: 3/31/94
Meetings

External Fund.ing Requirements: None
Internal Resource Requirements: 30 hrs. quarter - Vice President - Nuclear

|

|Program Manager: Guy Horn
Planned Start Date: 1/24/94 Planned Completion Date: 3/94

References (NRC/INPO/NUMARC/NAIT Etc.): CCA

I
Description: The purpose of the periodic communication meetings is to communicate

management expectations to NPG employees.

Objective: Performance levels within the NPG do not currently meet the high standards
expected by Senior Management. Establish the desired level of quality in the
performance of tasks.

Major Milestones:
|Accomplishment Plan Date Actual Date |

|

1. Vice President meetings. (GRH-94-01.1) 10/93 10/1/93
|
;

2. Manager meetings with supervision. 3/94 3/31/94 |
(GRH-94-01.2) 1

3. Supervisory meetings with subordinates. 3/94 3/31/94
(GRH-94-01.3)

'

Update Status: Vice President - Nuclear routine meetings with NPG organizations
|

continue to be held, and are providing valuable input into the NPG !

health. Manager and Supervisory meetings and supervisory meetings
with subordinates have begun iniialljreds. The CNS Senior Managers |

have been challenged to develop a listing of priority issues ie; top ten
*

list, in each major area that support the NTIEP as a means of focusing

CNS "sitiVitidsMTliRfsll6Wiiig :li~hiliftinT@6fisisstifigs':XYitliNydisnfnt(P#rsomielMkducjMMht

GRH-94-01
wraW2:W>;4:V XYaN :; ' : ;W | ? L . .' L .' :| F. T i X 'L W L: F 'n %"J '..D 5 % 6 .:^*&.
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Program Enhancenient

GRII-94-01 (Continued)

Update Status:
MEETINGS WITH DEPARTMENTAL PERSONNEL

To Discuss the Greanization

August 24,1993 - Maintenance
August 26,1993 - Engineering / Technical Staff
September 2,1993 - Operations /I&C/Opemtions Support
September 7,1993 - Security /Tmining
September 8,1993 - Radiological
September 16,1993 - NED/QA/ Nuclear Support
September 23,1993 - QA/Constmetion Management

To Discuss Management Expectations and Solicit Feedback:

October 7 and 11,1993 - CNS (specific) Employee Committee Meetings
October 14, 1993 - Electric Shop
October 18,1993 - Maintenance
October 19, 1993 - Engineering
October 29,1993 - Mechanical Mamtenance
December 10,1993 - Electric Shop
January 11,1994 - I&C and Operatic,ns
January 13, 1994 - Engineering
January 17,1994 - CNS (specific) Employee Committee Meeting
January 29,1994 - License Dinner
February 17,1994 - Shift Supervisor Breakfast
February 17,1994 - Electric Shop
Febmary 22,1994 - Mechanical Maintenance
February 25,1994 - Radiological / Outage & Modifications
February 28,1994 - Site Support / NOD Managers and Supervisors
March 1,1994 - Training / Site Services /QA/Constmetion Management
March 16,1994 - Introduction to Management Developme'nt

GRH-94-01 (ContJ
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Program Enhancement

Priority: RED
Item No: GRH-94-02

Title / Description: "One Over One" Date Updated: 3/31/94

External Funding Requirements: None
Internal Resource Requirements: 200 hrs. quarter - NPG Managers / Supervisors

Program Manager: Guy Horn
Planned Start Date: 1/24/94 Planned Completion Date: 6/94

References (NRC/INPO/NUMARC/NAIT Etc.): OSTI

Description: "One over one" meetings will be established on a quarterly basis. A "One
over one" meeting involves a manager meeting with his supervisors to discuss
issues.

Objective: To communicate management expectations to supervision, enhance
communication between workers and management, improve teamwork and
morale, and improve quality of worker performance.

Major Milestones:
Accomplishment Plan Date Actual Date

.

1. Establish guidelines and implement 3/94 3/31/94
manager meetings with supervision
to discuss ongoing issues, enhancements,
progress, management expectations
and to receive employee feedback.
(GRH-94-02.1)

2. Improved communication and supervisory 6/94
feedback, increased overview of worker
performance and improved quality of

'

worker performance. (GRH-94-02.2)

Update Status: Vice President - Nuclear routine meetings with NPG organizations
continue to be held, and are providing valuable input into the NPG
health. Manager and Supervisory meetings and supervisory meetings
with subordinates have begun in[all)rea5. The CNS Senior Managers
have been challenged to develop a listing of priority issues ie; top ten
list, in each major area that support the NTIEP as a means of focusing
CNSihiVitisi?

GRH-94-02
gggy m + . % f;+.sn ; c; ; L :. ; . ; w :: . ~ .+:. . ' ;.L ! - . '. ( . : 7. - p;; . ' f ; .'. ; L;; '| ) ; f : V O . L..:L;.
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Program Enhancement

GRII-94-02 (Continued)

Update Status: Guidelines;foftt s managersimestingsitiflidpsivisors;aiidTdillis
supervisory ' meetings;witti staff line;bssnyroWdsdiidilid;Seni6r
Managsrs;f:and includes espeatations f6teffestitenss@isrvies

.

%

f GRH-94-02 (Cont.)
.

.
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Program Enhancement

Priority: RED
Item No: GRH-94-03

Title / Description: Supervisor Meeting with Subordinates Date Updated: 3/31/94
,

External Funding Requirements: None
Internal Resource Requirements: 100 hrs. month by NPG Supervisors /1200 hrs. yr.

Program Manager: Guy Horn
Planned Start Date: 1/24/94 Planned Completion Date: 6/94

References (NRC/INPO/NUMARC/NAIT Etc.): OSTI

Description: Supervisor meetings with their subordinates will be established on a monthly
basis.

Objective: To establish the desired levels of quality in worker performance, enhance
communication between management and workers, enhance employee feedback
on issues and improve teamwork and morale throughout the NPG, and
eliminate barriers to communication.

Major Milestones:
Accomplishment Plan Date Actual Date

1. Establish quidelines and implement 3/94 3/31/94
monthly meetings with subordinates
to discuss ongoing issues, enhancements,
progress, communicate management
expectations and receive employee feedback.
(GRH-94-03.1)

;

i

2. Improve communication and worker feedback, 6/94 i
improve quality of worker performance. |

(GRH-94-03.2)
'

Update Status: Vice President - Nuclear routine meetings with NPG organizations
continue to be held, and are providing valuable input into the NPG |

health. Manager and Supervisory meetings and supervisory meetings |
with subordinates have begun iditil?;|iftsai. The CNS Senior Managers |
have been challenged to develop a listing of priority issues ie; top ten i

list, in each major area that support the NTIEP as a means of focusing |

CNSi. dtivitids?
|

|
|

|

GRH-94-03 I
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Program Enhancement

GRII-94-03 (Continued)

Update Status: Gnidelinesifor the| nianagsrs jiiestingisitti sup6rvisors) aiul forihe
sspersisorpiinedtliigs withitiff hise tserifroVidsd)diths Sshl6r
Manageis ind!. includes.expedtat. ions |f6@ffectlyeriess oisryie#|

I

I

I

I

I

I
I
I
I
I |

'

|

I
|
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Program Enhancement

Priority: RED
Item No: GRH-94-04

|

Title / Description: Management Mentors in Key Amas Date Updated: 3/31/94

|
External Funding Requirements: $500,000

1 Internal Resource Requirements: Vice President - Nuclear / Senior Managers - 50 hrs.

Program Manager: Guy Horn
Planned Start Date: 1/24/94 Planned Completion Date: 4/94

i
References (NRC/INPO/NUMARC/NAIT Etc.): CCA

I

I Description: Evaluate the benefit of using management mentors in specific areas within the
NPG to expedite the upgrade of management skills to the desimd levels and to
support programmatic and culture changes within the organization.

I

I Objective: To expedite the desired levels of performance improvement within the NPG in
order to achieve internal and mgulatory expectations as rapidly as possible.

I
Major Milestones:

Accomplishment Plan Date Actual Date

1. Evaluations completed and task 4/94

| '

agreements submitted for Board
approval. (GRH-94-04.1)

I

I
_
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Program Enhancement

GRH-94-04 (Continued)
;I

Update Status: The assessment of the need for management mentors within the NPG
organization E6htinsis. W Senior Management consultant hisy6deutly
bse(bbisMsd to aid ~in tee overall assessment of the effectiveness of the
NTEIP and to provide overview and guidance to the CNS Senior
Managers Tljisid655sltiin1bs5sii?dssifsW6iliMarch 14,1994. Ths
f6116jsisij11s/disting}6f3is?n' esi6%6urrshlif|siipppiitisj]!is[CN( ~i
prgsnisatidn}

*? !:jSsfely||WisessdisdijMiwd'b6dsditshts
J. Partlow
E. Eri$lisonI

e7 > Senior?Msinigeliih: ope [consiiltsiit
p.:.neckinang

e:1 EMsistdriiidssMbhs';26ss0ltini

B? Work

T1isiMsi6t'shshus?iiisht66 hisltssa:Issksd Wittiipiif6dhish sibiTsfill

I evi10$dsn?6f3d MhissnanchM$iihdd$ffecti@ciiesiandidproYide
iscoinmenddtio.hsgldsnageni;diis/SupervisioiiN6jestr.est{idsritifisd' "'
weaknessesf?astprf6fthanghisf6rppijlgu sM:iri this fsvalnaudsi !

~

TlielSafsty|ahd LAssesiiii;6HEinestbiisip|suseisly;iupp6fjidg[tlis*Ssnior
Managsf in[thsfestsblisidnsntibf pr6ssildres}@ildelinepand:Lchstsfih

I ensurel;effe6tive oversight'.6f: NuslesrlPaweryfoup; activities $The ).(ars
hiso;. supporting |in1plemshthtion offdierenhsnesd C6frsctlys|iAction
Programs

I
I
I
I
I ww
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'Program Enhancement /
;

Priority: RED
Item No: GRH-94-05

Title / Description: Conduct Study for Appropriate Staffing Date Updated: 3/31/94
at CNS

External Funding Requirements: $50,000 (for study)
Internal Resource Requirements: Vice President - Nuclear - 30 hrs.

Program Manager: Guy Hom
Planned Start Date: 1/24/94 Planned Completion Date: 2/94

References (NRC/INPO/NUMARC/NAIT Etc.): OSTI

Description: Conduct a study as to what would be the appropriate staffing level for CNS.
This study should consider curmnt staffing compared to industry leaders for a
similar unit.

Objective: To determine if current staffing levels are sufficient to achieve and maintain
current industry standards and continuing normal workload within the NPG.

Major Milestones:
Accomplishment Plan Date Actual Date

1. Complete staffing study. (GRH-94-05.1) 1/94 1/94

I 2. Develop a staffing upgrade plan for 2/94 2/94
i Senior NPPD Management review and

approval. (GRH-94-05.2)
'

3. Receive NPPD Board of Directors approval 2/94 2/94| of the staffing upgrade plan. (GRH-94-05.3)

Update Status: A staffing study by T. Manin and Associates has been completed. The
interim staffing plan has also been developed and submitted to Senior
NPPD Management. The NPPD Board of Directors provided their full
suppon of the interim staffing plan at the February Board Meeting.

I

t G"? 4-94-05
..

. ..

I
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g Program Enhancement

Priority: RED
Item No: GRH-94-06

! Title / Description: Additional Personnel to Meet the Needs Date Updated: 3/31/94
of the NPG Organization

I
External Funding Requirements: $2,000,000 (estimated)
Internal Resource Requirements: Vice President - Nuclear - 30 hrs.

Program Manager: Guy HornI Planned Start Date: 1/24/94 Planned Completion Date: 2/94

References (NRC/INPO/NUMARC/NAIT Etc.): OSTI

Description: Based on the results of the staffing study, develop a plan of action to
redistribute or hire additional personnel to meet the needs of the NPG
organization.

I Objective: To achieve and maintain Nuclear industry standards and improve INPO/NRC
rating of NPG activities.

I Major Milestones:
Accomplishment Plan Date Actual Date

I 1. Develop an interim staffing upgrade 2/94 2/94
plan for Senior Management review
and approval. (GRH-94-06.1) '

2. Receive NPPD Board of Director 2/94 2/94
approval of the interim staffing
upgrade plan. (GRH-94-06.2)

I
Update Status: Interim staffing plan has been developed and approved by to NPPD

Senior Management. This plan was submitted to the NPPD Board ofI Directors at the February Board Meeting and received their full
support.

I
G.RH-94-06. .. . . . . .. . . . . . . . . . . . .,. .,...

. .. . .
.
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Program Enhancement
,

I Priority: RED
Item No: GRH-94-07

Title / Description: VP Meetings on Staffing Study Date Updated: 3/31/94

External Funding Requirements: None

i Internal Resource Requirements: Vice President - Nuclear / Senior Management - 20 hrs.

Program Manager: Guy Horn
Planned Start Date: 1/24/94 Planned Completion Date: 4/94

i
References (NRC/INPO/NUMARC/NAIT Etc.): 070 SPPI

I
Description: Communicate results of staffing study to NPG employees and plan of action toI redistribute or hire additional personnel.

I
Objective: To make CNS employees aware of planned staffing upgrades for long term

I planning and budgeting purposes and to acquire staff support and ownership of
the staffing study.

I Major Milestones:
Accomplishment Plan Date Actual Date

I
1. NPG staff aware of organizational 4/94

upgrades and assign appropriate NPG

| departments action to complete
any necessary redistribution studies.

(GRH-94-07.1)

|

| '

I

|
\

|

|

| GRH-94-07

I
,



,
-_. _- __ _ _ - _ - _ _ _ _ __

- .
. .

| Program Enhancement

GRII-94-07 (Continued)

i
Update Status: A staffing study by T. Martin and Associates has been completed. The

interim staffing plan has also been developed and approved by to Senior

| NPPD Management. This plan was submitted to the NPPD Board of
Directors at the February meeting and it received their full support.
The results of the staffing study is being discussed at the periodic

| Communication Meetings by the Vice President - Nuclear. Xssiyhnisni
Of abti65;.lo"psddhiifd]isdistributl6ifsisd Tiiiihsifshs"bf[sebdritpfand
training hss been made io the Seniorj ManagehlentLof SitefSupport and

I contains a completions |dsth Of 6/1/94)
'

I

I

I

I
I
|
I

I -

I

I |

_

l GW-QL-07 (Cne 3

1
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! SECTION II

MANAGEMENT;

These management issues are an indication of the present Nuclear

Power Group culture. The lack of a questioning attitude,

accountability and ownership; poor communication, inappropriate

delegation; and poorly communicated management expectations are

examples of the type of management concerns identified. In order

for management to become more effective in instilling the

improved culture throughout the NPG, a long term business plan
that includes the organization's visions, goals and objectives is

being developed. Previously, many of the plans and programs that

had been established focused on the short term corrective actions
without considering the long term impact.

The CNS Integrated Enhancement Program tasks, as part of the
Management section, will address many of these cultural issues,

as well as bring about other improvements within the NPG. For

the long term, the NPG Business Plan will be used to maintain the

expected improvements.

To address these issues, the following Integrated Enhancement

Program tasks have been developed and are being implemented. The
tasks included in this section are Program Enhancements which
provide a description of the task, the responsible manager, and

;

the expected completion date.

12
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Program Enhancement

Priority: RED
Item No: MGMT-94-01

Title / Description: Stmngthen the CNS Safety Culture Date Updated: 3/31/94

External Funding Requirements: NONE
Internal Resource Requirements: 100 Hours / Senior Manager; 600 Hours Total

Program Manager: All
Planned Start Date: 1/24/94 Planned Completion Date: 6/94

Rcferences (NRC/INPO/NUMARC/NAIT Etc.): CCA, OSTI ;

1

|

Description: The purpose of this enhancement is to instill in management / supervision and the
workforce the cultum and values to make the changes necessary to become a more
healthy organization; ever improving the quality of the work we do.

Objective: To improve the management effectiveness of the NPG organization, continue to
provide safe and reliable power, to maintain a cost competitive operation, and to meet
or exceed industry standards in all aspects of our operation.

Major Milestones:
Accomplishment Pian Date Actual Date

1. Convey to employees their right 6/94
as well as their responsibility
to have a questioning attitude.
(MGMT-94-01.1)

2. Create an atmosphere where employees 6/94
feel comfortable having a questioning
attitude. (MGMT-94-01.2)

-

MGMT-94-01
j.:... ; ; , y? 7 c.7<L.. . . - ; -c : . . ; ; ; .; ; q ._ J y ; a ,;.. : :.': . ; ;. . \ '' ~ * '-
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Program Enhancement

Major Milestones: (MGMT-94-01 Continued)

I
,

'

Accomplishment Plan Date Actual Date

3. Emphasize the importance of and 6/94
encourage employees to use the |

corrective action program.
(MGMT-94-01.3)

4. Encourage employee feedback to 6/94

J management on emerging issues,
concerns and suggested corrective 1

actions. (MGMT-94-01.4) !,

5. Conduct an effectiveness review 10/94 |
of the Cormctive Action Pmgnun. !

Update Status: A number of specific actions are underway, including divisional and
departmental meetings, specific newsletter articles and management
walkarounds.

A LeYel I CAP Training cou~rse has been' deVsloped'a'nd will be'deliiered'to
the majority of the NPG by tlie end of March. This Level I course will

u provide employees with an understanding of the CAP. This' training will
encourage the use of the CAP and also stress its importance and effectiveness:

s

To pmvide additional feedback to Senior Manageirient (beyorid meetings and
i

,| walkarounds) the QA Assessment Department has developed and implemented '

a monthly employee, one on one, interview questionnaire. The results will be
used to measure success and failure at the departmental level and adjust

| accordingly3. )
'

I

I
I

MGMT-94-01 (Cont.)

__ _ . .- .
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Program Enhancement

Priority: RED
Item No: MGMT-94-02

i

Title / Description: Develop an NPG Business Plan Date Updated: 3/31/94
'

External Funding Requirements: $100,000 j
Internal Resource Requirements: 80 Hours / Senior Manager; 480 Hours Total |

Program Manager: All
|

Planned Start Date: 1/24/94 Planned Completion Date: 5/94 !

1

Rcferences (NRC/INPO/NUMARC/NAIT Etc.): OSTI, CCA !

|

|
Description: Develop an NPG Business Plan with a long range goal of improving plant and '

personnel perfonnance to a level that meets or exceeds industry standards in all areas.

Objective: To direct, guide and provide measured feedback relative to use of personnel, -

resources and management for the purpose of improving plant performance.

Major Milestones:
Accomplishment Plan Date Actual Date

1. Establish mission and goals for 1/94 1/94
emerging issues and important programs.
(MGMT-94-02.1)

.

2. Clearly define management expectations 1/94 1/94
on one sheet of paper. These will
establish the NPG Vision, Mission and

Values. (MGMT-94-02.2)

MGMT-94-02
$ m M W M T ..v. M : W . n n!: h M:3:Y:L.i m 2 % M P D;W R F? W 4.26:r? m C UJ ".2:!:2.
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| Program Enhancement

Major Milestones: (MGMT-94-02 Continued)

Accomplishment Plan Date Actual Date

3. Hold departmental meetings to 3/94 3/31/9s |
communicate the vision, mission and value

i'
statements of the bciness plan.
(MGMT-94-02.3) i

4. Complete the Strategic Business Plan. 4/94

_
(MGMT-94-02.4) '

jg 5. Issue first monthly performance 5/94
g Monitoring Report. (MGMT-94-02.5)

'g 6. Continue to communicate management Ongoing
;E expectations and provide positive

feedback on successes. (MGMT-94-02.6)

I
|I
i

!E Update Status: - Milestones number 1 and 2 have been completed. The NPG vision,
] mission, and value statements were deve:oped and fonvarded to all

NPG employees.

- Milestone number 3 is currently being implemented.
1,I

- Milestone number 4 and 5 are in progress. Workshops have been
conducted with Senior Management to develop and finalize the Business
Plan supportive missions and goals. Ths objectives, performance
indicators, sikl^juif6ritish6shi5ssisiss are currently being developed.

| - Milestone number 6 is an ongoing activity.

I

I

:

MGMT-94-02 (Cont.)
-

.

- - --- . .
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g Program Enhancement

Priority: RED
Item No: MGMT-94-03

Title / Description: Prioritize Outstanding Work Date Updated: 3/31/94

I External Funding Requirements: $10,000
Internal Resource Requirements: 5 Depanment Personnel for 2 Months; Total 1200 Hours

(Engineering, Maintenance, Tech. Staff)

i Program Manager: All
Planned Start Date: 1/24/94 Planned Completion Date: 4/94

References (NRC/INPO/NUMARC/NAIT Etc.): OSTI

Description: Developed a priority system to prioritize o ststanding work to ensure the critical items
are being worked first.

I
Objective: To focus management and personnel resources in the most effective means possible.I
Major Milestones:

I Accomplishment Plan Date Actual Date

i Develop a prioritization procedun:. 4/941.

(JMM-94-06)

I Assemble items to be prioritized. 3/94 3/7/942.

(MGMT-94-03.1)

|
|

1
Ia

|
MGMT-94-03,

..
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Program Enhancement

Major Milestones: (MGMT-94-03 Continued)

Accomplishment Plan Date Actual Date
1

3. Establish departmental team to 3/94 3/7/94
conduct the initial prioritization. |

|(MGMT-94-03.2)

4. Complete the prioritization of 4/94
existing items. (MGMT-94-03.3)

Update Status: Within the Engineering organization the significant work items which include
NCRs, DRs, as well as external commitments, are being prioritized via the

|

interim Prioritization Prognm. Thsjiioiitliatidi[6f th6)iWRsnTWRsThrid
PCNs is being;yalidaiedlesisblishedR(Sds'Aetion;Itdiu?JMMi94f04)

It1wasf6uiid'that*6sf skistingpiidritp3shenissf(f6EEKMWR$TWR[siid
PCN) fare being(revAlidnted:to.. ensure thsirlsdequpfjndfconestness7of
application;

i

|

Iteriis'#2Lshd;7#3 vsys c6sibleted f6ftlis;Enshiss' ring;Dsl s;ithisni10sj2/9/94j |i
~

'

The prioritization of outstanding engineering; work (Iteni;#4) wastonipleted|os
3/10/941;Iteins|#2::ssdL#3;wereTcompleted fdr|tlief.Maintsnasce Departniest the
weeklof 3/7/94; The|prioritization.;of: outstand.ing;inaliitenancejork:(Item #4) |.

is in progressiwith an;;sxpected completion;of;4/30/94M(ForcedLshstdown '
inaintenancs activities in the month.of March predhidsd!c6mpletion[of thii
activityLon scheduls.)

.

.

i i . n . iiiii- mi m i. i i 6m i s im=. i.n. ue i. i.m<- o..- a n- . . . - - -
i -

'
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SECTION III

OPERATIONS
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SECTION III

OPERATIONS

( The issues covered in this section focus on operations,
procedural adequacy and adherence, engineering program adequacy,

f and certain management issues. The concerns regarding operations

include the communication of management expectations and the lack
of standardization with how operating shifts communicate. There

is also a lack of a questioning attitude, accountability and a
lack of ownership within the operations organization.

The procedural adequacy and adherence concern included three
issues. The first issue is that the work force is changing and,
therefore, the content of the procedures have to be revised. The
second issue involves the proper balance between the " Skill of

the Craft" and the necessary amount of detail in each procedure.
Finally, the employees who use the procedures do not display a
questioning attitude when confronted with a situation that does

not appear to be correct.-

To address these issues, the following Integrated Enhancement
Program tasks have been developed and are being implemented. The
tasks included in this section are Program Enhancements which
provide a description of the task, the responsible manager, and
the expected completion date.

I
* 13
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g Program Enhancement
'

Priority: RED
Item No: RLG-94-01

1

Title / Description: Develop Program to Review Maintenance Date Updated: 3/31/94 I

Procedures |
1

External Funding Requirements: $275,000
Internal Resource Requirements: Support to research, revise and develop Maintenance

Procedures during the course of 1994.

Program Manager: Rick Gardner (Mike Unmh)
Planned Start Date: 1/24/94 Planned Completion Date: 12/94

References (NRC/INPO/NUMARC/NAIT Etc.): SPPI 340, OSTI, SMM
|

Description: The actions that will be addressed under this action include the following: |

Review selected Maintenance Procedures to verify the incorporation ofe

I accurate and sufficient infonnation (including vendor information). )
1

l

I Determine that sufficient technical detail is incorporated intoe '

Maintenance Procedures to allow the Craft to perform the activity.

e Establish and communicate a definition of " Skill of the Craft".

Determine that adequate training is provided to support the performancee

of the Maintenance Procedures, as written.

Objective: To provide the appropriate level of detail for the craftsmen and to address
performance deficiencies.

Major Milestones:
Accomplishment Plan Date Actual Date

I 1. Determine manpower requirements, prepare and 2/94 2/94
appmve position authorizations, conduct
interviews and hire temporary employees.
(RLG-94-01.1)

I

. . . . . . . . .
. . . . . . . . RLG.-94-01 . . .. . .. .. . . .. . _

. . . . .
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Program Enhancement

Major Milestones: (RLG-94-01 Continued)
Accomplishment Plan Date Actual Date

2. Provide facilities, equipment and supplies to 2/94 2/28/94 |
procedure upgrade team. (RLG-94-01.2)

3. Conduct scope meeting, outline goals, 2/94 2/28/94
expectations, and schedule. (RLG-94-01.3)

4. Define " Skill of the Craft". (RLG-94-01.4) 4/94

5. Revisc current, safety related and imponant to 12/94
safety maintenance procedures as necessary to
ensure skill of the craft is addressed and the
necessary technical details are provided.
(RLG-94-01.5)

6. Vendor Manual Validation 6/94
and Verification (V&V) complete.
(RLG-94-01.6)

7. Interface with the Training Department to 12/94
ensure the incorporation of maintenance
procedure changes into training.
(RLG-94-01.7)

Update Status: 1) Temporary employees have been hired and are in training with a
completion date of 3/94.

2) Facilities and equipment have been identified. Currently
sufficient facilities and equipment have been provided to suppon
the procedures upgrade effon. Procuremert of remaining

l equipment is still in progress.

3) Initial " Scope Meeting" was conducted on 2/28/94. Additional
meetings will be conducted on a bi-weekly basis as necessary to
support this project. ThisTmestidisailhoQheld;|as sshBddled
dueLt6Lths'plihi!s5rahi?on Murch:27:1994||thsihutdsWrifor ^l

-

RHRf27Afadd!wpsjd|tkHPClitoppalye;j N$niestinfi;d
b6 hsid|:fpril 8;11994|

4) Defining " Skill of the Craft" effort in progress. Th;6Mojsbl
yss?dslaf7dus~i(th|s;)1shFs0Fisi;66;Msialil2/(1994Ethe
shutdowrifor|RilRi27A[:ujdj;vioik;;onlthe HPCI;stopysivs|

I T ,G-94-0 ren" )
. .

.



Program Enhancement

RLG-94-01 (Continued)

Update Status: 6) Thisfifini;is:cstrently|;lising pdrsu&fjbithsr.|donsplstelf}if7

'

piriiallylby prograsts/ebgineering[f4;i/nieetisglis|beinj '

scheddled td;. int _egrate;thess|jffortsfiTh|e nisetirigylli;6keNsps.

no luisr|than] April {15[;;1994?

I

I

I

I

I

|

|

I

I

I

I

I
|

u .

I RLG-94-01 (Cont.)

|
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Program EnhanceInent

Priority: RED
Item No: RLG-94-02

Title / Description: Review Preventive Maintenance Date Updated: 3/31/94
Task Ar:ignments for Adequate Instructions

External Funding Requirements: $150,000 (Estimated)

|
Internal Resource Requirements: 350 hours

Program Manager: Rick Gardner (Mike Unruh)
Planned Start Date: 1/24/94 Planned Completion Date: 12/94

References (NRC/INPO/ETC.): OSTI

Description: Review Preventive Maintenance (PM) tasks under the responsibility of the
Maintenance Department to systemically document the adequacy of the work

g mstmetion, and revise those PMs that do not contain adequate work
E i.1structions.

j
u Objective: To provide the appropriate level of detail for the craftsmen and to address

performance deficiencies.

E
Major Milestones:

Accomplishment Plan Date Actual Date

1. Establish a Task Group to establish / develop 2/94 2/28/94
criteria (i.e. checklist) for documents
which set forth acceptable practices and/or
provide information regarding activities

| that are considered within the Skill of
the Craft (Maintenance Work Practices)
(RLG-94-02.1)

I 2. Collect requirements that define what 2/94 2/28/94
constitutes SORC procedures.

(RLG-94-02.2)

3. Based on items 1 and 2, establish / develop 3/94 3/31/94
criteria to identify the level of detail
required for work instmetion documents.
(RLG-94-02.3)

. .... . .. . . . . . . . . . . . . . . . . . .
._ . . RIgG-94-02
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Program Enhancement

Major Milestones: (RLG-94-02 Continued)
s

1

Accomplishment Plan Date Actual Date
|

| 4. Submit criteria to the appropriate 3/94 3/31/94
organizations for review and acceptance.
(RLG-94-02.4)I

5. Procure services as necessary to review the 3/94 3/7/94 |
existing PMs using the criteria established inI items 3 and 4. (RLG-94-02.5)

6. Perfonn the review of approximately 12/94I 5540 PMs (Planning - 1500, I-Shop - 2270,
E-Shop - 900, M-Shop - 800, UT-Shop - 55, I

~E nd W-Shop - 15), and revise PMs, maintenance j
.E procedures and Maintenance Work Practices

to insure adequate work instructions exist.
(RLG-94-02.6)I

Update Status: A chairman has been named for the Task Group to establish / develop a
criterial document. Four additional Maintenance Department

I individuals have been identified to serve in the Task Group. One
additional task force member will be added.

I The Febmary Board meeting should approve Tasks with various
companies to obtain the manpower to perform the PM review.

Maior Milestone _1

Establish a Task Group to establish / develop criteria (i.e. checklist) for
documents which set forth acceptable practices and/or provide infonnation
regarding activities that are considered within the " Skill of the Cmft".

Status 3/7/94

A Task Group has been formed and met to discuss the objective of
milestone 3. Reference 1 provides more details regarding the Task
Group, and it identifies the personnel in the Task Group. The Task
Group has developed a draft definition for " Skill of the Craft".

I
.. RLG-94-02 (Cont.)

.
. ..

.

.
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Program Enhancement

Update Status: (RLG-94-02 Continued)

i
Maior Milestone 1

Collect requirements that define what constitutes SORC procedures. |

Status 3/7/94

| This milestone is completed. Reference 3 provides the discussion of

|m what constitutes SORC procedures,
g
'

biajor Milestone 3

Based on items I and 2, establish / develop criteria to identify the level of detail
required for work instmetion documents. |

Status 3/7/94

The Task Group identified in milestone I has met to discuss theI objective of the milestone.
;

Siihdi3/24/94 I

Kdo6ument thst}rdvides guidenes on.'procedsralJdetsil is' currentlj

I being written; LThe initial; draft may be. ready;for review by .the.Lfirst bf
April.;

.

Status 3/31/94

The initini draft has besn developed and_ isssed for.;cofismbats.?This

g milestone is ' completed.

Maior Milestone 4

I
Submit criteria to the appropriate organizations for review and acceptance.

| Status 3/7/94

No Action

Status 3/31/94

Kdeiffd50shient thstyr6vidss guidahes offffoceduslidethilLhis hsen
submitted'for review and acceptanceinthis milestone is completed',

I
RLG-94-02 Cont.
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g Program Enhancement

Update Status: (RLG-94-02 Continued)

Maior Milestone 5

| Procum services as necessary to review the existing PMs using the criteria
established in items 3 and 4.

Status 3/7/94

Three people from General Physics Corpomtion has been procuredI under General Services Agreement No. 86A-C1, Task 42, to perform
the review. This milestone is completed.

Maior Milestone 6

Perfonn the PM review, and revise PMs, procedures and MWPs to insureI adequate work instmetions exist.

|Status 3/7/94

Reference 2 discusses and includes a checklist for the items being
addressed in the PM review. The checklist has been revised to review

.I the "P" Shop PMs that were originally excluded fmm the PM review.
! A copy of the revised checklist is attached. The three people from

Geneml Physics will be starting the PM review this week.

: Statds 3/24/94
-

Xil;'initialdisW76f'sil PMs sho6kl|bs;"sdnipl6fsd,b6f6isthifififEf
April [BThisfieview}williidentifylthejPMs thstisesdirssisi6ifsindj;w.hibli
PMsithst"arejurrentlpjadsisste bassdjoslhejrevieWicriteds3l

I
I
I

I
I

.. .
.
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Program Enhancement

Priority: RED
Item No: RLG-94-03

Title / Description: Upgrade the System Engineer Program Date Updated: 3/31/94

|

External Funding Requirements: $25,000
,

Internal Resource Requirements: The entire Engineering Department will be involved over
an approximate two-year period.

Program Manager: Rick Gardner (Jim Lynch)
Planned Start Date: 10/18/93 Planned Completion Date: 12/94

I
References (NRC/INPO/NUMARC/NAIT Etc.): SMM

|
Description: Upgmde of the System Engineer Program consists of the following activities:

A. Implementation of the E7gineering Plan for performance improvement,
the elements of which are described below under major milestones.

B. Improvements to System Engineer training, described in Program
Enhancement Item RLG-94-08.

C. Engineering backlog reduction, described in Program Enhancement
Item RLG-94-06.

I
Objective: Improve the effectiveness of the Engineering Department. Improvements will

I focus on work management system and program reporting, and definition of
roles in the Engineering Department.

Major Milestones:
Accomplishment Plan Date Actual Date

I
1. Perform assessment of Engineering Department 1/94 1/22/94

effectiveness and organization.

(RLG-94-03.1)

2. Develop an integrated plan to address various 1/94 1/21/94
assessments of engineering at CNS.
Submit to Region IV. (RLG-94-03.2)

m

I RLG-94-03
. . . .. .. .

. . ..
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Program Enhancement

Major Milestones: (RLG-94-03 Continued)
Accomplishment Plan Date Actual Date

i

3. Work management improvements:

I
- Develop criteria for prioritization 1/94 2/9/94

of engineering NAIT and ACT items.I (RLG-94-03.3)

.I
- Prioritize and schedule NAIT and 2/94 3/10/94

ACT items.
(RLG-94-03.4)

- Develop a set of engineering depanment 2/94
perfonnance indicators. Produce appropriate
charts and graphs for depanment and senior

.I management review. (RLG-94-03.5)

I - Produce final set of depanment perfonnance 4/94
indicators, publish monthly. Determine
performance goals and incentives for
achieving goals. (RLG-94-03.6)

4. Establish system and program report cards:

- Produce first draft system report card 2/94 3/4/94
for one system. (RLG-94-03.7)

- Produce final system report card. 2/94 3/31/94
(RLG-94-03.8)

1
- Produce first draft program report 2/94 3/4/94

card for one program. (RLG-94-03.9)

- Produce final program report card. 3/94 3/31/94

(RLG-94-03.10)
.

- Produce report cards for all 3/94
assigned systems monthly. (RLG-94-03.11)

iI
- Issue aprwved EDIs for both report cards. 4/94

(RLG-94-03.12)

g - Produce program report card for all 4/94
g assigned programs monthly. (RLG-94-03.13)
l

.
.

.RLG-94-03 (Coy T

I
|

__-
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g Program Enhancement

Major Milestones: (RLG-94-03 Continued)

I Accomplishment Plan Date Actual Date

5. Evaluate Engineering Department functions for 3/94
efficiency improvements. Examples include the
way NPRDS reports are prepared procurement
activities. Complete evaluation and plan for
implementation. (RLG-94-03.14)

6. Define roles, management expectations, 6/94
functions, and accountability for system and
program engineers, lead engineers, senior
engineers, supervisors, and managers.

(RLG-94-03.15)

7. Develop succession plan for manager, 6/94
assistant manager, supervisor and lead positions.
Succession plan will include appropriateI developmental assignments and training.

(RLG-94-03.16)

8. Perform an assessment and develop a plan to 8/94
identify candidate processes for re-engineering.

g The plan should identify and prioritize candidate
B processes and develop a schedule for completion

of the re-engineering analyses. Candidate processes

I include procurement and engineering work request.
(RLG-94-03.17) i

I 9. Self assess the CNS Engineering Department 12/94 |
upgrades for effectiveness. (RLG-94-03.18)

'

I Update Status: 2/10/94 Item #1 is complete. Item #2 is complete and was
transmitted to Region IV on 1/21/94 (CNSS941043). I

Item #3 a memo (CNSS943517) was issued on 2/8/94 to |
Iengineering supervisors to describe the process and

criteria to be used to prioritize the workload. !

Prioritization is expected to be complete by 2/18/94. A
set of 10 draft engineering performance indicators has
been completed. Draft indicators are currently under
review. Item #4 system report cards used at SONGS,

| Crystal River 3, and Fermi have been gathered as
examples.

I
RLG-94-03 (Cont.)
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Program Enhancement

Update Status: (RLG-94-03 Continued)
|

3/10/94 Item #5, a draft set has been produced and is being
reviewed by management. Item #8 will be completed
during 3/94. Item #14, procurement, change process,
design and NPRDS reporting are currently iming
evaluated. No results to report to date.

3/31/94 Iisin||#52Disftistf6rnish6sjiiklidstsjs11isys bsssi
j pmduced|3/10/94Mnjsched616fdr finali;sst by 4/9p
| Itenii#81stid'#10 has bsen c6mpletedhIteni #11;iSy^slers

,ReportLCdrds .will be prodtisedin %hriiM Item #.14!
bhanges'are currentip1beingLmade to' thejway purdhish

.

requisitions" arid NPRDS;teportstare handledTwithiri
Engineering jComprehensivelevatustion':will bo
performed inLAprilj

.

|

|

|

|
|

i RLG-94-03 (Cont.)
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| Program Enhancenient

Priority: RED

| Item No: RLG-94-04

Title / Description: Complete the Maintenance Department Date Updated: 3/31/94 I

| Reorganization

External Ftmding Requirements: $50,000 Consultant to identify structure and positions.
Internal Resource Requirements: 100 hours

!I
I Program Manager: Rick Gardner (Mike Unruh)

Planned Start Date: 1/24/94 Planned Completion Date: 9/94

i

jg References (NRC/INPO/NUMARC/NAIT Etc.): SMM
:E
;

Description: Develop and implement a reorganization of the Maintenance Department.

iE Objective: To reduce the number of reporting layers in order to improve communications
jW within the department and to create a Maintenance Support group.

:

i

! Major Milestones:
Accomplishment Plan Date Actual Date

i 1. Develop organization stnicture. (RLG-94-04.1) 1/94 1/94
;

;gI 2. Obtain approval of structure and manpower 2/94 2/94
increases. (RLG-94-04.2)

. |

| 3. Acquire approval to combine Lead Person '2/94 2/15/94 !
'

and Crew Leaderjobs. (RLG-94-04.3)

| 4. Determine space requirements and provide 4/94
same. (RLG-94-04.4)

5. Re-assign personnel to positions as necessary, 6/94
and finalize the new position descriptions
and postings. (RLG-94-04.5)I

6. Self assess the reorganized department for 9/94
effectiveness. (RLG-94-04.6)

RLG-94-04
.

. . ..
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| Program Enhancement

Update Status: (RLG-94-04 Continued)

I
1) Organization stmeture development complete.

2) Organization stmeture approved and manpower inemases for initial
stages of restructure approved.

3) Reclassification of Lead Person positions to Crew Leader is complete.
Reclassifications took affect 3/1/94.

4) Space requirements for initial stages of restmeture have been
determined and a Purchase Requisition for same has been submitted.
RsEsiysdisppF6valfbf P10fdr|tmiler osi: ^

' ' ~ ^I OWld@p3/23/94[
~'

3/12/94 P.OM79174;issusd ffor

5) MsfWill.iHuissit Resoddssfp6rsoiinst cat 3/7 ahd.53/8.'ia;bsiisl ' development |offnew;;i osition descriptions to_;Lsupp6tt reorganizAti6n,i;i
Writing' bf-neaposition;jisseliptionsLis in;proj;tess)

''

I
I
I
I

I
I

I

||
|

:

| RLG-94-04 JCont.1'
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Program Enhancement

Priority: RED
Item No: RLG-94-05

Title / Description: Evaluate PIV, ISI, IST and LLRT Progmms Date Updated: 3/31/94

External Funding Requirements: $800,000 (Estimate)

Internal Resource Requirements:

Licensing Manager / Supervisor - 40 hours / year,
Configumtion Management Manager / Supervisor - 30 hours / year,
CNS Engineers - 240 hours / cycle,
NED Engineer - 1040 hours / year,
Operations / Maintenance support - 640 hours / cycle

Program Manager: Rick Gardner (Jim Lynch)
Planned Start Date: 9/1/93 Planned Completion Date: 4/95

References (NRC/INPO/NUMARC/NAIT Etc.): SPPI 350

Description: Develop and implement programs and program changes to resolve SALP MS-1
concerns for Pressure Isolation Valve testing, Local Leak Rate Testing, and
Inservice Inspection / Testing including:

Develop and implement a Pressure Isolation Valve test program,e

Identify safety related manual valves required to be operated ine

emergency conditions and implement PM requirements.

Identify and implement ISI requirements for safety related non-codee

class 1,2,or 3 systems containing piping, pressure vessels, pumps, or
valves.

.

Implement modification, testing, and progmm development to resolvee

SALP MS-1 LLRT concerns.

Objective: Evaluate and improve PIV, ISI, IST and LLRT programs to ensure regulatory
compliance and sound program bases.

b

c

l RLG-94-05

i



Program Enhancement |
Major Milestones: (RLG-94-05 Continued)

Accomplishment Plan Date Actual Date

1. Initiate / approve PMs for manual valves 12/93 11/17/93
used in EOPs. (RLG-94-05.1)

2. Develop an Engineering Department Instmetion 4/94
which provides guidance for action to be
taken when components are place on increasedI test frequency. (RLG-94-05.2)

Evaluate safety relat' d non-code class 1, 6/943.I 2, and 3 systems for ISI program inclusion.
e

(RLG-94-05.3)

4. Determine ISI boundaries and inspection 7/94
scope for SW and REC systems. (RLG-94-05.4)

5. Determine ISI boundaries and inspection 7/94
scope for safety related non-code
class 1, 2, and 3 systems. (RLG-94-05.5)

6. Complete design basis reconstitution for 6/94

I primary containment (Cost not included in
funding requirements). (RLG-94-05.6)

I 7. Submit relief requests for SW and REC 8/94
inspection program addenda. (RLG-94-05.7)

8. Submit 10CFR50.55a exemption requests for 8/94
safety related non-code class 1,2, and 3
systems not to be added to ISI program.
(RLG-94-05.8)

l 9. Submit relief requests for safety related 8/94
non-code class 1,2, and 3 systems
inspection program addenda. (RLG-94-05.9)

10. Develop procedures for PIV testing. 8/94
(RLG-94-05.10)

11. Review safety related manual valves for 8/94

| inclusion in IST or augmented testing
programs. (RLG-94-05.11)

| RLG-94-05 (Cont.)

I
|
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Program Enhancement

Major Milestones: (RLG-94-05 Continued)

Accomplishment Plan Date Actual Date

12. Initiate / approve PMs for struking 10/94

identified manual valves. (RLG-94-05.12)

13. Complete design basis reconstitution 11/94
walkdown (cost not included in
funding requirements). (RLG-94-05.13)

14. Submit ISI prognun addenda for SW and 12/94
REC systems. (RLG-94-05.14)

15. Submit ISI program addenda for safety 12/94
related non-code class 1,2, and 3I systems. (RLG-94-05.15)

16.I Approve procedures for PIV testing. 12/94
(RLG-94-05.16)

I 17. Conduct a third party review of IST 12/94
program manual valves. (RLG-94-05.17)

I 18. Develop an Appendix J program document. 12/94
(RLG-94-05. I8)

I 19. Complete installation of test connections 4/95
and isolation valves for LLRT accident
direction testing (cost not included in
funding requirements). (RLG-94-05.19)

20. Perform LLRT accident direction testing 4/95
for modified penetrations. (RLG-94-05.20)

Update Status: Contractor selected for staff augmentation to complete Item # 4.

| Funding expenditure request to go to the February Board of Directors
for approval.

PIV testing methods selected and verified to be effective during 1993
outage.

-

Approximately 50% of the safety related manual valves have been
initially reviewed. The effort is approximately 25% complete ovemil.

l RLG-94-05 (Cont.)
.

I
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Program Enhancement
|

Priority: RED
Item No: RLG-94-06 '

Title / Description: Engineering Backlog Date Updated: 3/31/94

External Funding Requirements: $1,200,000 (estimate). Estimate is based on 15 contractors for
six to nine months to help mduce engineering backlog and to
upgrade programs.

Internal Resource Requirements: Estimate 25% paid overtime per engineer for the next six to
nine months.

Program Manager: Rick Gardner (Jim Lynch)
Planned Start Date: 1/10/94 Planned Completion Date: 4/94

References (NRC/INPO/NUMARC/NAIT Etc.): OSTI, INP0

Description: Reduction of the Engineering Department backlog will msult in an Engineering
Department workload that is prioritized, manageable in size, delivers products on
time, and has measurable results and goals and allow CNS engineering time to
establish a enhanced system engineer program and establish healthy reports of
assigned systems.

Objective: Reduce engineering backlog and improve the effectiveness of managing the workload.
This will allow System and Program Engineers to more effectively manage their
systems and programs.

Major Milestones:
Accomplishment Plan Date Actual Date

1. Develop criteria for prioritization 1/94 2/8/94
of engineering NAIT and ACT items.
(RLG-94-06.1)

2. Prioritize and schedule NAIT and 2/94 2/28/94
ACT items. (RLG-94-06.2)

3. Prepare point papers for contractor 1/94 1/94
[ assistance. (RLG-94-06.3)

| RLG-94-06
..

.
. ;

.
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Program Enhancement

Major Milestones: (RLG-94-06 Continued)

Accomplishment Plan Date Actual Date

4. Plan for contractor site arrival 2/94 2/28/94
training, badging, office space.
(RLG-94-06.4)

5. Identify specific work packages for 2/94 2/28/94
contractors. Assign contractors
for specific engineers. (RLG-94-06.5)

6. Develop a set of Engineering Department 2/94 3/10/94
performance indicators. Produce appropriate
charts and graphs for department and
senior management review. (RLG-94-06.6)

7. Produce final set of department performance 4/94
indicators, publish monthly. Determine goals
and incentives for achieving goals. (RLG-94-06.7)

Update Status: 2/10/94 Item #1 is complete, memo (CNSS943517) was issued on
2/8/94. Item #2 is in progress with completion expected by
2/18/94. Item #3, Point Papers have been prepamd and
discussed with the ERC. Board Of Directors discussion planned
for 2/11/94. Item 4, trailer space identified, PO for computer
purchase written, Computer Applications setting up a computer
trunk line to the trailer. Item #6, draft indicators have been
produced.

3/10/94 Item #2 and #4 are complete. Item #5, contractors began
arriving on 2/14. All contractors are on-site and have been

,

assigned to specific supervisors. Item #6, a draft set has been
produced and are being reviewed by management.

L

r
;

! RLG-94-06 (Cont.)
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Program Enhancernent

Priority: RED
Item No: RLG-94-07

Title / Description: Maintenance Backlog Date Updated: 3/31/94

External Funding Requirements: $200,000
Internal Resource Requirements: 6,000 hours

Program Manager: Rick Gardner (Mike Unruh)

| Planned Start Date: 1/24/94 Planned Completion Date: 9/94

References (NRC/INPO/NUMARC/NAIT Etc.): OSTI

Description: Provide Maintenance Department review of all commitments (MWRs/NCRs/DRs) in
order to ensure control of same. Additionally, provide interim resources to addmss
incoming items until the maintenance support group is functional.

Objective: Reduce maintenance backlog and improve the effective management of the workload.

Major Milestone:
Accomplishment Plan Date Actual Date

1. Define Backlog. (RLG-94-07.1) 2/94 2/23/94

2. Detennine additional resource requirements 2/94 2/28/94
and obtain. (RLG-94 07.2)

3. Review all commitments to determine depth 4/94
of problem (this will be a group review).
(RLG-94-07.3)

4. Set Priorities from review. (RLG-94-07.4) 4/94

5. Identify and plan for resolution of the 6/94
problem areas. The major points are spare
parts, resources and enhanced scheduling.

L (RLG-94-07.5)

I

, RLG-94-07
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| Program Enhance. ment

Major Milestones: (RLG-94-07 Continued)

I Accomplishment Plan Date Actual Date

| 6. Provide permanent resources to maintain a 6/94
periodic review of all open items.
(RLG-94-07.6)

I
7. Provide a means for continuous monitoring 9/94

of Maintenance Group / Shop Backlog.
(RLG-94-07.7)

,

|
Update Status: 2/10/94 Item #1, define backlog, is in progress. Item #2, additional

resource requimments have been identified and the resources
should be approved at the Febmary board meeting.

!

3/10/94 Item #1, definition for backlog has been established and is being
included in M.P. 7.0.4 Conduct of Maintenance. Additionally a
method for prioritizing backlog items has been established.
Procedure revision is ready to be submitted for SORC routing.

Item #6, resources to maintain periodic review of all open items
has been provided on a temporary basis through use of a

|
consultant engineer.

!
3/31/94 ThsTptistitiistids;:|bf'65titindiiifhilisisnihde^Mbjf li|is

prcgre551witlfaniexpeclud ;c6nspletion|6f(4/30/94j 3Fot65d.

s'hntdokn;niaintsnan66):;iictivit.ispisi'thkm61ithjfMash '
pt#hi#ed;completibri;of(this[actipity!on|5dhsdul6.)

.
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Program Enhancement

Priority: RED
Item No: RLG-94-08

Title / Description: Review the Qualifications Date Updated: 3/31/94
and Tmining of Current CNS
System Engineers to Determine
Training Required

External Funding Requirements: None
Internal Resource Requirements: Approximately 20 system engineers each attending two newly

revised system training courses per year; 30 system engineers
attending courses required by revised Training Program
Descriptions (TPDs) for one year (qualification to revised TPDs
must be completed within one year) training resources to
develop and deliver the newly revised system tmining courses.

Program Manager: Rick Gardner (Jim Lynch)

| Planned Start Date: 11/3/93 Planned Completion Date: 7/94

References (NRC/INPO/NUMARC/NAIT Etc.): OSTI, SPPI

1
Description: Upgrade the training provided to system engineers to include system task oriented

| objectives. Provide appropriate system training for all engineers assigned systems.
I

h Objective: Organize, enhance, and communicate improvements in engineering training. Tins
|

p includes enhanced systems training and improvements to positional requirements for |
| engineers. |

|
|

. Major Milestones:
I Accomplishment Plan Date Actual Date

1. Review and revise TPD 502 - Technical Staff, 12/93 12/30/93
TPD 509 - Station Engineer,
TPD 526 - Station Nuclear Engineer,
TPD 527 - ISI Engineer (RLG-94-08.1)

2. Identify system engineers assigned 1/94 1/24/94
systems who have not completed
system training. (RLG-94-08.2)

i
3. System engineers complete system 2/94 2/28/94

training as identified in Item 2 (above).

| (RLG-94-08.3)

|
RLG-94-08
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Program Enhancement

Major Milestones: (RLG-94-08 Continued)

Accomplishment Plan Date Actual Date ;

|
,

4. Develop a plan and schedule for system 2/94
lesson plans to be upgraded for system engineers I

(i.e., begin with SRO level training lesson
plans and revise objectives as appropriate '

for system engineer). (RLG-94-08.4)

5. Complete revision to system engineer 7/94
lesson plans and begin delivering
new system training lessons.

(RLG-94-08.5)

6. Develop individualized training plans 7/94 I
appropriate for Engineering Depanment
personnel. (RLG-94-08.6)

7. System Engineer Cenification 7/94
(RLG-94-08.7)

|
Update Status: 2/10/94 Item #1 is complete. TPDs have been reviewed and changes i

were mada regarding position and task required lessons, and
optional lessons. Item #2 is complete. Engineers assigned
systems who have not completed training on their assigned
systems have been identified. Item #3 is in progress.

3/10/94 Item #3, all System Engineers have completed the appropriate
systems training. Item #4, discussions with training have begun
and three meeting have been held. Schedules have not been
produced but are scheduled to be completed during 3/94.

3/31/94 Item #4, lesson objective for System EngineepTrainirig haves

been completed |3/9/94; LSchedule for lesson ~ plan upgrades to be
developed in April.

RLG-94-08 (Cont i . . . . . . . . . . . . . .. . .. _ . . . . _ . _ . .
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Program Enhancement

Priority: RED
Item No: RLG-94-09

Title / Description: Improve Operations Communications Date Updated: 3/31/94

External Funding Requirements: None
Internal Resource Requirements: 60 hours per year

Program Manager: Rick Gardner (Bob Brungardt)
Planned Start Date: 12/1/93 Planned Completion Date: 6/94

References (NRC/INPO/NUMARC/NAIT Etc.): OSTI

Description: The actions that will be addressed under this action include the following:

Evaluate the conduct of crew briefings including frequency and adequacy of*

infonnation exchange.

Standardize the shift turnover process such that operational infonnation/ plant*

station information is communicated between shifts in a consistent manner.

Establish a mechanism to ensure long term issues / problems are communicated*

to all shift.
|
!

Evaluate operator verbal communications against the CNS Directive on*

comniunications. |

Objective: Ensure complete, accurate and consistent transfer of information through improved
operator communications.

Major Milestones:
Accomplishment Plan Date Actual Date

1. Implement a Control Room Operator Turnover 3/94 3/10/94
Checklist to support consistent turnovers.
(RLG-94-09.1)

2. Obtain approval of Procedure 2.0.2 4/94
which incorporates Long Term Concerns
into the Shift Supervisor's turnover.
(RLG-94-09.2)

3. Observe shift crews and document 6/94
communications observations.
(RLG-94-09.3)

RLG-94-09
y yy.g.93.y.7. ;: ;;p .;;;; y .3 :.;; 8 ;;y; . ,;; . ; y ;. . ;.y::.py ; 3;(;;;;.g.3.;.gy3 9g, ,;. :;.g..
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Program Enhancement

RLG-94-09 (Continued)

Update Status: 2/10/94 Shift crews were previously observed in September - October
1993, and communications observations documented. Milestone
#3 will measure the effectiveness of communication
improvements previously implemented.

| Procedure 2.0.2 has been revised and a draft of the Long Term
Concerns is already in use.

| 3/10/94 (RLG-94-09.1)

A Control Room Operator Turnover Checksheet is in use by the

I CRS, RO, and BOP.

-

(RLG-94-09.2)

Procedure 2.0.2 is in technical review routing.

I

i

|
;
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SECTION IV

SAFETY ASSESSMENT
[

Within this section the issues regarding problem identification,

corrective action, procedural' adequacy and adherence will be
addrersed. The procedural adequacy and adherence concern focused

on whether the procedures, as they are currently written, provide-

the necessary guidance and detail. .Part of the oversight

function at CNS is to determine if appropriate solutions to

existing problems is being provided. A new Corrective Action

Program is being-developed to accomplish this.

( Part of the culture change that must happen before CNS can

significantly improve performance is that the-employees need to

[- develop a more questioning attitude. To support'this change in

attitude a mechanism to solicit and-implement employee concerns-
wi]l.be develo, ped-as a task within this section.

To address these issues, the following Integrated ~ Enhancement
Program tasks have been developed and are being implemented. The
tasks included in this section are Program Enhancements which

[ provide a description of the task, the responsible manager, and
the expected completion date.

,

[

[-

[

[
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Program Enhancement

Priority: RED
Item No: JMM-94-01

l
Title / Description: Upgrade the Corrective Action Program Date Updated: 3/31/94 |

External Funding Requirements: $400,000
Internal Resource Requirements: 2500 hours

Program Manager: John Meacham (Chris Moeller)
Planned Start Date: 9/17/93 Planned Completion Date: 10/94

References (NRC/INPO/NUMARC/NAI C Etc.): CCA, SPPI, SMM, OSTI

Description: Various internal and regulatory assessments of the existing Corrective Action
Program have identified several weaknesses. These weaknesses are being
resolved through this action item.

Objective: In support of the culture change to a more questioning attitude, provide a
completely new Corrective Action Program, which facilitates:

1. Easy problem identification.
2. Defined problem ownership and accountability. -

3. More in-depth root cause analysis.
4. Improved human performance evaluation.
5. Enhanced trending capability.

Major Milestones:
Accomplishment Plan Date Actual Date

1. Establish Steering Committee. 9/93 9/24/93
(JMM-94-01.1)

2. Develop project goals. 10/93 9/30/93
t (JMM-94-01.2)

3. Approve conceptual design. 10/93 10/11/93j
(JMM-94-01.3)

4. Conduct plant visits. 10/93 10/29/93
(JMM-94-01.4)

( 5. Conduct manager / supervisor workshops. 12/93 12/1/93
(JMM-94-01.5)

r w v -94-n
. .
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Program Enhancement

Major Milestones: (JMM-94-01 Continued)

Accomplishment Plan Date Actual Date

6. SORC review of draft procedures. (RIM-94-01.6) 12/93 12/23/93

6a. Implementation of interim changes. (JMM-94-01.6a) 1/94 1/27/94

7. Preliminary approval of CAP implementation 2/94 2/28/94
procedures. (JMM-94-01.7)

8. Provide CAP tmining. (BiM-94-01.8) 3/94 3/31$4

9. Preliminary approval of Root Cause Guideline. 3/94 3/31/94
(JMM-94-01.9)

10. Provide root cause training. (JMM-94-01.10) 3/94 3/31/9|4

11. Implement program and supporting pmcedure 3/94 3/31/94
changes. (JMM-94-01.11)

12. Convert existing trending records to new 6/94
database. (JMM-94-01.12)

.

13. Assess program effectiveness. (JMM-94-01.13) 10/94

Update Status: All CAP piocedureshavsbeen coinjileted ;and SORC|approsi
inceived.:L Ths R60t|Cakse Guideline hss bsen completedireviesd'arjd
approved for gerieralfuacy: Root;Cause Tmining began".onfMarch:28;
1994 for|theffirst groupbf trainees.] Additidnal gioupsjwill be~traijidd
byer the next two'monthss;f Progrdm implementation-hss been'affebted
hnd fdlliniplsitientatidn|a'chisyedi

~ ~ ' '

Tvy-94-0 mom ;
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. ..



_ _ .- --

, ' . - a
, .

_
+

Program Enhancement

Priority: RED
Item No: SIM-94-02

Title / Description: Improve Operating Experience Review Date Updated: 3/31/94
Program

External Funding Requirements: $35,000
Internal Resource Requirements: 700 hours

Program Manager: John Meacham (Pat Thurman)
Planned Start Date: 1/24/94 Planned Completion Date: 6/94

References (NRC/INPO/NUMARC/NAIT Etc.): CCA

Description: The NPPD CNS OER Program has come under scmtiny by CNS Senior
Management and the NRC because of several recent incidents. Consequently,.

an effort is underway to improve the effectiveness of the program.

Objective: Improve the CNS OER Program through:

1. Lessons leamed fmm a critical review of past document dispositions.
2. Assessing the current program and correcting weaknesses.
3. Enhanced training of involved personnel.

Major Milestones:
Accomplishment Plan Date Actual Date

1. Assess current OER program. (JMM-94-02.1) 2/94 2/25/94

2. Assess 20% of OER dispositioned in the 3/94 3/3.1/94
last two years. (BIM-94-02.2) '

3. Assess certain OER dispositioned within the 3/94 3/31294
last ten years. (JMM-94-02.3)

4. Based on the results of assessments, revise the 4/94
- CNS OER Program. (BIM-94-02.4)

I
5. Develop training module ano train personnel on 6/94

I revised program. (SIM-94-02.5)

b

I JMM-94-02
.. . .

.
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|| Program Enhancement

JMM-94-02 (Continued)

Status Update: hssessment 'of the existing 1CNS OER pmgram'..has tiesn conipleted
The revle. ;of past OERLdispositionsf asMellfas~ the evaluation lif;;anw -

| independent consultant has:shown a need|ts Tevise ihs! current prograni?
~

Efforts have begun'.to. revise'the pfogram;pioc6dures::in areasiwliere
weakness has beeri identifi4Thiiprevious plan [datdTfor JMM44-02A| of 3/31/94 was in error! -:;It was;always anticipated that the OER ,

'

Program would be reviewed afler the assessments weie complete''

I
|

I
I
I

-

|

I
I I

|

|
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g Program Enhancement

Priority: RED
Item No: JMM-94-03

Title / Description: Enhance the Human Performance Evaluation Date Updated: 3/31/94
Program

| External Funding Requirements: $50,000
Internal Resource Requirements: 4500 hours

| Program Manager: John Meacham (IRG Manager)

Planned Start Date: 1/24/94 Planned Completion Date: 3/94I
References (NRC/INPO/NUMARC/NAIT Etc.): CCA, SMM

Description: The existing Human Performance Evaluation Program is somewhat
rudimentary and is used within the existing Corrective Action Program only
when consequential human errors arise. Enhancements to this program,I embodied in the aforementioned elements of this action item, will be described
in a Nuclear Power Group Directive and will be applicable to all peisonnel in

I-
the NPG. The thresholds for human error and the actions necessary to correct
their causes will be decided and implemented at the depanmental level. The
new Corrective Action Program will serve as the vehicle to implement this

I program. An Independent Review Group (IRG) will be fonned to assess
human performance through investigate assessments by Senior Management.
The development activities associated with this program will be performed as
item No. JMM-94-05, develop the Independent Review Group.

I Objective: Reduce human errors through a programmatic approach to human performance
evaluation.

I Major Milestones:
Accomplishment Plan Date Actual Date

1. Establish the IRG Manager as the 2/94 2/24/94
Program Manager. (JMM-94-03.1)

2. Perform assessment of recent human errors 2/94 3/18/94
by outside expens. (JMM-94-03.2)

3. Provide input to CAP final procedures. 3/94 3/18/94
(JMM 94-03.3)

I
JMM-94-03

'~

. . .

.



..... .,, .. ..., , .. .. ,. .... . ... . ,. . ,,._ . . . . . . . . .. ,, . . . . . . . . . .

g Program Enhancement

JMM-94-03 (Continued)

Update Status: Tlie INPO assessment mpofi on'hunian perfonnands problems was
received dudng the first week in Msrch. Reconimendations from this

| mport were myiewed; CAP procedures were: reviewed |to| insure that
.

ihe issues identified by ,INI?O has been addresssd-bp|tlie. CAP program.
The evahiation detennined.thst the'new; CAP piogram ensornpassed the

|| INPO_ concernhThis completss the.activitics associaisd with this i

program.

,

I
I |

I l

I |
|
|

I
I
I
I
I
I

.
JMM-94-03 (cont.)
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Program Enhancement

Friority: RED
Item No: JMM-94-04 I

Title / Description: Review / Revise Operability Determination Date Updated: 3/31/94
Process

External Funding Requirements: $30,000
Internal Resource Requirements: 1000 hours

Program Manager: John Meacham/(R.L. Sanchez/E. A. Erickson)
Planned Start Date: 1/24/94 Planned Completion Date: 11/94

References (NRC/INPO/NUMARC/NAIT Etc.): SPPI

Description: Over the past two years, several lessons have been learned regarding the use
of the operability determination / operability evaluation process. In view of the
changes being made to the Corrective Action Program, management has
determined that it would be timely to also enhance this process.

Objective: Revise the OD/OE procedures to allow for termination when no longer
applicable, to assure inputs are properly reviewed and prepared in accordance
with other CNS Procedures, to describe needed threshold, and to allow
searching on past OEs/ODs. In addition, provide training to involved
personnel.

Major Milestones:
Accomplishment Plan Date Actual Date

1. Assess existing procedural weakness. 3/94 3/31/94
'

(JMM-94-04.1)

2. Based on assessment, revise procedure. 4/94
(JMM-94-04.2)

3. Establish process " owners" for OD and 4/94
OE process. (JMM-94-04.3)

I JMM-94-04
_

. . . . .. .. . . .
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Program Enhancement

Major Milestones: JAmi-94 04 (Continued)
Accomplishment Plan Date Actual Date

4. Develop training module and train 5/94
appropriate personnel on revised
procedure. (JMM-94-04.4)

5. Evaluate effectiveness of new process. 11/94

(BIM-94-04.5)

Update Status: The assessment of existing OD/OE pmcedures isjcomplstid.
Pfoceddres aitCcurienilp[undsijdipgjevisioniwith*hjlAmi&!!canspistiBn
injApril!

.

i

[

[ Jhaf-94-04 (Cont.)
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Program Enhancement

Priority: RED
Item No: JMM-94-05

Title / Description: Develop the Independent Review Gmup Date Updated: 3/31/94

External Funding Requirements: $30,000
Internal Resource Requirements: 200 hours

Program Manager: John Meacham (Pat Thurman)
Planned Start Date: 1/24/94 Planned Completion Date: 5/94

References (NRC/INPO/NUMARC/NAIT Etc.): N/A

Description: The Independent Review Group (IRG) will perform selected reviews of NPG
activities, without constraints or limitations of any kind and has unlimited
access to existing trending information and other pertinent data. The outcome
of these reviews will be repcited to Senior NPG Management and wil.1 identify
the cause, or causes, which keep the desired results frc'm being obtained.
Areas with severe shortcomings will undergo increased overview by the IRG
until a positive trend is achieved.

Objective: To ensure that the Nuclear Power Group is achieving results which meet
management expectation and, if not, to provide feedback to NPG Senior

. Management.

Major Milestones:
Accomplishment Plan Date Actual Date

1. Internal review of related programs. 2/94 2/10/94
(JMM-94-05.1)

2. Evaluate how other utilities perform 2/94 2/24/94
IRG functions. (JMM-94-05.2)

3. Develop IRG Charter. (JMM-94-05.3) 2/94 2/28/94

4. Develop IRG staffing plan and job 3/94 3/31/94
descriptions. (JMM-94-05.4)

5. Develop IRG procedures and guidance 4/94
documents. (JMM-94-05.5)

i
t

[ JMM-94-05
.

.
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Program Enhancement

Afajor Milestones: (Jh1M-94-05 Continued)

Accomplishment Plan Date Actual Date

6. Develop assessment schedule forIRG. 4/94
(JMM-94-05.6)

7. Provide overview report on IRG 5/94
implementation. (JMM-94-05.7)

Update Status: Th61RGlClisiisi hss;bsciidevs16psd in|tliff6rm.;'6f un NPG DirestiVe
ivhich is:now;uridergoing n:vi6@; Job; Descriptions |haVe besn|| defined)
the;jols po,sted[and:staffm~ gLfodtliefgroup|[is underwayj

~

JMM-94-05 (Cont.)t

|
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Program Enhancement

Priority: RED
Item No: JMM-94-06

Title / Description: Develop an NPG-Wide Priority System Date Update: 3/31/94

External Funding Requirements: $15,000
Internal Resource Requirements: 1600 hours

Program Manager: John Meacham/E. Erickson
Planned Start Date: 1/24/94 Planned Completion Date: 5/94

References (NRC/INPO/NUMARC/NAIT Etc.): CCA, OSTI (Observation 93-202-05)

Description: At the present time, the various organizational entities in the Nuclear Power
Group are using different methods to prioritize their work. Simple, priority
schemes are needed to ensure that everyone understands what the highest
priority work is.

Objective:
1. To ensure critical work is completed first.

2. To ensure backlog work is being processed in an efficient manner.

Major Milestones:
Accomplishment Plan Date Actual Date

1. Conduct survey to determine how other 2/94 2/24/94
plants prioritize work. (JMM-94-06.1)

2. Evaluate work areas needing prioritization. 2/94 2/24/94
(JMM-94-06.2)

3. Develop formal conceptual description for 2/94 2/24/94
priority program. (JMM-94-06.3)

RsialidaMjsdililifp@iidrily[sEh8duissikiQ4,4.

NRfM % IER M@MM-944063)

5. Isigl6mgshy;iiggsddistshihiggpowi 5/94
iepsiidatysf{oitgJMMfB)6)5)

L

f JMM-94-06
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Program Enhancement
- JMM-94-06 (Continued)

Update Status: The industry survey of other utility prioritization progrants has been
completed. Work areas at CNS which require prioritization siQididi
evaluated.

Ityaff6uiid)lis(6bihistidg;)fibiity|sEhsinW(fd[EWREMWR;
I TWR/and PCN) aiu; being repalidated tolsrisuisltheiffadyuacy;Mid

26freeiness;6fJAppliciti6ddThs[dseidssfo[JMM-94n4 And[~

l JMM 94..iO6,5.h, ave beest,noved b, ne. trnon.i.h. ~f.orwsd tolallosthis..~;
.

.; .
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-
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reyalidatio;n. for. .tjto occurf
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| Program Enhancement

Priority: RED

| Item No: JMM-94-07

Title / Description: Implement the Industry Advisory Group Date Updated: 3/31/94

External Funding Requirements: $50,000 jI Internal Resource Requirements: 150 hours

Program Manager: John Meacham/J. Partlow
Planned Start Date: 1/24/94 Planned Completion Date: 5/94

I
References (NRC/INPO/NUMARC/NAIT ETC.): N/A

I
Description: One of the causes of the recent declining performance of the Nuclear Power

I Group has been a failure to keep abreast of emerging issues and take action
accordingly. An Industry Advisory Group (IAG) will be comprised of several
nuclear industry executive level personnel and be chaired by the Senior

I Nuclear Division Manager of Safety Assessment. The Group will met
periodically to discuss emerging issues, compare CNS performance to industry
standards, and provide feedback to Senior Management.

Objective: Ensure that the Nuclear Power Group remains abmast of emerging industry
issues and proactively responds to those affecting Cooper Nuclear Station.

| Major Milestones:
Accomplishment Plan Date Actual Date

| 1. Develop IAG Charter. (JMM-94-07.1) 2/94 2/28/94

2. Develop " Rules of Practice". (JMM-94-07.2) 3/94 ')/31!94
1

'

Obtain indust:7 experts for IAG. 4/943.

(JMM-94-07.3)

| 4. Develop meeting schedule and hohl 5/94
first meeting. (JMM-94-07.4)

,
i

lIVIkT.Qt. M
.
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Program Enhancement

JMM-94-07 (Continued)

Update Status: TisIAG'" Rules of Prahtice"iliave been develojni;itEd'are tuidefgoing
review. : Resume's have been obtained for.}iotential;bnndidates;to serve |

on the IAG. ;' Activity;teinains onischedtile!

|
'

1
1

l
|
|

R%y. 4.# '

JMM-94-07 (Cont.)i ee iu "p - m I rd iMi n .i r - ii'. di1 iis i ii- %'nr.4i1pitiiaR biWiiE1 iie4rii.i ''ib 1-p|| 'iiii tIpFii'''dd'd idiiitiIpre em i



1

I

l-

|

I

I
1

4

1

:

4

:

a

SECTION V
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SECTION V i
)

SITE SUPPORT

The primary purpose of the Site Support Division. enhancements"is
to resolve the training issues identified by previous audits and

assessments and to support the training' requirements of several

other Program Enhancements. The training deficiencies were l
centered around the certification process, the adequacy of !

.

training, and'the apparent inability to maintain the training
compliance and qualification requirements for NPG employees.

;

I

The Site Support enhancement items address seven areas for f
improvement. These areas were developed ~as a result of several [
inputs and are scheduled and prioritized to provide the required

'

management and staff focus to ensure reasonable'and timely '

;
rprogress is achieved and the end product fully addresses the

issue. ' '
,

It is recognized that to improve station performance, increased
management attention is needed to increase emphasis on.

f_ leadership, teamwork, communications and accountability-among
management, supervision.and the workforce. This portion of the

Integrated Enhancement Program will support the actions required
for these needed improvements.

'

To address these issues, the following Integrated Enhancement
Program tasks have been developed and are being implemented. The
tasks included in this section are Program Enhancements which

j

provide a description of the task, the responsible manager,-and
the expected completion date.

15
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Program Enhancement

Priority: Red
Item No: EMM-94-01

Title / Description: NPG Manager and Supervisor Management Date Updated: 3/31/94
Skills Training

External Funding Requirements: $110,000 (Estimate)
Internal Resource Requirements: Approximately 100 people, 4 24-hour

workshops / year, 2-3 years. Senior management
panicipation. Nuclear Tmining Manager - 200
hours / year, Corporate Training Manager / Supervisor - 50
hours / year.

Program Manager: E.M. Mace (J.W. Dutton)
Planned Start Date: 11/22/93 Planned Completion Date: 12/94

References (NRC/INPO/NUMARC/NAIT Etc.): OSTI, SPPI 270 (Enercon Report), SMM,
CCA

Description: Develop long term Management Tmining Program for NPG Supervisors and
Managers including:

Assess each NPG Supervisor and Manager to determine what level ofe

training or support they may require

Develop Training schedule for NPG Supervisors and Managerse

Develop Management / Supervisor Training Programe

Train Management / Supervision in Basic Management Skillso

Establish Positive Feedback and Improvement areas to Managers ande

Supervisors
,

Objective: To provide a strong, focused rnanagement development within the NPG.

Major Milestones:
Accomplishment Plan Date Actual Date

1.
~

Establish overview, basic approach and treatment. 11/93 11/22/93
(EMM-94-01.1)

2. Establish Advisory Committee. 12/93 12/22/93
(EMM-94-01.2)

E w w oa-nr
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Program Enhancement

Major Milestones: (EMM-94-01 Continued)

Accomplishment Plan Date Actual Date

3. Initial design of Workshop #1 (WI). 12/93 12/22/93
(EMM-94-01.3)

4. Administer Diagnostic Instruments. 2/94 2/4/94
(EMM-94-01.4)

5. Finalize design of WI, Initial design of W2. 2/94 02/12/94
(EMM-94-01.5)

6. Finalize design of W2, Initial design of W3. 4/94
(EMM-94-01.6)

7. Delivery of WI completed to all Management teams. 5/94
(EMM-94-07.7)

8. Finalize design of W3, Initial design of W4. 5/94
(EMM-94-01.8)

9. Delivery of W2 completed to all Management teams. 6/94
(EMM-94-01.9)

10. Finalize design of W4, Initial design of W5. 7/94
(EMM-94-01.10)

11. Delivery of W3 completed to all Management teams. 9/94
(Ehmi-94-01. I1)

I 12. Finalize design of W5, Initial design of W6. 10/94
I (EMM-94-01.12)

1
'

j 13. Delivery of W4 completed to all Management teams. 12/94
! (EMM-94-01.13)

I
| Update Status: On schedule
|

Plan is established for one year of a 2-3 year program. Plan will be
updated for second year in the third quarter.

Diagnostic instruments delivered, and evaluation in-progmss. Final
1

design of Workshop #1 will be set on Saturday, Febmary 12,1994 and
'

schedule for Workshops 1-4 will be determined.

. . . . . . . . . . .. EMM-94-01 (Cont.)
..
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| Program Enhancement

Update Status: Workshop #1 is scheduled, design finalized and in development.
Agreement with Lied Conference in progress. GSA with BCAL and
JP & Associates completed. Teams identified.

[[Nfii[kMI5$5[NN@NANNhhp)p1hQitifj@y@5pisii@@D$1]p6fy 1
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Program Enhancement

Priority: Red
Item No: EMM-94-02

Title / Description: Develop User-Friendly Tracking Date Updated: 3/31/94
System for Training and Cenification

External Funding Requirements: $350,000 (Estimate)
Internal Resource Requirements: Information Systems assistance, Clerical suppon for

testing, Management / Supervision time for design )

Program Manager: E. M. Mace (J. W. Dutton)
Planned Start Date: 1/24/94 Planned Completion Date:10/94 i

i

References (NRC/INPO/NUMARC/NAIT Etc.): OSTI

1

Description: Develop user-friendly computerized database for tracking when various )
certifications or requalifications am required and who the affected personnel '

are. Ensure NPG managers / supervisors are involved in the development of
,

this program - OSTI. |

|
|

Objective: To develop a user-friendly system to identify cenification status of employees |
prior to work assignment. |

Major Milestones- |

Accomplishment Plan Date Actual Date

1. Establish interim Program to ensure maintenance of 1/94 1/94
cenification. (EMM-94-02.1)

2. Scoping session with ISD, Training, Steve Woenh, . 1/94 1/11/94
and CS. (EMAi-94-02.2)

3. Conduct Business Area Analysis at CNS and GO. 2/94 2/9/94
(EMM-94-02.3)

4. Define and refine requirements. (EMM-94-02.4) 3/94 3/9/94

5. Determine alternatives, select best approach, develop 3/94 3/15/94

Functional Specification. (EMM-94-02.5)

Musw:mmm0;.2 ; nf a.c2 S %... .?
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Program Enhancement

Major Milestones: (EMM-94-02 Continued)

Accomplishment Plan Date Actual Date

6. Request for Bids. (EMM-94-02.6) 4/94

7. Award contract. (EMM-94-02.7) 6/94

8. Install / Test system. (EMM-94-02.8) 9/94

9. Acceptance Testing Complete. (EMM-94-02.9) 10/94

Update Status:

1/11/94 Meeting was held at CNS with Information System and Training
Department to develop scope of pmject.

2/8&9/94 Meetings were held at CNS with Information Systems to identify the
problems with the current TFS system and gain input for the new
system requirements. ;

2/8/94 Nuclear Network is being used to explore what other plants are using |
for software. I

1

3/3/94 Meeting scheduled for 3/9/94 at the G.O. with Information Systems to
'

define and refine requirements.

3/9/94 MsetingMhilield|oii 3/9/94Mith71S]oldefi|ufshdiefine;; requifemests;

3/28_/94 ISSC '(NPPDNP|bomniittes)?appropell:Expssdistre;f6iiiipgiids
($350,000 Work (Older)pWill IRssb'nitted fo6B6sni[hpprdval 4/7/94;i

EMM-94-02Ep.n1L_,___,_____,
.. .
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Program Enhancement
|
|

Priority: Red
Item No: EMM-94-03

Title / Description: Develop a Comprehensive System Date Updated: 3/31/94 1

Engineering Training Program for CNS
System Engineers

External Funding Requirements:
Internal Resource Requirements: 860 hours

i

l

Program Manager: E. M. Macc (J. W. Dutton)
Planned Start Date: 1/24/94 Planned Completion Date: 7/94

References (NRC/INPO/NUMARC/NAIT Etc.): OSTI

Description: Develop a comprehensive System Engineering Training Program for CNS
,

System Engineers - OSTI.
|
,

1

Objective: To provide well qualified system engineers to support safe station operation.

Major Milestones:
Accomplishment Plan Date Actual Date

1. Establish Task Group. (EMM-94-03.1) 1/94 1/7/94

2. Establish Objectives. (EMM-94-03.2) 4/94

3. Develop Training Material. (EMM-94-03.3) 5/94

4. Develop Evaluation Method. (EMM-94-03.4) 6/94

5. Conduct Training. (EMM-94-03.5) 7/94

. . = .
.. . . . . . . .. . .EY. ;. . . : . a ....=w...... ++.m.. ;. -



._. . . . . - -

,

i

Program Enhancement

EMM-94-03 (Continued)

Update Status: (1) Upgrade Meeting held January 27,1994 |

S. Winn to provide first cut on " Systems" objectives to R.
Sanchez and T. Black, this includes objectives from " Tech !

Spec" material.
1

I

B. Toline to provide updated Engineering Task List.

M. Bohling to provide overview of current TPDs.
|

l

M. Bohling gave trip report of Monticello Trip.

(2) Febmary 3,1994

EMR met with Sanchez and Black to review efforts on making
" Qual Card" for engineering. They will provide feedback at |
Febmary 17,1994, Task Group meeting from Engineering

|Supervisors.

(3) March 3,1994 Meeting:

A) S. Winn has completed review of all COR002 Systems
objectives. Forward to Sanchez and Black.

B) R. Sanchez presented a cross matrix of integrated
systems for engineers. Will select five systems for
review and " buy in" by engineer supervision.

C) M. Bohling developed a flow chart of current TPDs.
This should aid in an overall, understanding of the
training program. |

D) " Expert Level" Qual Card developed by B. Toline.
Presently under review for comments by T.B., R.S.,
J.B. , W.M.

E) Review of the "under development" Manager / Supervisor
Systems training course may be suited for 2 week course
by new engineers.

F) Next task group meeting March 17,1994.

EMM-94-03 (CoC
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Program Enhancement

EMM-94-03 (Continued)

' /31/93$.ds - '' ' *:vn.: 1)i"1XDus'ETinplanned!'6slijdf:'liuddi, .r60p''ihik. /.slisi, sUpdate Status:
f (. c . 2< t24:9. w ; .e O u.0, :O .:<. c. s-x. v -.<....e ?- ?..- - ' ..9
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Engineering myiew; to ty included wi,th " System
Specific" qual cards.,
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Program Enhancement

Priority: Red
Item No: EMM-94-04

Title / Description: Root Cause Training Date Updated: 3/31/94

. I
External Funding Requirements: $19,250
Internal Resource Requirements: 255 hours

Program Manager: E. M. Mace (J. W. Dutton)
Planned Start Date: 1/24/94 Planned Completion Date: 12/94

References (NRC/INPO/NUMARC/NAIT Etc.): 190 SPPI,200 SPPI

Description: Provide Root Cause Training for the NPG. Root Cause evaluation training
needs to be made a pa:t of Engineering and Tech Staff training, and reinforced
by continuing training.

.

Objective: To develop an engineering staff that is well qualified in Root Cause Analysis.

Major Milesto:tes:
Accomplishment Plan Date Actual Date

1. Revise GOT Training. (EMM-94-04.1) 3/94 3/}]/94

2. Develop K-T ATS Training Schedule. '3/94 3/2$9f
(EMM-94-04.2)

3. Conduct classes. (EMM-94-04.3) 11/94

4. Revise TPDs 0509 - Station Engineer, 12/94
0526 - Station Nuclear Engineer,
0527 - ISI Engineer, and 0516 - Design Engineer
to include K-T (ATS) Root Cause as Position
Required. (EMM-94-04.4)

_

|
- >*
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Program Enhancement
|

EMM-94-04 (Continued)I
Update Status: Discussion with Engineering Manager on 2/8/94 indicates that the

|
2

Kepner Tregoe (ATS) Root Cause classes should be placed as Position i

specific on Engineering TPDs versus TPD 0502, Tech Staff. This
would focus the sessions more towards personnel who perform Root
Causa Analysis.

The K-T classes will be offered Gye (5) times over the next year to
accommodate personnel. Once the classes are completed, the TPDs |I will be revised to reDec'. de requirement. Providing the classes, then I
adding the lesson to the 'lPD as per NTP: 02, Trainine Progmm
Descriptions. |

The three ATS Instmetors bompletsijupgrs'ds by Kepner Tregoe on
March 23 and 24,1994. Ths flis't'thieeTATS clisies hiVibesnI sehsddisd fof April)11[12,jl3[ Map 21Q18/[19,(and June 27,;28[29| |
1994; )

ThsTCAP sistsfisilwill'bEWStind?A16he"11ssibii is GOTRA;les56n
plan isibeing' developed snd iTP68;;will bsfitvlNd{as diredted byjPlant

I ManagemenE.The exiitit@" Level Ons'ECAPLlcs50n~ will lxipresented
.

to all hiitial traini & I srsonnel hiitil the newilsssonlis deve16 sedi/all~i 1

personnel who have compleisdL.tliej"IMel One". CAP]tniining .will be

g " Alternately Completed" to the GOT lessonMThe "Stsnd?Alohe" le.ss6ii-

is 50% complete and will be|appmved. and incorporated!bn:a TPD by
4/1/94;

I
I
I

I
I

wm
- - _
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Program Enhancement

Priority: Red
Item No: EMM-94-05

Title / Description: CAP Training Date Updated: 3/31/94

External Funding Requirements: $0
Internal Resource Requirements: 100 Professional hours, 20 Clerical hours

Program Manager: E. M. Mace (J. W. Dutton)
.

Planned Start Date: 1/24/94 Planned Completion Date: 3/94

References (NRC/INPO/NUMARC/NAIT Etc.): 180 SPP1

Description: Develop and pn:sent training on the new CAP, upon finalization of CAP
procedures.

1

Objective: To provide training to plant personnel on the new CAP program.

Major Milestones:
Accomplishment Plan Date Actual Date

1. Develop Lesson on CAP. (EMM-94-05.1) 3/94 3/23/94

2. Present Irsson on CAP. (EMM-94-05.2) 3/94 3/31/94

|

Update Status: Level I training has been developed and submitted to C. Moeller for
review / approval. Awaiting information on objectives from C. Moeller
to begin development of LevelII training.

Received objectives for level II Training. Development of Level II
lesson in progress, completion is dependent upon approval of
Corrective Action Program.

EMM h _ _
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Program Enhancement

131M-94-05 (Continued)

Update Status: Lesson Plans fdf Level I!and 11 snbmitted for revi_ew/ approvals During
the' week of 3/28/94,.20 classes fdr LevelI and.10 for LevelII training
have been scheduled on' site.:::In addition,'seven classes forLevel:I and
Level II have been ' scheduled iii Columbus. L It is the intent to train
majority of NPG personnel by 3/31/94.

|

|

|

|

1

1
,

|

|

1

|

|

EMM-94-05 (Cont.) - _ - _ .
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Program Enhancement -

Priority: RED
;

Item No: EMM-94-06

Title / Description: Implement Recommendations of Date Updated: 3/31/94
Fire Protection Assessment

External Funding Requirements: $500,000
Internal Resource Requirements: 600 hours

Program Manager: E. M. Mace (H. T. Hitch)
Planned Start Date: 1/24/94 Planned Completion Date: 12/94

References (NRC/INPO/ETC.): CCA, OSTI

Description: The Purpose of the F/P Assessment is to determine the overall adequacy of the
NPG Fire Protection Program.

Objective: To evaluate the adequacy of the existing F/P Program and make the necessary
enhancements to improve the overall Fire Protection Program.

Major Milestones:

Accomplishment Plan Date Actual Date

! 1. Complete the F/P Assessment. 2/94 2/10/94
(EMM-94-06.1)

2. Deliver the results of the 2/94 3/2/94
F/P Assessment to NRC Region IV.
(EMM-94-06.2)

3. Implement the recommendations of 12/94
the F/P Assessment. (EMM-94-06.3)

,

Update Status: The Fire Protection Assessment inspection was completed on January
; 14, 1994. As of Febmary 8,1994, the second draft of the report

comments am being incorporated. Within the next 2 weeks the final
Fire Assessment report will be issued, with an advanced copy being
sent to the Senior Resident Inspector. A drop in visit of to Region IV
is planned during Febmary to present the Fire Assessment report to the
NRC.

f Item #2 NRC rescheduled meeting from Febmary 28,1994 to March 2,
1994.

EMM-94-06
.

.
.

.
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Program Enhancement

EMM-94-06 (Continued)
!

Update Status: Tlib"K6Prbisetioni^isessnienllissiilisiliAvsliseh"6nisi6 dint 6'Xsijoii
TrdkirignithlSeni6dMAnshemeni|it!sh6adi6iStyissiihsdNHS
dohtract[projest][ensinssfassigned;;id3h6?SehlpManaser Site?S6pp5it
was'.tiadg6d tlieMeskibfi3/21/94h Expect {t6 hsveTarsft;resporisibilit'y^
patrix[andjr6jdsjsdif@Is%)?31/94$$$$$iikissiddsisdjvitli~ "
responsible site managbrsjtheMeelibfj4/4/94j

,

,

|

L

f EMM-94-06 (Cont.)
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Program Enhancement

Priority: Red
Item No: EMM-94-07

Title / Description: Conduct a Compliance Review of Date Updated: 3/31/94
CNS Training Progmm

External Funding Requirements: $100,000
Internal Resource Requirements: 1000 hours of project management and analysis

Program Manager: E. M. Mace (Dutton)
Planned Start Date: 1/24/94 Planned Completion Date: 12/94

References (NRC/INPO/NUMARC/NAIT Etc.): OSTI

Description: This plan serves as the basis for implementation of a concerted self-inspection
program which will precisely focus upon all of the regulatory mquirements
which impact training. This self-inspection will identify all internal and
external tmining requirements and insure that they are being met thus taking a
strong proactive approach toward ensuring that key tmining pro. rams are in
full compliance. Any identified deficiencies will be factored into training and
thus, there will be assurance that the (mining is mee. ting / exceeding
requirements in a cost-effective manner.

This Program Plan is intended to cover / describe the planning and resources
required to: obtain and research documentation, develop requisite checklists,
and determine how the requirements are being satisfied. It also covers the
development of action plans to correct any deficiencies.

Objective: To ensure that all internal and external training requirements are being met.
This will assist in assuring the training programs tmly support the safe and
efficient operation of the plant. It will minimize regulatory agency findings
and resultant corrective actions. Finally, it will provide a mechanism for
determining commitments / requirements to ensure they are not erroneously
deleted or changed by later revisions to training.

Major Milestones:
Accomplishment Plan Date Actual Date

1. Submit mquests for quotations for man-power. 1/94 1/27/94
(EMM-94-07.1)

2. Select vendor and let contract for man-power. 3/94 3/3/94
(EMM-94-07.2)

EMM-94-07
WWm2W:MWFf k-CMMX Wi>M AT ?.WCMMWWW GMMMW2C".: M

___ .- __ - -
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Program Enhancement

Major Milestones: (EMM-94-07 Continued)
Accomplishment Plan Date Actual Date

3. Gather references for checklist constmetion for NRC 3/94 3/30/94 ,

requirements and licensing commitments. (EMM-94-07.3)

4. Research references, validate commitments and 4/94
build checklists for NRC requirements and
licensing commitments. (EMM-94-07.4)

5. Inspect training programs to detennine how/if 6/94
commitments and requirements are being met.
(EMM-94-07.5) -

6. Resolve discrepancies with management, develop actions 6/94
necessary for resolution, submit final product.
(EMM-94-07.6) :

I

7. Gather references for checklist construction for INPO 7/94 |
requirements. (EMM-94-07.7) |

8. Build checklists for INPO requirements and past three 8/84
years operating experience commitments. (EMM-94-07.8)

9. Inspect training programs to determine how/if 10/94
requirements are being met. (EMM-94-07.9)

10. Resolve discrepancies with management, develop actions 10/94
necessary for resolution, submit final product.
(EMM-94-07.10) |

11. Complete modification of programs and lessons as 12/94 |

identified in action plan. (EMM-94-07.11) -

EMM-94-07 (Cont.)
.
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Prograin Enhancernent
|

Update Status: (EMM-94-07 Continued)

2/2/94 - Request for quotations sent to prospective vendors with replies requested by
2/7/94. Point paper will need to be completed immediately to allow review by
the various boards / committees prior to Board of Directors meeting on 3/4/94.

2/8/94 - Quotations have been received from approximately 8 vendors. Currently
developing a spreadsheet to compare costs and qualifications. A point paper
should be developed and forwarded for review by the various committees and
boards so it can be ready for the next (March) Board of Directors meeting.

3/3/94 - A point paper was developed and has gone through both the ERB and ERC. It
was to be presented to the Board today or tomorrow. (3/3 or 3/4)

3/23/94 - Board approval;was obtained on'3/3/94$Both contractors are on-site snd have
coinpleted required trainingnThejgathering of references and checidist
constmetion has been completed.?A trail nm of requirements for 1.0CFR20
will be'made to ensure.'that'the process _tleveloped;for thisfreview.is
satisfacto.y. LThis is being done to ensure the pifocess is satisfactoryLbafore
proceeding .too far into.the project.-

'

!
1

1

|
|

|

EMM-94-07 (Cont.)
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SECTION VI

NUCLEAR SUPPORT
{

Nuclear Support is conducting an evaluation of the Licensing
Department to improve the Regulatory Support for CNS. Nuclear

Support will also develop directives which will provide policy

guidance and management expectations to the organization. It is

expected that enhanced organization communications, more

effective management oversight, and improved performance will
result.

To address these issues, the following Integrated Enhancement
Program tasks have been developed and are being implemented. The
tasks included in this section are Program Enhancements which
provide a description of the task, the responsible manager, and
the expected completion date.

.

r

1
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Program Enhancement
.

|
|

Priority: RED
Item No: DAW-94-01

|

Title / Description: Evaluate Licensing Department Date Updated: 3/31/94
Organization

External Funding Requirements: O&M Budget
Internal Resource Requirements: 1 Licensing Manager 40 hours;

Division Manager of Nuclear Support 20 hours

Program Manager: G. R. Smith
Planned Start Date: 12/2/94 Planned Completion Date: 3/94

References (NRC/INPO/NUMARC/NAIT Etc.): SMM

Description: This effort involves a study to compare the NPG Licensing function with the
Licensing functions of several other utilities operating single unit nuclear
plants. The staffing, functions performed, work location, personnel
qualifications, and other factors will be compared. This study is intended to
suppon management decision-making relative to the Licensing Depanment,

l

Objective: This effon is being undertaken in order to provide infonnation to support
decisions regarding the Licensing Department in order to improve the
Licensing suppon for CNS.

Major Milestones:
Accomplishment Plan Date Actual Date

l

1. Interview OPPD (DAW-94-01.1) 12/93 12/10/93

2. Interview Wolf Creek (DAW-94-01.2) 1/94 1/6/94

3. Interview Crystal River (DAW-94-01.3) 1/94 1/7/94

4. Interview Northern States (DAW-94-01.4) 1/94 2/4/94

3. Interview Duane Arnold (DAW-94-01.5) 1/94 2/4/94

6. Issue re;x>rt containing findings to 2/94 2/9/94
Vice President - Nuclear. (DAW-94-01.6)

7. Prepare Licensing Department Reorganization 3/94 3/4/94
Plan for Vice President - Nuclear approval.
(DAW-94-01.7)

DAW-94-01
. .. .

. . . .
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Program Enhancement

Priority: RED
Item No: DAW-94-02

Title / Description: Issue NPG Directives in Support Date Updated: 3/31/94
of the Strategic Plan for Performance

'

Impmvement

|

External Funding Requirements: O&M Budget
i

Internal Resource Requirements: 96 hours (exclusive of management review I

and approval time) ;

I

Program Manager: A. L. Dostal
Planned Start Date: 10/22/93 Planned Coinpletion Date: 5/94'

i

References (NRC/INPOINUMARC/NAIT Etc.): SPPI Activity 030,40,220

|
Description: Issue NPG Dimetive on Teamwork / Communications

Issue NPG Directive on Manager Field Involvement
Issue NPG Directive on Business Plan Preparation

.

Objective: The development and issuance of these directives are specified as actions
contained in the SPPI. The intent of these documents is to provide policy
guidance and management expectations to the organization. It is expected that
enhanced organizational communications, more effective management
oversight, and improved performance will result. .

Major Milestones:
Accomplishment Plan Date Actual Date

1. Issue NPG Directive on Teamwork / Communications 12/93 12/23/93
for comment, (DAW-94-02.1)

2. Issee NPG Directive on Manager Field Involvement 1/94 1/28/94
for comment. (DAW-94-02.2)

3. Issue NPG Directive on Business Plan Prepamtion 4/94
for comment. (DAW-94-02.3)

. 4. Approve NPG Directive on Teamwork / Communications 2/94 1/24/94
(DAW-94-02.4)

DAW-94-02
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l

Program Enhancement

Major Milestones: (DAW-94-02 Continued) |

Accomplishment Plan Date Actual Date

5. Approve NPG Directive on Manager Field Involvement 3/94
(DAW-94-02.5)

6. Approve NPG Directive on Business Plan Preparation 5/94
(DAW-94-02.6)

i

Update Status: The NPG Directive on Teamwork / Communications was approved on
1/24/94. A draft directive on M~anager/ Worker Interface was issued for
senior management comments on 1/28/94. All comments have been |

received as of Febmary 28,1994. ThEilirsciiYsiffbnMsdul6M '

- - - - - - -+-

apprpva__l routij@ The title of the NPG Directive on Goals and
Objectives has been changed to " Business Plan Preparation" to reflect
the planning process being pursued. Development of the dimetive on
NPG Business Plan Preparations is on hold pending completion of the
NPG Business Plan in April,1994.

:

|
|

|
i
,

&

|
1

DAW-94-02 (Cont.)
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| SECTION VII
i,

| CORPORATE ENGINEERING
l t

1

j The primary focus of the Corporate Engineering' effort is on the

j ~ concern regarding engineering programs assigned to the corporate

i engineering staff. In' addition, assessments will be made of~the

j . engineering modification and configuration control-process. The

i tasks developed for this section will better define the plant
~

t

| change process and upgrade the Configuration Management Program
i. at.CNS.
j

i

] -To address these' issues, the following Integrated Enhancement

{ Program tasks have been developed and are being implemented. The

f tasks included in this section are Program Enhancements which

provide a description of the task, the responsible manager, and

j the expected completion date.
, .
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| Program Enhancernent

Priority: RED
Item No: REW-94-01 |

|

Title / Description: Engineering Progmm Date Updated: 3/31/94 |
Responsibility Assignment

External Funding Requirements: Engineering Program Review - NED O&M Budget
,

$2,500

|Design Criteria Document - W.O. 20752 $100,000

Internal Resource Requirements: Design Basis Project - 3,500 hours |
NED - 100 hours l

| |

14 Program Manager: Robert Wilbur (Steve McClure, Kim Walden) |

Planned Start Date: 1/24/94 Planned Completion Date: 6/94

References (NRC/INPO/NUMARC/NAIT Etc.): Self-Identified

Letter CNSS937311 R. L. Gardner to R. E. Wilbur dated 11/2/93: Program*

Turnover I

INPO assist visit December 6-10,1993.*
i

Letter CNSS940106 G. R. Horn to NPG Senior Managers dated 1/5/94: INPO Assist*

Visit - CNS Engineering

Letter R. E. Wilbur to G. R. Horn dated 1/18/94: INPO Assist Visit - CNS*I Engineering

Letter G. R. Horn to J. E. Gagliardo dated 1/21/94: Cooper Nuclear Station (CNS)*

Engineering Plan for Performance Improvement

Letter CNSS941089 G. R. Horn to R. E. Wilbur dated 3/1/94: Engineering*

I Programs

Description: In order to pro. ide more time for the System Engineer to address specific
issues related to his assigned plant systems, a review of work assignments and
a reassignment of engineering work was required. A portion of the
engineering programs were to be transferred to the Corporate EngineeringI Group. The Design Basis Project will pmduce the Primary Containment
Design Criteria Document to support the progmm review and upgrade of the
Appendix J Program.

Objective: To shift some of the assigned system engineer workload to allow the system
engineers to focus on their plant system responsibilities.

REW-94-01
m-.-- - - --.



Program Enhancement

(REW-94-01 Continued)

| Major Milestones:
Accomplishment Plan Date Actual Date

i
1. Review of site engineering functions. 5/94 1/18/94

(REW-94-01.1)

I
2. Reassignment of specific work functions 5/94

to other groups. (REW-94-01.2)(SMischiFd)

3. Generate the Design Specification Document 6/94
for Primary Containment to support the
Appendix J Program. (REW-94-01.3) @gakidii)

Update Status: 1. The site engineering function has been reviewed and resulted in
I the generation of the Cooper Nuclear Station (CNS) Engineering

Plan for Performance Improvement.

2. A preliminary plan to address 15 engineering progmms at CNS
was generated. It was agreed that Temporary Shielding, Core

i Drill, Meter Banding, Freeze Seals and Relief Valve Setpoint
programs would tmnsfer to NED. NED has accepted
responsibility for these programs.

Discussions related to the Check Valve Progmm, Inservice
Testing Program, Repairs and Replacement Pmgmm, Appendix

I J Progmm and the Inservice Inspection Program were waiting
for J. Lynch to finalize his plans as to how the site proposes to
handle these progams. Discussions with J. Lynch on 1/17/94 !

I indicated that the five engineering programs in questions would
stay at the site.

NED will review and upgrade, as ap'propriate, the procedures
controlling the five programs tumed over to NED by 5/94.

_

a) Freeze Seal Procedure - M. Siedlik
b) Core Drill Procedure - M. Siedlik
c) Temporary Shielding Procedure - M. Siedlik
d) Meter Banding Procedure - A. Boesch
e) Relief Valve Setpoint Program - M. Hillstrom,

E

F

1 REW-9.4-01 (Cont.) . ... .
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Program Enhancement

(REW-94-01 Continued) |
|

|Update Status: 3. The Design Basis Project has scheduled the development of the
Primary Containment Design Criteria Document to commence in
January 1994. A consultant has been identified and is available
on an as-needed basis. In addition, the consultant the site used
to generate the original Appendix J Program has been made
available for support of this work.

A draft Design Criteria Document is in progress. A walkdown
of all Primary Containment penetrations that are accessible from
the outside is scheduled. The draft walkdown STP is generated
and out for management review. The walkdown is scheduled
from mid-May to mid-June. An internal walkdown of the
Primary Containment is presently scheduled for the fall
maintenance outage. RFPs for walkdown support personnel
have been sent out. Award of this task will be proposed for the
April Board Meeting.

.

|

!

REW-94-01 (Cont.)
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Program Enhancement

Priority: RED
Item No: REW-94-02

Title / Description: Nuclear Engineering and Construction Date Updated: 3/31/94
Division Self-Assessment

External Funding Requirements: NED O&M Budget, Configuration Management O&M
Budget $100,000

Internal Resource Requirements: OSC Self-Assessment - 500 hours
MOV Self-Assessment - 1000 man-hours
Design Change Closcout Self-Assessment - 1000 hours

| NED Self-Assessment - Unknown

Program Manager: f.obert Wilbur (Steve McClure, Ken Almquist)

Planned Start Date: 1/24/94 Planned Completion Date: 12/94 !

References (NRC/INPO/NUMARC/NAIT Etc.):
I

NRC Inspection Report 93-01, Inspection of Engineering & Technical Support, I
*

.

Page 19. I

Description: The Licensee was encouraged by the NRC to consider conducting a self-
assessment of design engineering.

Objective: For the Nuclear Engineering and Constmetion Division to self-assess its
.

I

| activities and assure that the functions of NED are adequate, appropriate, and |
consistent with industry standards.

Major Milestones:
Accomplishment Plan Date Actual Date

1. OSC Self-Assessment (REW-94-02.1) 1/94 1/27/94

2. NED Self-Assessment Activities (REW-94-02.2) 12/94
(S. McClure)

Update Status: 1. The OSC Self-Assessment team has been established. A
contractor to lead the self-assessment and provide technical

I training and guidance to the team arrived on site January 17,
1994. The assessment was conducted the week of January 17 &
24,1994 The draft report was received the week of January 31
and was reviewed by the assessment team. Comments wereI incorporated and the report issued by Febmary 11,1994. There

1

were no safety issues identified and a list of improvements was
generated. NED has generated an action plan to address the

I findings.
. . .

REW-94-02 ,
, , .

- . - .
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Program Enhancement

(REW-94-02 Continued)

Update Status: 2. a) The MOV Program Project is conducting a self- |
assessment of the project. The assessment started on
Maith 10 and is scheduled to compleie on March 22. A
draft report is scheduled to be issued for review by
April 1. (K. Almquist)

b) NED organized a self-assessment of the design change
closecut process. A team was organized to collect
required information. It was then decided to have QA
use this task as their first assignment for their new
Assessment Group. The NED data was tumed over to
QA which started the evaluation on March 22. A report
on the evahration is expected in draft form from QA by
April 15. (S. McClure)

c) A complete self-assessment of NED has been scheduled
for the fourth quarter of 1994. (S. McClure)

i

I

s

r

.

I
L

E
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g Program Enhancement

I Priority: RED
Item No: REW-94-03

Title / Description: Evaluate the Configuration Date Updated: 3/31/94
Control and Design Change
Process within the NPGi

l

|
External Funding Requirements: To Be Determined
Internal Resource Requirements: To Be Determined

| |

Program Manager: Robert Wilbur (Kim Walden, Steve McClure)

| Planned Start Date: 1/24/94 Planned Completion Date: 9/94

References (NRC/INPO/NUMARC/NAIT Etc.): OSTI |

Letter R. E. Wilbur to Senior Managers dated February 3,1994: Engineering*

Assessment

Description: Conduct an evaluation of the configuration control and design change piocess
within the NPG. This will include, the design change process, as well as the I

g technical issues / programs associated with the Design Change Procedum and
su the Maintenance Work Request Procedure.
!

Objective: To enhance the configumtion control process and enhance the design change
methodology. The present system is not logically consistent and not all

.I modifications are hand |ed the same. In addition, the DC close out process is
-

not timely. Materials configuration management needs to be upgraded.

Major Milestones:
Accomplishment Plan Date Actual Date

1. Conduct an evaluation of the 4/94
configuration control process.

~

(REW-94-03.1) (K| Waldsh)

2. Conduct an evaluation of the 4/94
design change closure process.

(REW-94-03.2) (~ SIM6Cise)

I
REW-94-03
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Program Enhancement
I Major Milestones: (REW-94-03 Continued)

Accomplishment Plan Date Actual Date

3. Based on the results of item 1 6/94
above, develop the necessary
improvement program to develop

I the enhancements to ensure
plant configuration is protected.

(REW-94-03.3) $MValden)

4. Based on the results of item 2 6/94
above, develop the necessary
improvement program to develop
the enhancements to ensure a
more responsive design change
closure process. (REW-94-03.4)
. $M6;Clurs)(S

1
5. Communicate procedural and 9/94

management expectations to NPG
personnel. (REW-94-03.5)

Updas Ptatus:

I A draft report "Re-Engineering Assessment of the Cooper Nuclear Station1.

Modification Control Program" was generated by General Physics Corp. This report
has been submitted to the NPG Management on February 3,1994, for myiew and

I comment. A meeting to review the plan and comments was held on March 11, 1994.
Further development of a proposed action plan is in progress.

I Although not a direct result of the study of Item 1 above, work was directed to start
on the generation of a reference document for insulation. The Configuration
Management Department has generated a draft document that will provide a ready

I cross-reference of the system insulation requirements at CNS as well as reference any
walkdown data that will be generated. This document will be mferenced in the
appropriate Design Change and maintenance procedures to provide craft and engineers
a ready reference to insulation requirements. A completion date is not available yet.

2. On January 31,1994, S. McClure was directed to generate a plan to evaluate the
closure process for the Design Change Procedure by Febmary 18,1994.

NED organized a self-assessment of the design change closcout process. A team was
organized to collect required information. It was then decided to have QA use this
task as their first assignment for their new Assessment Group. The NED data was
turned over to QA which started the evaluation on March 22. A report on the
evaluation is expected in draft form from QA by April.15.

| REW-94-03 (Cont.)
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QUALITY ASSURANCE :
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SECTION VIII

QUALITY ASSURANCE

I -

Realizing CNS has not consistently identified or resolved

recurring problems, the Quality Assurance Department (QA) is

revising their self-assessment and auditing programs. QA is also

enhancing the trending program to more effectively support their

assessment activities and keep NPG management aware of possible
negative trends.

To address these issues, the following Integrated Enhancement

g Program tasks have been developed and are being implemented. The
tasks included in this section are Program Enhancements which
provide a description of the task, the responsible manager, and
the expected completion date.

I

I

I

I

I

I

i
1

|
|

;
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| Program Enhancement

Priority: RED

| Item No: VLW-94-01

Title / Description: Revise the Self-Assessment Program Date Updated: 3/31/94

External INnding Requirements: Account #948-2007 $2400.00 (FPI Consultant)

| Internal Resource Requirements: 3 weeks

Program Manager: Verne Wolstenholm (D. R. Robinson)

| Planned Start Date: 1/24/94 Planned Completion Date: 3/94

References (NRC/INPO/NUMARC/NAIT Etc.): SMM

Inter-District Memo (CNSS931273), G. R. Hom to V. L. Wolstenholm

Description: Revise the Self-Assessment Program such that it pmvides management
insight into the performance of the plant, personnel, and programs.

Provide for maintaining a yearly schedule selected by Senior
Management and stipulate team member makeup.

Objective: This task was established by the Vice President - Nuclear to address the
concern that "self assessment activities were not always acceptable and

I will require additional management attention to assum that these
activities provide management insight into the performance of the plant
and the operating staff."

Major Milestones:

1. Survey recognized industry leaders for informational input to the revised
program,

j 2. Obtain the services of a consultant to provide review, evaluation, and
recommendations for the program revision.

| 3. Provide the draft revision of the program to NPG Senior Management for
j review and comment.
l

| 4. Approval of the revised program.

|

|

.

,
. .

VLW-94-01
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g Program Enhancement

(VLW-94-01 Continued)

'

Accomplishment Plan Date Actual Date
1

1. Complete industry survey (VLW-94-01.1) 1/94 1/21/94

2. Consultant services (VLW-94-01.2) 2/94 2/17/94I
3. Issue draft revision (VLW-94-01.3) 2/94 1/31/94 |

1

4. Program approval (VLW-94-01.4) 3/94 2/26/94

Update Status:

|
Item 1): Completed plant visits to Waterford (1/20-21/94) and Clinton

(1/18-19/94). Also obtained information from Yankee Atomic.

Item 2): Consultant services to review and comment on the revised Self
Assessment Program has been acquired. Consultant review com*tedI 2/17/94, comments were reviewed with consultant and applicable ;
comments were incorporated. ;

Item 3): A DRAFT revision of the Self Assessment Program was issued to the
Vice President - Nuclear, NPG Senior Management, and the Consultant
for review and comment.

Item 4): Comments from Senior Management were reviewed, discussed, and

I incorporated where appropriate. Revision 2 of the NPG Self-
Assessment Program was approved by the Vice-President - Nuclear on
2/26/94.

Thisiitem;is! closed |

I '

I
I
I
I
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Program Enhancement

Priority: RED
Item No: VLW-94-02 {

Title / Description: Enhance the CAP Audits /QA Trend Report Date Updated: 3/31/94

External Funding Requirements: N/A
Internal Resource Requirements: 2 years for development

i
Program Manager: Verne Wolstenholm/'.. Bray (CAP)/P. K. Adelung (Trend)

Planned Start Date: 1/24/94 Planned Completion Date: 8/94

References (NRC/INPO/NUMARC/NAIT Etc.): 210 SPPI
I

Description: Revise the semi-annual audit of the Corrective Action Program to ensure that
it provides management with a clear insight as to the effectiveness of the

I Program,

i Upgrade the QA Trend Report program to provide a simplified format which
provides a thorough analysis of trend information.

Objective: This task was established to address concerns raised in various intemal andI external evaluation and inspection reports regarding the effectiveness of the
Corrective Action Effectiveness Audit and the effectiveness of the analysis
provided by the Quarterly Trend Report.

Major Milestones:

1. Provide additional information and parameters needed to suppon the Trend Program
for inclusion in the new CAP.

2. Survey / visit recognized industry leaders for input to the revised CAP Audit and obtain
associated CAP Audits from those utilities.

3. Establish a " Functional / Program Area" and " System" Performance Panel display
fonnat within the Trend Report.

I 4. Develop and revise associated NQPs, QAIs, and QA Guidelines for the Trend Report
after implementation of the new CAP.

}
L

I

! VL. W-94.-02
. ..

.. ..



_ _ - - _ -_ _

. .

I

Program Enhancement

Major Milestones: (VLW-94-02 Continued)

5. Provide the DRAFT revision of the CAP Audit Plan and checklist to QA management
for review.

6. Approve the revised CAP Audit Plan and checklist.
.

I 7. Modify the QA Trend Report format by Issuance of the Second Quarter 1994 QA
Trend.

I
Accomplishment Plan Date Actual Date

1. Provide additional infonnation and 2/94 11/93
parameters for new CAP. (Trend report)
(VLW-94-02.1)

2. Survey / visit other utilities CAP audits. 3/94 3/31/94
(VLW-94-02.2)

3. Establish panel display for Trend Report. 4/94
(VLW-94-02.3)

4. Develop / revise NQPs, QAls & QA Guidelines 4/94

I for trend reporting with new CAP.
(VLW-94-02.4)

I Draft CAP QA Audit Plan and checklist. 5/945.

(VLW-94-02.5)

I 6. Approve CAP QA Audit Plan and checklist. 5/94
(VLW-94-02.6)

I 7. Modify Trend Report format. 8/94
(VLW-94-02.7)

I Update Status: Item #1: Proposed trend parameters and data base for the new
CAP was submitted to the Technical Staff Manager on

| 11/03/93.

Item #2: Selected and scheduled visits to three 3 utilities,
Comanche Peak, Fort Calhoun, and Calloway in
March,1994. CoiiiiMst6dj3/18/94!

Il
| VLW-94-02 (Cont.) .. . . .. .
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Program Enhancement

Priority: RED
Item No: VLW-94-03

Title / Description: Establishment of QA Assessment / Evaluation Date Updated: 3/31/94
Program

External Funding Requirements: N/A
Internal Resource Requirements: 1 year for development

i
Program Manager: Verne Wolstenholm (D. R. Robinson)
Planned Start Date: 1/24/94 Planned Completion Date: 1/95

i
References (NRC/INPOiNUMARC/NAIT Etc.): Self Imposed

i
Description: Establish a Quality Assessment Gmup which will enhance the Division's

ability to provide effective proactive oversight of Nuclear Power Group
I activities and provide timely and effective feedback to senior NPG

management on applicability of emerging industry issues and regulatory
concerns, in addition to feedback on NPG activities.

Objective: This Task was established as a result of concerns raised in several NRC .

I inspection repons issued in 1993 as well as the QA Division's recognition that
some of the Division's resources were not being utilized effectively.

Major Milestones:

1. Reorganize the Quality Assurance Division to provide the resources necessary to
establish the assessment group.

2. Relocate personnel assigned to the assessment group to CNS.

3. Develop a Nuclear Quality Procedure which defines the Assessment Gmup's functions
and responsibilities.

4. Identify training needs for the Assessment Group and submit training work request.

5. Complete trning for all members of the Assessment Group.

[ 6. Identify and develop supporting instmetions/ guidelines needed to suppon the activities
of the Assessment Group.

7. Arrange for an independent assessment of the Assessment Group's effectiveness.

VLW-93-03
.

.
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Program Enhancement

(VLW-94-03 Continued)
i

Accomplishment Plan Date Actual Date

1. Reorganize QA Division. (VLW-94-03.1) 10/93 10/16/93

2. Relocate QA Assessment Group to CNS. 2/94 12/31/93

| (VLW-94-03.2)

3. Develop Nuclear Quality Procedure. 2/94 11/30/93

| (VLW-94-03.3)

4. Identify training needs & submit TWRs. 2/94 10/93
(VLW-94-03.4)

5. Complete Assessment Group training. 9/94

I (VLW-94-03.5)

6. Identify & develop instmetions/ guidelines. 6/94I (VLW-94-03.6)

7. Arrange for independent assessment. 1/95I (VLW-94-03.7)

Update Stx i: Item 1): A proposed QA Division reorganization plan was
submitted to the Vice President - Nuclear and approved.

Item 2): The Quality Assurance Assessment Group completed
relocation from the G.O. to CNS.

Item 3): Nuclear Quality Procedure 2.3, " Quality
Assessments / Evaluations", has been approved and issued.

Item 4): Training Work Requests have been initiated for the
following tmining: Technical Staff; Root Cause Analysis
(from INPO); Human Performance Evaluation (from
INPO); and Problem Solving and DTision Making
(TWRs 93-1000,93-1001, and 93-1002).

Item 5): The Assessment Group training is not complete, however
they have sufficient training to be functional.

I

VLW-94-03 (Cont.)
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Program Enhancement |

VLW-94-03 (Continued)

Item 6): One guideline is currently under development to describe
generally how assessments and evaluations are to be
conducted (Completed 2/94). Another is being initiated
to describe how externally generated documents will be
screened for their applicability to Assessment Gmup
activities. Additional reviews are being conducted to
determine if other guidelines are needed.

.

l

.

|

|
l
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g Program Enhancement
l Priority: RED

Item No: VLW-94-04

Title / Description: Upgrade the Intemal Audit and Date Updated: 3/31/94
Surveillance Program (Frequency & Scope)

External Funding Requirements: N/A
Internal Resource Requirements: 2 years for development

Program Manager: Verne Wolstenholm (G. E. Smith)
Planned Start Date: 1/24/94 Planned Completion Date: 12/95

References (NRC/INPO/NUMARC/NAIT Etc.): SelfImposed

Description: The existing internal audit program mquires restnicturing in light of QA's
recent clarification of QA Program Audit Fmquency Requirements as
described in the CNS QA Program for Operation Policy Document and CNSI Technical Specifications. (Reference G. E. Smith to SRAB Chairman memo
and attached 10CFR50.59 Reportability Review, dated September 8,1993.)

Revision of the QA surveillance Program to coincide with the objectives of the
audit program.

Objective: The purpose of this project is to upgrade the QA audit and surveillance
programs to provide scoping of audas and surveillance which focus on specific
technical programs or activities of concern / declining performance.

Major Milestones:

1. Identify activities that are to be subject to QA audit / surveillance.

2. Generate a Position Paper which describes the District's position on conducting
internal audits.

3. Revise QAI-5 to reflect the new audit process.
!

|I
4. Generate a grouping of activities for audit scoping.

'

5. Revise QAI-4 to reflect the new surveillance program.
NOTE @QAI@is%iMynis#@pyQN

,I
) 6. Revise the QA Guidelines to describe the new approach to conducting
; audits.

| VLW-94-04
. .

.
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g Program Enhancement |

Major Milestones: (VLW-94-04 Continued)

7. Develop new QA Audit Plans.

8. Train auditors on the new approach to auditing.

9. Train auditors on the objectives and performance expectations of the new surveillance
program. |

.

10. Complete revision / development of surveillance checklist. |

11. Complete development of Audit Scoping Plans. |
1

|
Accomplishment Plan Date Actual Date i

1. Activities subject to QA audits / surveillance, 11/93 11/23/93

(VLW-94-04.1)

2. Generate internal audit Position Paper. 12/93 12/22/93 |
l

(VLW-94-04.2)

3. Revise QAI to reflect the new audit process. 1/94 1/14/94
(VLW-94-04.3)

4. Grouping of activities. (VLW-94-04.4) 11/93 11/23/93

I 5. Revise QAI to reflect the surve"' 4ce process. 4/94
(VLW-94-04.5) NOTEf Thi' :alLifbutinginnverlud

to NQP.

6. Revise the QA Guidelines for auditing. 4/94
(VLW-94-04.6)

I 7. Develop new QAPs. (VLW-94-04.7) 5/94

8. Train Auditors (audits). (VLW-94-04.8) 5/94

9. Train Auditors (surveillance). (VLW-94-04.9) 6/94

10. Complete surveillance checklist. (VLW-94-04.10) 12/95

11. Complete audit scoping plans. (VLW-94-04.11) 12/95

VLW-94-04 (Cont.)
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Program Enhancement

VLW-94-04 (Continued)

Update Status: Item 1): Activities subject to QA audits / surveillance have been
identified and the 1994 audit schedule has been issued.

Item 2): Audit Requirements / Frequencies position paper has been
developed and distributed.

Item 3): QAI-5 has been revised to reflect the new audit pmcess.

Item 4): Activities have been grouped for audit scoping.

Item 5): i;QAI .4 is bsirij;|conVsdsd to NQP.

Item 7): A total of five QAPs are being developed. As of 2/8/94.

two of the QAPs have been completed and approved. A
third is ready for review, one is in writing and the fifth
one has not been initiated.

I

l
i

1
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COOPER NUCLEAR STA TION 1

PERFORMANCE IMPROVEMENT

NUCLEAR REGULATORY COMMISSION

MEETING WITH

COOPER NUCLEAR STATION MANAGEMENT
.

FEBRUARY 14,1994
.
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NRC/NPPD MANAGEMENT MEETING

e PURPOSE

e OVERVIEW OF NPPD ORGANIZATIONAL CHANGES
.

* ASSESSMENTS PERFORMED TO IDENTIFY WEAKNESSES
,

e PURPOSE OF NEAR TERM INTEGRA TED ENHANCEMENT PROGRAM
i

i

e NEAR TERM INTEGRA TED ENHANCEMENT PROGRAM DISCUSSION
'

e SUMMARY
|
4

I
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k
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O VERVIEW OF REORGANIZA TION CHANGES

e PURPOSE OF REORGANIZA TION

- IMPROVE NUCLEAR POWER GROUP PERFORMANCE

:

- FOCUS MORE ON SITE ACTIVITIES
4

4

;
- RESOLVE WEAKNESSES IN THE OVERSIGHT AND SELF-

ASSESSMENT FUNCTIONS;

i

M !.
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i
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ORGANIZA TIONAL ENHANCEMENTS

e RELOCA TED VICE PRESIDENT - NUCLEAR TO CNS

* RELOCATED QUALITY ASSURANCE DIVISION MANAGER TO CNS

e ASSIGNED SENIOR MANAGER RESPONSIBILITY FOR DEVELOPING CNS
SAFETY OVERSITE

e SENIOR MANAGERS REPORT TO VICE PRESIDENT - NUCLEAR
,

e INPO LOANED EXECUTIVE AS PLANT ENGINEERING MANAGER

i

.

! M
4

'

______ _ _ _ _ _ - _ _ _ _ _ _ _ - _ _ _ _ _ _ __ _ - _ _ ____ __ __ _ ___
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PRE'v10US NPG ORGANIZATION

Vice President-Production

;

4

1

_

Nuclear Power Group Mgr

a I'
i

4

; CNS Site Manager Division Manager Division Manager Divisica Manager
of Nuclear Engr & of Nuclear Support of Quality Assuranc2

| Construction

a

.

4

k

1

i

<
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NEW NPG ORGANIZATION

Vice President-Production

Mb ole hr habMhge \ \D i i g o Division Manager of Divisten Manager of
iv icq

\ ual y *anc Si e u port Nuclear Engineering Nuclear Support
ace 4 afet & Constructionmen

-Ind Review Group -44aintenance --Assessment Group -Training -Nuclear Engineering -Licensing

--Advisory Grcup -Operations -Supplier Group -Securi ty -Projects -Emergency Prep.

-Technical Staff -Radiological -Audit Group -Site Services -Configuration Mgt 4 rogram Control

-SRA3 Administrator 4 1 ant Engineering -Programs Group LNuclear Fuels

-CAPOG -Outage & Mod.

_ _ - _ _ - _ _ _ - _ _ _ - - _ _ _ - _ _ _ _ _ _ _ _ _ _ _ _ _ _ - _ _ - _ _ _ . _ _ _ _ _ _ _ _ _ _ _ - _ _ _ _ _ _ _ _ _ _ _ _ _ _ - _ _ - - - - - - _ _ _ - . _ - _ _ - - _ __ _ . _ - - _ _ _ _ _ _ _ _ _ - . . - _ _ _ _ _ - _ _ _ _ - _ _ - _ _ _ _ _ - - _ _ _ _ _ _ _ _ _ _ _ _ _ _ _
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FUTURE NPG ORGANIZATION

Vice President-Production

Vfce President-Nuclear

Senior Nuclear Division Plant Manager Division Manager of Senior Manager of )io- u e D on

Mansger of Safety Quality Assurance Site Support Ma a o Enaineer
Assessment S o

-Independent Review Group -Naintenance -Assessment Group -Training -Nuclear Engineering

-SRAB Administrator -Operations -Supplier Group -Security 4rojects

--Advisory 'iroup 4 adiological -Audit Group -Site Services -Configuration Management
-2 ebeby\Prbakdkek -Nuclear Fuels-Technical Staff -Plant Engineering crograms Group N

dikerbi\g d utage & Modifications rogram Control

_ _ _ _ _ _ _ _ _ _ _ - _ _ _ __ _ _ _ _ _ _ _
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|

4

ASSESSMENTS PERFORMED TO IDENTIFY
' WEAKNESSES-
! ,

.

i e CNS PERFORMANCE ASSESSMENT PROJECT
;

CNS CORRECTIVE ACTION PROGRAM SELF ASSESSMENT} e
4

i e ENFORCEMENT ISSUES INVESTIGA TION TEAM
i

; e COMMON CAUSE ANALYSIS STUDY
,
4

e CNS ENGINEERING PERFORMANCE ASSESSMENT
.

e OUTAGE PERFORMANCE ASSESSMENT
:

!

!

| H
,

i

|-

___--__-- -__- _ ____ - _ __ - ____ _- - __ - - - _ _ -- - - - - _ _ _ _ _ _ _ - _ _ - _ _ _ _ _ _ - _ _ _ _ _ _ _ _ _ _



IDENTIFIED AREAS OF WEAKNESS

e MANAGEMENT
COMMUNICATED EXPECTATIONS-

PERSONNEL ACCOUNTABILITY-

- VERTICAL COMMUNICATION

e QUESTIONING ATTITUDE

e TRAINING
1

| e IDENTIFICATION OF PROBLEMS AND IMPLEMENTATION OF
CORRECTIVE ACTION |

e PROCEDURAL DETAILEDNESS i

|

N
i

. . . . . _ - - - _ _ _ _ _ _ - - _ . . _ _ _ ,
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4

6

:
; ,

,

!

{

| PURPOSE OF NEAR TERM INTEGRA TED
ENHANCEMENT PROGRAM +

,
,

: t

e PROVIDE MECHANISM TO PRIORITIZE NPPD ASSESSMENT
i FINDINGS AND NRC CONCERNS
i*

,

i

e PROVIDE FOCUS ON PRIORITY ISSUESj

i ;
'

! e PROVIDE MECHANISM TO MEASURE PERFORMANCE
\ IMPROVEMENT AND EFFECTIVENESS
:

(

! e EMPLOYEE AWARENESS AND FEEDBACK
:

e INPUT FOR BUSINESS PLAN (LONG TERM PLAN):

:

?
t

i

!

!, M !
l
,

1

1
_ _ _ _ _ _ _ _ _ _ - - _ _ _ - - - _ - - _ - _ _ _ _ _ _ _ _ _ - _ _ _ - _ . _ _ _ _ - _ _ _ _ _ _ _ _ _ - _ _ _ _ _ - _ _ _ _ . _ _ _ _ _ _ - _ _ - - _ _ _ _
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NEAR TERM INTEGRA TED ENHANCEMENT PROGRAM :

'

DISCUSSION
L

'

e NLICLEAR POWER GROUP - G. HORN

* OPERA TIONS - R. GARDNER/J. L YNCH ,

e SAFETY ASSESSMENT - J. MEACHAM ,

e SITE SUPPORT - E. MACE

e QUALITY ASSURANCE - V. WOLSTENHOLM

!

i
:
!
,

H ;!
|

|
:

!
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PROGRAM ENHANCEMENT
NUCLEAR POWER GROUP

94-01 ESTABilSH PERIODIC COMMUNICATIONS
MEETINGS'

94-04 CONSIDER USE OF MANAGEMENT MENTORS

94-05 CONDUCT STUDY FOR APPROPRIA TE
STAFFING AT CNS

I

|

|

[
~

)
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PROGRAM ENHANCEMENT
NUCLEAR POWER GROUP

94-01 Establish Periodic Communications Meetings

OBJECTIVES:

e Enhance Communications Within the NPG

e Communicate Management Expectations

MAJOR MILESTONES:

e Vice President meetings.

e Manager meetings with supervision.

e Supervisory meetings with subordinates.

RESUI.TS:

* Vice President - Nuclear meetings with NPG personnel
ongoing.

* Employee feedback increasing.

e More frequent manager and supervisor meetings.

N
:

I
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{

{

PROGRAM ENHANCEMENT
NUCLEAR POWER GROUP

94-04 Consider Use of Management Mentors

OBJECTIVE:

e Expedite the Desired Level of Performance improvement

}
within the NPG in Order to Achieve Internal and Regulatory
Expectation as Rapidly as Possible

MAJOR MILESTONE:

e Complete support evaluation and obtain Board approval.

RESUL T:

e Management mentors are being used for:

- Safety Review and Audit Board (SRAB)
Industry Advisory Group-

- Maintenance
- Engineering
- Other

[
|
i

[ |

Bec

c ,

-
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PROGRAM ENHANCEMENT \

NUCLEAR POWER GROUP

94-05 Conduct ?,tudy for Appropriate Staffing at CNS

OBJECTIVE:

* Determine if Current Staffing Levels are Sufficient to Achieve
and Maintain Management's Performance Standards

MAJOR MILESTONES:

e Perform staffing study.

e Develop an interim staffing upgrade plan for senior NPPD
management review and approval.

e Obtain NPPD Board endorsement.

RESUL TS:

o Completed staffing study.

e interim staffing plan complete.

[ e Staffing plan endorsed by NPPD Board.

H
]

E
|

_ _ _ _ _ _ _ - - _ - - - _ _ _ _ _ _ - - _ _ - - - _ _ _ - _ - - _ _ _ - _ - _ _ - _ - - - - - _ _ - _ - _ _ _ _ _ _ _ _ - .



_ _ _ __-._ - ___

[
I

)
_

PROGRAM ENHANCEMENT
MANAGEMENT

94-01 STREIV =N THE CNS SAFETY CULTURE

94-02 DEVELOP AN NPG BUSINESS PLAN

94-03 PRIORITIZE OUTSTANDING WORK

-

) H
p
'

:
.

______.________._.__._________________._______________..__-__-____..._m .___.-____mm.___ _ _..__.._ ._
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PROGRAM ENHANCEMENT |
;

MANAGEMENT !

1
1

'
94-01 Strengthen the CNS Safety Culture

,

; OBJECTIVE:

"Do it Right the First Time; Every Time. "e

MAJOR MILESTONES::

i

e Consultative decision making.

e Promote an atmosphere where employees feel comfortable
having a questioning attitude.

4

; Emphasize importance of the Corrective Action Program.*

e Encourage employee communication feedback.

tESUL TS:

;

e Increased number of DRs, NCRs, LERs, and QA Finr%gs.;

i

| e Improved employee attitude.
i

e Continued emphasis required.-

!

,

(

H
.

v- ,- - n , .m , .- ,
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PROGRAM ENHANCEMENT
MANAGEMENT

94-02 Develop an NPG Busine. 3 Plan

OBJECTIVE:

e Provide a Long Term Strategic Plan for the Purpose of
Improving Nuclear Power Group Performance

MAJOR MILESTONES:

e Establish NPG vision, mission, values, and goals.
e Hold departmental meetings to communicate the vision and

values.
e Establish objectives andperformance indicators.
e Finalize senior management business plans.,

issue first monthly performance review report.n

REStJL TS:.

* Vision, mission, values, and goals developed.

e Vision, mission, and values have been communicated to each
employee.

e Specific instances of application have been observed.

I Methodology willresult in increase of ownership.e

e A dedicated facilitator has been assigned.

BG |

3 .

_
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SUMMARY

e ORGANIZATIONAL ASSESSMENTS CONTINUE

e SENIOR MANAGEMENT EXPECTATIONS ARE BEING COMMUNICATED

e BUSINESS PLAN DEVELOPMENT CONTINUES

e NEAR TERM INTEGRA TED ENHANCEMENT PROGRAM ISSUES ARE
BEING ADDRESSED

e SHORT-TERM ^ SUPPORT IDENTIFIED AND COST APPROVED

e ORGANIZATIONAL STAFFING ADDITIONS APPROVED

e CNS CULTURE SHOWING IMPROVEMENT

e REGULA TORY INTERFA CE IMPROVEMENTS MUST CONTINUE

lH
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M

PROGRAM ENHANCEMENT

OPERA TIONS

94-01 REVIEW OF MAINTENANCE PROCEDURES

"

94-02 REVIEW PREVENTIVE MAINTENANCE
ASSIGNMENTS

94-04 MAINTENANCE DEPARTMENT
REORGANIZA TION

.

94-07 MAINTENANCE BACKLOG

H
.

I

- _ _ _ _ _ _ _ _ - _ - _ _ - _ _ _ - _ _ _
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PROGRAM ENHANCEMENT

OPERA TIONS

94-01 DEVELOP PROGRAM TO REVIEW
MAINTENANCE PROCEDURES

OBJECTIVES:

e Provide the Appropriate Level of Detail for
Performers

e Address Performance Deficiencies

MAJOR MILESTONES:

e Hire Temporary Replacements for Craftsmen to
Promote Procedure Development and Provide
Required Resources

e Formalize " Skill of the Craft" Definition

e Revise Appropriate Procedures 1

M
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PROGRAM ENHANCEMENT

OPERA TIONS

MAJOR MILESTONES (CON'T.):

o Complete Vendor Manual Validation and
' Verification

e incorporate Procedure Changes into Training
Materials

RESUL TS:

e Temporary Employees Presently in Training
,

i

Facilities and Equipment Procurement in Progresse

* Procedural Changes in Process
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PROGRAM ENHANCEMENT

OPERA TIONS .

'

94-02 Review Preventive Maintenance (PM) Task
Assignments For Adequate Instructions

OBJECTIVES:

* Provide the Appropriate Level of Detail for
Performers

e To Address Performance Deficiencies

MAJOR MILESTONES:-

e Research Requirements for Procedures,
Maintenance Practices and PMs

* Establish Standard

e Provide Resources

i

BG

t
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\

PROGRAM ENHANCEMENT
<

OPERA TIONS

MAJOR MILESTONES (CON'T):

e Review PMs Against Standard and Revise
Accordingly

RESUL TS:

e Task Group Selected to Establish Standard

e Contract Engineers Approved at February Board
( Meeting

( e Facilities and Equipment Procurement in Progress

M
-

. _ _ _ _ _ _ _ _ . _ _ _ . _ _ _ _ _ _ . _ _
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PROGRAM ENHANCEMENT

OPERA TIONS

94-04 COMPLETE THE MAINTENANCE

{
DEPARTMENT REORGANIZA TION

OBJECTIVES:

{ e Reduce the Number of Reporting Layers
e Improve Departmental Communications
e Create a Maintenance Sup1; ort Group

[ MAJOR MILESTONES:

{ e Develop Organizational Structure Using Industry
Expert

g

e Obtain Required Approval for Staffing Additions

e incorporate Lead Person and Crew Leader Job
Functions

[ * Relocate Personnel as Appropriate

[ e Perform Self Assessment to Determine
Effectiveness

r

| H
r

_ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ . _
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PROGRAM ENHANCEMENT !

OPERA TIONS

|
;

1

RESUL TS: |
1

!

Organization Structure Developinent Complete |e

* Structure Approved and Positions Authorized

e Incorporation of Job Functions Approved

N
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.

PROGRAM ENHANCEMENT

OPERA TIONS

94-07 MAINTENANCE BACKLOG

OBJECTIVE:

e Reduce Maintenance Backlog andImprove the
Effectiveness of Management of the Workload.

MAJOR MILESTONES:

e Establish Scope of Backlog

e Establish Priorities

e Identify and Resolve Problem Areas

Formalize Continuous Backlog Monitoringe

I

r

; N
r

- _ _ - _ - _ _ _ _ _ _ _ - _ _ _ _ _ _ .>
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[

PROGRAM ENHANCEMENT

OPERA TIONS
_

RESUL TS:

e Resources Dedicated

e Backlog Scoping in Progress

e Criteria for Priorities Established

[

i

F M
c

L___ - - _ - _ - - - _ - -
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PROGRAM ENHANCEMENT

| OPERA TIONS

|

94-03 UPGRADE THE SYSTEM ENGINEER PROGRAM

94-06 ENGINEERING BACKLOG REDUCTION

94-08 ENHANCE QUALIFICATION AND TRAINING OF
SYSTEM ENGINEERS

N

_ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ . _ _ . _ . _.---. _ _ - - - - . - . . . _ . . - . - , . . _ . . - - , ~ _ , , _ . . . . . , . . - ~ .
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PROGRAM ENHANCEMENT

OPERA TIONS

. 94-03 UPGRADE THE SYSTEM ENGINEER PROGRAM

OBJECTIVES

e Improve the Effectiveness of the Engineering Department

e Improvements Will Focus on Work Management, System
Reliability Program Effectiveness, and Definition of Roles in the
Engineering Department

} MAJOR MILESTONES:

Perform Assessment of Engineering Department Effectivenesso
and Organization

e Develop integrated Plan to Address Various Assessments and
Audits of CNS Engineering

Implement Work Management Improvements'
.'

e Establish System and Program Report Cards

e Define Roles, Management Expectations, and Accountabilities |

BG
:
L

F

_ - - _ _ _ _ _ _ _ _ _
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i PROGRAM ENHANCEMENT
F
4

OPERA TIONS,

:

i

:

?

;

;

) 94-03 UPGRADE THE SYSTEM ENGINEER PROGRAM
;. (CONT'D)
;

! RESUL TS:
!
1

| e Engineering Department Assessment Complete
!

e Integrated Plan is Complete
,

i e Work Management Items Discussed in 94-06
!

:

a

I

i
i
!

1

1

H
:

;-
J
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PROGRAM ENHANCEMENT |

l
<

1

!

4

OPERA TIONS:
.

1

I

94-06 ENGINEERING BACKLOG REDUCTION
:

OBJECTIVE'

,.

e Reduce Engineering Backlog andImprove the Effectiveness of ;
Management of the Workload. This Will Allow System and ;;

Program Engineers to More Effectively Manage Their Systems |
and Programs.

MAJOR MILESTONES:

| e Develop Method to Prioritize Work
|

|e Prioritize Work

e Obtain Temporary Contract Help

e Increase Department Staffing

e Develop Engineering Department Indicators

BG

1
_
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i PROGRAM ENHANCEMENT.
'

!
'

|

:

| OPERA TIONS
i i

i
i

;

l

94-06 ENGINEERING BACKLOG REDUCTION
(CONT'D)

RESULTS:

n Prioritization Method Developed
,

e Prioritization Expected to Be Complete By
,

February 28,1994

e Contractors Begin Arriving February 14, 1994

* Permanent Staffing Authorized

e Draft Performance Indicators Developed

i

H
i



PROGRAM ENHANCEMENT

OPERA T!ONS

i

94-08 ENHANCE QUALIFICATION AND TRAINING OF
SYSTEM ENGINEERS

OBJECTIVES

Organize, Enhance, and Communicate Improvements in |*

Engineering Training. This includes Systems Training and
Improvements to Positional Requirements for Engineers.

MAJOR MILESTONES:

e Identify and Complete System Training for System Engineers

e Upgrade System Training Lesson Plans

Organize and Structure Training and Qualification to Broadene
System Engineer Background

Complete Individualized Training Plan for Appropriatee
Engineers

N

- - .
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PROGRAM ENHANCEMENT

OPERA TIONS
l

94-08 ENHANCE QUALIFICATION AND TRAINING
OF SYSTEM ENGINEERS (CONT'D)

RESUL TS:

e Training Needs identified, Engineers are Taking
'

Needed Systems Training

e Engineering Training Task Force Established

e Lesson Plan Upgrades Have Begun

1
,

N ;

1

,

_ _ _ _ , _ _ . . _ _ _ . . _ _ . _ . _ . . . . . . _ . . . _ . . _ . _ . - . . . . . _ _ . . _ . . . _ . _ . . . . _ .. .
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PROGRAM ENHANCEMENT
SAFETY ASSESSMENT

(

94-07 UPGRADE THE CAP

'

94-03 ENHANCE THE HUMAN PERFORMANCE
[ EVALUA TION PROGRAM

-

'

94-05 DEVELOP THE INDEPENDENT REVIEW GROUP

94-07 IMPLEMENT THE INDUSTRY ADVISORY
GROUP

N
-

_ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ . _ _ _ _ _ _ _ _ i
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PROGRAM ENHANCEMENT
SAFETY ASSESSMENT

I
94-01 Upgrade the Corrective Action Program

OBJECTIVE:

* Support the " Questioning Attitude" Culture Change
,

e Identify and Aggressively Resolve Our Own Problems

{ MAJOR MILESTONES:

e Develop Goals

e Develop ConceptualDesign

e Conduct Workshops

implement CriticalInterim Changese

e Approve Procedures (Preliminary)

* Provide Training

implement Program Through FinalProcedure Approvale

e Assess Program Effectiveness

_R_ESUL TS:

Milestones Through Interim Changes Have Been hnplementede

Station Staff Now Much More Sensitive to CAP Expectationse

N
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|

CAP INTERIM CHANGE VS. RECOMMENDA TION (S) ADDRESSED |
|

|
'

Change Recommendation

Cond. tion Review Group EllT-6 increase management attention andinvolvement in
the CAP.

SALP ETS-2 The licensee should also give management \

oversight. j
1

Responsible Manager EliT-5 Re-estsNish empowerment, ownership, and
accountability.

I

SALP ETS-1 The licensee needs to resolve plant problems by
correcting th2 root cause, with the objective of
closing the issue with finality rather than by using a
quick-fix approach to mitigate the immodate
symptoms. The licensee should put more
thoroughness, formality, and attention to careful
documentation into the process.

SALP ETS.2 The licensee should also give... system engineering
functions more emphasis, with more responsibility
and authority for reviewing all aspects of a
problem.

Siminate Tech Staff and NOC overview CAPSAG R-8 Valid root causes, once identified, should not be
altered.

Overview group responsibnity should not dilute root
cause originators'responsibHities.

CAPSAG R-10 Evaluate the value added by overview groups
relative to NCRs/DRs. In addition, overview groups
should refrain from setting standards without
management concurrence and resultant revisions to
the statufard and/or procedure.

Corrective Action Plan EllT-4 Emphasize andimplement team buildire.

CAPSA G R-8 Corrective actions are negotiable and should
include a value impact.

Overview groups should not resolve
interdepartmental complications, but forward auch
issues to line management for resolution.

Giminate in-line QA NCR review CAPSAG R-16 The effective use of resources includes:...utRization
of QA in greater assessment role to monitor CAP
effectiveness.

Radiological deficiency reporting SALP R-1 The licensee needs to implement measures to |

nssure that the facility staffis more aggressive in }
the pursuit ofissues which are to be documented |

in the radiological safety incident report process ;

established by site procedures. |
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:

CORRECTIVE ACTION PROGRAM STATISTICS
DOCUMENTS GENERATED PER YEAR

1992 1993

NCRs 139 273

DRs 53 662

QA FINDINGS 69 90
,

QA OBSERVATIONS 35 36

TOTALS 296 1025'

4

(
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PROGRAM ENHANCEMENT
SAFETY ASSESSMENT

94-03 Enhance the Human Performance Evaluation Program

1

OBJECTIVE: |

|

e Reduce Human Error Through a Programmatic Approach to
Human Performance Evaluation

MAJOR MILESTONES:

e Establish Program Manager

e Assess Recent Human Errors

e Provide Input to CAP Procedures |
|

|
RESULTS: ;

IRG Manager Position is Program Managere

Developmental Discussions With Consultant Still Ongoinge

INPO Assist Visit Scheduled for February 14, 1994*

N
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[

[

[ PROGRAM ENHANCEMENT
SAFETY ASSESSMENT

{

94-05 Develop the Independent Review Group

OBJECTIVE:

[
e Ensure That Besults are Being Achieved Which Meet Senior

Management Expectations

MAJOR MILESTONES:
I

e Develop Conceptual Design

[ e Develop Administrative Controls

I e Authorize / Fill Staff Positions

[ e implement IRG.

RESUL TS:

CAPOG Continues to Fulfill Similar Responsibilities*

e Staffing Has Been Authorized
-

e Visits Conducted to Other Plants

(
-

| N
:

-
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i

i i
|
'PROGRAM ENHANCEMENT-

| SAFETY ASSESSMENT
,

94-07 Implement the Industry Advisory Group
a

OBJECTIVE:
'

,1

;e Remain Abreast of Emerging Industry issues and Takef
i Action, Accordingly

MAJOR MILESTONES:
4

i

e Develop Charter and Rules of Practice,

* Retain Industry Experts'

.

| e implement the Group
i

. RESULT:
!

e Developmental Work in Progress

l
'

1

M:

,

4



.

l

.

PROGRAM ENHANCEMENT

QUALITY ASSURANCE

94-03 ESTABLISHMENT OF A QA ASSESSMENT /
EVALUATION PROGRAM

94-04 UPGRADE THE INTERNAL AUDIT AND SURVEILLANCE
PRO @7AM

|

I

N
!

|
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: PROGRAM ENHANCEMENT

QUALITY ASSURANCE
.

94-03 ESTABLISHMENT OF A QA
~

ASSESSMENT / EVALUATION PROGRAM

OBJECTIVE.
,

!I BE PROACTIVE IN PROVIDING EFFECTIVE FEEDBACK ON THEi

APPLICABILITY OF EMERGING INDUSTRY AND REGULATORY \:

|I :SSUES. |
'

;

| MAJOR MILESTONES

e REORGANIZATION OF QA DIVISION

i:I
3 DEVELOP THE PROGRAM DOCUMENT

d

* IMPLEMENT THE PROGRAM
,

;I INDEPENDENT EVALUA TION OF THE PROGRAM AND ITS*

EFFECTIVENESS<a
,E

:I
I
;I N
I
:I

- -- .. . - - - .
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|
PROGRAM ENHANCEMENT

QUALITY ASSURANCE

94-03 (CONTINUED)

RESULTS

e REORGANIZATION COMPLETED (10-16-93)
i

~

* NUCLEAR QUALITY PROCEDURE APPROVED AND BECAME
EFFECTIVE (11-30-93)>

e PROGRAM IMPLEMENTED (11-30-93)

-

N -

r

J

E
. _ - _-______-__ _-__-__- _-
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NEV EXISTING QA ORGANIZATION

Vice President-Nuclear

Division Manager of
Quality Assurance

'

Quality AssuranceQ 11 u e

an ga .,
Operations Manager

%s tsgen+

' N N N NN
~\

.

\_ '

u it ur e Quality Assurance Quality Assurance Quality Assurance

e is Supplier Supervisor Audit Supervisor Programs Supervisor
%(esghen

N. .

-- - - - _- - - - - - - -_ _ - - - - - - - --- -
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President & CEO

Vice President-Production

Nuclear Power Group Mgr

Division Manager of
Quality Assurance

,

I

% N N 'N N Quality AssuranceQuality Assurance N
N Manager-G.O.

Managr-C(

.

N N\ \N N \ \ \ \ N
Audit and Procurements Operations Quality Quality Assurance Quality Assurance

\ AsuranceDuprvisor\ Supplier Supervisor-G.O. Engineering Supv.-G.O.i

\ Super ser'

,

t

i

s

|

I
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! PROGRAM ENHANCEMENT
<

;

QUALITY ASSURANCE
?

94-04 UPGRADE THEINTERNAL AUDIT AND SURVEILLANCE |

PROGRAM
1

; OBJECTIVE |

;

} PROVIDE AN INTERNAL AUDIT AND SURVEILLANCE PROGRAM
j WHICH WILL FOCUS ON PROGRAMS OR ACTIVITIES OF

CONCERN / DECLINING PERFORMANCE
I !

MAJOR MILESTONES
i
} e IDENTIFY AUDIT FREQUENCY REQUIREMENTS
s

e GROUPING OF ACTIVITIES FOR AUDIT SCOPING

e DEVELOP QA AUDIT PLANS (OAP)
:

| e DEVELOP QA AUDIT SCOPING PLANS (ASP)
i
1

| e IMPLEMENTATION
:
i
.

:

4

N
4

!
- - . . . . _ . . . . ,
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PROGRAM ENHANCEMENT.

i

QUALITY ASSURANCE
|
1 94-04 (CONTINUED)

i RESULTS
;

| e IDENTIFICATION OF AUDIT FREQUENCY REQUIREMENTS
COMPLETED'

,

1

e GROUPING OF ACTIVITIES FOR AUDIT SCOPING
COMPLETED,

1

|

i e REQUIRED QAP AND ASP COMPLETED PRIOR TO AUDIT

| PERFORMANCE

e PERFORMED THREE AUDITS TO DATE
! HIGHER QUALITY FINDINGS-

| - POSITIVE FEEDBACK
.I

'

;

}

}

- _ .
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PROGRAM ENHANCEMENT

SITE SUPPORT

94-01 NPG MANAGER AND SUPERVISOR MANAGEMENT i

SKILLS TRAINING |

94-02 DEVELOP USER-FRIENDLY TRACKING SYSTEM FOR
TRAINING AND CERTIFICATION

94-07 CONDUCT A COMPLIANCE REVIEW OF CNS TRAINING
PROGRAMS

BG
. _ _ _ _ - -
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PROGRAM ENHANCEMENT

SITE SUPPORT

94-01 NPG MANAGER AND SUPERVISOR MANAGEMENT
SKILLS TRAINING

_ OBJECTIVE

TO PROVIDE A STRONG, FOCUSED MANAGEMENT
DEVELOPMENT WITHIN THE NPG

MAJOR MILESTONES

e ASSESS EACH NPG SUPERVISOR AND MANAGER TO
DETERMINE WHAT LEVEL OF TRAINING OR SUPPORT THEY \

MA Y REQUIRE

e DEVELOP TRAINING SCHEDULE FOR NPG SUPERVISORS
AND MANAGERS |

|
'

e DEVELOP MANAGEMENT / SUPERVISOR TRAINING
PROGRAM

e TRAIN MANAGEMENT / SUPERVISION IN BASIC
MANAGEMENT SKILLS

RESUL TS

e ASSESSMENTS COMPLETED

e TRAINING SCHEDULE DEVELOPED FOR 1994

.flRST WORKSHOP DESIGNED*

,

Be
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PROGRAM ENHANCEMENT 1

SITE SUPPORT
-

94-01 NPG MANAGER AND SUPERVISOR MANAGEMENT
SKILLS TRAINING

OBJECTIVE
|I

TO PROVIDE A STRONG, FOCUSED MANAGEMENT
DEVELOPMENT WITHIN THE NPG

MAJOR MILESTONES

* ASSESS EACH NPG SUPERVISOR AND MANAGER TO

| DETERMINE WHAT LEVEL OF TRAINING OR SUPPORT THEY
MA Y REQUIRE

e DEVELOP TRAINING SCHEDULE FOR NPG SUPERVISORS
AND MANAGERS

e DEVELOP MANAGEMENT / SUPERVISOR TRAINING

| PROGRAM

e TRAIN MANAGEMENT / SUPERVISION IN BASIC |
MANAGEMENT SKILLS

| RESULTS

e ASSESSMENTS COMPLETED

e TRAINING SCHEDULE DEVELOPED FOR 1994 1

e FIRST WORKSHOP DESIGNED

I N
I

.. . _ _ _ - _ _
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i

!

!
;

|

|
! l

'

i

! PROGRAM ENHANCEMENT
i

SITE SUPPORT.

94-02 DEVELOP USER-FRIENDLY TRACKING SYSTEM FOR
TRAINING AND CERTIFICATION

OBJECTIVE

e DEVELOP A USER-FRIENDLY SYSTEM TO IDENTIFY
CERTIFICATION STATUS OF EMPLOYEES PRIOR TO WORK
ASSIGNMENT.

e PROMOT ACCOUNTABILITY FOR CERTIFICATION
MAINTENANCE

MAJOR MILESTONES
|

e SCOPING SESSION WITH ISD, TRAINING, CS, AND USERS

e CONDUCT BUSINESS AREA ANALYSIS AT CNS AND GO \

|

e DETERMINE ALTERNA TIVES, SELECT BEST APPROACH, 1

DEVELOP FUNCTIONAL SPECIFICATION |

e AWARD CONTRACT

e INSTALL / TEST SYSTEM
!

\RESULTS
I

e SCOPING SESSION COMPLETED |

e BUSINESS AREA ANALYSIS COMPLETED

e FUNCTIONAL SPECIFICATION DEVELOPMENT STARTED

H |
|
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|
;

\ PROGRAM ENHANCEMENT
|

SITE SUPPORT

94-07 CONDUCT A COMPL!ANCE REVIEW OF CNS TRAINING
PROGRAM

OBJECTIVE

TO ENSURE THAT ALL INTERNAL AND EXTERNAL TRAINING
REQUIREMENTS ARE BEING MET

MAJOR MILESTONES
|

e SUBMIT REQUESTS FOR QUOTATIONS

e SELECT VENDOR AND LET CONTRACT

e RESEARCH REFERENCES, VAllDATE COMMITMENTS AND
BUILD CHECKLISTS

i

e INSPECT TRAINING PROGRAMS

e RESOLVE DISCREPANCIES

e COMPLETE MODIFICA TION OF PROGRAMS AND LESSONS

R_ESUL TS_

i

e VENDOR SELECTED

e WORK STARTIN APPROXIMATELY THREE WEEKS

H
,-o,. y .~ w . , - -y - 4
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ATTACHMENT 4

COOPER NUCLEAR STATION l

)

NEAR TERM

; INTEGRATED ENHANCEMENT

[

- PROGRAM
)

N

1
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EXECUTIVE SUMMARY

The purpose of this Integrated Enhancement Program is_to provide
Senior Management focus on the issues that are important to
improving the overall performance of the Nuclear Power Group
(NPG) in the near term. For the long term, elements of this

program, together with other management improvement initiatives,

are being incorporated into the NPG Business Plan.

Embodied within this Program are several. inputs from sources such
as the Strategic Plan for Performance Improvement, Senior

Management identified items, the FPI Common Cause Analysis and
the NRC Operational Safety Team Inspection. Individually taken,

the items may not indicate a programmatic or organizational
weakness; but as a whole there are strong indications that' Senior

Management has not been effective in directing the operations of
Cooper Nuclear Station.

Accordingly, through the successful and timely completion of the
program enhancements described within this manual, a marked
improvement in the safe operation of Cooper Nuclear Station will
be realized,

i
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INTRODUCTION
1

A. BACKGROUND

Cooper Nuclear Station (CNS) has traditionally been

recognized as a good performer within the Nuclear Power

Industry. However, recent events at'CNS indicate a

declining trend in performance. Even though a solid and

safe operating record has been maintained, the Nuclear Power

Group (NPG) Management, based on a number of recent

indicators, recognizes that the performance of the entire

organization is in question. Unfortunately, management was

remiss in not recognizing earlier the disproportionate

number of negative indicators that have been received over

the past eighteen months.

NPG Management is keenly aware that major, expeditious
changes in how we conduct business must occur if CNS is to

remain economically viable while meeting internal and
regulatory expectations. This Integrated Enhancement

Program will provide management and staff with the short

term vehicle to ensure that these changes occur in a timely
and consistent manner, and that these changes will result in
a strong, safety conscious, competitive nuclear

organization. Also under development, in a parallel path,
is the NPG Business Plan which will contain the elements
necessary to ensure long term performance continues to

[ improve in all areas important to safe operation.

( B. MANAGEMENT CHANGES

Recognizing that the overall performance of CNS was
declining, the Vice President - Nuclear made a significant
management realignment to provide a strong on-site Senior
Management team to focus on the critical issues facing the
Nuclear Power Group. These management changes'also

L

1
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included, but are not limited to, relocating the Vice

President - Nuclear and the Division Manager of Quality
Assurance and his staff to CNS from the corporate office.

Additional changes to the NPG organization will also be made
where required to further enhance performance.

The new Senior Management team's initial focus is to address

significant, recurring issues that have contributed to the

declining performance of Cooper Nuclear Station. One of the

key issues that will be resolved is the failure to provide

prompt and positive resolution to identified problems; and

then implementing the appropriate corrective action to

prevent recurrence in an aggressive manner.

C. DEFICIENCIES

Various NRC inspections, NPG self assessments, and broad
consultant reviews have identified concerns with the
management and operation of CNS. Although the focus of

these inspections and assessments was different, the
conclusions reached and recommendations made were generally
consistent. There are six areas where the majority of

concerns fall. Consequently, the CNS Integrated Enhancement

Program has been developed to address these six areas and

has been divided into major categories or sections with

assigned Senior Managers. The areas in which concerns have
been identified include:

e Management

[ T. common finding was that the overall management of the
CNS organization was not effective. Contributing

factors include poor communications, an inadequate
accountability program, the need for improved
management training, undefined or poorly communicated
management expectations, and an inadequate
prioritization system. It was also identified that the

Nuclear Power Group did not have a long term business ;

2
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plan which defines Management's expectations through
vision, mission, and goals and objectives for the

entire organization.
|

e Train'ag

The adequacy of training, as well as the administrative

discipline (certification-and compliance) within

specific areas of the CNS Training Program are

deficient. This' is evident:due to the lack of certain

training programs and the fact that'some individuals

have continued to perform their assigned tasks even

though they were no longer " certified / qualified".

e Problem Identification and Resolution

The NPG has not con'*istently demonstrated the ability
to identify, aggressively pursue, and permanently

|
resolve their own problems. And when problems were

identified by CNS, the implemented corrective action )
~

|did not consistently prevent reoccurrence. The
inability to resolve reoccurring problems has been -

attributed to a failure to conduct thorough root cause

investigations or implementing the necessary, enduring
corrective actions. This has-resulted in an overall
ineffective Corrective Action Program.

e Engineering Modification and Configuration Control

Outside reviews have indicated the need to improve
control over plant configuration and the Design-Change
process. One clear example of this deficiency is the

' fact that the Maintenance Work Requests, in some
instances, have been used in the place of a Design.
Change.

s.

-

3
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.

e Operations

Findings and recommendations noted a general lack of a
questioning attitude, formality, and ownership. There
is also a lack of standardization in terms of shift

turn-over, crew briefings and how operators

communicated in the control room.

e Procedural Adequacy and Adherence

The reviews and audits identified a concern that the

necessary balance between reliance upon the " skill of

the craft" and the need for procedural detail is not
#

well defined. Another important finding is that CNS

employees do not consistently demonstrate a questioning

attitude when confronted with a procedure which is not

clear and workable.

D. CNS INTEGRATED ENHANCEMENT PROGRAM

The CNS Integrated Enhancement Program is a collection of
short-term prioritized corrective actions and performance
improvements. To develop this program each issue identified

in prior audits, assessments or reviews was evaluated. The
issues were then prioritized to ensure the critical issues

receive the necessary resources and management attention to
ensure prompt resolution. It is these critical (Priority

" RED") issues that make up the Integrated Enhancement
Program.

4
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1. Procram Manacement

As previously discussed, the critical issues were then

divided into specific groups and assigned to a Senior4

Manager for resolution. The Senior Manager has

assigned the specific issue to a Task Manager to

develop an action plan for completing the specific

Program Enhancement that will resolve the critical

issue.

.

The enclosed Program Enhancement Task Sheets contain

the essential information used for developing a course

of action and provide the means ,to track the status of
each task to completion. The task sheets that follow

indicate the title of the task, a task description, the

source documents, the program manager (Senior Manager),
the task manager, the planned start date, the planned

!

completion date, references as to where the task

originated from (i.e. OSTI, SPPI), and the major
milestones for completing the task. 'It should be noted

that the planned completion dates and milestone dates

are based on the best information available and that
conditions or scope may change resulting in,

| improvements or delays to the schedule. Any changes to

the schedule must be adequately justified in writing,
{ to the Vice President - Nuclear and this documentation

included in the Integrated Enhancement Program
| document.

Every two weeks the Task Manager will communicate to
their respective Senior Manager the progress to date.
The Senior Manager will then formally provide the
status update to the Vice President - Nuclear. Monthly

management reports will be generated reflecting the
| overall Integrated Enhancement Program status as well

as the status of the individual tasks.
,

i

5
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2. Procram Lavout

The Integrated Enhancement Program has been divided

into several sections which reflect the functional

areas of the NPG management. The issues are then

assigned to the appropriate Senior Manager.

Section I, Nuclear Power Group, discusses the issues

that require specific Vice President - Nuclear

attention.

Section II, Management, discusses the management
concerns and the specific Integrated Enhancement tasks

for resolving the management issues. It should be

noted that management related activities will be

pursued in each of the following sections as well as

Section II. j
!

Sastion III, operations, provides a discussion

regarding the operations, maintenance and site

engineering concerns that must be addressed. The tasks

developed for resolving the operational aspects are
included as part of Section III.

]

Section IV, Safety Assessment, addresses the concern j

with CNS's ability to identify and resolve problems.
The Integrated Enhancement tasks for improving the
Corrective Action process and conducting independent
reviews are included in this section.

Section V, Site Support, primarily focuses on the

training issues and providing support resources to the
Senior Management team such as the NPG Management
Development Program.

e

6

|
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| Section VI, Nuclear Support, includes communication

issues and how to improve the regulatory interface.

The tasks for dealing with these issues are included

within this section.

Section VII, Corporate Engineering,.provides the

| direction for ensuring the concerns with engineering

modification and configuration control are resolved.

| Consequently the tasks for this effort are included as

part of this'section. It should be noted, site related

|
engineering is part'of the Operations Department,

therefore Section III will have certain engineering

related tasks.

Section VIII, Quality Assurance, addresses the concerns

with procedural adequacy and adherence as well as the ;
i '

! inability to conduct proper problem identification and

resolution.;

|

I

I

; ;

i I
!

|

|
|
t

,

|
t

.
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[

[ E. INDEX OF PROGRAM ENHANCEMENTS

SECTION I - NUCLEAR POWER GROUP

Item Number Description

( GRH-94-01 Establish Periodic Communications
Meetings

GRH-94-02 "One Over One"

GRH-94-03 Supervisor Meeting with Subordinates

GRH-94-04 Management Mentors in Key Areas

GRH-94-05 Conduct Study for Appropriate
Staffing at CNS

GRH-94-06 Additional Personnel to Meet the
Needs of the NPG Organization

GRH-94-07 VP Meetings on Reorganization

SECTION II - MANAGEMENT

Item Number DescriDtion
MGMT-94-01 Strengthen the CNS Safety Culture

MGMT-94-02 Develop an NPG Business Plan

MGMT-94-03 Prioritize Outstanding Work

SECTION III - OPERATIONS

Item Number DescriDtion

RLG-94-01 Develop Program to Review Maintenance
Procedures / Activities

RLG-94-02 Review Preventative Maintenance Task
Assignments for Adequate Instructions

RLG-94-03 Upgrade the System Engineer Program

RLG-94-04 Complete the Maintenance Department
Reorganization

RLG-94-05 Evaluate PIV, ISI, IST and LLRT
Programs

8
Y
!
t
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1

I
SECTION III - OPERATIONS (Continued)

Item Number Descrintion

RLG-94-06 Engineering Backlog

RLG-94-07 Maintenance Backlog

RLG-94-08 Review the Qualifications and
Training o'i Current CNS System
Engineers to Determine Training

i Required

RLG-94-09 Improve Operations Communications

SECTION IV - SAFETY ASSESSMENT

Item Number Descriotion

JMM-94-01 Upgrade the Corrective Action Program

JMM-94-02 Improve Operating Experience Review
Program

- JMM-94-03 Enhance the Human Performance
Evaluation Program )

JMM-94-04 Review / Revise Operability
Determination Process

JMM-94-05 Develop the Independent Review Group

JMM-94-06 Develop an NPG-Wide Priority System

JMM-94-07 Implement the Industry Advisory Group

SECTION V - SITE SUPPORT

Item Number Descriptigr1

EMM-94-01 NPG Manager and Supervisor Management
Skills Training

EMM-94-02 Develop User-Friendly Tracking System
for Training and Certification

EMM-94-03 Develop a Comprehensive System
Engineering Training Program for CNS
System Engineers

EMM-94-04 Root Cause Training

9
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SECTION V - SITE SUPPORT (Continued)

Item Number Descriotion

EMM-94-05 CAP Training

EMM-94-06 Implement Recommendation of Fire
Protection Assessment

EMM-94-07 Conduct a Compliance Review
of CNS Training Programs

SECTION VI - NUCLEAR SUPPORT

Item Number Descriotion

DAW-94-01 Evaluate Licensing Department
Organization

( DAW-94-02 Issue NPG Directives in Support of
the Strategic Plan for Performance
Improvement

SECTION VII - CORPORATE ENGINEERING

Item Number Descriotion

REW-94-01 Engineering Program Responsibility
Assignment

REW-94-02 Nuclear Engineering and Construction
Division Self-Assessment

REW-94-03 Evaluate the Configuration
Control and Design Change

( Process within the NPG
,

SECTION VIII - QUALITY ASSURANCE

Item Number Descri_ tiono

VLW-94-01 Revise the Self-Assessment Program
VLW-94-02 Enhance CAP Audits /QA Trend Report

VLW-94-03 Establishment of QA
Assessment \ Evaluation Program

[ VLW-94-04 Upgrade the Internal Audit and
Surveillance Program (Frequency and
Scope)

L

10
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SECTION I'

NUCLEAR POWER GROUP

The Nuclear Power Group (NPG) has recognized as a result of Self

Assessments, performance overview, and-NRC and INPO feedback'that

improvements in management oversight, communication, . resources, culture,

accountability, and identified programs and procedures are required.

This near term plan is the methodology to focus NPG-organization

attention and resources on those issues requiring immediate attention.

The NPG Business Plan will-communicate management expectations and the-

long term guidance for improving NPG performance and providing a means
to constantly monitor this performance in order to ensure Senior

Management expectations continue to be maintained.

The status of program enhancement milestones and schedule achievements

will be reviewed with the NPG Senior Managers on a two week frequency

and the plan updated monthly to ensure the expected focus and ;

accomplishments are being maintained. The effectiveness of the program

enhancements will also be monitored and revisions made to the near term
Integrated Enhancement Program as deemed necessary.

|
l

I

I

.
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Program Enhancement
1Priority: RED
I

Item No: GRH-94-01

Title / Description: Establish Periodic Communications Date Updated: 2/10/94 ,

Meetings

External Funding Requirements: None
Internal Resource Requirements: 30 hrs. quarter - Vice President - Nuclear

1,

Program Manager: Guy Horn
Planned Start Date: 1/24/94 Planned Completion Date: 3/94

References (NRC/INPO/NUMARC/NAIT Etc.): CCA

Description: The purpose of the periodic communication meetings is to communicate
management expectations to NPG employees.

|
|

Objective: Performance levels within the NPG do not currently meet the-high standards
expected by Senior Management. Establish the desired level of quality in the
perfonnance of tasks.

Major Milestones:
Accomplishment Plan Date Actual Date

1. Vice President meetings. (GRH-94-01.1) 10/93 10/1/93

2. Manager meetings with supervision. 3/94
(GRH-94-01.2)

3. Supervisory meetings with subordinates. 3/94
(GRH-94-01.3)

Update Status: Vice President - Nuclear routine meetings with NPG organizations
continue to be held, and are providing valuable input into the NPG
health. Manager and Supervisory meetings have also began but are not
yet at the level necessary for providing the required feedback and the
teamwork within the organization.

_

GRH-94-01
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Program Enhancement

Priority: RED
Item No: GRH-94-02

Title / Description: "One Over One" Date Updated: 2/10/94

External Funding Requirements: None
Internal Resource Requirements: 200 hrs, quarter - NPG Managers / Supervisors

Program Manager: Guy Horn
Planned Start Date: 1/24/94 Planned Completion Date: 6/94

'

References (NRC/INPO/NUMARC/NAIT Etc.): OSTI

Description: "One over one" meetings will be established on a quarterly basis. A "One
over one" meeting involves a manager meeting with his supervisors to discuss
issues.

Objective: To communicate management expectations to supervision, enhance
communication between workers and management, improve teamwork and
morale, and improve quality of worker performance,

Major Milestones:
Accomplishment Plan Date Actual Date

1. Establish guidelines and implement 3/94
manager meetings with supervision
to discuss ongoing issues, enhancements,
progress, management expectations

} and to receive en'ployee feedback.
(GRil-94-02.1)

| 2. Improved coutmunication and supervisory 6/94
feedback, increased overview of worker
perfonnance and improved quality of

[ worker performance. (GRH-94-02.2)
;

[ Update Status: - Vice President - Nuclear routine meetings with NPG organizations
continue to be held, and are providing valuable input into the NPG

g; health. Manager and Supervisory meetings have also began but are not
t- yet at the level necessary for providing the required feedback and the

teamwork within the organization. -

I
' GRH-94-02
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Program Enhancement

Priority: RED
Item No: GRH-94-03

Title / Description: Supervisor Meeting with Subordinates Date Updated: 2/10/94

External Funding Requirements: None
Internal Resource Requirements: 100 hrs. month by NPG Supervisors /1200 hrs. yr.

Program Manager: Guy Horn
Planned Start Date: 1/24/94 Planned Completion Date: 6/94

References (NRC/INPO/NUMARC/NAIT Etc.): OS'n

Description: Supervisor meetings with their subordinates will be established on a monthly
basis.

Objective: To establish the desired levels of quality in worker performance, enhance
communication between management and workers, enhance employee feedback
on issues and impmve teamwork and morale throughout the NPG, and
eliminate barriers to communication.

Major Milestones:
Accomplishment Plan Date Actual Date

1. Establish quidelines and implement 3/94
monthly meetings with subordinates ;

to discuss ongoing issues, enhancements,
|

progress, communicate management I
e pectations and receive employee feedback. '

(GRH-94-03.1).

2. Improve communication and worker feedback, 6/94 i

improve quality of worker performance.
(GRH-94-03.2)

Update Status: Vice President - Nuclear twtine meetings with NPG organizations
continue to be held, and are providing valuable input into the NPG
health. Manager and Supervisory meetings have also began but are not
yet at the level necessary for providing the requimd feedback and the

j teamwork within the organization.

.
-

|

| GRH-94-03
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! Program Enhancement

i Priority: RED
Item No: GRH-94-04

Title /Dexription: Management Mentors in Key Areas Date Updated: 2/10/94

External Funding Requirements: $500,000
Internal Resource Requirements: Vice President - Nuclear / Senior Managers - 50 hrs.

I Program Manager: Guy Horn
Planned Start Date: '1/24/94 Planned Completion Date: 4/94

References (NRC/TNPOINUMARC/NAIT Etc.): CCA

Description: Evaluate the benefit of using management mentors in specific an:as within the
NPG to expedite the upgrade of management skills to the desired levels and to
support programmatic and culture changes within the organization.

I
g Objective: To expedite the desired levels of performance improvemen; within the NPG in
| order to achieve internal and regulatory expectations as rapidly as possible.

Major Milestones:
Accomplishment Plan Date Actual Date

1. Evaluations completed and task 4/94
agreements submitted for Board
approval. (GRH-94-04.1)

Update Status: The assessment of the need for management mentors within the NPG '

organization has begun. As a result it has been detennined that a
mentor in the CNS maintenance organization will be necessary. Thb

( person is expected to be on-site in March. Further assessments of this |

,

'

need in other areas will continue.

E
' GRH-94-04
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PrograIn EnhanceInent

Priority: RED
Item No: GRH-94-05

Title / Description: Conduct Study for Appropriate Staffing Date Updated: 2/10/94
at CNS

External Funding Requirements: $50,000 (for study)
Internal Resource Requirements: Vice President - Nuclear - 30 hrs.

Program Manager: Guy Horn
Planned Start Date: 1/24/94 Planned Completion Date: 2/94

References (NRC/INPO/NUMARC/NAIT Etc.): OSTI

Description: Conduct a study as to what would be the appropriate staffing level for CNS.
This study should consider current staffing compared to industry leaders for c |

similar unit.

Objective: To determine if current staffing levels are sufficient to achieve and maintain
current industry standards and continuing normal workload within the NPG. I

Major Milestones:
Accomplishment Plan Date Actual Date

1. Complete staffing study. (GRH-94-05.1) 1/94 1/94

2. Develap a staffing upgrade plan for 2/94 2/94
Senior NPPD Management review and
approval. (GRH-94-05.2)

3. Receive NPPD Board of Directors approval 2/94
of the staffing upgrade plan. (GRH-94-05.3)

Update Status: A staffing study by T. Martin and Associates has been completed. The
interim staffing plan has also been developed and submitted to Senior
NPPD Management. A meeting with the NPPD Board of Directors is
scheduled for February 10, 1994.

.

GRH-94-05
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Program Enhancenient

Priority: RED
Item No: GRH-94-06

Title / Description: Additional Personnel to Meet the Needs Date Updated: 2/10/94
of the NPG Organization

External Funding Requirements: $2,000,000 (estimated)
Internal Resource Requirements: Vice President - Nuclear - 30 hrs.

Program Manager: Guy Horn
Planned Start Date: 1/24/94 Planned Completion Date: 2/94

References (NRC/INPO/NUMARC/NAIT Etc.): OSTI

Description: Based on the results of the staffing study, develop a plan of action to
redistribute or hire additional personnel to meet the needs of the NPG
organization.

Objective: To achieve and maintain Nuclear industry standards and improve INPO/NRC
rating of NPG activities.

Major Milestones: I

Accomplishment Plan Date Actual Date

1. Develop an interim staffing upgrade 2/94 2/94
plan for Senior Management review
and approval. (GRH-94-06.1)

2. Receive NPPD Board of Director 2/94
approval of the interim staffing
upgrade plan. (GRH-94-06.2)

i
Update Status: Interim staffing plan has been developed and approved by to NPPD

Senior Management. Submittal to the NPPD Board of Directors is
scheduled for 2/10/94.

L

r
! GRH-94-06

I
- _ - _ _ _ _ _ _ _ - - _ _ _ _ _ - _ _ - _ - _ _ _ - _ -



- - - - - - _ _ - - -

. . . , ,
. . . .. ,i

.

.
.

Program Enhancement

Priority: RED
Item No: GRH-94-07

Title / Description: VP Meetings on Staffing Study Date Updated: 2/10/94

1
External Funding Requirements: None
Internal Resource Requirements: Vice President - Nuclear / Senior Management - 20 hrs.

I Program Manager: Guy Horn
Planned Start Date: 1/24/94 Planned Completion Date: 4/94

References (NRC/INPO/NUMARC/NAIT Etc.): 070 SPPI

| Description: Communicate results of staffm' g study to NPG employees and plan of action to
redistribute or hire additional personnel.

I
Objective: To make CNS employees aware of planned staffing upgrades for long term

I planning and budgeting purposes and to acquire staff support and ownership of
the staffing study.

1
Major Milestones:

Accomplishment Plan Date Actual Date '

l. NPG staff aware of organizational 4/94

I
upgrades and assign appropriate NPG
departments action to complete
any necessary redistribution studies.

(GRH-94-07.1)

Update Status: A staffing study by T. Manin and Associates has been completed. The
interim staffing plan has also been developed and approved by to Senior

i NPPD Management. A meeting with the NPPD Board of Directors is
scheduled for February 10, 1994.

I
GRH-94-07 )
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SECTION II

. MANAGEMENT

These management issues are an indication of the present Nuclear

J. Power-Group culture. The lack of a questioning attitude,

accountability and ownership; p'cor communication, inappropriate

delegation; and poorly communicated management expectations are
examples of the type of management concerns identified. In order

for management.to-become more effective in instilling the

improved culture throughout the NPG, a.long term business. plan
that includes the organization's visions, goals and objectives is

being developed. Previously, many-of the plans and programs that

had been established focused on the short term corrective actions
without considering the long. term impact. |

The CNS Integrated Enhancement Program tasks, as part of the I

Management section, will address many of these cultural issues,
.

as well as bring about other improvements within the NPG. For j
(' the long term, the NPG Business Plan will be used to maintain the

'

expected improvements.

To address these issues, the following Integrated Enhancement i
Program tasks have been developed and are being implemented. The
tasks included in this section are Program Enhancements which |
provide a description of the task, the responsible manager, and

h. the expected completion date.

[

[

[:
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Program Enhancement

Priority: RED
Item No: MGMT-94-01

Title / Description: Strengthen the CNS Safety Culture Date Updated: 2/10/94

External Funding Requirements: NONE
Internal Resource Requirements: 100 Hours / Senior Manager; 600 Hours Total

Program Manager: All
Planned Start Date: 1/24/94 Planned Completion Date: 6/94

References (NRC/INPO/NUMARC/NAIT Etc.): CCA, OSTI

Description: The purpose of this enhancement is to instill in management / supervision and the
workforce the culture and values to make the changes necessary to become a more
healthy organization; ever improving the quality of the work we do.

Objective: To impmve the management effectiveness of the NPG organization, continue to
provide safe and reliable power, to maintain a cost competitive operation, and to meet
or exceed industry standards in all aspects of our operation.

Major Milestones:
Accomplishment Plan Date Actual Date

1. Convey to employees their right 6/94
as well as their responsibility
to have a questioning attitude.

(MGMT-94-01.1)

2. Create an atmosphere where employees 6/94
feel comfortable having a questioning
attitude. (MGMT-94-01.2) <

.
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Program Enhancement

Major Milestones: (MGMT-94-01 Continued)

| Accomplishment Plan Date Actual Date

3. Emphasize the importance of and 6/94
encourage employees to use the

I corrective action program.
(MGMT-94-01.3)

1
4. Encourage employee feedback to 6/94

management on emerging issues,
concerns and suggested corrective

actions. (MGMT-94-01.4)

I
Update Status: A number of specific actions are underway, including divisional and

departmental meetings, specific newspaper articles and management
walkarounds.

I
I
I

I

I

I
|

]
_

V
l MGMT-94-01 (Cont.)
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Program Enhancement

Priority: RED
Itcm No: MGMT-94-02

Title / Description: Develop an NPG Business Plan Date Updated: 2/10/94

|
|

External Funding Requirements: $100,000 ;

Internal Resource Requirements: 80 Hours / Senior Manager; 480 Hours Total i

1
i

Program Manager: All
Planned Start Date: 1/24/94 Planned Completion Date: 5/94

References (NRC/INPO/NUMARC/NAIT Etc.): OSTI, CCA
|
|

Description: Develop an NPG Business Plan with a long range goal of improving plant and
personnel perfonnance to a level that meets or exceeds industry standards in all areas.

Objective: To direct, guide and provide measured feedback relative to use of personnel,
resources and management for the purpose of improving plant performance.

Major Milestones: |

Accomplishment Plan Date Actual Date

1. Establish mission and goals for 1/94 1/94
emerging issues and important programs.
(MGMT-94-02.1) i

2. Clearly define management expectations 1/94 1/94
on one sheet of paper. These will |establish the NPG Vision, Mission and

Values. (MGMT-94-02.2)
|

|

|

|

MGMT-94-02
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Program Enhancement

Major Milestones: (MGMT-94-02 Continued)

Accomplishment Plan Date Actual Date

3. Hold departmental meetings to 3/94
communicate the vision and values mission,
of the business plan. (MGMT-94-02.3)

4. Complete the Strategic Business Plan. 3/94

(MGMT-94-02.4)

5. Develop Senior Management Business 3/94
Plans. (MGMT-944)2.5)

6. Issue first monthly performance 5/94
Monitoring Report. (MGMT-94-02.6)

7. Continue to communicate management Ongoing
expectations and provide positive

feedback on successes. (MGMT-94-02.7)

Update Status: The NPG vision, mission and values has been developed and sent to all NPG
employees. Meetings by the Vice President with NPG organizations
communicating managements expectations and NPG mission and values are
ongoing. Required Management / Supervisor meetings with their staff are in the
implementatian stage. The NPG Business Plan Goals have been developed and
the Division Goals and Objectives to support the Business Plan are under
development at this time.

1

L

[L
MGMT-94-02 (Cont.)
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Program Enhancement

Priority: RED
Item No: MGMT-94-03

Title / Description: Prioritize Outstanding Work Date Updated: 2/10/94

External Funding Requirements: $10,000
Internal Resource Requirements: 5 Department Personnel for 2 Months; Total 1200 Hours

(Engineering, Maintenance, Tech. Staff)

Program Manager: All
Planned Start Date: 1/24/94 Planned Completion Date: 3/94

References (NRC/INPO/NUMARC/NAIT Etc.): OSTI

Description: Developed a priority system to prioritize outstanding work to ensure the critical items
are being worked first.

1

Objective: To focus management and personnel resources in the most effective means possible.

Major Milestones:
Accomplishment Plan Date Actual Date

1. Develop a prioritization procedure. 3/94
(JMM-94-06)

2. Assemble items to be prioritized. 3/94
(MGMT-94-03.1) i

1

MGMT-94-03 |
|
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Program Enhancement

Major Milestones: (MGMT-93-03 Continued)
I

Accomplishment Plan Date Actual Date

P 3. Establish departmental team to 3/94
conduct the initial prioritization.
(MGMT-94-03.2)

4. Complete the prioritization of 3/94

| existing items. (MGMT-94-03.3)

I

Update Status: Within the Engineering organization the significant work items which include
NCRs, DRs, as well as external commitments, are being prioritized via the
interim Prioritization Program. This interim effort and program will be folded

I into the official NPG Prioritization Program.

I

I

I

I

i
-

[
1

MGMT-94-03 (Cont.)
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SECTION III

OPERATIONS

The issues covered in this section focus on operations,

procedural adequacy and adherence, engineering-program adequacy,
and certain management issues. The concerns regarding operations-

include the communication of management. expectations and the lack-
| of standardization with how operating shifts communicate. -There

L is also a lack of a questioning attitude, accountability-and'a

-lack of ownership within the operations organization'. -

| The procedural adequacy and adherence concern included three '
|
| issues. 'The first issue is that the work force is changing and,

therefore, the content of the procedures haveLto be-revised. The-
second issue involves the proper balance between'the " Skill of ,

the Craft"-and the necessary amount of detail in each procedure.
Finally, the employees who use the procedulco do'not display a
questioning attitude when confronted with a~ situation that does

i

not appear to be correct, !

!To address these issues, the following Integrated Enhancement
|

| Program tasks have been developed and are being; implemented. The
tasks included-in this section are Program Enhancements'which l

provide a' description of the task, the responsible manager, and
the expected completion date.

i

!

|

|

|

r
|
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Program Enhanecment

Priority: RED
Item No: RLG-94-01

Title / Description: Develop Program to Review Maintenance Date Updated: 2/10/94
Procedures

External Funding Requirements: $275,000
Internal Resource Requirements: Support to research, revise and develop Maintenance

Procedures during the course of 1994.

Program Manager: Rick Gardner < Mike Unmh)
.

Planned Start Date: 1/24/94 Planned Completion Date: 12/94

References (NRC/INPO/NUMARC/NAIT Etc.): SPPI 340, OSTI, SMM

Description: The actions that will be addressed under this action include the following:

Review selected Maintenance Procedures to verify the incorpomtion of |*

accurate and sufficient information (including vendor information).

Determine. that sufficient technical detail is incorporated into*

Maintenance Procedures to allow the Craft to perform the activity.

* Establish and communicate a definition of " Skill of the Craft".

1
Determine that adequate training is provided to support the performance |

*

of the Maintenance Procedures, as written. I

I
Objective: To provide the appropriate level of detail for the craftsmen and to address

performance deficiencies.

I
Major Milestones:

Accomplishment Plan Date Actual Date

i 1. Determine manpower requirements, prepare and 2/94 2/94
approve position authorizations, conduct
interviews and hire temporary employees.

| (RLG-94-01.1)

i
_
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Program Enhancement

Major Milestones: (RLG-94-01 Continued)

Accomplishment Plan Date Actual Date

2. Provide facilities, equipment and supplies to 2/94
procedure upgrade team. (RLG-94-01.2)

3. Conduct scope meeting, outline goals, 2/94
expectations, and schedule. (RLG-94-01.3)

|

4. Define " Skill of the Cmft" (RLG-94-01.4) 3/94

5. Revise current, safety related and important to 12/94
safety maintenance procedures as necessary to
ensure skill of the craft is addressed and the
necessary technical details are provided.
(RLG-94-01.5)

6. Vendor Manual Validation 6/94
and Verification (V&V) complete.
(RLG-94-01.6)

7. Interface with the Training Department to 12/94
ensure the incorporation of maintenance
procedure changes into training.
(RLG-94-01.7)

Update Status: Temporary employees have been hired and are in tmining with a |

completion date of 3/94. Facilities and equipment have been identified.
Currently working toward completion of this item.

i
|

RLG-94-01 (Cont.)
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Program Enhancement

Priority: RED
Item No: RLG-94-02

Title / Description: Review Preventive Maintenance Date Updated: 2/10/94
Task Assignments for Adequate Instructions

External Funding Requirements: $150,000 (Estimated) i

Internal Resource Requirements: 350 hours

I

Program Manager: Rick Gardner (Mike Unmh)
Planned Start Date: 1/24/94 Planned Completion Date: 12/94

References (NRC/INPO/ETC.): OSTI

Description: Review Preventive Maintenance (PM) tasks under the responsibility of the
Maintenance Depaitment to systemically document the adequacy of the work
instmetion, and revise those PMs that do not contain adequate work
instmetions.

Objective: To provide the appropriate level of detail for the craftsmen and to address
performance deficiencies.

Major Milestones:
Accomplishment Plan Date Actual Date

1. Establish a Task Group to establish / develop 2/94
criteria (i.e. checklist) for documents
which set forth acceptable practices and/or

i

provide information regarding activities
that are considered within the Skill of

i

the Craft (Maintenance Work Practices) |

(RLG-94.02.1) -

2. Collect requirements that def' e what 2/94
|

m
constitutes SORC procedures.

|
(RLG-94.02.2) |

|

3. Based on items 1 and 2, establish / develop 3/94
criteria to identify the level of detail
mquired for work instmetion documents.
(RLG-94-02.3) |

RLG-94-02
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Program Enhancement

Major Milestones: (RLG-94-02 Continued)

Accomplishment Plan Date Actual Date

4. Submit criteria to the appropriate 3/94
organizations for review and acceptance.
(RLG-94-02.4)

5. Procure services as necessary to review the 3/94
existing PMs using the criteria established in
items 3 and 4. (RLG-94-02.5)

6. Perfonn the review of approximately 12/94
5540 PMs (Planning - 1500, I-Shop - 2270,
E-Shop - 900, M-Shop - 800, UT-Shop - 55,
and W-Shop - 15), and revise PMs, maintenance
procedures and Maintenance Work Practices
to insure adequate work instructions exist.
(RLG-94-02.6)

Update Status: A chairman has been named for the Task Group to establish / develop a
criterial document. Four additional Maintenance Department
individuals have been identified to serve in the Task Group. One
additional task force member will be added.

The Febniary Board meeting should approve Tasks with various
companies to obtain the manpower to perform the PM review.

|
|

|
RLG-94-02 (Cont.) {
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Program Enhancement
|

Priority: RED
Item No: RLG-94-03

Title / Description: Upgrade the System Engineer Program Date Updated: 2/10/94

External Funding Requirements: $25,000
Internal Resource Requirements: The entire Engineering Depanment will be involved over

an approximate two-year period.

Program Manager: Rick Gardner (Jim Lynch)
Planned Start Date: 10/18/93 Planned Completion Date: 12/94

References (NRC/INPO/NUMARC/NAIT Etc.): SMM

Description: Upgrade of the System Engineer Program consists of the following activities:

A. Implementation of the Engineering Plan for performance improvement,
the elements of which am described below under major milestones.

B. Improvements to System Engineer tmining, described in Progmm
Enhancement Item RLG-94-08.

C. Engineering backlog reduction, described in Program Enhancement
Item RLG-94-06.

Objective: Improve the effectiveness of the Engineering Department. Improvements will
focus on work management system and program reporting, and definition of
roles in the Engineering Department.

Major Milestones:
Accomplishment Plan Date Actual Date

1. Perform assessment of Engineering Department 1/94 1/22/94
effectiveness and organization.

(RLG-94-03.1)

2. Develop an integrated plan to address various 1/94 1/21/94
assessments of engineering at CNS.
Submit to Region IV. (RLG-94-03.2)L

(
RLG-94-03

.. . . . . m.
*t.

.

. ...

_. _ _ _ _ _ _ _ - _ _ _ - _ _ _ _ - _ _ - - - - - - - - - - - - - --_
_



_- -__-- _ -__ _

- .

. .

.

Program Enhancement

Major Milestones: (RLG-94-03 Continued)

Accomplishment Plan Date Actual Date

3. Work management improvements:

- Develop criteria for prioritization 1/94 2/8/94
of engineering NAIT and ACT items.

- Prioritize and schedule NAIT and 2/94
ACT items.

- Develop a set of engineering department 2/94
performance indicators. Produce appropriate
charts and graphs for department and senior
management review.

- Produce final set of department performance 4/94
indicators, publish monthly. Determine
performance goals and incentives for
achieving goals.

(RLG-94-03.3)

4. Establish system and program report cards:

- Produce first draft system report card 2/94
for one system.

- Produce final system report card. 2/94

- Produce first draft program report 2/94
card for one program.

- Produce final program report card. 3/94

- Produce program report cards for all 3/94
assigned systems monthly.

- Issue approved EDIs for both report cards. 4/94

- Produce program report card for all 4/94
assigned programs monthly.

L

(RLG-94-03.4)
r
| RLG-94-03 (Cont.)
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Program Enhancement

Major Milestones: (RLG-94-03 Continued)

Accomplishment Plan Date Actual Date

5. Evaluate Engineering Department functions for 3/94
efficiency improvements. Examples include the
way NPRDS reports are pmpared procurement
activities. Complete evaluation and plan for
implementation. (RLG-94-03.5)

6. Defime roles, management expectations, 6/94
functions, and accountability for system and
progmm engineers, lead engineers, senior
engineers, supervisors, and managers.
(RLG-94-03.6)

7. Develop succession plan for manager, 6/94
assistant manager, supervisor and lead positions.
Succession plan will include appropriate
developmental assignments and training.
(RLG-94-03.7)

8. Perform an assessment and develop a plan to 8/94
identify candidate processes for re-engineering.
The plan should identify and prioritize candidate
processes and develop a schedule for completion
of the re-engineering analyses. Candidate pmcesses
include procurement and engineering work request.
(RLG-94-03.8)

9. Self assess the CNS Engineering Department 12/94
upgrades for effectiveness. (RLG-94-03.9)

Update Status: Item #1 is complete. Item #2 is complete and was transmitted to |
Region IV on 1/21/94 (CNSS941043). Item #3 a memo (CNSS943517) I

was issued on 2/8/94 to engineering supervisors to describe the process

| and criteria to be used to prioritize the workload. Prioritization is
p expected to be complete by 2/18/94. A set of 10 draft engineering,

I performance indicators has been completed. Draft indicators are
currently under review. Item #4 system report cards used at SONGS,

, Crystal River 3, and Fermi have been gathered as examples.
L

c'
l

RLG-94-03 (Cont.)
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Program Enhancement

Priority: RED
Item No: RLG-94-04

Title / Description: Complete the Maintenance Depanment Date Updated: 2/10/94
Reorganization

External Funding Requirements: $50,000 Consultant to identify stmeture and positions.
Internal Resource Requirements: 100 hours

Program Manager: Rick Gardner (Mike Unmh)
Planned Start Date: 1/24/94 Planned Completion Date: 9/94

References (NRC/INPO/NUMARC/NAIT Etc.): SMM

Description: Develop and implement a reorganization of the Maintenance Depanment.

Objective: To reduce the number of mponing layers in order to improve communications
within the dep.tnment and to create a Maintenance Support group.

Major Milestones:
Accomplishment Plan Date Actual Date

1. Develop organization structure. (RLG-94-04.1) 1/94 1/94
!

2. Obtain approval of structure and manpower 2/94 2/94
increases. (RLG-94-04.2) i

3. Acquire approval to combine Lead Person 2/94
and Crew Leader jobs. (RLG-94-04.3)

4. Determine space requirements and provide 4/94
same. (RLG-94-04.4)

5. Re-assign personnel to positions as necessary, 6/94
and finalize the new position descriptions
and postings. (RLG-94-04.5)

6. Self assess the reorganized depanment for 9/94
effectiveness. (RLG-94-04.6)

.

I RLG-94-04

I
r
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Program Enhancement

Update Status: (RLG-94-04 Continued)

1) Organization structure development complete.

2) Organization structure approved and manpower increases for initial
stages of mstructure approved.

3) Reclarification for position of Lead Person to Crew-leader approved.

4) Space mquimments for initial stages of restmeture have been
determined and a Purchase Requisition for same has been submitted.
Acquisition of additional facilities on schedule pending approval of
purchase.

r 4

| |

RLG-94-04 (Cont.)
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Program Enhancement l

Priority: RED
Item No: RLG-94-05

i
'

Title / Description: Evaluate PIV, ISI, IST and LLRT Programs Date Updated: 2/10/94

External Funding Requirements: $800,000 (Estimate) ;

Internal Resource Requirements:

Licensing Manager / Supervisor - 40 hours / year,
Configuration Management Manager / Supervisor - 30 hours / year,
CNS Engineers - 240 hours / cycle, !
NED Engineer - 1040 hours / year, 1

Operations / Maintenance support - 640 hours / cycle )
Program Manager: Rick Gardner (Jim Lynch)
Planned Start Date: 9/1/93 Planned Completion Date: 4/95

References (NRC/INPO/NUMARC/NAIT Etc.): SPPI 350

Description: Develop and implement programs and program changes to resolve SALP MS-1
concerns for Pressure Isolation Valve testing, Local Leak Rate Testing, and
Inservice Inspection / Testing including:

. |
Develop and implement a Pressure Isolation Valve test program.

]
e

Identify safety related manual valves required to be operated in |e

emergency conditions and implement PM requirements. !

Identify and implement ISI requirements for safety related non-codee

class 1,2,or 3 systems containing piping, pressure vessels, pumps, or
valves.

Implement modification, testing, and program development to resolveo

SALP MS-1 LLRT concerns.

Objective: Evaluate and improve PIV, ISI, IST and LLRT programs to ensure regulatory
compliance and sound program bases.

RLG-94-05
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Prograin Enhancement

Major Milestones: (RLG-94-05 Continued)

Accomplishment Plan Date Actual Date

1. Initiate / approve PMs for manual valves 12/93 11/17/93

used in EOPs. (RLG-94-05.1)

2. Develop an Engineering Department Instmetion 4/94
which provides guidance for action to be
taken when components are place on increased
test frequency. (RLG-94-05.2)

3. Evaluate safety related non-code class 1, 6/94
2, and 3 systems for ISI program inclusion.
(RLG-94-05.3)

4. Detennine ISI boundaries and inspection 7/94
scope for SW and REC systems. (RLG-94-05.4)

5. Deternune ISI boundaries and inspection 7/94
scope for safety related non-code
class I, 2, and 3 systems. (RLG-94-05.5)

6. Complete design basis reconstitution for 6/94
primary containment (Cost not included in
funding requirements). (RLG-94-05.6)

7. Submit relief requests for SW and REC 8/94;

inspection program addenda. (RLG-94-05.7)

8. Submit 10CFR50.55a exemption requests for 8/94
safety related non-code class 1,2, and 3
systems not to be added to ISI program.
(RLG-94-05.8) |

1

9. Submit relief requests for safet3 related 8/94 |
non-code class 1,2, and 3 systems |

inspection program addenda. (RLG-94-05.9)

10. Develop procedures for PIV testing. 8/94
(RLG-94-05.10)

11. Review safety related manual valves for 8/94 !
inclusion in IST or augmented testing
progmms. (RLG-94-05.11)

RLG-94-05 (Cont.)

L
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Program Enhancement

Major Milestones: (RLG-94-05 Continued)

Accomplishment Plan Date Actual Date

12. Initiate / approve PMs for stroking 10/94
identified manual valves.

13. Complete design basis reconstitution 11/94
walkdown (cost not included in
funding requirements),

i
14. Submit ISI program addenda for SW and 12/94 )

REC systems.
]

15. Submit ISI program addenda for safety 12/94
related non-code class 1,2, and 3 |
systems.

|

16. Approve procedures for PIV testing. 12/94

17. Conduct a third party review ofIST 12/94
program manual valves.

18. Develop an Appendix J program document. 12/94

19. Complete installation of test connections 4/95
and isolation valves for LLRT accident
direction testing (cost not included in
funding requirements).

20. Perform LLRT accident direction testing 4/95
for modified penetrations.

Update Status: Contractor selected for staff augmentation to complete Item # 4.
Funding expenditure request to go to the February Board of Directors
for approval. ;

1

PIV testing methods selected and verified to be effective during 1993
outage.

Approximately 50% of the safety related manual valves have been
initially reviewed. The effort is approximately 25% complete overall.

RLG-94-05.(Cont.)
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I Program EnhanceInent

i Priority: RED
Item No: RLG-94-06

Title / Description: Engineering Backlog Date Updated: 2/10/94

I
External Funding Requirements: $1,200,000 (estimate). Estimate is based on 15 contractors for

| six to nine months to help reduce engineering backlog and to
upgrade programs and to upgrade programs.

| Internal Resource Requirements: Estimate 25% paid overtime per engineer for the next six to
nine months.

Program Manager: Rick Gardner (Jim Lynch)
Planned Start Date: 1/10/94 Planned Completion Date: 4/94

References (NRC/INPO/NUMARC/NAIT Etc.): OSTI, INP0

Description: Reduction of the Engineering Department backlog will result in an Engineering
Department workload that is prioritized, manageable in size, delivers products on
time, and has measurable results and goals and allow CNS engineering time to

I establish a enhanced system engineer program and establish healthy aports of
assigned systems.

I
Objective: Reduce engineering backlog and improve the effectiveness of managing the workload.

I This will allow System and Program Engineers to more effectively manage their
systems and programs.

Major Milestones:
Accomplishment Plan Date Actual Date

1. Develop criteria for prioritization 1/94 2/8/94 |
of engineering NAIT and ACT items.

I (RLG-94-06.1)

I 2. Prioritize and schedule NAIT and 2/94,

| ACT items. (RLG-94-06.2)

I 3. Prepare point papers for contractor 1/94 1/94
assistance. (RLG-94-06.3) !

RLG-94-06
.
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Program Enhancement

Major Milestones: (RLG-94-06 Continued)

Accomplishment Plan Date Actual Date

4. Plan for contractor site arrival 2/94
training, badging, office space. |

(RLG-94-06.4) |

5. Identify specific work packages for 2/94 I

contractors. Assign contractors
for specific engineers. (RLG-94-06.5) I

1

6. Develop a set of Engineering Department 2/94
perfonnance indicators. Produce appropriate |
charts and graphs for depanment and

;

ser management review. (RLG-94-06.6) ;

l

7. Produce final set of department performance 4/94 ;

indicators, publish monthly. Detennine goals |

and incentives for achieving goals. (RLG-94-06.7)
1
|

|

|Update Status: Item #1 is complete, memo (CNSS943517) was issued on 2/8/94. Item #2 is
in progress with completion expected by 2/18/94. Item #3, Point Papers have
been prepared and discussed with the ERC. Board Of Directors discussion
planned for 2/11/94. Item 4, trailer space identified, PO for computer
purchase written, Computer Applications setting up a computer tnmk line to
the trailer. Item #6, araft indicators have been produced. !

RLG-94-06 (Cont.)
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Program Enhancement

Priority: RED
Item No: RLG-94-07

Title / Description: Maintenance Backlog Date Updated: 2/10/94

External Funding Requirements: $200,000
Internal Resource Requirements: 6,000 hours

Program Manager: Rick Gardner (Mike Unmh)
Planned Start Date: 1/24/94 Planned Completion Date: 9/94

References (NRC/INPO/NUMARC/NAIT Etc.): OSTI

Description: Provide Maintenance Department myiew of all commitments (MWRs/NCRs/DRs) in
order to ensure control of same. Additionally, provide interim resources to address
incoming items until the maintenance suppon group is functional.

Objective: Reduce maintenance backlog and improve the effective management of the workload.

Major Milestone:
Accomplishment Plan Date Actual Date

1. Define Backlog. (RLG-94-07.1) 2/94 l

2. Determine additional resource mquirements 2/94 )
and obtain. (RLG-94-07.2)

3. Review all commitments to determine depth 3/94 i

of problem (this will be a group review).
1

(RLG-94-07.3) |

4. Set Priorities from review. (RLG-94-07.4) 3/94

5. Identify and plan for resolution of the 6/94
problem areas. The major points are spare
pans, resources and enhanced scheduling.
(RLG-94-07.5)

|
.

l
I

t

RLG-94-07 I
'
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Program Enhancement

Major Milestones: (RLG-94-07 Continued)

4 ccomplishment Plan Date Actual Date

= 6. Provide permanent resources to maintain a 6/94
periodic review of all open items.
(RLG-94-07.6)

7. Provide a means for continuous monitoring 9/94
of Maintenance Group / Shop Backlog.
(RLG-94-07.7)

i
Update Status: Item #1, define backlog, is in progress. Item #2, additional resource

requirements have been identified and the resources should be approved at the

I Febmary board meeting.

I

I
I
I

I ,

1

1

I |

|
'

I

]

RLG-94-07 (Cont.)
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Program Enhancement
'

Priority: RED
Item No: RLG-94-08

Title / Description: Review the Qualifications Date Updated: 2/10/94
and Training of Current CNS
System Engineers to Determine
Training Required

External Funding Requirements: None
Internal Resource Requirements: Approximately 20 system engineers each attending two newly

revise * system training courses per year; 30 system engineers
attending courses requimd by revised Training Program
Descriptions (TPDs) for one year (qualification to revised TPDs
must be completed within one year) training resources to
develop and deliver the newly revised system training courses.

Program Manager: Rick Gardner (Jim Lynch)
Planned Start Date: 11/3/93 Planned Completion Date: 7/94

|

References (NRC/INPO/NUMARC/NAIT Etc.): OSTI, SPPI |

Description: Upgrade the training provided to system engineers to include system task oriented
objectives. Provide appropriate system training for all engineers assigned systems.

Objective: Organize, enhance, and communicate improvements in engineering training. This
includes enhanced systems training and improvements to positional requirements for
engineers.

1

)Major Milestones: j
Accomplishment Plan Date Actual Date j

1. Review and revise TPD 502 - Technical Staff, 12/93 12/30/93

I
TPD 509 - Station Engineer,

i

TPD 526 - Station Nuclear Engineer,
TPD 527 - ISI Engineer (RLG-94-08.1)

2. Identify system engineers assigned 1/94 1/24/94
systems who have not completed

| system training. (RLG-94-08.2)

3. System engineers complete system
training as identified in Item 2 (above). 2/94
(RLG-94-08.3)

|
'

RLGI------ ga-94-08ym , y-
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Prograni Enhancement

Major Milestones: (RLG-94-08 Continued)

Accomplishment Plan Date Actual Date

4. Develop a plan and schedule for system 2/94
lesson plans to be upgmded for system engineers
(i.e., begin with SRO level training lesson
plans and revise objectives as appropriate
for system engineer). (RLG-94-08.4)

5. Complete revision to system engineer 7/94
lesson plans and begin delivering
new system training lessons.
(RLG-94-08.5)

6. Develop individualized training plans 7/94
appropriate for Engineering Department
personnel. (RLG-94-08.6)

Update Status: Item #1 is complete. TPDs have been reviewed and changes were made
regarding position and task required lessons, and optional lessons. Item #2 is
complete. Engineers assigned systems who have not completed training on
their assigned systems have been identified. Item #3 is in progress.

1
i

I

I

I )
:

I
_

r

RLG-94-08 (Cont.)
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Program Enhancement

Priority: RED
Item No: RLG-94-09

Title / Description: Impmve Operations Communications Date Updated: 2/10/94

External Funding Requirements: None
Internal Resource Requirements: 60 hours per year

Program Manager: Rick Gardner (Bob Brungardt)
Planned Start Date: 12/1/93 Planned Completion Date: 6/94

References (NRC/INPO/NUMARC/NAIT Etc.): OSTI

Description: The actions that will be addressed under this action include the following:

* Evaluate the conduct of crew briefings including frequency and adequacy of
information exchange.

* Standardize the shift turnover process such that operational infonnation/ plant
station information is communicated between shifts in a consistent manner.

Establish a mechanism to ensure long tenn issues / problems are communicated*

to all shift.

Evaluate operator verbal communications against the CNS Directive on*

communications.

Objective: Ensure complete, accurate and consistent transfer of infonnation through improved
opemtor communications.

Major Milestones:
Accomplishment Plan Date Actual Date

1. Implement a Control Room Operator Turnover 3/94
Checklist to support consistent turnovers.
(RLG-94-09.1)

2. Obtain approval of Procedure 2.0.2 4/94
which incorporates Long Term Concerns
into the Shift Supervisor's turnover.
(RLG-94-09.2)

3. Observe shift crews and document 6/94
communications observations.

(RLG-94-09.3)

RLG-94-09
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Program Enhancement

RLG-94-09 (Continued)

Update Status: Shift crews were previously observed in September - October 1993, and
communications observations documented. Milestone #3 will measure the
effectiveness of communication improvements previously implemented.

Procedure 2.0.2 has been revised and a draft of the Long Term Concerns is
already in use.

,

i

|

e

!

RLG-94-09 (Cont.)
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[ SECTION IV 1

'

SAFETY ASSESSMENT
[

Within this section the issues regarding problem identification,

corrective action, procedural adequacy and adherence will be

addressed. The procedural adequacy and' adherence concern focused

on whether the procedures, as they are currencly written, provide

the.necessary-guidance and detail. Part of the oversight

function at CNS is to determine if appropriate solutions to

[- existing problems is being provided. A new corrective Action

Program is being developed to accomplish this.

[
Part of the culture' change that must happen before CNS can

significantly improve performance-is that the employees need to
develop a more questioning attitude. To support this change in

attitude a mechanism to solicit and implement employee concerns
will be developed as a task within this section.

To address these issues, the following Integrated Enhancement
Program tasks have been developed and are being implemented. The
tasks included in this section are. Program Enhancements which
provide a description of the task, the responsible manager, and

[..
the expected completion date.

[

[
I

14
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Program Enhancement

Priority: RED
Item No: JMM-94-01

Title / Description: Upgmde the Corrective Action Program Date Updated: 2/10/94

External Funding Requirements: $400,000
Internal Resource Requirements: 2500 hours

Program Manager: John Meacham (Chris Moeller)
Planned Start Date: 9/17/93 Planned Completion Date: 10/94

References (NRC/INPO/NUMARC/NAIT Etc.): CCA, SPPI, SMM, OSTI

Description: Various internal and regulatory assessments of the existing Corrective Action
Program have identified several weaknesses. These weaknesses are being
resolved through this action item.

Objetlive: In support of the culture change to a more questioning attitude, provide a
completely new Corrective Action Program, which facilitates:

1. Easy problem identification.
2. Defined problem ownership and accountability.
3. More in-depth root cause analysis.
4. Improved human performance evaluation.

|
5. Enhanced trending capability. )

Major Milestones:
Accomplishment Plan Date Actual Date

1. Establish Steering Committee 9/93 9/24/93 |
(JMM-94-01.1) l

2. Develop project goals 10/93 9/30/93
(BiM-94-01.2)

3. Approve conceptual design 10/93 10/11/93
(JMM-94-01.3)

4. Conduct plant visits 10/93 10/29/93
(JMM-94-01.4)

,

'

5. Conduct manager / supe. .isor workshops 12/93 12/1/93
(JMM-94-01.5)

JMM-94-01
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Program Enhancement

Major Milestones: (JMM-94-01 Continued)

Accomplishment Plan Date Actual Date

6. SORC review of draft procedures 12/93 12/23/93

6a. Implementation of interim changes. 1/94 1/27/94

7. Preliminary approval of procedures 2/94

8. Provide CAP training 3/94

9. Provide root cause tmining 3/94

10. Implement program and supporting procedure 3/94
changes

11. Convert existing tanding records to new 6/94
database

12. Assess program effectiveness 10/94

Update Status: Comments have been received from the SORC review of the draft
procedures (0.5 through 0.5.5). Draft Procedure 0.5.6, Root Cause, is
near completion, awaiting input yet to be received from FPI. Trending
database currently under development by FPI. Procedure 0.5.7,
Trending, yet to be developed, as are changes to supporting
procedures. Interim revisions to the existing CAP Program procedures
have been implemented. In support of the formal upgrade, these
interim changes established the Condition Review Group (CRG),
denned " Responsible Manager" and associated responsibilities,
formalized the Corrective Action Plan, and eliminated the

Nonconformance Overview Committee (NOC). These enhancements
will facilitate the efScient transition to the new program,

t
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Program Enhancement

Priority: RED
Item No: JMM-94-02

Title / Description: Improve Operating Experience Review Date Updated: 2/10/94
Pmgnm

External Funding Requirements: $35,000
Internal Resource Requirements: 700 hours

Program Manager: John Meacham (Pat Thunnan)
Planned Start Date: 1/24/94 Planned Completion Date: 6/94

References (NRC/INPO/NUMARC/NAIT Etc.): CCA

Description: The NPPD CNS OER Program has come under scmtiny by CNS Senior
Management and the NRC because of several recent incidents. Consequently,
an effort is underway to improve the effectiveness of the program.

Objective: Improve the CNS OER Program through:

1. Lessons learned from a critical review of past document dispositions.
2. Assessing the current prograrn and correcting weaknesses.
3. Enhanced training of involved personnel.

Major Milestones:
Accomplishment Plan Date Actual Date

1. Assess current OER program. (JMM-94-02.1) 2/94

2. Assess 20% of OER dispositioned in the 3/94
last two years. (JMM-94-02.2)

3. Assess certain OER dispositioned within the 3/94
last ten years. (JMM-94-02.3)

4. Based on tir results of assessments, revise the 3/94
CNS OER Program. (JMM-94-02.4) 1

5. Develop training module and tmin personnel on 6/94
revised program. (JMM-94-02.5)

L

E
I JMM-94-02
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Program Enhancement

JMM-94-02 (Continued)

Status Update: A consultant knowledgeable in operating experience program
requirements has been brought on board to assist with an assessment of
the current CNS OER Program, and work is underway to this end.
The February date should be met with no problem. The assessment of
documents dispositioned under the current program by the Corrective
Action Program Overview Group (CAPOG) is also undenvay, with ~a
due date for the initial phase of the review of 2/15/94. The data fmm
this review will then be evaluated by Senior Management to detennine
any changes that may be required to the program. As shown, the due
date for this assessment is March 1994. Also, as shown, any necessary
program revisions will be pursued after all assessment activities have
been completed.

.
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Program Enhancement

Priority: RED
Item No: JMM-94-03

Title / Description: Enhance the Human Performance Evaluation Date Updated: 2/10/94
Program

External Funding Requirements: $50,000
Internal Resource Requirements: 4500 hours

Program Manager: John Meacham (IRG Manager)

Planned Start Date: 1/24/94 Planned Completion Date: 3/94

References (NRC/INPO/NUMARC/NAIT Etc.): CCA, SMM

Description: The existing Human Performance Evaluation Prograrn is somewhat
mdimentary and is used within the existing Corrective Action Program only
when consequential human errors arise. Enhancements to this program,
embodied in the aforementioned elements of this action item, will be described
in a Nuclear Power Group Directive and will be applicable to all personnel in
the NPG. The thresholds for human error and the actions necessary to correct
their causes will be decided and implemented at the departmental level. The
new Corrective Action Program will serve as the vehicle to implement this
program.

Objective: Reduce human errors through a programmatic approach to human perfonnance
evaluation.

Major Milestones:
Accomplishment Plan Date Actual Date

1. Establish the IRG Manager as the 2/94
Program Manager. (JMM-94-03.1)

t 2. Perform assessment of recent human errors 2/94
by outside expens. (JMM-94-03.2)

3. Provide input to CAP final procedun:s. 3/94
(JMM-94-03.3)

r
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Program Enhancement

JMM-94-03 (Continued)

Update Status: Regarding the first major milestone, the draft Position Description for
the new IRG Manager position reflects the responsibility of Program
Manager for the Human Performance Evaluation Progam for CNS.
The approval of this Position Description, and included msponsibilities,
is tied to the appmval of staffing additions as a part of Item No.
GRH-94-05. The assessment of recent human perfonnance problems is -
being performed by INPO and arrangements have been made for this
assist visit to start on Febmary 14, 1994. Any change required to the
new CAP implementing procedures will be made subsequently. The
remaining milestones reflect those conta ned in Item No. JMM-94-01.

-
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Program Enhancement

Priority: RED
Item No: JMM-94-04

Title / Description: Review / Revise Operability Determination Date Updated: 2/10/94
Process

External Funding Requirements: $30,000
Internal Resource Requirements: 1000 hours

Program Manager: John Meacham/ Consultant
Planned Start Date: 1/24/94 Planned Completion Date: 11/94

References (NRC/INPO/NUMARC/NAIT Etc.): SPPI

Description: Over the past two years, several lessons have been learned regarding the use
of the operability determination / operability evaluation pmcess. In view of the
changes being made to the Corrective Action Program, management has
determined that it would be timely to also enhance this process.

Objective: Revise the OD/OE procedures to allow for termination when no longer
applicable, to assure inputs are properly reviewed and prepared in accordance

!

with other CNS Procedures, to describe needed threshold, and to allow
searching on past OEs/ODs. In addition, provide training to involved
personnel.

Major Milestones: |
Accomplishment Plan Date Actual Date

1. Assess existing procedumi weakness. 3/94
(JMM-94-04.1)

2. Based on assessment, revise procedure. 4/94
(JMM-94-04.2)

3. Establish process " owners" for OD and 4/94
OE process. (JMM-94-04.3)

L
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Prograni Enhancernent

Major Milestones: JMM-94-04 (Continued)
|

Accomplishment Plan Date Actual Date

4. Develop training module and train 5/94
appropriate personnel on revised
procedure. (JMM-94-04.4)

5. Evaluate effectiveness of new process. 11/94

(JMM-94-04.5)

Update Status: The schedule provided above is intended to follow closely behind the
Corrective Action Program Upgrade schedule provided in Item No.
JMM-94-01. The assessment identified as Major Milestone No.1 is
currently undenvay.

.
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Program Enhancement

Priority: RED
Item No: JMM-94-05

Title / Description: Develop the Independent Review Group Date Updated: 2/10/94

External Funding Requirements: $30,000
Internal Resource Requirements: 200 hours

Program Manager: John Meacham (Pat Thurman)
Planned Start Date: 1/24/94 Planned Completion Date: 5/94

References (NRC/INPO/NUMARC/NAIT Etc.): N/A

Description: The Independent Review Group (IRG) will perfonn selected reviews of NPG
activities, without constraints or limitations of any kind and has unlimited
access to existing trending information and other pertinent data. The outcome
of these reviews will be reported to Senior NPG Management and will identify
the cause, or causes, which keep the desired results from being obtained.
Areas with severe shortcomings will undergo incmased overview by the IRG
until a positive trend is achieved.

Objective: To ensure that the Nuclear Power Group is achieving msults which meet
management expectation and, if not, to provide feedback to NPG Senior
Management.

Major Milestones:
Accomplishment Plan Date Actual Date

1
1. Intemal review of related progmms. 2/94 2/10/94

'

(JMM-94-05.1)

2. Evaluate how other utilities perform 2/94
IRG ftmetions. (JMM-94-05.2) i

3. Develop conceptual " white paper" for IRG 2/94
pmgram/ procedures. (JMM-94-05.3)

4. Develop IRG Chaner. (JMM-94-05.4) 2/94

5. Develop the IRG Program Plan / Procedures. 2/94
(JMM-94-05.5)

6. Develop IRG staffing plan and job 3/94
L descriptions. (JMM-94-05.6)

\
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Program Enhancernent

Major Milestones: (JMM-94-05 Continued)

Accomplishment Plan Date Actual Date

7. DevJop IRG procedures and guidance 4/94
documents. (JMM-94-05.7)

8. Develop assessment schedule for IRG. 4/94
(JMM-94-05.8)

9. Provide overview report on IRG 5/94
implementation. (JMM-94-05.9)

Update Status: The review of CNS related programs has been completed and the
evaluation of other utility programs is in progress. The conceptual
" White Paper" for the IRG program and procedures is also being
developed based on the results of the internal and external reviews
completed to date.

I
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Program Enhancement

Priority: RED
Item No: JMM-94-06

Title / Description: Develop an NPG-Wide Priority System Date Update: 2/10/94

External Funding Requirements: $15,000
Internal Resource Requirements: 1600 hours

Program Manager: John Meacham/ Consultant
Planned Start Date: 1/24/94 Planned Completion Date: 5/94

References (NRC/INPO/NUMARC/NAIT Etc.): CCA, OSTI (Observation 93-202-05)

Description: At the present time, the various organizational entities in the Nuclear Power
Gmup are using diffemnt (or no) methods to prioritize their work. A simple,
universal priority scheme is needed to ensum that everyone understands what
the highest priority work is.

Objective:
1. To ensure critical work is completed first.

2. To ensure backlog work is being processed in an efficient manner.

Major Milestones:
Accomplishment Plan Date Actual Date

1. Conduct sutvey to detennine how other 2/94
plants prioritize work. (JMM-94-06.1)

2. Evaluate work areas needing prioritization. 2/94
(JMM-94-06.2)

3. Develop formal conceptual description for 2/94
priority program. (JMM-94-06.3)

4. Develop the priority program / procedure. 3/94
(JMM-94-06.4)

5. Develop a training module for the 4/94
priority program / procedure. (JMM-94-06.5).

6. Train affected personnel on new priority 5/94p
program / procedure. (JMM-94-06.6)L

E >' JMM-94-06 i
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Program Enhancement

JMM-94-06 (Continued)

Update Status: The industry survey of other utility prioritization programs is in
progress. Discussions as to which CNS activities should be prioritized
has occurred at the Senior Manager level. Additional meetings to
resolve this issue are planned. The conceptual description for the
priority program is being developed,

f~ l
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! Program Enhancement

i
Priority: RED
Item No: JMM-94-07

Title / Description: Implement the Industry Advisory Group Date Updated: 2/10/94

1 External Funding Requirements: $50,000
Internal Resource Requirements: 150 hours

| Program Manager: John Meacham/ Consultant
Planned Start Date: 1/24/94 Planned Completion Date: 5/94

References (NRC/INPO/ETC.): N/A

Description: One of the causes of the recent declining performance of the Nuclear Power
Group has been a failum to keep abreast of emerging issues and take action
accordingly. An Industry Advisory Group (IAG) will be comprised of several
nuclear industry executive level personnel and be chaired by the Senior

I Nuclear Division Manager of Safety Assessment. The Group will met
periodically to discuss emerging issues, compare CNS perfonnance to industry
standards, and provide feedback to Senior Management.

I
Objective:

I Ensure that the Nuclear Power Group remains abreast of emerging industry
issues and proactively responds to those affecting Cooper Nuclear Station.

Major Milestones: |

Accomplishment Plan Date Actual Date !

1. Develop IAG Chaner. (JMM-94-07.1) 2/94

2. Develop " Rule of Practice". (JMM-94-07.2) 3/94

3. Obtain industry experts for IAG. 4/94 |
(JMM-94-07.3) |

4. Develop meeting schedule and hold 5/94
first meeting. (JMM-94-07.4)

I
JMM-94-07
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Program Enhancement !:
,

! JMM-94-07 (Continued) ,

Update Status: Developmental work for the Industry Advisory Group (IAG) is in ;

progress. Mr. Jim Partlow is now on retainer and is currently working j
with J. M. Meacham to develop the IAG charter and " Rules of
Practice". The due dates shown above for these activities remain

| accurate. Mr. Partlow has also identified several potential candidates
| for use on the Gmup and Mr. Meacham is presently pursuing bringing

them (and/or possibly others) on board. The remaining due dates also
! appear to be accurate at this time.

j
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L SECTION V

[ SITE SUPPORT

L
The primary purpose of the Site Support Division enhancements is

to resolve the training issues identified-by previous audits and

assessments and to support the training requirements of several.

other Program Enhancements. The training deficiencies.were

centered around the certification process, the adequacy ~of

training, and the apparent inability to maintain the training:

compliance and qualification requirements for NPG employees.

The Site Support enhancement items address seven areas for.

improvement. These areas were. developed as a result of several

. inputs and are scheduled and prioritized to provide the required
- management and staff focus to ensure reasonable and timely

progress is achieved and the end product fully addresses the

issue.

( It is recognized that to improve station performance, increased
management attention is needed to increase emphasis on

{ leadership, teamwork, communications and accountability.among
management, supervision and the workforce. This portion of the

Integrated Enhancement Program will support the actions required
.

|for these needed improvements.
!

1

.. To address these issues, the following Integrated Enhancement
Program tasks have been developed and are being implemented. The

[. tasks included in this section are Program Enhancements which
provide a description of-the task, the responsible manager, and
the expected completion date.

l
1
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! Prograin Enhancement

Priority: Red
i Item No: EMM-94-01

1
Title / Description: NPG Manager and Supervisor Management Date Updated: 2/10/94

Skills Training

i External Funding Requirements: $110,000 (Estimate)
Internal Resource Recluirements: Appmximately 100 people, 4 24-hour

workshops / year, 2-3 years. Senior management

I participation. Nuclear Tmining Manager - 200
hours / year, Corporate Training Manager / Supervisor - 50
hours / year.

I Program Manager: E.M. Mace (J.W. Dutton)
Planned Start Date: 11/22/93 Planned Completion Date: 12/94

i
References (NRC/INPO/NUMARC/NAIT Etc.): OSTI, SPPI 270 (Enercon Report), SMM,

CCA

| Description: Develop long term Management Training Program for NPG Supervisors and
Managers including:

Assess each NPG Supervisor and Manager to detennine what level of*

training or support they may requim

Develop Training schedule for NPG Supervisors and Managers*

Develop Management / Supervisor Training Program*

Train Management / Supervision in Basic Management Skills*

Establish Positive Feedback and Improvement areas to Managers and*

Supervisors

Objective: To pmvide a strong, focused management development within the NPG.

Major Milestones:
l Accomplishment Plan Date Actual Date

1. Establish overview, basic approach and treatment. 11/93 11/22/93
| (EMM-94-01.1)

2. Establish Advisory Committee. 12/93 12/22/93 l
_ (EMM-94-01.2) I

E
EMM-94-01
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Program Enhancement

Major Milestones: (EMM-94-01 Continued)

Accomplishment Plan Date Actual Date

p 3. Initial design of Workshop #1 (WI), 12/93 12/22/93
|

(EMM-94-01.3)

4. Administer Diagnostic Instruments. 2/94 2/.4/94
(EMM-94-01.4)

5. Finalize design of WI, Initial design of W2. 2/94 02/12/94
(EMM-94-01.5)

1 6. Finalize design of W2, Initial design of W3. 4/94
(EMM-94-01.6)

1
7. Delivery of W1 completed to all Management teams. 5/94

(EMM-94-01.7)

8. Finalize design of W3, Initial design of W4. 5/94
(EMM-94-01.8)

I
9. Delivery of W2 completed to all Management teams. 6/94

(EMM-94-01.9)

10. Finalize design of W4, Initial design of W5. 7/94
(EMM-94-01.10)

11. Delivery of W3 completed to all Management teams. 9/94
(EMM-94-01. I 1)

12. Finalize design of W5, Initial design of W6. 10/94
(EMM-94-01.12)

13. Delivery of W4 completed to all Management teams. 12/94
(EMM-94-01.13)

Update Status: On schedule

Plan is established for one year of a 2-3 year program. Plan will be
updated for second year in the third quarter.

Diagnostic instruments delivered, and evaluation in-progress. Final
design of Workshop #1 will be set on Saturday, February 12,1994 and
schedule for Workshops 1-4 will be detennined.

EMM-94-01
I m-mmaam-mme,(Cont.)wus m ammmmmmmmmmmmmmmmmme-
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Program Enhancement

Priority: Red
Item No: Ehmi-94-02

Title / Description: Develop User-Friendly Tmeking Date Updated: 2/10/94
System for Training and Certification

External Funding Requirements: $350,000 (Estimate)
Internal Resource Requirements: Information Systems assistance, Clerical support for

testing, Management / Supervision time for design

Program Manager: E. M. Mace (J. W. Dutton)
Plair Start Date: 1/24/94 Planned Completion Date: 10/94

References (NRC/INPO/NUMARC/NAIT Etc.): OSTI

Description: Develop user-friendly computerized database for tracking when various
certincations or requalifications are required and who the affected personnel
are. Ensure NPG managers / supervisors are involved in the development of
this program - OSTI.

Objective: To develop a user-friendly system to identify certification status of employees
prior to work assignment.

Major Milestones:
Accomplishment Plan Date Actual Date

1. Establish interim Program to ensure maintenance of 1/94 1/94

certincation. (EMM-94-02.1)

2. Scoping session with ISD, Training, Steve Woerth, 1/94 1/11/94
and CS. (EMM-94-02.2)

3. Conduct Business Area Analysis at CNS and GO. 2/94 2/9/94
(EMM-94-02.3)

4. Define and refine requirements. (EMM-94-02.4) 3/94

5. Determine alternatives, select best approach, develop 3/94
Functional Specification. (EMM-94-02.5)

EMM-94-02

GEFfECfiFif2EL7.177 DECIL.17AEL2UIiusIIFES!F!EJm"Mr ' edR2sassuarditi
l -- - -- -- - - - - - - - - - - - -



m4 eswammer-marza:rmssI:mrmammasshas==== **==

Program Enhancement

Major Milest<>nes: (EMM-94-02 Continued)

Accomplishment Plan Date Actual Date

6. Request for Bids. 4/94

7. Award contract. 6/94

8. Install / Test system. 9/94

9. Acceptance Testing Complete. 10/94

Update Status:

1/11/94 Meeting was held at CNS with Information System and Training
Department to develop scope of project.

2/8 & 9/94 Meetn.3 -,ere held at CNS with Information Systems to identify the
problems .v'.th the current TTS system and gain input for the new
system requirements.

2/8/94 Nuclear Network is being used to explore what other plants are using
,

for software. |

EMM-94-02 (Cont.)
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Program Enhancement

Priority: Red
Item No: EMM-94-03

Title / Description: Develop a Comprehensive System Date Updated: 2/10/94
Engineering Tmining Progmm for CNS
System Engineers

External Funding Requirements:
Internal Resource Requirements: 860 hours

Program Manager: E. M. Mace (J. W. Dutton)
Planned Start Date: 1/24/94 Planned Completion Date: 7/94

References (NRC/INPO/NUMARC/NAIT Etc.): OSTI

Description: Develop a comprehensive System Engineering Training Program for CNS
System Engineers - OSTI. ;

I

Objective: To provide well qualified system engineers to support safe station opemtion. !
l

!
Major Milestones: 1

Accomplishment Plan Date Actual Date

1. Establish Task Group. (EMM-94-03.1) 1/94 1/7/94

2. Establish Objectives. (EMM-94-03.2) 4/94

3. Develop Training Material. (EMM-94-03.3) 5/94 |

4. Develop Evaluation Method. (EMM-94-03.4) 6/94

5. Conduct Training. (EMM-94-03.5) 7/94

I
I

I
! EMM-94-03
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Program Enhancement

EMM-94-03 (Continued)

Update Status: (1) Upgnde Meeting held January 27,1994

S. Winn to provide first cut on " Systems" objectives to R.
Sanchez and T. Black, this includes objectives from " Tech
Spec" material.

B. Toline to provide updated Engineering Task List.

M. Bohling to provide overview of current TPDs.

M. Bohling gave trip report of Monticello Trip.

(2) February 3,1994

EMR met with Sanchez and Black to review efforts on making
" Qual Card" for engineering. They will provide feedback at
Febmary 17, 1994, Task Group meeting fmm Engineering |

Supervisors. |

(3) Next meeting at 1300 Febmary 17, 1994.
|

|

EMM-94-03 (Cont.)
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Program Enhancement

Priority: Red

.

" Item No: EMM-94-04

Title / Description: Root Cause Training Date Updated: 2/10/94

1
External Funding Requirements: $19,250
Internal Resource Requ;rements: 255 hours

I Program Manager: E. M. Mace (J. W. Dutton)
Planned Start Date: 1/24/94 Planned Completion Date: 12/94

References (NRC/INPO/NUMARC/NAIT Etc.): 190 SPPI,200 SPPI

Description: Provide Root Cause Training for the NPG. Root Cause evaluation training
needs to be made a f ut of Engineering and Tech Staff training, and reinforced
by continuing training.

I
Objective: To deselop an engineering staff that is well qualified in Root Cause Analysis.

I
Major Milestones:

Accomplishment Plan Date Actual Date

1. Revise GOT Training. (EMM-94-04,1) 3/94

2. Develop K-T ATS Training Schedule. 3/94
-

(EMM-94-04.2)

3. Conduct classes. (EMM-94-04.3) 11/94

4. Revise TPDs 0509 - Station Engineer, 12/94
0526 - Station Nuclear Engineer,

b 0527 - ISI Engineer, and 0516 - Design Engineer
to include K-T (ATS) Root Cause as Position
Required. (EMM-94-04.4)

E
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Program Enhancement

EMM-94-04 (Continued)

Update Status: Discussion with Engineering Manager on 2/8/94 indicates that the
Kepner Tmgoe (ATS) Root Cause classes should be placed as Position
specific on Engineering TPDs versus TPD 0502, Tech Staff. This
would focus the sessions more towards personnel who perform Root
Cause Analysis.

The K-T classes will be offered five (5) times over the next year to
accommodate personnel. Once the classes are completed, the TPDs
will be revised to reflect the mquirement. Providing the classes, then
adding the lesson to the TPD as per NTP: 02, Trainine Program
Descriptions.

|

i
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! Program Enhancement

Priority: Red
| Item No: EMM-94-05

Title / Description: CAP Training Date Updated: 2/10/94

I
External Funding Requirements: $0
Internal Resource Requirements: 100 Professional hours, 20 Clerical hours

|
Program Manager: E. M. Mace (J. W. Dutton)
Planned Start Date: 1/24/94 Planned Completion Date: 3/94

References (NRC/INPO/NUMARC/NAIT Etc.): 180 SPPI

Description: Develop and present training on the new CAP, upon finalization of CAP
procedums.

I

Objective: To provide training to plant personnel on the new CAP program.

Major Milestones:
Accomplishment Plan Date Actual Date

1. Develop Lesson on CAP. (EMM-94-05.1) 3/94

2. Present Lesson on CAP. (EMM-94-05.2) 3/94

I

I
Update Status: I2 vel 1 training has been developed and submitted to C. Moeller for

review / approval. Awaiting information on objectives from C. Moeller
;

_ to begin development of I2 vel II training. '

[
r
l EMM-94-05
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Program Enhancement

Priority: RED
Item No: EMM-94-06

l

h Title / Description: Implement Recommendations of Date Updated: 2/10/94
m Fire Protection Assessment

i External Funding Requirements: $500,000
Internal Resource Requirements: 600 hours

I Program Manager: E. M. Mace (H. T. Hitch)
Planned Start Date: 1/24/94 Planned Completion Date: 12/94

| References (NRC/INPO/ETC.): CCA, OSTI

Description: The Purpose of the F/P Assessment is to determine the overall adequacy of the

| NPG Fire Protection Program.

Objective: To evaluate the adequacy of the existing F/P Program and make the necessary
enhancements to improve the overall Fire Protection Program.

Major Milestones:

Accomplishment Plan Date Actual Date

1. Complete the F/P Assessment. 2/94 2/10/94
(EMM-94-06.1)

2. Deliver the results of the 2/94
F/P Assessment to NRC Region IV.
(EMM-94-06.2)

3. Implement the recommendations of 12/94
the F/P Assessment. (EMM-94-06.3)

|

| Update Status: The Fire Protection Assessment inspection was completed on January
14, 1994. As of Febmary 8,1994, the second draft of the report
comments are being incorporated. Within the next 2 weeks the final

I Fire Assessment report will be issued, with an advanced copy being
sent to the Senior Resident Inspector. A drop in visit of to Region IV
is planned during February to present the Fire Assessment report to the j
NRC.

i

'

EMM-94-06 '
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Program Enhancement

Priority: . Red
. Item No: EMM-94-07

i

Title / Description: Conduct a Compliance Review of Date Updated: 2/10/94
CNS Training Program

External Funding Requirements: $100,000
- Internal Resource Requirements: 1000 hours of project management and analysis

Program Manager: E. M. Mace
Planned Start Date: '1/24/94 Planned Completion Date:'12/94

References (NRC/INPOINUMARC/NAIT Etc.): OSTI
.

Description: This plan serves as the basis for implementation of a concened self-inspection .
program which will precisely focus upon all of the regulatory requirements
which impact training. This self-inspection will identify all internal and
external training mquimments and insure that they are being met thus taking a'
strong proactive approach toward ensuring that key training programs are in
full compliance. Any identified deficiencies will be factored into training 'and
thus, there will be assurance that the training is meeting / exceeding i

requirements in a cost-effective manner. |
iThis Progam Plan is intended to cover / describe the planrJng and resources

required to: obtain and research documentation, develop requisite checklists,
and determine how the requirements are being satisfied. It also covers the
development of action plans to correct any deficiencies. {

|
Objective: To ensure that all internal and external training requirements are being met. 1

This will assist in assuring the tmining programs tmly support the safe and
efficient operation of the plant. It will minimize regulatory agency findings
and resultant corrective actions. Finally, it will provide a mechanism for |
determining ~ commitments / requirements to ensure they are not erroneously I
deleted or changed by later mvisions to training. ;

Major Milestones:
Accomplishment Plan Date Actual Date j

:

1. Submit requests for quotations for man-power. 1/94 1/27/94
(EMM-94-07.1)

i

2. Select vendor and let contract for man-power. 3/94
(EMM-94-07.2)

.

EMM-94-07

|
4

. _ . _ _ _ _ _ _ _ .. _ _ . . _ . _ . . . _ ___ _ _ _ _ - . . _ _ _ , , _ _ _,



_ - - - - - - _ - - - _ _

p,

... .. .

Program Enhancement
.

Major Milestones: (EMM-94-07 Continued)
u Accomplishment Plan Date Actual Date

1
3. Gather references for checklist construction for NRC 3/94

requirements and licensing commitments. (Ehni-94-07.3)

4. Research references, validate commitments and 4/94
build checklists for NRC requirements and
licensing commitments. (EMM-94-07.4)

1 5. Inspect training programs to detennine how/if 6/94
commitments and requirements are being met.

| (EMM-94-07.5)

6. Resolve discrepancies with management, develop actions 6/94

| necessary for resolution, submit final product.
(Ehni-94-07.6)

7. Gather references for checklist construction for INPO 7/94
requirements. (EMM-94-07.7)

8. Build checklists for INPO requirements and past three 8/84
years opemting experience commitments. (EMM-94-07.8)

9. Inspect training programs to determine how/if 10/94
requirements are being met. (EMM-94-07.9)

10. Resolve discrepancies with management, develop actions 10/94 :

necessary for resolution, submit final product.
(EMM-94-07.10)

11. Complete modification of programs and lessons as 12/94
identified in action plan. (EMM-94-07.ll)

Update Status:

2/2/94 - Request for quotations sent to prospective vendors with replies requested by
2/7/94. Point paper will need to be completed immediately to allow review by
the various boards / committees prior to Board of Directors meeting on 3/4/94.

2/8/94 - Quotations have been received from approximately 8 vendors. Currently ji developing a spreadsheet to compare costs and qualifications. A point paper
should be developed and fonvarded for review by the various committees and

_ boards so it can be ready for the next (March) Board of Directors meeting.

E
EMM-94-07 (Cont.)
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SECTION VI

NUCLEAR SUPPORT
i

Nuclear Support is conducting an evaluation of.the Licensing

Department to. improve the Regulatory Support for CNS. Nuclear

Support will also develop directives which will provide policy '

guidance and management expectations to the organization. It is

expected that enhanced organization communications, more

effective management oversight, and improved performance.will
result.

To address these issues, the following Integrate'd Enhancement
Program tasks have been. developed and are.being implemented. -The
tasks included in this section are Program Enhancements-which
provide a description of the task, the responsible manager, and
the expected completion date. i

:
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| Program Enhancement

|
Priority: RED
Item No: DAW-94-01

1
Title / Description: Evaluate Licensing Depanment Date Updated: 2/10/94

Organization

| External Funding Requirements: O&M Budget
u Internal Resource Requirements: 1 Licensing Manager 40 hours

|
Program Manager: G. R. Smith
Planned Start Date: 12/2/94 Planned Completion Date: 2/94

| References (NRC/INPO/NUMARC/NAIT Etc.): SMM

Description: This effort involves a study to compare the NPG Licensing function with the

| Licensing functions of several other utilities opemting single unit nuclear
plants. The staffing, functions performed, work location, personnel
qualifications, and other factors will be compared. This study is intended to

| support management decision-making mlative to the Licensing Department.

Objective: This effort is being undertaken in order to provide information to suppon
decisions regarding the Licensing Department in order to improve the
Licensing support for CNS.

I
g Major Milestones:
3 Accomplishment Plan Date Actual Date

1. Interview OPPD (DAW-94-01.1) 12/93 12/10/93

2. Interview Wolf Creek (DAW-94-01.2) 1/94 1/6/94

3. Interview Crystal River (DAW-94-01.3) 1/94 1/7/94

4. Interview Northern States (DAW-94-01.4) 1/94 2/4/94

5. Interview Duane Arnold (DAW-94-01.5) 1/94 2/4/94

6. Issue repon containing findings to 2/94
Vice President - Nuclear. (DAW-94-01.6)

Update Status: Interviews with Northern States Power and Iowa Electric Light and
_ Power were completed on 2/4/94. A repon containing the results is

under preparation and is expected to be completed in February 1994
r'
! DAW-94-01
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Program Enhancement

Priority: RED
Item No: DAW-94-02

Title / Description: Issue NPG Dimctives in Support Date Updated: 2/10/94
of the Strategic Plan for Performance
Improvement

External Funding Requirements: O&M Budget
Internal Resource Requirements: 96 hours (exclusive of management review

and approval time)

Program Manager: A. L. Dostal
Planned Start Date: 10/22/93 Planned Completion Date: 5/94

References (NRC/INPO/NUMARC/NAIT Etc.): SPPI Activity 030,40,220

Description: Issue NPG Directive on Teamwork / Communications
Issue NPG Directive on Manager Field Involvement
Issue NPG Dimetive on Goals and Objectives

Objective: The development and issuance of these directives are specified as actions
contained in the SPPI. The intent of these documents is to provide policy
guidance and management expectations to the organization. It is expected that
enhanced organizational communications, more effective management
oversight, and improved performance will result.

Major Milestones:
Accomplishment Plan Date Actual Date

1. Issue NPG Directive on Teamwork / Communications 12/93 12/23/93
for comment. (DAW-94-02.1)

2. Issue NPG Directive on Manager Field Involvement 1/94 1/28/94
for comment. (DAW-94-02.2)

3. Issue NPG Directive on Goals and Objectives 4/94 |
for comment. (DAW-94-02.3)

4. Approve NPG Directive on Teamwork / Communications 2/94 1/24/94
(DAW-94-02.4)

DAW-94-02

|
__

j
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Program Enhancement

Major Milestones: (DAW-94-02 Continued)

Accomplishment Plan Date Actual Date
.

5. Approve NPG Directive on Manager Field Involvement 3/94
(DAW-94-02.5)

6. Approve NPG Directive on Goals and Objectives 5/94
(DAW-94-02.6)

Update Status: The NPG Directive on Teamwork / Communications was approved on
1/24/94. A draft directive on Manager / Worker Interface was issued for
senior management comments on 1/28/94. Development of the
directive on NPG Goals and Objectives is on hold pending completion
of the NPG Business Plan in April,1994.

1

f

b

I
|

DAW-94-02 (Cont.)
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( SECTION VII

CORPORATE ENGINEERING

The primary focus of the Corporate Engineering effort is on the.

concern regarding engineering programs assigned to the corporate
engineering staff. In addition, assessments will.be made of the

engineering modification and configuration control process. The

tasks developed for this section will better define the plant

change process and upgrade the Configuration Management' Program
at CNS.

To address these issues, the following Integrated Enhancement

Program tasks have-been developed and are being implemented. .The
tasks included in this section are Program Enhancements which
provide a description of the task,-the responsibleimanager, and
the expected completion date.

.
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Program Enhancement
i

| Priority: RED
.R Item No: REW-94-01

|

| Title / Description: Engineering Program Date Updated: 2/10/94 I
Responsibility Assignment

| External Funding Requirements: Engineering Program Review - NED O&M Budget
$2,500

Design Criteria Document - W.O. 20752 $100,000

Internal Resource Requirements: Design Basis Project - 3,500 hours
NED - 100 hours

Program Manager: Roben Wilbur (Steve McClure, Mike Boyce)
Planned Start Date: 1/24/94 Planned Completion Date: 6/94

References (NRC/INPO/NUMARC/NAIT Etc.): Self-Identified

Letter CNSS937311 R. L. Gardner to R. E. Wilbur dated 11/2/93: Program*

Turnover

INPO assist visit December 6-10,1993.*

Letter CNSS940106 G. R. Horn to NPG Senior Managers dated 1/5/94: INPO Assist*

Visit - CNS Engineering

Letter R. E. Wilbur to G. R. Horn dated 1/18/94: INPO Assist Visit - CNS*

Engineering

12tter G. R. Horn to J. E. Gagliardo dated 1/21/94: Cooper Nuclear Station (CNS)*

Engineering Plan for Performance Improvement

Description: In order to provide more time for the System Engineer to address specific
issues related to his assigned plant systems, a review of work assignments and

i a reassignment of engineering work was required. A portion of the
I engineering programs were to be transferred to the Corporate Engineering

Group. The Design Basis Project will produce the Primary Containment
Design Criteria Document to support the program review and upgrade of the
Appendix J Program.

Objective: To shift some of the assigned system engineer workload to allow the system
engineers to focus on their plant system responsibilities.

F
'

REW-94-01
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Program Enhancement

Major Milestones: (REW-94-01 Continued)
Accomplishment Plan Date Actual Date

1. Review of site engineering functions. 5/94
(REW-94-01.1)

2. Reassignment of specific work functions 5/94
to other groups. (REW-94-01.2)

3. Generate the Design Specification Document 6/94
for Primary Containment to support the
Appendix J Program. (REW-94-01.3)

Update Status: 1. The site engineering function has been reviewed and resulted in
the generation of the Cooper Nuclear Station (CNS) Engineering
Plan for Performance Improvement.

2. A preliminary plan to address 15 engineering programs at CNS
was generated. It was agreed that Temporary Shielding, Core
Drill, Meter Banding, Freeze Seals and Relief Valve Setpoint
programs would transfer to NED. NED has accepted
responsibility for these programs.

Discussions related to the Check Valve Program, Inservice
Testing Program, Repairs and Replacement Program, Appendix
J Program and the Inservice Inspection Program were waiting
for J. Lynch to finalize his plans as to how the site proposes to
handle these programs.

Discussions with J. Lynch on 1/17/94 indicated that the five
;

engineering programs in questions would stay at the site. IIe is |

still reviewing the assignment of Equipment Specification
|

Changes.

NED will review and upgrade, as appropriate, the procedures
controlling the five programs turned over to NED by 5/94.

| 3. The Design Basis Project has scheduled the development of the
p Primary Containment Design Criteria Document to commence in !

I January 1994. A consultant has been identified and is available

I on an as-needed basis. In addition, the consultant the site used
i

to generate the original Appendix J Progmm has been made !,

L available for support of this work. Work is underway by
District personnel and scheduled to be completed June 1994.

F
'

REW-94-01 (Cont.)
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Program Enhancement

Priority: RED
Item No: REW-94-02

Title / Description: Nuclear Engineerira ed Construction Date Updated: 2/10/94
Division Self-Asses

External Funding Requirements: NED O&M Budget, Configuration Management O&M
Budget $100,000

Internal Resource Requirements: OSC Self-Assessment - 500 hours
Other Self-Assessment Activities - 800 hours

Program Manager: Robert Wilbur (Steve McClure)
Planned Start Date: 1/24/94 Planned Completion Date: 6/94

References (NRC/INPO/NUMARC/NAIT Etc.):

NRC Inspection Report 9:L01, Inspection of Engineering & Technical Support,*

Page 19.

Description: The Licensee was encouraged by the NRC to consider conducting a self-
assessment of design engineering.

Objective: For the Nuclear Engineering and Construction Division to self-assess its
activities and assure that the functions of NED are adequate, appropriate, and
consistent with industry standards.

Major Milestones:
Accomplishment Plan Date Actttal Date

1. OSC Self-Assessment (REW-94-02.1) 1/94

2. NED Self-Assessment Activities (REW-94-02.2) 6/94

Update Status: 1. The OSC Self-Assessment team has been established. A
contractor to lead the self-assessment and provide technical
training and guidance to the team arrived on site January 17,
1994. The assessment was conducted the week of January 17 &
24,1994. The draft report was received the week of January 31
and was reviewed by the assessment team. Comments will be
incorporated and the report issued by February 11,1994. There
were no safety issues identified and a list of improvements was
generated and will be pursued by NED

REW-94-02
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Program Enhancement

Priority: RED
Item No: REW-94-03

Title / Description: Evaluate the Configumtion Date Updated: 2/10/94
Control and Design Change
Process within the NPG

External Funding Requirements: To Be Determined
IrJernal Resource Requirements: To Be Determined

Program Manager: Robert Wilbur (Kim Walden, Steve McClure)
Planned Start Date: 1/24/94 Planned Completion Date: 9/94

References (NRC/INPO/NUMARC/NAIT Etc.): OSTI

12tter R. E. Wilbur to Senior Managers dated Febmary 3,1994: Engineering*

Assessment

Description: Conduct an evaluation of the configuration control and design change process
within the NPG. This will include, the design change process (DC) and the
Maintenance Work Request program (MWR), as well as the technical
issues / programs associated with them.

Objective: To enhance the configuration control process and enhance the design change
methodology. The present system is not logically consistent and not all
modifications are handled the same. In addition, the DC close out process is
not timely. Materials configuration management needs to be upgraded.

Major Milestones:
Accomplishment Plan Date Actual Date

1. Conduct an evaluation of the 4/94
configuration control process.
(REW-94-03.1)

2. Conduct an evaluation of the 4/94
design change closure process.

(REW-94-03.2)

REW-94-03
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Program Enhancement

Major Milestones: (REW-94-03 Continued)

Accomplishment Plan Date Actual Date

3. Based on the results of item 1 6/94
above, develop the necessary
improvement program to develop
the enhancements to ensure
plant configuration is protected.
(REW-94-03.3)

4. Based on the results of item 2 6/94
above, develop the necessary
improvement program to develop
the enhancements to ensure
more responsive design change
closure process. (REW-94-03.4)

5. Communicate procedural and 9/94
management expectations to NPG
personnel. (REW-94-03.5)

Update Status:

1. A draft repon "Re-Engineering Assessment of the Cooper Nuclear Station
Modification Control Program" was generated by General Physics Corp. This report
has been submitted to the NPG Management on February 3,1994, for review and
comment. A meeting to review the plan and comments is planned for the week of
March 7,1994.

2. On January 31,1994, S. McClure was directed to generate a plan to evaluate the
closure process for the Design Change Procedure by Febmary 18,1994.

|
3. Although not a direct result of the study ofItem 1 above, work was directed to stan

on the generation of a reference document for insulation. The Con'iguration
Management Depanment will generate a document that will provide a ready cross-
reference of the system insulation requirements at CNS as well as reference any
walkdown data that will be generated. This document will be referenced in the
appropriate Design Change and maintenance procedures to provide craft and engineers I
a ready reference to insulation requimments. A completion date is not available yet. jt

r

REW-94-03 (Cont.)
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SECTION VIII

QUALITY ASSURANCE

L
Realizing CNS has'not. consistently identified or. resolved

recurring problems, .the Quality Assurance Department '(QA) is -
revising their'self-assessment and auditing programs. QA is,also

enhancing the trending program to more effectively support their

f assessment activities and keep NPG management _ aware of~possible--
negative trends.

To address these issues, the following Integrated Enhancement

Program tasks have been developed and-are,being implemented. .The
tasks included in this section.are Program Enhancements which
provide a description of the task, the responsible manager, and'
the expected completion date,
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! Program Enhancement

1
Priority: IED
Item No: VLW-94-01

Title / Description: Revise the Self-Assessment Progmm Date Updated: 2/10/94

I External Funding Requirements: Account #948-2007 $2400.00 (FPI Consultant)
Internal Resource Requirements: 3 weeks

| Program Manager: Verne Wolstenholm (D. R. Robinson)
Planned Start Date: 1/24/94 Pla'uned Completion Date: 3/94

References (NRC/INPO/NUMARC/NAIT Etc.): SMM

Inter-District Memo (CNSS931273), G. R. Horn to V. L. Wolstenholm

i
Description: Revise the Self-Assessment Program such that it provides management

insight into the performance of the plant, personnel, and programs.

I
Provide for maintaining a yearly schedule selected by Senior
Management and stipulate team member makeup.

Objective: This task was established by the Vice President - Nuclear to address the
concern that "self assessment activities were not always acceptable and

I will m1uire additional management attention to assure that these
activities provide management insight into the performance of the plant
and the operating staff."

Major Milestones:

1. Survey recognized industry leaders for informational input to the revised
program.

2. Obtain the services of a consultant to provide review, evaluation, and
recommendations for the program revision.

3. Provide the draft revision of the program to NPG Senior Management for
review and comment.

4. Approval of the revised program.

I

VLW-94-01
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Program Enhancement

(VLW-94-01 Continued)

Accomplishment Plan Date Actual Date

1. Complete industry survey (VLW-94-01.1) 1/94 1/21/94

;

2. Consultant services (VLW-94-01.2) 2/94
'

3. Issue draft revision (VLW-94-01.3) 2/94 1/31/94

4. Program approval (VLW-94-01.4) 3/94

Update Status:

Item 1): Completed plant visits to Waterford (1/20-21/94) and Clinton
(1/18-19/94). Also obtained information from Yankee Atomic.

Item 2): Consultant services to review and comment on the revised Self
Assessment Program has been acquired.

Item 3): A DRAFT revision of the Self Assessment Program was issued to the
Vice President - Nuclear, NPG Senior Management, and the Consultant
for review and comment.

VLW-94-01 (Cont.)
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Program Enhancement

Priority: RED
Item No: VLW-94-02

Title / Description: Enhance the CAP Audits /QA Trend Report Date Updated: 2/10/94

External Funding Requirements: N/A
Internal Resource Requirements: 2 years for development

Program Manager: Verne Wolstenholm/S. L. Bray (CAP)/P. K. Adelung (Trend)

Planned Start Date: 1/24/94 Planned Completion Date: 8/94

References (NRChNPO/NUMARC/NAIT Etc.): 210 SPPI

Description: Revise the semi-annual audit of the Corrective Action Program to ensure that
it provides management with a clear insight as to the effectiveness of the

,

Program.

Upgrade the QA Trend Report program to provide a simplified format which
'

provides a thorough analysis of trend information.

Objective: This task was established to address concerns raised in various internal and
external evaluation and inspection reports regarding the effectiveness of the

|

Corrective Action Effectiveness Audit and the effectiveness of the analysis |

provided by the Quarterly Trend Report.

Major Milestones:

1. Provide additional infonnation and parameters needed to support the Trend Program
for inclusion in the new CAP.

2. Survey / visit recognized industry leaders for input to the revised CAP Audit and obtain
associated CAP Audits from those utilities.

3. Establish a " Functional / Program Area" and " System" Performance Panel display
format within the Trend Report.

4. Develop and revise associated NQPs, QAIs, and QA Guidelines for the Trend Report
after implementation of the new CAP.

VLW-94-02
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Program Enhancement

Ma,jor Milestones: (VLW-94-02 Continued)

5. Provide the DRAFI' revision of the CAP Audit Plan and checklist to QA management
for review.

|

6. Approve the revised CAP Audit Plan and checklist. !

'

7. Modify the QA Trend Repon format by Issuance of the Second Quaner 1994 QA
Trend. *

Accomplishment Plan Date Actual Date

1. Provide additional information and 2/94 11/93
parametera for new CAP (Tmnd report)
(VLW-94-02.1)

| 2. Survey / visit other utilities CAP audits. 3/94
(VLW-94-02.2)

|

3. Establish panel display for Trend Report. 4/94
(VLW-94-02.3)

i 4. Develop / revise NQPs,.QAIs & QA Guidelines 4/94
for trend reporting with new CAP.
(VLW-94-02.4)

5. Draft CAP QA Audit Plan and checklist. 5/94 |
(VLW-94-02.5) !

6. Approve CAP QA Audit Plan and checklist. 5/94;

(VLW-94-02.6)
! |

! 7. Modify Trend Repon format. 8/94
| (VLW-94-02.7)
:

Update Status: Item #1: Proposed trend parameters and data base for the new
CAP was submitted to the Technical Staff Manager on
11/03/93.

Item #2: Selected and scheduled visits to three 3 utilities,
Comanche Peak, Fort Calhoun, and Calloway in
February,1994.

VLW-94-02 (Cont.);
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Program Enhancement
'

Priority: RED
Item No: VLW-94-03

1

Title / Description: Establishment of QA Assessment / Evaluation Date Updated: 2/10/94 |

Pmgram

External Funding Requirements: N/A
Internal Resource Requirements: 1 year for development

Program Manager: Verne Wolstenholm (D. R. Robinson)
Planned Start Date: 1/24/94 Planned Completion Date: 1/95

References (NRC/INPO/NUMARC/NAIT Etc.): Self Imposed

Description: Establish a Quality Assessment Group which will enhance the Division's
ability to provide effective proactive oversight of Nuclear Power Group
activities and provide timely and effective feedback to senior NPG
management on applicability of emerging industry issues and regulatory
c'oncerns, in addition to feedback on NPG activities.

Objective: Tl'.'s Task was established as a result of concerns raised in sevemi NRC
inspection reports issued in 1993 as well as the QA Division's recognition that
some of the Division's resources were not being utilized effectively.

Major Milestones:

1. Reorganize the Quality Assurance Division to provide the resources necessary to
establish the assessment group.

2. Relocate personnel assigned to the assessment group to CNS. |

3. Develop a Nuclear Quality Procedure which defines the Assessment Group's functions
and responsibilities.

4. Identify training needs for the Assessment Group and submit training work request.

5. Complete training for all members of the Assessment Group.

6. Identify and develop supporting instmetions/ guidelines needed to support the activities
of the Assessment Group.

7. Arrange for an independent assessment of the Assessment Group's effectiveness.

VLW-93-03
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Program Enhancement

(VLW-94-03 Continued)
1

Accomplishment Plan Date Actual Date
l

1. Reorganize QA Division. (VLW-94-03.1) 10/93 10/16/93

2. Relocate QA Assessment Group to CNS. 2/94 12/31/93
(VLW-94-03.2)

3. Develop Nuclear Quality Procedure. 2/94 11/30/93
(VLW-94-03.3)

4. Identify training needs & submit TWRs. 2/94 10/93
(VLW-94-03.4)

5. Complete Assessment Group taining. 9/94
(VLW-94-03.5)

6. Identify & develop instmetions/ guidelines. 6/94
(VLW-94-03.6)

7. Arrange for independent assessment. 1/95
(VLW-94-03.7)

Update Status: Item 1): A pmposed QA Division reorganization plan was
submitted to the Vice President - Nuclear and approved.

Item 2): The Quality Assurance Assessment Group completed
relocation from the G.O. to CNS.

Item 3): Nuclear Quality Procedure 2.3, " Quality
Assessments / Evaluations", has been approved and issued.

Item 4): Training Work Requests have been initiated for the
following training: Technical Staff; Root Cause Analysis
(from INPO); Human Performance Evaluation (."mm
INPO); and Problem Solving and Decision Making
(TWRs 93-1000, 93-1001, and 93-1002).

Item 5): The Assessment Group training is not complete, however
they have sufficient training to be functional.

VLW-94-03 (Cont.)
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Program Enhancement

VLW-94-03 (Continued)

Item 6): One guideline is currently under development to describe
generally how assessments and evaluations are to be
conducted. Another is being initiated to describe how
externally generated documents will be screened for their
applicability to Assessment Group activities. Additional
reviews are being conducted to detennine if other
guidelines are needed.

-
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Program Enhancement

Priority: RED
Item No: VLW-94-04

Title / Description: Upgmde the Internal Audit and Date Updated: 2/10/94
Surveillance Program (Frequency & Scope)

External Funding Requirements: N/A
Internal Resource Requirements: 2 years for development

Program Afanager: Verne Wolstenholm (G. E. Smith)
Planned Start Date: 1/24/94 Planned Completion Date: 12/95

References (NRC/INPO/NUA1 ARC /NAIT Etc.): SelfImposed

Description: The existing intemal audit program requims restmeturing in light of QA's
mcent clarification of QA Program Audit Frequency Requirements as
described in the CNS QA Program for Operation Policy Document and CNS
Technical Specifications. (Reference G. E. Smith to SRAB Chairman memo
and attached 10CFR50.59 Reportability Review, dated September 8,1993.)

Revision of the QA surveillance Program to coincide with the objectives of the
audit program.

Objective: The purpose of this project is to upgrade the QA audit and surveillance
programs to provide scoping of audits and surveillance which focus on specific
technical programs or activities of concern / declining performance.

Alajor Afilestones:

1. Identify activities that are to be subject to QA audit / surveillance,

2. Generate a Position Paper which describes the District's position on conducting
internal audits.

3. Revise QAI-5 to reflect the new audit process.

4. Generate a grouping of activities for audit scoping.

5. Revise QAI-4 to reflect the new surveillance program.

6. Revise the QA Guidelines to describe the new approach to conducting |
audits.

/

' VLW-94-04
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Program Enhancement

Major Milestones: (VLW-94-04 Continued)

7. Develop new QA Audit Plans.

8. Train auditors on the new approach to auditing.

9. Train auditors on the objectives and performance expectations of the new surveillance
program.

10. Complete revision / development of surveillance checklist.

11. Complete development of Audit Scoping Plans.

Accomplishment Plan Date Actual Date

1. Activities subject to QA audits / surveillance. 11/93 11/23/93
(VLW-94-04.1)

2. Generate internal audit Position Paper. 12/93 12/22/93
(VLW-94-04.2)

3. Revise QAI to reflect the new audit process. 1/94 1/14/94
(VLW-94-04.3)

4. Grouping of activities. (VLW-94-04.4) 11/93 11/23/93

5. Revise QAI to reflect the surveillance process. 4/94
(VLW-94-04.5)

6. Revise the QA Guidelines for auditing. 4/94
(VLW-94-04.6)

i

7. Develop new QAPs. (VLW-94-04.7) 5/94

8. Train Auditors (audits). (VLW-94-04.8) 5/94

9. Train Auditors (surveillance). (VLW-94-04.9) 6/94

10. Complete surveillance checklist. (VLW-94-04.10) 12/95

11. Complete audit scoping plans. (VLW-94-04.11) 12/95

VLW-94-04 (Cont.)
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