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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 directino 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.
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INTRODUCTION

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 chese 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.

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















Program Layout

The Integrated Enhancement Program has been divided
into several sections which reflect the furctional
areas of the NPG management. The issues are then
assigned to the appropriate Senior Manager.

Section I, Nuclear Power Group, discusses the isgsues
that require specific Vice President - Nuclear
attention.

Section II, Management, discusses the management
concerng 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.

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
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.
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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.
Thig 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 (1 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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Program Enhancement

Priority: RED
Item No: GRH-94-01

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

External Funding Requirements: None

Internal Resource Requirements: 30 hrs. quarter - Vice President - Nuclear

Program Manager: Guy Hom

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

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 supervisicn. 3/94 3/31/94

(GRH-94-01.2)

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 in all areas. 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 activities. Thefollowmgh 4 listing of |




Program Enhancement

GRH-94-01 (Continued)

Update Status:

MEETINGS WITH DEPARTMENTAL PERSONNEL

August 24, 1993 - Maintenance

August 26, 1993 - Engineering/Technical Staff
September 2, 1993 - Operations/I&C/Operations Support
September 7, 1993 - Security/Tining

September 8, 1993 - Radiological

September 16, 1993 - NED/QA/Nuclear Support
September 23, 1993 - QA/Construction 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 Maintenance

December 10, 1993 - Electric Shop

January 11, 1994 - 1&C and Operations

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

February 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/Construction Management
March 16, 1994 - Introduction to Management Development

GRH-94-01 (Cont.




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

References (NRC/INPO/NUMARC/NAIT Ete.): 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)

o

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 areas. 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 activities.

GRH-94-02




Program Enhancement

GRH-94-02 (Continued)

Update Status: Guidelines for the managers meeting with supervisors and for the
supervisory meetings with staff have been provided to the Senior
Managers and includes expectations for effectiveness overview.,

GRH-94-02 (Cont




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

References (NRC/INPO/NUMARC/NAIT Ete.): 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)

¢ 8 Improve communication and worker feedback, 6/94
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 in all areas. 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 activities.

GRH-94-03




Program Enhancement

GRH-94-03 (Continued)

Update Status: Guidelines for the managers meeting with supervisors and for the
supervisory meetings with staff have been provided to the Senior
Managers and includes expectations for effectiveness overview.

____GRH-Y4-08 (Conp




Program Enhancement

Priority: RED
Item No: GRH-94-04

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

External Funding Requirements: $500,000
Internal Resource Requirements: Vice President - Nuclear/Senior Managers - 50 hrs

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

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

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

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

Major Milestones:
Accomplishment Plan Date Actual Date

Evaluations completed and task 4/94
agreements submitted for Board
approval. (GRH-94-04.1)




Program Enhancement

GRH-94-04 (Continued)

Update Status:

The assessment of the need for management mentors within the NPG
organization continues. A Senior Management consultant has recently
been obtained to aid in the overall assessment of the effectiveness of the
NTEIP and to provide overview and guidance to the CNS Senior
Managers. This consultant began onsite work March 14, 1994, The
following is a listing of the mentors currently supporting the CNS
organization.

* Safety Assessment - two consultants
1. Partiow
E. Erickson

® Senior Managers - one consultant
D. Beckman

L Maintenance - one consultant
B. York

The Maintenance mentor has been tasked with performing a overall
evaluation of the Maintenance Department effectiveness and to provide
recommendations to Management/Supervision to correct identified
weaknesses. Past performance history will be used in this evaluation.

The Safety and Assessment mentors are currently supporting the Senior
Manager in the establishment of procedures, guidelines and charters to
ensure effective oversight of Nuclear Power Group activities. They are

also supporting implementation of the enhanced Corrective Action
Program,




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 Ete.): 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 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

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

Develop a staffing upgrade plan for 2/94 2/94
Senmior NPPD Management review and

approval. (GRH-94-05.2)

Receive NPPD Board of Directors approval
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. The NPPD Board of Directors provided their full
support of the interim staffing plan at the February Board Meeting.




Program Enhancement

Priority: RED
Item No: GRH-9%4-06

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

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

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

References (NRC/INPO/NUMARC/NAIT Ete.): 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:
Accomplishment Plan Date  Actual Date

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

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

Update Status: Interim staffing plan has been developed and approved by to NPPD
Senior Management. This plan was submitted to the NPPD Board of
Directors at the February Board Meeting and received their full
support,



Program Enhancement

Priority: RED
Item No: GRH-94-07

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

External Funding Requirements: None
Internal Resource Requirements: Vice President - Nuclear/Senior Management - 20 hrs.

Program Manager: Guy Hom
Planned Start Date: 1/24/94 Planned Completicn Date: 4/94

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

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

Objective:  To make CNS employees aware of planned staffing upgrades for long term
planning and budgeting purjoses and to acquire staff support and ownership of
the staffing study

Major Milestones:
Accomplishment Plan Date Actual Date

NPG staff aware of organizational 4/94
upgrades and assign appropriate NPG

departments action to complete

any necessary redistribution studies

(GRH-94-07.1)




Program Enhancement

GRH-94-07 (Continued)

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. Assignment
of action to perform a redistribution study in the areas of security and
training has been made to the Senior Management of Site Support and
contains a completions date of 6/1/94,




SECTION I1
MANAGEMENT



SECTION 11
MANAGEMENT

These management issues are an indication of the present Nuclear
Power Group culture. The lack of a guestioning 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



Program Enhancement

Priority: RED
Item No: MGMT-94-01

Title/Description: Strengthen the CNS Safety Cuiture Date Updated: 3/31/94

External Funding Requirements: NONE
Internal Resource Requirements: 100 Hours/Senior Manager; 6(0 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 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)

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




Program Enhancement

Major Milestones: (MGMT-94-01 Continued)

Accomplishment Plan Date Actual Date

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

corrective action program,

(MGMT-94-01.3)

concerns and suggested corrective
actions. (MGMT-94-01.4)

Conduct an effectiveness review 10/94
of the Corrective Action Program.

Update Status:

|
; )
4 Encourage employee feedback to 6/94
management on emerging issues,
-

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

A Level I CAP Training course hias been developed and will be delivered to
the majority of the NPG by the end of March, This Level I course will
provide employees with an understanding of the CAP. This training will
encourage the use of the CAP and also stress its importance and effectiveness.

To provide additional feedback to Senior Management (beyond meetings and
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
accordingly.

MGMT-94-01 (Cont.




Program Enhancement

Priority: RED
Itemn No: MGMT-94-02

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

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

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 performance 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)

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




Program Enhancement

Major Milestones: (MGMT-94-02 Continued)

Accomplishment Plan Date Actual Date

Hold departmental meetings to 3/94 3/31/94
communicate the vision, mission and value

statements of the bu_iness plan.

(MGMT-94-02.3)

Complete the Strategic Business Plan. 4/94
(MGMT-94-02.4)

Issue first monthly performance 5/94
Monitoring Report, (MGMT-94-02.5)

Continue to communicate management Ongoing
expectations and provide positive
feedback on successes. (MGMT-94-02.6)

Update Status: - Milestones number | and 2 have been completed. The NPG vision,

mission, and value statements were developed and forwarded to all
NPG employees.

Milestone number 3 is currently being implemented.

Milestone number 4 and § are in progress. Workshops have been
conducted with Senior Management to develop and finalize the Business
Plan supportive missions and goals. The objectives, performance

indicators, and performance measures are currently being developed

Milestone number 6 is an ongoing activity.

MGMT-94-02 (Cont.




Program Enhancement

Priority: RED
Item Neo: MGMT-94-03

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

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: 4/94

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

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

Objective:  To focus management and personnel resources in the most effective means possible
Major Milestones:
Accomplishment Plan Date Actual Date

Develop a prioritization procedure 4/94
(JMM-94-06)

Assemble items to be prioritized. 3/7/94
(MGMT-94-03.1)

MGMT-94-03




Program Enhancement

Major Milestones: (MGMT-94-03 Continued)

Accomplishment Plan Date Actual Date

3. Establish departmental team to 3/94 3/7/94
conduct the initial prioritization.
(MGMT-94-05.2)

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 Program. The prioritization of the MWRs, TWRs, and
PCNs is being validated/established. (See Action Item IMM-94-04)

It was found that our existing priority schemes (for EWR, MWR, TWR, and
PCN) are being revalidated to ensure their adequacy and correctness of
application.

liems #2 and #3 were completed for the Engineering Department on 2/9/94;
The prioritization of outstanding engineering work (Jtem #4) was completed on
3710/94. Ttems #2 and #3 were completed for the Maintenance Department the
week of 3/7/94; The prioritization of outstanding maintenance work (Item #4)
is in progress with an expected completion of 4/30/94. (Forced shutdown
maintenance activities in the month of March precluded completion of this
activity on schedule.)




SECTION I1I
OPERATIONS
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Program Enhancement

Priority: RED
Item No: RLG-94-01

Title/Description:  Develop Program to Review Maintenance Date Updated: 3/31/94
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 Unruh)
Flanned Start Date: 1/24/94 Planned Completion Date: 12/94

References (NRC/INPO/NUMARC/NAIT Ete.): 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 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".
K Determine that adequate training is provided to support the performance
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

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

RLG-94-01



Program Enhancement

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

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

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

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

Revise current, safcty related and important to
safety maintenance procedures as necessary to
ensure skill of the craft is addressed and the
necessary technical details are provided.
(RLG-94-01.5)

Vendor Manual Validation
and Verification (V&V) complete
(R1.G-94-01.6)

Interface with the Training Department to
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

Facilities and equipment have been identified. Currently
sufficient facilities and equipment have been provided to support
the procedures upgrade effort. Procuremert of remaining
equipment 1s still in progress

Initial "Scope Meeting" was conducted on 2/2%/94, Additiona!
meetings will be conducted on a bi-weekly basis as necessary to
support this project. This meeting was not held as scheduled
due to the plant scram on March 2, 1994, the shutdown for
RHR-27A, and work on the HPCI stop valve. Next meeting to
be held April 8, 1994,

Defining "Skill of the Craft" effort in progress. The project
was delay due to the plant scram on March 2, 1994, the
shutdown for RHR-27A, and work on the HPCI stop valve.




Program Enhancement
RIG-94-01 (Continued)

Update Status: 6) This item is currently being pursued either completely or
partially by programs engineering. A meeting 1s being
scheduled to integrate these efforts. The meeting will take place
no later than April 15, 1994,

RLG-94-01 (Cont.)




Program Enhancement

Priority: RED
Itemm No: RLG-94-02

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

External Funding Requirements: $150,000 (Estimated)
Internal Resource Requirements: 350 hours

Proagram 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
instruction, and revise those PMs that do not contain adequate work
Lastructions.

Objective:  To provide the appropriate levei 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 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)

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 werk instruction documents.
(RLG-94-02.3)




Program Enhancement

Major Milestones: (RLG-94-02 Continued)

6.

Update Status:

Accomplishment Plan Date

Submit criteria o the appropriate 3/94
organizations for review and acceptance.
(RLG-94-02.4)

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

Perform 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)

Actual Date

3/31/94

3/7/94

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

Major Milestone |

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

Status 3/7/94

A Task Group has been fornied 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".

R1L.G-94-02 (Cont,



Program Enhancement

Update Status: (RLG-94-02 Continued)
Major Milestone
Collect requirements that define what constitutes SORC procedures.

This milestone is completed. Reference 3 provides the discussion of
what constitutes SORC procedures.

Major Milestone 3

Based on items 1 and 2, establish/develop criteria to identify the level of detail
required for work instruction documents.

Status 3/7/94

The Task Group identified in milestone 1 has met to discuss the
objective of the milestone.

Status 3/24/94

A document that provides guidance on procedural detail is currently
being written. The initial draft may be ready for review by the first of
April.

S /31/94

The initial draft has been developed and issued for comments. This
milestone is completed.

Major Milestone 4

Submit criteria to the appropriate organizations for review and acceptance.
Status 3/7/94
No Action
Status 3/31/94

A draft document that provides guidance on procedural detail bas bees
submitted for review and acceptance. this milestone is completed.

RLG-94-02 (Cont,




Program Enhancement

Update Status: (RLG-94-02 Continued)

Major Milestone 5

Procure 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 Corporation has been procured
under General Services Agreement No. 86A-C1, Task 42, to perform

the review. This milestone is completed.

Major Milestonie 6

Perform the PM review, and revise PMs, procedures and MWPs to insure
adequate work instructions 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
the "P" Shop PMs that were originally excluded from the PM review.
A copy of the revised checklist is attached. The three people from
General Physics will be starting the PM review this week.

An initial review of all PMs should be completed before the first of

April. This review will identify the PMs that need revision and which
PMs that are currently adequate based on the review criteria.

RLG-94-02




Program Enhancement

Priority: RED
Item No: RLG-94-03

Title/Description: Upgrade the System Engineer Program Date Updatea: 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

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

Description: Upgrade of the System Engineer Program consists of the following activities

Implementation of the E-gineering Plan for performance improvement,
the elements of which are described below under major milestones

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

Engineering backlog reduction, described in Program Enhancement
[tem RLG-94-06

Objective:  Improve the effectiveness of the Engineering Department. Improvements will
focus on work management .ystem and programi reporting, and definition of
roles in the Engineering Department

Major Milestones:
Accomplishment Plan Date Actual Date

Perform assessment of Engineering Department 1/94 1/22/94
effectiveness and organization.
(RLG-94-03.1)

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

RLG-94-03




Program Enhancement

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

Work management improvements

Develop criteria for prioritization

of engineering NAIT and ACT items

(RLG-94-03.3)

Prioritize and schedule NAIT and 2/94 3/10/94
ACT items

(RLG-94-03.4)

Develop a set of engineering department
performance indicators. Produce appropriate
charts and graphs for department and senior
management review, (RLG-94-03.5)

Produce final set of department performance
indicators, publish monthly, Determine
pertormance ;_’H‘ti\ and incentives for
achieving goals. (RLG-94-03.6)

Establish system and program report cards

Produce first draft system report card
s I
for one system. (RLG-94-03.7)

Produce final system report card 2/9: 3/31/94
(RLG-94-03.8)

Produce first draft program report
card for one program. (RLG-94-03.9)

Produce final program report card v 1/31/94
(RLG-94-03.10)

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

Issue apr oved EDIs for both report cards
(RLG-94-03.12)

Produce program report card for ail
assigned programs monthly, (R1.G-94-03.13)
RLG-94-03




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

- Evaluate Engineering Department functions for 4194
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, /94
assistant manager, supervisor and lead positions.
Succession plan will include appropriate
developmental assignments and training.
(RLG-94-03.16)

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 processes
include procurement and engineering work request,
(RLG-94-03.17)

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

Update Status: 2/10/94 Item #1 is complete. Item #2 is complete and was
transmitted to Region IV on 1/21/94 (CNSS941043),
Item #3 a memo (CNSS943517) was issued on 2/8/94 to
engineering 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.

' 8. Perform an assessment and develop a plan to 8/94

RLG-94-03 (Cont.)



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 being
evaluated. No results to report to date

Item #5, Draft performance indicators have been
produced 3/10/94. On schedule for final set by 4/94,
[tems #8 and #10 has been completed. Item #11, System
Report Cards will be produced in April. Item #14,
changes are currently being made to the way purchasc
requisitions and NPRDS reports are handled within
Engineering. Comprehensive evaluation will be
performed in April,

RI.G-94-03 (Cont.)




Program Enhancement

Priority: RED
Item No: RLG-94-04

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

Reorganization

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

i'rogram Manager: Rick Gardner (Mike Unruh)
Planned Start Date: 1/24/94 Planned Completion Date: 9/94

References (NRC/INPO/NUMARC/NAIT Ete.): SMM
Description: Develop and implement a reorganization of the Maintenance Department.

Objective:  To reduce the number of reporting layers in order to improve communications
within the department 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. (R1.G-94-04.2)
3. Acquire approval to combine Lead Person 2/94 2/15/94
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 department for 9/94

effectiveness. (RLG-94-04.6)

RLG-94-04




Program Enhancement

Update Status: (RLG-94-04 Continued)

1)

2)

Organization structure development complete

Organization structure approved and manpower increases for initial
stages of restructure approved

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

Space requirements for initial stages of restructure have been
determined and a Purchase Requisition for same has been submitted
Received approval of PR for trailer on 3/12/94 P.O. 379174 issued for
trailer on 3/23/94,

Met with Human Resources personnel cn 3/7 and 3/8 to begin

development of new position descriptions to support reorganization,
Writing of new position descriptions is in progress.

RLG-94-04 (Cont.




Program Enhancement

Priority: RED
Item No: RLG-94-05

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

Externai Funding Requirements: $800,000 (Estimate)

4
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,
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 Ete.): 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
/ . Identify safety related manual valves required to be operated in

emergency conditions and implement PM requirements

® Identify and implement ISI requirements for safety related non-code
class 1,2,0r 3 systems containing piping, pressure vessels, pumps, or
: valves,
. Implement modification, testing, and program development to resolve

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




Program Enhancement
Major Milestones: (RLG-94-05 Continued)
Accomplishment Plan Date Actual Date

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

Develop an Engineering Department Instruction
which provides guidance for action to be

taken when components are place on increased
test frequency. (RLG-94-05.2)

Evaluate safety related non-code class 1,
2, and 3 systems for ISI program inclusion.

(RLG-94-05.3)

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

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

Complete design basis reconstitution for
primary containment (Cost not included in
funding requirements). (RLG-94-05.6)

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

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

Submit relief requests for safety related
non-code class 1, 2, and 3 systems

inspection program addenda. (RLG-94-05.9)

Develop procedures for PIV testing
(RLG-94-05.10)

Review safety related manual valves for
inclusion in IST or augmented testing
programs. (RLG-94-05.11)

RLG-94-05 (Cont.




Program Enhancement

Major Milestones: (RLG-94-05 Continued)
Accomplish'nent Plan Date Actual Date

12 Initiate/approve PMs for stroking 10/94
identified manual valves. (RLG-94-05.12)

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

14 Submit ISI program 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 3
systems. (RLG-94-05.15)

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

17 Conduct a third party review of 1S1 12/94
program manual valves. (RLG-94-05.17)

18 Develop an Appendix J program document 12/94
(RLG-94-05.18)

19 Complete installation of test connections 4/95
and 1solation 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 overall

Rl,(i 94-05 (Cont,




Program Enhancement

Priority: RED
Item No: R1.G-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 reduce engineering becklog 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: 4/64

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

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
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

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

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

Prepare point papers for contractor
assistance. (RLG-94-06.3)

RLG-94-06




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. (RILG-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. Ttem #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
trunk line to the trailer, Item #6, draft indicators have been

pre duced

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.

v
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Program Enhancement

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 Ete.): OSTI

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

Objective:  Reduce maintenance backiog and improve the effective management of the workload.
Major Milestone:
Accomplishment Plan Date Actual Date

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

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

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

Set Priorities from review. (RLG-94-07.4)
Identify and plan for resolution of the
problem areas. The major points are spare

parts, resources and enhanced scheduling.
(RLG-94-07.5)

RI1.G-94-()7




Program Enhancement

Major Milestones: (RLG-94-07 Continued)

Accomplishment 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)

Update Status:

2/10/94

3/10/94

3/31/94

Item #1, define backlog, is in progress. Item #2, additional
resource requirements have been identified and the resources
should be approved at the February board meeting.

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.

The prioritization of outstanding maintenance work is in
prgress with an expected completion of 4/30/94. (Forced
shutdown maintenance activities in the month of March
precluded completion of this activity on schedule.)




Program Enhancement

Priority: RED
Item No: RLG-94-08

Title/Description:  Review the Qualifications Date Updated: 3/31/94
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
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 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

Mazjor Milestones:
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)

3. 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 2/94 2/28/94

training as identified in Item 2 (above).
(RLG-94-08.3)

RLG-94-08




Program Enhancement

Major Milestones: (RLG-94-08 Continued)

6.

Update Status: 2/10/94 Item #1 is complete. TPDs have been reviewed and changes
were mad> regarding position and task required lessons, and
optional lessons. Item #2 1s complete. Engineers assigned
systems who have not completed training on their assigned

Accomplishment Plan Date

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

(i.e., begin with SRO level training lesson

plans and revise objectives as appropriate

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

Complete revision to system engineer 7/94
lesson plans and begin delivering

new system training lessons.

(RLG-94-08.5)

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

System Engineer Certification 7/94
(RLG-94-08.7)

Actual Date

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 objectives for System Engineer Training have
been completed 3/9/94. Schedule for lesson plan upgrades to be

developed in April.
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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)
Planied 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.

L Standardize the shift turnover process such that operational information/plant
station information is communicated between shifts in a consistent manner,

L] Establish a mechanism to ensure long term 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 information through improved
operator communications.

Major Milestones:
Accomplishment Plan Date  Actual Date

* 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




Program Enhancement
RLG-94-09 (Continued)
Update Status: 2/10/94 Shift crews were previously observed in September - October

1993, and ~ommunications 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 1s already in use.
3/10/94 (RLG-94-09.1)
A Control Room Operator Turnover Checksheet is in use by the
CRS, RO, and BOP.
(RLG-94-09.2)
Procedure 2.0.2 is in technical review routing
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Program Enhancement

Priority: RED
Item No: IMM-94-01

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 ¢ Ete.): 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 cuiture change to a more questioning attitude, provide a
completely new Corrective Action Program, which facilitates

Easy problem identification.

Defined problem ownership and accountability
More in-depth root cause analysis

Improved human performance evaluation
Enhanced trending capability

Major Milestones:
Accomplishment Plan Date Actual Date

Establish Steering Committee
(JIMM-94-01.1)

Develop project goals ‘ 9/30/93
(JMM-94-01.2)

.\_;);\ril'\ C \('“\k“\(ll]i (!\'\l}_'“ ‘ IH ]] 93
(JIMM-94-01.3)

Conduct plant visits 10/29/93
(IMM-94-01 .4)

Conduct manager/supervisor workshops
(IMM-94-01.5)

™ \) Q4.
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Major Milestones: (JMM-94-01 Continued)

Accomplishment

: Preliminary approval of CAP implementation
procedures. (JMM-94-01.7)

8. Provide CAP training. (JMM-94-01.8)

9. Preliminary approval of Root Cause Guideline.
(JIMM-94-01.9)

10, Provide root cause training. (JMM-94-01.10)

11.  Implement program and supporting procedure
changes. (JMM-94-01.11)

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

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

and full implementation achieved.

Program Enhancement

6. SORC review of draft procedures. (JMM-94-01.6)

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

Plan Date

12/93

1/94

2/94

3/94

3/94

3/94

2194

6/94

10/94

Actual Date
12/23/93
1/27/94

2/28/94

3/31/94

3/31/94

3/31/94

3/31/94

Update Status: All CAP procedures have been completed and SORC approval
received. The Root Cause Guideline has been completed, reviewed and
approved for general use. Root Cause Training began on March 28,
1994 for the first group of trainees. Additional groups will be trained
over the next two months. Program implementation has been affected



Program Enhancement

Priority: RED
Item No: IMM-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 Ete.): CCA
Description: The NPPD CNS OER Program has come under scrutiny 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:
Lessons learned from a critical review of past document dispositions

Assessing the current program and correcting weaknesses
Enhanced training of involved personnel.

Major Milestones:
Accomplishment Plan Date Actual Date
Assess current OER program. (JMM-94-02.1) 2/94 2/25/94

Assess 20% of OER dispositioned in the 3/94 3/31/94
last two years. (JMM-94-02.2)

Assess certain OER dispositioned within the ; 3/31/94
last ten years. (JMM-94-02.3)

Based on the results of assessments. revise the
CNS OER Program. (JMM-94-02.4)

Develop training module ana train personnel on
revised program. (JMM-94-02.5)

JMM-94-02




Program Enhancement

JMM-94-02 (Continued)

Status Update:

Assessment of the existing CNS OER program has been completed.
The review of past OER dispositions, as well as the evaluation by an
independent consultant has shown a need to revise the current program.
Efforts have begun to revise the program procedures in arcas where
weakness has been identifi«d. The previous plan date for IMM-94-02.4
of 3/31/94 was in error. It was always anticipated that the OER
Program would be reviewed after the assessments were complete.

JMM-94-02 (Cont,




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: 3/94

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,
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
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. An Independent Review Group (IRG) will be formed 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.

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

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)
& Perform assessment of recent liuman errors 2/94 3/18/94
by outside experts. (JMM-94-03.2)
3. Provide input to CAP final procedures. 3/94 3/18/94

(JMM-94-03.3)

JMM-94-03



Program Enhancement

JMM-94-03 (Continued)

Update Status:

The INPO assessment report on human performance problems was
received during the first week in March. Recommendations from this
report were reviewed, CAP procedures were reviewed to insure that
the issues identified by INPO has been addressed by the CAP program.
The evaluation determined that the new CAP program encompassed the
INPO concern. This completes the activities associated with this
program.,

JIMM-94-03 (Cont.)



Program Enhancement

Friority: RED
Item No: JMM-94-04

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

Assess existing procedural weakness 3/94 3/31/94
(JMM-94-04.1)

Based on assessment, revise procedure
(JMM-94-04.2)

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

JMM-94-04




Program Enhancement

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

Develop training module and train 5/94
appropniate personnel on revised
procedure. (JMM-94-04 .4)

Evaluate effectiveness of new process
(IMM-94-04.5)

Update Status: I'he assessment of existing OD/OE procedures is completed
Procedures are currently undergoing revision with a planned completion
in April.

MM-94-04 ‘Cont )




Program Enhancement

Priority: RED
Item No: JIMM-94-05

Title/Description: Develop the Independent Review Group 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 reported to Senior NPG Management and wil! identify
the cause, or causes, which keep the desired results from 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

Internal review of related programs 2/94 2/10/94
(JIMM-94-05.1)

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

Develop IRG Charter. (JMM-94-05.3)

Develop IRG staffing plan and job
descriptions. (JMM-94-05.4)

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

IMM-94-05




Program Enhancement
Major Milestones: (JMM-94-05 Continued)
Accomplishment Plan Date Actual Date

Develop assessment schedule for IRG 4/94
(JMM-94-05.6)

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

Update Status: The IRG Charter has been developed in the form of an NPG Directive
which is now undergoing review. Job Descriptions have been defined,
the jobs posted, and staffing for the group is underway.

JMM-94-05 (Cont.)




Program Enhancement

Priority: RED
Item No: IMM-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 Ete.): 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:
To ensure critical work is completed first

To ensure backlog work is being processed in an efficient manner.
Major Milestones:
Accomplishment Plan Date Actual Date

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

Evaluate work areas needing prioritization
(IMM-94-06.2)

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

Revalidate existing priority schedules for
EWR, MWR, TWR, PCN., (JMM-94-06.4)

Implement any upgrades stemming from
revalidation effort. (JMM-94-06.5)

MM 94-06




Program Enhancement

JMM-94-06 (Continued)

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

It was found that our existing priority schemes (for EWR, MWR,
TWR, and PCN) are being revalidated to ensure their adequacy and
correctness of application. The due dates for IMM-94-06.4 and
IMM-94-06.5 have been moved one month forward to allow this
revalidation effort to occur.




Program Enhancement

Priority: RED
Item No: IMM-94-07

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

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

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

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

Description: One of the causes of the recent declining performance of the Nuclear Power
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
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 abreast of emerging industry
issues and proactively responds to those affecting Cooper Nuclear Station

Major Milestones:
Accomplishment Plan Date Actual Date
Develop IAG Charter, (JMM-94-07.1) 2/94 2/28/94
Develop "Rules of Practice”. (JMM-94-07.2) 3/94 3/31/94

Obtain industry experts for IAG 4/94
(JIMM-94-07.3)

Develop meeting schedule and
first meeting. (JMM-94-07.4)




SSRGS, 1 7%

Program Enhancement

JMM-94-07 (Continued)

Update Status: The IAG "Rules of Practice" have been developed and are undergoing
review. Resume's have been obtained for potential candidates to serve
or: the IAG. Activity remains on schedule.

JMM-94-07 (Cont.)
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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
parucipation. Nuclear Training 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 Training Program for NPG Supervisors and
Managers including:

« Assess each NPG Supervisor and Manager to determine what level of
training or support they may require

Develop Training schedule for NPG Supervisors and Managers
¢ t £

Develop Management/Supervisor Training Program

Train Management/Supervision in Basic Management Skills

Establish Positive Feedback and Improvement areas to Managers and
Supervisors

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

Major Milestones:
Accomplishment Plan Date Actual Date

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

Establish Advisory Committee.
(EMM-94-01.2)




Program Enhancement
Major Milestones: (EMM-94-01 Continued)
Accomplishment Plan Date Actual Date

Initial design of Workshop #1 (W1) 12/93 12/22/93
(EMM-94-01.3)

Administer Diagnostic Instruments
(EMM-94-01.4)

Finalize design of W1, Initial design of W2
(EMM-94-01.5)

Finalize design of W2, Initial design of W3
(EMM-94-01.6)

Delivery of W1 completed to all Management teams
(EMM-94-07.7)

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

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

Finalize design of W4, Initial design of W5
(EMM-94-01.10)

Delivery of W3 completed to all Management teams
(EMM-94-01.11)

Finalize design of W5, Initial design of W6
(EMM-94-01.12)

Delivery of W4 completed to all Management teams
(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
Jdesign of Workshop #1 will be set on Saturday, February 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

Team #1 has completed workshop #1, with good acceptance. Delivery
of workshop #1 to teams 2-6 is in-progress.

EMM-94-01 (Cont.)




Program Enhancement

Priority: Red
Item No: EMM-94-02

Title/Description:  Develop User-Friendly Tracking Date Updated: 3/31/94
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)
Planned 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
certifications or requalifications are required and who the affected persennel
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
certification. (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 3/9/94

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

Functional Specification. (EMM-94-02.5)



Program Enhancement

Major Milestones: (EMM-94-02 Continued)

Accomplishment Plan Date Actual Date

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

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

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

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

Update Status:

1/11/94

2/8&9/94

2/8/94

3/3/94

3/9/94
3/28/94

Meeting was held at CNS with Information System and Training
Department to develop scope of project.

Meetings were held at CNS with Information Systems to identify the
problems with the current TTS system and gain input for the new

system requirements.

Nuclear Network is being used to explore what other plants are using
for software.

Meeting scheduled for 3/9/94 at the G.0O. with Information Systems to
define and refine requirements.

Meeting was held on 3/9/94 with IS to defi.« and refine requirements.

ISSC (NPPD VP committee) approved expenditure for upgrade
($350,000 Work Order). Will be submitted for Board approval 4/7/94.




Program Enhancement

Priority: Red
Item No: EMM-94-03

Title/Description:  Develop a Comprehensive System Date Updated: 3/31/94
Engineering Training Program for CNS
System Engineers

External Funding Requirements:
Internal Resource Requirements: 860 hours

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

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

Description: Develop a comprehensive System Engineering Training Program for CNS
System Engineers - OSTI.

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

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



EMM-94-03 (Continued)

Update Status:

(1

(2)

(3)

Program Enhancement

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.

B. Toline to provide updated Engineering Task List.
M. Bohling to provide overview of current TPDs.
M. Bohling gave trip report of Monticello Trip.
February 3, 1994

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

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., WM.

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,

-94-0 '




Program Enhancement

EMM-94-03 (Centinued)

Update Status: 3/31/93 Due to unplanned outage, task group meetings
scheduled for 3-17 and 3-23 were cancelled at
Engineering's request.

A TWR was written by EMR for Program
Development to produce a Task to Training
matrix. This will justify the current approved
Engineering Task list and identify areas needing
training development.

B. Toline will produce a "Generic" workbook for
Engineering review; to be included with "System
Specific" qual cards.

Task group meeting for 4-7-94 will pick up where
3-17-94 agenda left off.

EMM-94-03 (Cont.




Program Enhancement

Priority: Red
Item No: EMM-Q4-04

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

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 part 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 Milestones:
Accomplishment Pian Date Actual Date

Revise GOT Training. (EMM-94-04.1) 3/94 3/31/94

Develop K-T ATS Training Schedule 3/94 3/29/64
(EMM-94-04.2)

Conduct classes. (EMM-94-04.3)

Revise TPDs 0509 - Station Engineer,

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)




Program Enhancement

EMM-94-04 (Continued)

Update Status: Discussion with Engineering Manager on 2/8/94 indicates that the
Kepner Tregoe (ATS) Root Cause classes should be placed as Position
specific on Engirgering 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 compieted, the TPDs
will be revised to reflec’ « 1e requirement. Providing the classes, then
adding the lesson to the .PD as per NTP: 02, Training Program
Descriptions.

The three ATS Instructors completed upgrade by Kepner Tregoe on
March 23 and 24, 1994. The first three ATS classes have been
scheduled for April 11, 12, 13, May 17, 18, 19, and June 27, 28, 29,
1994,

The CAP material will be a "Stand Alone” lesson in GOT. A lesson
plan is being developed and TPD's will be revised as direcied by Plant
Management. The existing "Level One" CAP lesson will be presented
to ali initial traini,.g personnel until the new lesson is developed, ail
personnel who have completed the "Level One" CAP training will be
"Alternately Completed” to the GOT Jessop  The "Stand Alone” lesson
is 50% complete and will be approved and incorporated on a TPD by
4/1/94,




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 SPPI

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

Objective:  To provide training to plant personne! 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 Lesson on CAP. (EMM-94-05.2) 3/94 3/31/94

Update Status: Level T training has been developed and submitted to C. Moeller for

review/approval. Awaiting information on objectives from C. Moeller
to begin development of Level II training.

Received objectives for Level II Training, Development of Level 11

iesson in progress, completion is dependent upon approval of
Corrective Action Program.




Program Enhancement

EMM-94-05 (Continued)

Update Status:

Lesson Plans for Level I and II submitted for review/approval. During
the week of 3/28/94, 20 classes for Level 1 and 10 for Level 11 training
have been scheduled on site, In addition, seven classes for Level I and
Level 11 have been scheduled in Columbus. It is the intent to train
majority of NPG personnel by 3/31/94.

EMM-94-05




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

R eferences (NRC/INPO/ETC.): CCA, OSTI

Description: The Purpose of the F/P Assessmen 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

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

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

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

Update Status: The Fire Protection Assessment inspection was completed on January
14, 1994. As of February 8, 1994, the second draft of the report
comments are 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 February to present the Fire Assessment report to the
NRC,

Item #2 NRC rescheduled meeting from February 28, 1994 to March 2,
1994,

_ EMM-94-06




Program Enhancement
EMM-94-06 (Continued)

Update Status: The F.ce Protection Assessment results have been entered into Action
Tracking with Senior Management responsibility assigned. The
contract project engineer assigned to the Senior Manager Site Suppont
was badged the week of 3/21/94. Expect to have a draft responsibility
matrix and project schedule by 3/31/94, Meeting scheduled with
responsible site managers the week of 4/4/94,

EMM ‘4-1 06 (Cont,)




Program Enhancement

Priority: Red
Item No: EMM-94-07

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

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 Ete.): 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 requirements
which impact training. This self-inspection will identify all internal and
external training requirements and insure that they are being met thus taking a
strong proactive approach toward ensuring that key training pro.-rams are in
full compliance. Any identified deficiencies will be factored inio training and
thus, there will be assurance that the training is meeting/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 tiie training programs truly 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 requests 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-54-07.2)




Program Enhancement

Major Milestones: (EMM-94-07 Continued)
Accomplishment

3 Gather references for checklist construction for NRC
requirements and licensing commitments. (EMM-94-07.3)

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

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

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

T, Gather references for checklist construction for INPO
requirements. (EMM-94-07.7)

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

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

10. Resolve discrepancies with management, develop actions
necessary for resolution, submit final product

(EMM-94-07.10)

11.  Complete modification of programs and lessons as
identified in action plan. (EMM-94-07.11)

EMM-94-07 (Cont.)

Plan Date

3/94

4/94

61"’94

6/94

7/94

8/84

10/94

10/94

12/94

Actual Date

3/30/94



Program Enhancement

Update Status: (EMM-94-07 Continued)

2/2/94 -

2!’8/94 N

3/3/94 -

3/23/94 -

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.

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.

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)

Board approval was obtained on 3/3/94. Both contractors are on-site and have
completed required training. The gathering of references and checklist
construction has been completed. A trail run of requirements for 10CFR20
will be made 1o ensure that the process developed for this review is
satisfactory. This is being done to ensure the process is satisfactory before
proceediug too far into the project.

EMM-94-07 (Cont.)
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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: | 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/NUMARY/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
support management decision-making relative to the Licensing Department.

Objective:  This effort is being undertaken in order to provide information to support
decisions regarding the Licensing Department in order to improve the

Licensing support for CNS.

Major Milestones:

Accomplishment Plan Date Actual Date
1. Interview OPPD (DAW-94-01.1) 12/93 12/10/93
r B Interview Wolf Creek (DAW-94-01.2) 1/94 1/6/94
; Interview Crystal River (DAW-94-01.3) 1/94 1/7/94
4. Interview Northern States (DAW-94-C1 .4) 1/94 2/4/94
Interview Duane Arnold (DAW-94-01.5) 1/94 2/4/94
6. Issue report containing findings to 2/94 2/9/94

Vice President - Nuclear. (DAW-94-01.6)

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




Program Enhancement

Priority: RED
Item No: DAW-94-(2

Title/Description: Issue NPG Directives in Support Date Updated: 3/31/94
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 Coinpletion Date: 5/94

References (NRC/INPO/NUMARC/NAIT Ete.): SPPI Activity 030, 40, 220

Description: Issue NPG Directive 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)

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

3. Issue NPG Directive on Business Plan Preparation 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




Program Enhancement

Major Milestones: (DAW.94-02 Continued)

Accomplishment Plan Date  Actual Date

N

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)

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, All comments have been
received as of February 28, 1994, The directive is on schedule for
approval routing. 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 directive on
NPG Business Plan Preparations is on hold pending ccmpletion of the
NPG Business Plan in April, 1994,

DAW-94-02 (Cont.
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SECTION VI
CORPORATE ENGINEERING

The primary focus of the Corporate Engineéring 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 responsible manager, and
the expected completion date.

17



Program Enhancement

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

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

External Funding Requirements: Engineering Program Review - NED O&M Budget
$2,500

Design Criteria Document - W.0. 20752 $100,000

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

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

¢ 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. Homn dated 1/18/94;: INPO Assist Visit - CNS
Engineering

¢ Letter G. R. Hom to J. E. Gagliardo dated 1/21/94: Cooper Nuclear Station (CNS)
Engineering Plan for Performance Improvement

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

Description: In order to p le more time for the System Engineer to address spacific
issues related (o 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 Engineering
Group., The Design Basis Project will produce the Primary Containment
Design Criteria Document to support the program review and upgrade of the
Appendix ] 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]
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(REW-94-01 Continued)

Major Milestones:

Program Enhancement

Accormplishment Plan Date Actual Date

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

(REW-94-01.1)

2. Reassignment of specific work functions 5/94
to other groups. (REW-94-01.2) (8. McClure)
) Generate the Design Specification Document 6/94
for Primary Containment to support the
Appendix J Program. (REW-94-01.3) (K. Walden)
Update Status: . The site engineering function has been reviewed and resulted in

~

the generation of the Cooper Nuclear Station (CNS) Engineering
Plan for Performance Improvement.

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 1o 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,

NED will review and upgrade, as appropriate, the procedures
contro'ling 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

REW-94-0] ((‘(nt. _




(REW-94-01 Continued)

Update Status:

3

Program Enhancement

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 waikdown 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 wili be proposed for the
April Board Meeting.

REW-94-01 (Cont.)



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 Closeout Self-Assessment - 1000 hours
NED Self-Assessment - Unknown

Program Manager: Fobert Wilbur (Steve McClure, Ken Almquist)

Planned Start Date: 1/24/94 Planned Completion Date: 12/94

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

¢ NRC Inspection Report 93-01, 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 Actual Date
1. OSC Self-Assessment (REW-94-02.1) 1/94 1/27/94
r 3 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
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 were
incorporated and the report issued by February 11, 1994, There
were no safety issues identified and a list of improvements was
generated. NED has generated an action plan to address the
findings.

REW-94-02



Program Enhancement
(REW-94-02 Continued)

Update Status: 2 The MOV Program Project is conducting a self
assessment of the project. The assessment started on
March 10 and is scheduled to complee on March 22. A
draft report is scheduled to be issued for review by
Apnl 1. (K. Almquist)

NED organized a self-assessment of the design change
closeout 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 evalvation on March 22. A repont
on the evaluation is expected in draft form from QA by
April 15. (S. McClure)

A complete self-assessment of NED has been scheduled
for the fourth quarter of 1994, (S. McClure)

REW-94-02 (Cont.)




Program Enhancement

Priority: RED
Item No: REW-94-03

Title/Description:  Evaluate the Con suration Date Updated: 3/31/94
Control and Design Change
Process within the NPG

External Funding Requirements: To Be Determined
Internal Fesource 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
technical issues/programs associated with the Design Change Procedure and

the Maintenance Work Request Procedure,

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 handied 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

l. Conduct an evaluation of the 4/94
configuration control process.
(REW-94-03.1) (K. Walden)

2. Conduct an evaluation of the 4/94
design change closure process.
(REW-94-03.2) (§. McClure)

REW-94-03




Program Enhancement
Major Milestones: (REW-94-03 Continued)
Accomplishment Plan Date Actual Date

Based on the results of item 1 6/94
above, develop the necessary

improvement program to develop

the eahancements to ensure

plant configuration is protected

(REW-94-03.3) (K. Waldern)

Based on the results of item 2
above, develop the necessary
improvement program to develop
the enhancements to ensure a
more responsive design change
closure process. (REW-94-03.4)
(S. McClure)

Communicate procedural and
management expectations to NPG
personnel. (REW-94-03.5)

tatus:

A draft report "Re-Enginecring 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, 1694, for review and
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

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
Managemen: Department has generated a draft 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
a ready reference to insulation requirements. A completion date is not available yet

On January 31, 1994, S. McClure was directed to generate a plan to evaluate the
closure process for the Design Change Procedure by February 18, 1994

NED organized a self-assessment of the design change closeout 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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Program Enhancement

Priority: RED
Item No: VLW-94-01

Title/Description: Revise the Self-Assessment Program Date Updated: 3/31/94
External Funding Requirements: Account #948-2007 $2400.00 (FPI Consultant)
Internal Resovrce 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 provides 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
will require additional management attention to assure that these
activities provide management insight into the performance of the plant
and the operating staff.’

Major Milestones:

Survey recognized industry leaders for informational input to the revised
program

Obtain the services of a consultant to provide review, evaluation, and
recommendations for the program revision

Provide the draft revision of the program to NPG Senior Management for
review and comment

Approval of the revised program

VLW-94-01




Program Enhancement

(VLW-94-01 Continued)

]

4.

Undate Status:

Accomplishment Plan Date  Actual Date
Complete industry survey (VLW-94-01.1) 1/94 1/21/94
Consultant services (VLW-94-01.2) 2/94 2/17/94
Issue draft revision (VLW-94-01.3) 2/94 1/31/94
Program approval (VLW-94-01.4) 3/94 2/26/94

Item 1);

Item 2):

Item 3):

Item 4):

Completed plant visits to Waterford (1/20-21/94) and Clinton
(1/18-19/94). Also obtained information from Yankee Atomic.

Consultant services to review and comment on the revised Self
Assessment Program has been acquired. Consultant review co ted
2/17/94, comments were reviewed with consultant and applical
comments were incorporated.

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.

Comments from Senior Management were reviewed, discussed, and
incorporated where appropriate. Revision 2 of the NPG Self-
Assessment Program was approved by the Vice-President - Nuclear on
2/26/94.

This item 1s closed.

VLW-94-01




Program Enhancement

Priority: RED
Item No: VLW-94-0)?

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

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 Ete.): 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:

I Provide additional information and parameters needed to support the Trend Program
for inclusion in the new CAP.

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, QAls, and QA Guidelines for the Trend Report
after implementation of the new CAP

VLW-94-02




Program Enhancement
Major Milestones: (VLW-94-02 Continued)

Provide the DRAFT revision of the CAP Audit Plan and checklist to QA management
for review

Approve the revised CAP Audit Plan and checklist

Modify the QA Trend Report format by Issuance of the Second Quarter 1994 QA
Trend

Accomplishment Plan Date Actual Date

Provide additional information and 2/94 11/93
parameters for new CAP. (Trend report)
(VLW-94-02.1)

Survey/visit other utilities CAP audits
(VLW-94-02.2)

Establish panel display for Trend Report
(VLW-94-02.3)

Develop/revise NQPs, QAls & QA Guidelines
for trend reporting with new CAP
(VLW-94-02.4)

Draft CAP QA Audit Plan and checklist
(VLW-094-02.5)

Approve CAP QA Audit Plan and checklist
(VLW-94-02.6)

Modify Trend Report format
(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

[tem #2 Selected and scheduled visits to three 3 utilities,
Comanche Peak, Fort Calhoun, and Calloway in
March, 1994, Completed 3/18/94.

VLW-94-02 (Cont.)




Program Enhancement

Priority: RED
[tem 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

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
concerns, in addition to feedback on NPG activities

Objective: This Task was established as a result of concerns raised in several NRC
inspection reports 1ssued in 1993 as well as the QA Division’s recognition that
some of the Division’s resources were not being utilized effectively

Major Milestones:

Reorganize the Quality Assurance Division to provide the resources nec essary to
establish the assessment group

Relocate personnel assigned to the assessment group to CNS

Develop a Nuclear Quality Procedure which defines the Assessment Group’s functions

and responsibilities
Identify training needs for the Assessment Group and submit training work request
Complete trs ing for all members of tiie Assessment Group

Identify and develop supporting instructions/guidelines needed to support the activities
of the Asscssment Group.

Arrange for an independent assessment of *he Assessment Group’s effectiveness.

VLW-93-03




Program Enhancement

(VLW-94-03 Continued)

Accomplishment Plan Date Actual Date
| 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
(VLLW-94-03.5)

6 Identify & develop instruciions/guidelines 6/94
(VLW-94-03.6)

Arrange for independent assessment 1/95
(VLW-94-03.7)

Update St H 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 training: Technical Staff; Root Cause Analysis
(from INPO); Human Performance Evaluation (from
INPO); and Problem Solving anC Dacision Making
(TWR. 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 (Completed 2/94). Another is being initiated
to desciibe how externally generated documents will be

™ screened for their applicability to Assessment Group
activities. Additional reviews are being conducted to
determine if other guidelines are needed

VLW-94-03 (Cont.)




Program Enhancement

Priority: RED
Item No: VLW-94-04

Title/Description: Upgrade the Internal Audit and Date Updated: 3/31/94
P PE

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.): Self Imposed

Description: The existing internai audit program requires restructuring in light of QA's
recent 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 progran

Objective:  The purpose of this project is to upgrade the QA audit and surveillance
programs to provide scoping of auc s and surveillance which focus on specific
technical programs or activities of concern/declining performance

Major Milestones:

Identify activities that are to be subject to QA audit/surveillance

Generate a Position Paper which describes the District’s position on conducting
internal audits

Revise QAI-5 to reflect the new audit process
Generate a grouping of activities for audit scoping

Revise QAI-4 to reflect the new surveillance prograrni

NOTE: QAI-4 is being converted o NQP.

Revise the QA Guidelines to describe the new approach to conducting
audits

VLW-94-04




Program Enhancement

Major Milestones: (VILW-94-04 Continued)

7.

10,

11

2

6

Develop new QA Audit Plans.

Train auditors on the new approach to auditing.

Train auditors on the objectives and performance expectations of the new surveillance

program.

Complete revision/development of surveillance checklist.

Complete development of Aud't Scoping Plans.

Accomplishment

Activities subject to QA audits/surveillance.
(VLW-94-04.1)

Generate internal audit Position Paper.
(VLW-94-04.2)

Revise QAL to reflect the new audit process.
(VLW-94-04.3)

Grouping of activities. (VLW-94-04 .4)

Revise QA to reflect the surve’”" .ce process.

(VLW-94-04.5) NOTE: Thi _al is being converted
to NQP.

Revise the QA Guidelines for auditing.
(VLW-94-04.6)

Develop new QAPs. (VLW-94-04.7)

Train Auditors (audits). (VLW-94-04 8)

Train Auditors (surveillance). (VLW-94-04.9)
Complete surveillance checklist. (VLW-94-04.10)

Complete audit scoping plans. (VLW-94-04.11)

VLW-94-04 (Cont.)

Plan Date Actual Date

11/93

12/93

1/94

11/93

4/94

4/94

5/94

5/94

6/94

12/95

12/95

11/23/93

1/14/94

11/23/93
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Program Enhancement
VLW-94-04 (Cortinued)
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 process.
Item 4): Activities have been grouped for audit scoping.

Item §): QAI-4 is being converted o 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.

VLW-94-G4 (Cont.)




COOPER NUCLEAR STATION

PERFORMANCE IMPROVEMENT

NUCLEAR REGULATORY CONMMISSION
MEETING WITH

COOPER NUCLEAR STATION MANAGEMENT

FEBRUARY 14. 1994
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NRC/NPPD MANAGEMENT MEETING

® PURPOSE

® OVERVIEW OF NPPD ORGANIZATIONAL CHANGES

e ASSESSMENTS PERFORMED TO IDENTIFY WEAKNESSES

® PURPOSE OF NEAR TERM INTEGRATED ENHANCEMENT PROGRAM
e NEAR TERM INTEGRATED ENHANCEMENT PROGRAM DISCUSSION

e SUMMARY




OVERVIEW OF REORGANIZATION CHANGES

e PURPOSE OF REORGANIZATION

- IMPROVE NUCLEAR POWER GROUP PERFORMANCE

- FOCUS MORE ON SITE ACTIVITIES

-  RESOLVE WEAKNESSES IN THE OVERSIGHT AND SELF-
ASSESSMENT FUNCTIONS




ORGANIZATIONAL ENHANCEMENTS

RELOCATED VICE PRESIDENT - NUCLEAR TO CNS

RELOCATED QUALITY ASSURANCE DIVISION MANAGER TO CNS

ASSIGNED SENIOR MANAGER RESPONSIBILITY FOR DEVELOPING CNS
SAFETY CVERSITE

SENIOR MANAGERS REPORT TO VICE PRESIDENT - NUCLEAR

INPO LOANED EXECUTIVE AS PLANT ENGINEERING MANAGER




Vice President-Production

Nuclear Power Group Mgr

I
1

Division Manager Division Manager Divisici Manager

-

ity Assurancz

of Nuclear Engr & of Nuclear Support of Qua

Construction
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NEW NPG ORGANIZATION

Vice President-Production

QDN

\D!v!

Man

SRR

Division Manager of
Kuclear Engineering
& Construction

Division Manager of
Nuclear Support

Ind Review Group
dvisory Group
Technical Staff

SRA3 Administrator
APOG

aintenance
erations
adiological
lant Engineering
utage & Mod.

ssessment Group
Supplier Group
Audit Group

rograms Group

raining
ecurity
ite Services

uclear Engineering

rojects

onfiguration Mgt
LNuclear Fuels

fcensing
rgency Prep.
rogram Contral




FUTURE NPG ORGANIZATION

Vice President-Production

President-Nuclear

v

Sentor Nuclear Division Plant Manager Division Manager of Senior Manager of

Manager of Safety

Quality Assurance

Site Supoort

Assessment

Independen: Review Group aintenance \ssessment Group Training

SRAB Administrator perations Supplier Group Security

dvisory iroup adiologizal udit Group Site Services
Technical Staff lant Engineering Srograms Group c\g(»\:;.\?r\pgk&\g*
1\9%'\; LQutage & Modifications

uciear Engineering
rojects

onfiguration Management
uclear Fuels
rogram Control



ASSESSMENTS PERFORMED TO IDENTIFY
WEAKNESSES

CNS PERFORMANCE ASSESSMENT PROJECT

CNS CORRECTIVE ACTION PROGRAM SELF ASSESSMENT
ENFORCEMENT ISSUES INVESTIGATION TEAM

COMMON CAUSE ANALYSIS STUDY

CNS ENGINEERING PERFORMANCE ASSESSMENT

OUTAGE PERFORMANCE ASSESSMENT



IDENTIFIED AREAS OF WEAKNESS

MANAGEMENT
COMMUNICATED EXPECTATIONS
PERSONNEL ACCOUNTABILITY
VERTICAL COMMUNICATION

QUESTIONING ATTITUDE

TRAINING

IDENTIFICATION OF PROBLEMS AND IMPLEMENTATION OF
CORRECTIVE ACTION

PROCEDURAL DETAILEDNESS




PURPOSE OF NEAR TERM INTEGRATED
ENHANCEMENT PROGRAM

PROVIDE MECHANISM TO PRIORITIZE NPPD ASSESSMENT
FINDINGS AND NRC CONCERNS

PROVIDE FOCUS ON PRIORITY ISSUES

PROVIDE MECHANISM TO MEASURE PERFORMANCE
IMPROVEMENT AND EFFECTIVENESS

EMPLOY.E AWARENESS AND FEEDBACK

INPUT FOR BUSINESS PLAN (LONG TERM PLAN)



DISCUSSION

NUCLEAR POWER GROUP - G. HORN
OPERATIONS - R. GARDNER/J. LYNCH
SAFETY ASSESSMENT - J. MEACHAM
SITE SUPPORT - E. MACE

QUALITY ASSURANCE - V. WOLSTENHOLM




PROGRAM ENHANCEMENT
NUCLEAR POWER GROUP

94-071 ESTABLISH PERIODIC COMMUNICATIONS
MEETINGS

94-04 CONSIDER USE OF MANAGEMENT MENTORS

94-05 CONDUCT STUDY FOR APPROPRIATE
STAFFING AT CNS




PROGRAM ENHANCEMENT
NUCLEAR POWER GROUP

94-01 Establish Periodic Communications Meetings
OBJECTIVES:
@ Enhance Communications Within the NPG

e  Communicate Management Expectations

MAJOR MILESTONES:

® Vice President meetings.

®  Manager meetings with supervision.

L] Supervisory meetings with subordinates.
RESULTS:

L Vice President - Nuclear meetings with NPG personnel
ongoing.

o Employee feedback increasing.

@ More frequent manager and supervisor meetings.




PROGRAM ENHANCEMENT
NUCLEAR POWER GROUF

94-04 Consider Use of Management Mentors
OBJECTIVE:

¢ Expedite the Desired Level of Performance Improvement
within the NPG in Order to Achieve Internal and Regulatory
Expectation as Rapidly as Possible

MAJOR MILESTONE:

® Complete support evaluation and obtain Board approval.

RESULT:
® Management mentors are being used for:

Safety Review and Audit Board (SRAB)
Industry Advisory Group

Maintenance

Engineering

Other




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:
® Perform staffing study.

W Develop an interim staffing upgrade plan for senior NPPD
management review and approval.

® Obtain NPPD Board endorsement.
RESULTS:

" Completed staffing study.

* Interim staffing pian complete.

® Staffing plan endorsed by NPPD Board.

o
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PROGRAM ENHANCEMENT
MANAGEMENT

94-01 STREN =N THE CNS SAFETY CULTURE
94-02 DEVELOP AN NPG BUSINESS PLAN

94-03 PRIORITIZE OUTSTANDING WORK




PROGRAM ENHANCEMENT
MANAGEMENT

94-01 Strengthen the CNS Safety Culture

OBJECTIVE:

@ "Do It Right the First Time; Every Time."

MAJOR MILESTONES:

® Consultctive decision making.

® Promote an atmosphere where employees feel comfortable
having a questioning attitude.

®  Emphasize importance of the Corrective Action Program.
®  Encourage employee communication feedback.
AESULTS:

®  Increased number of DRs, NCRs, LERs, and QA Fir 1gs.
® Improved employee attitude.

L] Continued emphasis required.




1"‘:
" N
>
b

Q Al IMAGE EVALUATION

TEST TARGET (MT-3)

e

|.25. m” .4 !‘m:

F 150mm

\ //// %
/s
L =

0/ 770 BASKET ROAD
/ P.O. BOX 338
WEBSTER, NEW YORK 14580

(716) 265-1600

PHOTOGRAPHIC SCIENCES CORPORATION



PROGRAM ENHANCEMENT
MANAGEMENT

94-02 Develop an NPG Businc: 5 Plan

OBJECTIVE:

Provide a Long Term Strategic Plan for the Purpose of
Improving Nuclear Fow#r Group Performance

MAJOR MILESTONES:

®
L]
oy

Establish NPG vision, mission, values, and goals.

Hold departmental meetings to communicate the vision and
values.

Establish objectives and performance indicators.

Finalize senior management business plans.

Issue first monthly perforrmance review report.

RESULTS:

@

Vision, mission, values, and goals developed.

Vision, mission, and values have been communicated to each
employee.

Specific instances of application have been observed.

Methodology will result in increase of ownership.

A dedicated facilitator has been assigned.




SUMMARY

ORGANIZATIONAL ASSESSMENTS CONTINUE
SENIOR MANAGEMENT EXPECTATIONS ARE BEING COMMUNICATED
BUSINESS PLAN DEVELOPMENT CONTINUES

NEAR TERM INTEGRATED ENHANCEMENT PROGRAM ISSUES ARE
BEING ADDRESSED

SHORT-TERM SUPPORT IDENTIFIED AND COST APPROVED
ORGANIZATIONAL STAFFING ADDITIONS APPROVED

CNS CULTURE SHOWING IMPROVEMENT

REGULATORY INTERFACE IMPROVEMENTS MUST CONTINUE




PROGRAM ENHANCEMENT

OPERATIONS

REVIEW OF MAINTENANCE PROCEDURES

REVIE\V PREVENTIVE MAINTENANCE
ASSIGNMENTS

MAINTENANCE DEPARTMENT
REORGANIZATION

MAINTENANCE BACKLOG




PROGRAM ENHANCEMENT

OPERATIONS

94-01 DEVELOP PROGRAM TO REVIEW
MAINTENANCE PROCEDURES

OBJECTIVES:

® Provide the Appropriate Level of Detail for
Performers

® Address Performance Deficiencies

MAJOR MILESTONES:
Hire Temporary Replacements for Craftsmen to
Promote Procedure Development and Provide
Required Resources

Formalize "Skill of the Craft” Definition

Revise Appropriate Procedures




PROGRAM ENHANCEMENT

OPERATIONS

MAJOR MILESTONES (CON'T.):

® Complete Vendor Manual Validation and
Verification

® /ncorporate Procedure Chariges into Training
Materials

RESULTS:
Temporary Employees Presently in Training

Facilities and Equipment Procurement in Progress

Procedural Changes in Process




PROGRAM ENHANCEMENT

OPERATIONS

94-02 Review Preventive Maintenance (PM) Task
Assignments For Adequate Instructions

OBJECTIVES:

® Provide the Appropriate Leve! of Detail for
Performers

& To Address Performance Deficiencies

MAJOR MILESTONES:

Research Requirements for Procedures,
Maintenance Practices and PMs

Establish Standard

Provide Resources

DS




PROGRAM ENHANCEMENT

OPERATIONS

MAJOR MILESTONES (CON’T):

® Review PMs Against Standard and Revise
Accordingly

RESULTS:
® Task Group Selected to Establish Standard

® Contract Engineers Approved at February Board
Meeting

Facilities and Equipment Procurement in Progress

6%




PROGRAM ENHANCEMENT

OPERATIONS

94-04 COMPLETE THE MAINTENANCE
DEPARTMENT REORGANIZATION

OBJECTIVES:

® Reduce the Number of Reporting Layers
® /mprove Departmental Communications
® Create a Maintenance Suy  ort Group

MAJOR MILESTONES:

® Develop Organizational Structure Using Industry
Expert

Obtain Required Approval for Staffing Additions

Incorporate Lead Person and Crew Leader Job
Functions

Relocate Personnel as Appropriate

Perform Self Assessment to Determine
Effectiveness




PROGRAM ENHANCEMENT

OPERATIONS

RESULTS:

® Organization Structure Developinent Complete

® Structure Approved and Positions Authorized

® /ncorporation of Job Functions Approved




PROGRAM ENHANCEMENT

OPERATIONS

94-07 MAINTENANCE BACKLOG
OBJECTIVE:

® Reduce Maintenance Backlog and Improve the
Effectiveness of Management of the Workload.

MAJOR MILESTONES:

® Establish Scope of Backlog

® Establish Priorities

® /dentify and Resolve Problem Areas

® Formalize Continuous Backlog Moniioring




PROGRAM ENHANCEMENT

OPERATIONS
RESULTS:
® Resources Dedicated
® Backlog Scoping in Progress
&

Criteria for Priorities Established




PROGRAM ENHANCEMENT

OPERATIONS

94-03 UPGRADE THE SYSTEM ENGINEER PROGRAM
94-06 ENGINEERING BACKLOG REDUCTION

94-08 ENHANCE QUALIFICATION AND TRAINING OF
SYSTEM ENGINEERS




PROGRAM ENHANCEMENT

OPERATIONS

94-03 UPGRADE THE SYSTEM ENGINEER PROGRAM

OBJECTIVES

Improve the Effectiveness of the Engineering Department

Improvements Wili Focus on Work Management, System
Reliability Program Effectiveness, and Definition of Roles in the
Engineering Department

MAJOR MILESTONES:

Perform Assessment of Engineering Department Effectiveness
and Organization

Develop Integrated Plan to Address Various Assessments and
Audits of CNS Engineering

Implement Work Management Improvements

Establish System and Program Report Cards

Cefine Roles, Management Expectations, and Accountabilities




PROGRAM ENHANCEMENT

OPERATIONS

94-03 UPGRADE THE SYSTEM ENGINEER PROGRAM
(CONTD)

RESULTS:

® Engineering Department Assessment Complete

® Integrated Plan is Complete

® Work Management Items Discussed in 94-06




PROGRAM ENHANCEMENT

OPERATIONS

94-06 ENGINEERING BACKLOG REDUCTION
OBJECTIVE

®  Reduce Engineering Backlog and Improve the Effectiveness of
Management of the Workload. This Will Allow System and

Program Engineers to More Effectively Manage Their Systems
and Programs.

MAJOR MILESTONES:

© Develop Method to Prioritize Work

@ Prioritize Work

® Obtain Temporary Contract Help
®  /ncrease Department Staffing

L Develop Engineering Department Indicators




PROGRAM ENHANCEMENT

OPERATIONS

94-06 ENGINEERING BACKLOG REDUCTION
(CONT'D)

RESULTS:
®»  Prioritization Method Developed

® Prioritization Expected to Be Complete By
February 28, 1994

® Contractors Begin Arriving February 14, 1994

® Permanent Staffing Authorized

® Draft Performance Indicators Developed




PROGRAM ENHANCEMENT

OPERATIONS

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:

® Identify and Complete System Training for System Engineers
® Upgrade System Training Lesson Plans

. Organize and Structure Training and Qualification to Broaden
System Engineer Background

@ Complete Individualized Training Plan for Appropriate
Engineers




PROGRAM ENHANCEMENT

OFERATIONS

94-08 ENHANCE QUALIFICATION AND TRAINING
OF SYSTEM ENGINEERS (CONTD)

LTS:

® Training Needs Identified, Engineers are Taking
Needed Systems Training

® Engineering Training Task Force Established

® [esson Plan Upgrades Have Begun




PROGRAM ENHANCEMENT
SAFETY ASSESSMENT

UPGRADE THE CAP

ENHANCE THE HUMAN PERFORMANCE
EVALUATION PROGRAM

DEVELOP THE INDEPENDENT REVIEW GROUP

IMPLEMENT THE INDUSTRY ADVISORY
GROUP




PROGRAM ENHANCEMENT
SAFETY ASSESSMENT

94-01 Upgrade the Corrective Action Program
OBJECTIVE:

® Support the "Questioning Attitude” Culture Change
L Identify and Aggressively Resolve Our Own Problems

MAJOR MILESTONES:
Develop Goals
Develop Conceptual Design
Conduct Workshops
Implement Critical Irterim Changes
Approve Procedures (Preliminary)
Provide Training
Implement Program Through Final Procedure Approval

Assess Program Effectiveness

RESULTS:

® Milestones Through Interim Changes Have Been Implemented

Station Staff Now Much More Sensitive to CAP Expectations




CAP INTERIM CHANGE VS. RECOMMENDATION(S) ADDRESSED

Change

Recommendation

Cend.tion Review Group

ENT-&

SALP ETS-2

increase management attention and involvement in
the CAP.

The licens e showld also give management
oversight.

Responsible Manager

ENT-5

SALP ETS-1

SALPETS 2

Re-establish empowerment, ownership, and
accountability.

The licensee needs to resolve plant problems by
correcting th» root cause, with the objective of
clasing the issue with finality rather than by using a
quick-fix approach to mitigate the immediste

sympt. The licensee should put more
thoroughness, formality, and attention to careful
documentation into the process.

The licensee should aiso give.. system engineering
functions more emphasis, with more responsibility
and authority for reviewing all aspecis of a
problem.

Eliminate Yech Staff and NOC overview

CAPSAG R-8

CAPSAG R-10

Valid root causes, once identified, should not be
altered.

Overview group responsibility should not dilute root
cause originators” responsibiiities.

Evaluate the velue 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 standard ard/or procedure.

Corrective Action Plan

ENT-4

CAPSAG R-8

Emphasize end implement team buwilding.

Corrective actions are negotiabie and should
include a value impact.

Overview groups should not resolve
interdepartmental complications, but forward such
issues to line management for resolution

Eliminate in-line QA NCR review

CAPSAG R-16

The effective use of resources includes ... utilization
of QA in greater assessment role to monitor CAP
effectiveness.

Radiological deficiency reporting

SALP R-1

The b ds to impi nt measures 1o
assure that the facility staff is more aggressive in
the purswit of issues which are to be documented
in the radiological safety incident report process
established by site procedures.




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



CORRECTIVE ACTION PROGRAM TREND
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PROGRAM ENHANCEMENT
SAFETY ASSESSMENT

94-03 Enhance the Human Performance Evaluation Program

OBJECTIVE:

® Reduce Human Error Through a Programmatic Approach to
Human Performance Evaluation

MAJOR MILESTONES:

®  Establish Program Manager

®  Assess Recent Human Errors

® Provide Input to CAP Procedures

RESULTS:

© IRG Manager Position is Program Manager

® Developmental Discussions With Consultant Still Ongoing

® /NPO Assist Visit Scheduled for February 14, 1994



PROGRAM ENHANCEMENT
SAFETY ASSESSMENT

99 05 Develop the Independent Review Group
OBJECTIVE:

© Ensure That Results are Being Achieved Which Meet Senior
Management Expectations

MAJOR MILESTONES:
Develop Conceptual Design
Develop Administrative Controls
Authorize/Fill Staff Positions
Implement IRG.
RESULTS:
L CAPOG Continues to Fulfill Similar Responsibilities
0 Staffing Has Been Authorized

% Visits Conducted to Other Plants




PROGRAM ENHANCEMENT
SAFETY ASSESSMENT

94-07 Implement the Industry Advisory Group
OBJECTIVE:

®  Remain Abreast of Emerging Industry Issues and Take
Action, Accordingly

MAJOR MILESTONES:

®  Develop Charter and Rules of Practice
° Retain Industry Experts

® /mplement the Group

RESULT:

® Developmental Work in Progress




PROGRAM ENHANCEMENT

QUALITY ASSURANCE

94-03 ESTABLISHMENT OF A QA ASSESSMENT/
EVALUATION PROGRAM

94-04 UPGRADE THE INTERNAL AUDIT AND SURVEILLANCE
PROCTAM




PROGRAM ENHANCEMENT

QUALITY ASSURANCE

24-03 ESTABLISHMENT OF A QA
ASSESSMENT/EVALUATION PROGRAM

BJECTIVE

EPE PROACTIVE IN PROVIDING EFFECTIVE FEEDBACK ON THE
APPLICABILITY OF EMERGING INDUSTRY AND REGULATORY
/'SSUES.

MAJOR MILESTONES

® REORGANIZATION OF QA DIVISION
> DEVELOP THE PROGRAM DOCUMENT
o /MPLEMENT THE PROGRAM

e INDEPENDENT EVALUATION OF THE PROGRAM AND ITS
EFFECTIVENESS




PROGRAM ENHANCEMENT

QUALITY ASSURANCE

94-03 (CONTINUED)
RESULTS
REORGANIZATION COMPLETED (10-16-93)

NUCLEAR QUALITY PROCEDURE APPROVED AND BECAME
EFFECTIVE (11-30-93)

PROGRAM IMPLEMENTED (11-30-93)




NEW EXISTING QA ORGANIZATION
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PREVIOUS QA ORGANIZATION
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PROGRAM ENHANCEMENT

QUALITY ASSURANCE
94-04 UPGRADE THE INTERNAL AUDIT AND SURVEILLANCE
PROGRAM
OBJECTIVE

PROVIDE AN INTERNAL AUDIT AND SURVEILLANCE PROGRAM
WHICH WILL FOCUS ON PROGRAMS OR ACTIVITIES OF
CONCERN/DECLINING PERFORMANCE

MAJOR MILESTONES

e /DENTIFY AUDIT FREQUENCY REQUIREMENTS

¢ GROUPING OF ACTIVITIES FOR AUDIT SCOPING
e DEVELOP QA AUDIT PLANS (QAP)

e DEVELOP QA AUDIT SCOPING PLANS (ASP)

® /MPLEMENTATION




PROGRAM ENHANCEMENT

QUALITY ASSURANCE

94-04 (CONTINUED)

RESULTS

IDENTIFICATION OF AUDIT FREQUENCY REQUIREMENTS
COMPLETED

GROUPING OF ACTIVITIES FOR AUDIT SCOPING
COMPLETED

REQUIRED QAP AND ASP COMPLETED PRIOR TO AUDIT
PERFORMANCE

PERFORMED THREE AUDITS TO DATE
- HIGHER QUALITY FINDINGS
POSITIVE FEEDBACK
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PROGRAM ENHANCEMENT

SITE SUPPORT

94-01 NPG MANAGER AND SUPERVISOR MANAGEMENT
SKILLS TRAINING

94-02 DEVELOP USER-FRIENDLY TRACKING SYSTEM FOR
TRAINING AND CERTIFICATION

94-07 CONDUCT A COMPLIANCE REVIEW OF CNS TRAINING
PROGRAMS




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

® ASSESS EACH NPG SUPERVISOR AND MANAGER TO

DETERMINE WHAT LEVEL OF TRAINING OR SUPPORT THEY
MAY REQUIRE

® DEVELOP TRAINING SCHEDULE FOR NPG SUPERVISORS
AND MANAGERS

© DEVELOP MANAGEMENT/SUPERVISOR TRAINING
PROGRAM

® TRAIN MANAGEMENT/SUPERVISION IN BASIC
MANAGEMENT SKILLS

RESULTS
® ASSESSMENTS COMPLETED

o TRAINING SCHEDULE DEVELOPED FOR 1994

® FIRST WORKSHOP DESIGNED




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

® ASSESS EACH NPG SUPERVISOR AND MANAGER TO
DETERMINE WHAT LEVEL OF TRAINING OR SUPPORT THEY
MAY REQUIRE

¢ DEVELOP TRAINING SCHEDULE FOR NPG SUPERVISORS
AND MANAGERS

® DEVELOP MANAGEMENT/SUPERVISOR TRAINING
PROGRAM

® TRAIN MANAGEMENT/SUPERVISION IN BASIC
MANAGEMENT SKILLS

® ASSESSMENTS COMPLETED

Al TRAINING SCHEDULE DEVELOPED FOR 1994

® FIRST WORKSHOP DESIGNED




PROGRAM ENHANCEMENT
SITE SUPPORT

94-02 DEVELOP USER-FRIENDLY TRACKING SYSTEM FOR

TRAINING AND CERTIFICATION

OBJECTIVE

DEVELOP A USER-FRIENDLY SYSTEM TO IDENTIFY
CERTIFICATION STATUS OF EMPLOYEES PRIOR TO WORK
ASSIGNMENT.

PROMOT ACCOUNTABILITY FOR CERTIFICATION
MAINTENANCE

MAJOR MILESTONES

SCOPING SESSION WITH ISD, TRAINING, CS, AND USERS
CONDUCT BUSINESS AREA ANALYSIS AT CNS AND GO

DETERMINE ALTERNATIVES, SELECT BEST APPROACH,
DEVELOP FUNCTIONAL SPECIFICATION

AWARD CONTRACT
INSTALL/TEST SYSTEM

RESULTS

SCOPING SESSION COMPLETED
BUSINESS AREA ANALYSIS COMPLETED
FUNCTIONAL SPECIFICATION DEVELOPMENT STARTED



PROGRAM ENHANCEMENT

SITE SUFPORT

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

&  SUBMIT REQUESTS FOR QUOTATIONS
® SELECT VENDOR AND LET CONTRACT

® RESEARCH REFERENCES, V'ALIDATE COMMITMENTS AND
BUILD CHECKLISTS

® INSPECT TRAINING PROGRAMS

¢ RESOLVE DISCREPANCIES

®© COMPLETE MODIFICATION OF PROGRAMS AND LESSONS
RESULTS

® VENDOR SELECTED

® WORK START IN APPROXIMATELY THREE WEEKS




COOPER NUCLEAR STATION

NEAR TERM

INTEGRATED ENHANCEMENT

PROGRAM

FEBRUARY 10, 1994
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plan which defines Management's expectations through
vision, mission, and goals and objectives for the
entire organization.

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".

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.

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.



[
>
~

e

CEM
Aaitd

AN
AN




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.

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

im; rovements 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.
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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

inability to conduct proper problem identification and
resolution.
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SECTION 1
NUCLEAR POWER GROUP

The Nuclear Power Group (NPG) has recognized as a result of Self
Assessmencs, 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 imrediate 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 Manajers 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.
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Program Enhancement

Priority: RED
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

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

References (NRC/INPO/NUMARC/NAIT Ete.): 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
performance of tasks.

Major Milestones:

Accomplishment Plan Date  Actual Date
| 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



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

References (NRC/INPO/NUMARC/NAIT Ete.): 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

l Establish guidelines and implement 3/94
manager meetings with supervision
to discuss ongoing issues, enhancements,
progress, management expectations
and to receive en ployee feedback
(GRi1-94-02.1)

2. Improved coinmunication 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 have also began but are not
yet at the level necessary for providing the required feedback and the
teamwork within the organization,

GRH-94-02




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

References (NRC/INPO/NUMARC/NAIT Ete.): 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

Establish quidelines and implement 3/94
monthly meetings with subordinates

to discuss ongoing issues, enhancements

progress, communicate management

evpectations and receive employee feedback

(GRH-94-03. 1)

Improve communication and worker feedback, 6/94
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 have also began but are not
yet at the level necessary for providing the required feedback and the
teamwork within the organization.

GRH-94-03




Program Enhancement

Priority: RED
Item No: GRH-94-04

Title/Description: 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

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

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

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

Objective:  To expedite the desired leveis 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

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 determined that a
mentor in the CNS maintenance organization will be necessary. Thi,
person is expected to be on-site in March. Further assessments of this
need in other areas will continue

GRH-94-04




Program Enhancement

Priority: RED
Item No: GRH-94-05

Title/Description: Conduct Study for Appropriate Staffing Date Updated: 2/10/94
at CNS

External Funding Reguirements: $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 current staffing compared to industry leaders for ¢
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
L Complete staffing study. (GRH-94-05.1) 1/94 1/94
¥ Develop 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




Program Enhancement

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 Hom
Planned Start Date: 1/24/94 Plained Completion Date: 2/94

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

Description: Based on the resuits 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:
Accomplishment Plan Date Actual Date

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

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

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.

GRH-94-06




Program Enhancement

Priority: RED
Item No: GRH-94-07

Title/Description: VP Meetings on Staffing Study Date Updated: 2/10/94

External Funding Requirements: None
Internal Resource Requirements: Vice President - Nuclear/Senior Management - 20 hrs.

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

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

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

Objective:  To make CNS employees aware of planned staffing upgrades for long term
planning and budgeting purposes and to acquire staff support and ownership of
the staffing study.

Major Milestones:
Accomplishment Plan Date Actual Date

NPG staff aware of organizational 4/94
upgrades and assign appropriate NPG

departments action to complete

any necessary redistribution studies

(GRH-94-07.1)

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. A meeting with the NPPD Board of Directors is
scheduled for February 10, 1994,

GRH-94-07
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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 Ete.): 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 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 Plan Date Actual Date

Convey to employees their right 6/94
as well as their responsibility

to have a questioning attitude.

(MGMT-94-01.1)

Create an atmosphere where employees

feel comfortable having a questioning
attitude. (MGMT-94-01.2)

MGMT-94-01




Program Enhancement

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

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

corrective action program

(MGMT-94-01.3)

Encourage employee feedback to
management on emerging issues,
concerns and suggested corrective
actions. (MGMT-94-01.4)

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

MGMT-94-01 (Cont.)




Program Enhancement

Priority: RED
Item No: MGMT-94-02

Title/Description: Develop an NPG Business Plan Date Updated: 2/10/94

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

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 performance 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

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

ro

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




Program Enhancement

Major Milestones: (MGMT-94-02 Continued)
Accomplishment Plaan Date Actual Date

Hold departmental meetings to 3/94
communicate the vision and values mission,
of the business plan. (MGMT-94-02.3)

Complete the Strategic Business Plan.
(MGMT-94-02.4)

Develop Senior Management Business
Plans. (MGMT-94-02.5)

Issue first monthly performance
Monitoring Report. (MGMT-94-02.6)

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
implementation 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,

MGMT-94-02 (Cont.)




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, Maintenaace, Tech. Staff)

Program Manager: All

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

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

Description: Developed a priority system to prioritize outstanding work to ensure the critica! items
are being worked first.

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)

MGMT-94-03



Program Enhancement

Major Milestones: (MGMT-93-03 Continued)
Accomplishment Plan Date Actual Date

Establish departmental team to 3/94
conduct the initial prioritization
(MGMT-94-03.2)

Complete the prioritization of
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 Program. This interim effort and program will be folded
into the official NPG Prioritization Program.

MGMT-94-03 (Cont.)
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SECTION I1I
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
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 procedu::  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.
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Program Eniancement

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 Unruh)
Planned Start Date: 1/24/94 Planned Completion Date: 12/94

References (NRC/INPO/NUMARC/NAIT Ete.): 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 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'
Determine that adequate training is provided to support the performance
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

Determine manpower requirements, prepare and 2/94 2/94
approve position authorizations, conduct

interviews and hire temporary employees

(RLG-94-01.1)

RIL.G-94-01




Program Enhancement

Major Milestones: (RLG-94-01 Continued)

Accomplishment

[

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

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

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

S Revise current, safety related and important to
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
and Verification (V&V) complete.
(RLG-94-01.6)

7. Interface with the Training Department to
ensure the incorporation of maintenance
procedure changes into training.
(R1.G-94-01.7)

Plan Date

2/94

2/94

3/94

12/94

6/94

12/94

Actuzal Date

Update Status: Temporary employees have been hired and are in training with a

completion date of 3/94. Facilities and equipment have been identified.
Currently working toward completion of this item.

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)
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

instruction, and revise those PMs that do not contain adequate work
instructions,

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
provide information regarding activities
that are considered within the Skill of
the Craft (Maintenance Work Practices)
(RLG-94.02.1)

(3]

Collect requirements that define what 2/94
constitutes SORC procedures.
(RLG-94.02.2)

< | Based on items 1 and 2, establish/develop 3/94
criteria to identify the level of detail

required for work instruction documents.
(RLG-94-02.3)

RLG-94-02




Program Enhancement

Major Milestones: (RLG-94-02 Continued)
Accomplishment Plan Date Actual Date

Submit criteria to the appropriate 3/94
organizations for review and acceptance
(RLG-94-02.4)

Procure services as necessary to review the
existing PMs using the criteria established in
items 3 and 4. (RLG-94-02.5)

Perform the review of approximately

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 msure 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 February Board meeting shouid 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: RI.G-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 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

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 are described below under major milestones.

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

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

Perform assessment of Engineering Department 1/94 1/22/94
effectiveness and organization

(RLG-94-03.1)
Develop an integrated plan to address various

assessments of engineering at CNS.
Submit to Region IV. (RLG-94-03.2)

RLG-94-03




Program Enhancement

Major Milestones: (RLL.G-94-03 Continued)
Accomplishment Plan Date Actual Date
Work management improvements

Develop criteria for prioritization
of engineering NAIT and ACT items

Prionitize and schedule NAIT and
ACT items

Develop a set of engineering department
performance indicators. Produce appropriate
charts and graphs for department and senior
management review
Produce final set of department performance
indicators, publish monthly. Determine
performance goals and incentives for
achieving goals

(RLLG-94-03.3)

Establish system and program report cards

Produce first draft system report card

for one system
Produce final system report card

Produce first drait program report
card for one program

Produce final program report card

Produce program report cards for all
assigned systems monthly

Issue approved EDIs for both report cards

Produce program report card for ali
assigned programs monthly

(RLG-94-03.4)

RLG-94-03 (Cont.)




Program Enhancement

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

Evalvate 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-94-03.5)

Define roles, management expectations,
functions, and accountability for system and
program engineers, lead engineers, senior
engineers, supervisors, and managers
(RLG-94-03.6)

Develop succession plan for manager,

assistant manager, supervisor and lead positions.
Succession plan will include appropriate
developmental assignments and training
(RLG-94-03.7)

Perform an assessment and develop a plan to
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 processes
include procurement and engineering work request
(RLG-94-03.8)

Self assess the CNS Engineering Department
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)
was issued on 2/8/94 to engineering 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

RLG-94-03 (Cont.)




Program Enhancement

Priority: RED
Item No: RI1L.G-94-04

Title/Description: Complete the Maintenance Department Date Updated: 2/10/94

Reorganization

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

Program Manager: Rick Gardner (Mike Unruh)
Planned Start Date: 1/24/94 Planned Completion Date: 9/94

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

Description: Develop and implement a reorganization of the Maintenance Department

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

Major Milestones:
Accomplishment Plan Date  Actual Date
Develop organization structure. (RLG-94-04.1) 94 1/94

Obtain approval of structure and manpower 94
increases. (RLG-94-04.2)

Acquire approval to combine Lead Person
and Crew Leader jobs. (RLG-94-04.3)

Determine space requirements and provide
same. (RLG-94-04 .4)

Re-assign personnel to positions as necessary,
and finalize the new position descriptions

and postings. (RLG-94-04.5)

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

RLG-94-04




Program Enhancement

Update Status: (RLG-94-04 Continued)

1)

Organization structure development complete

Organization structure approved and manpower increases for initial
stages of restructure approved

Reclarification for position of Lead Person to Crew Leader approved.
Space requirements for initial stages of restructure have been
determined and a Purchase Requisition for same has been submitted

Acquisition of additional facilities on schedule pending approval of
purchase

RLG-94-04 (Cont.)




Program Enhancement

Priority: RED
Item No: RLG-94-05

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,

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.

* Identify safety related manual valves required to be operated in
emergency conditions and implement PM requirements.

. Identify and implement ISI requirements for safety related non-code
class 1,2,0r 3 systems containing piping, pressure vessels, pumps, or
valves.

. Implement modification, testing, and program development to resolve

SALP MS-1 LLRT concemns.

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

RLG-94-05



Program Enhancement
Major Milestones: (RILG-94-05 Continued)
Accomplishment Plan Date

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

r Develop an Engineering Department Instruction 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, Determine ISI boundaries and inspection 7/94
scope for SW and REC systems. (RLG-94-05.4)

B Deternune 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
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)

9. Submit relief requests for safet, 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.)

Actual Date

11/17/93




Program Enhancement

Major Milestones: (RLGG-94-05 Continued)

12.

i3,

15.

16.

17.

18.

19.

Update Status:

Accomplishment

Initiate/approve PMs for stroking
identified manual valves,

Complete design basis reconstitution
walkdown (cost not included in
funding requirements).

Submit ISI program addenda for SW and
REC systems.

Submit ISI program addenda for safety
related non-code class 1, 2, and 3
systems,

Approve procedures for PIV testing.

Conduct a third party review of IST
program manual valves.

Develop an Appendix J program document.

Complete installation of test connections
and isolation valves for LLRT accident
direction testing (cost not included in
funding requirements).

Perform LLRT accident direction testing
for modified penetrations.

Plan Date

10/94

11/94

12/94

12/94

12/94

12/94

12/94

4/95

4/95

Actual Date

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 Guring 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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Program Enhancement

Priority: RED
Item No: RLG-94-06

Title/Description: Engineering Backlog Date Updated: 2/10/94

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 Ete.): OSTI, INPO

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
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

Develop criteria for prioritization 1/94 2/8/94
of engineering NAIT and ACT items

(RLLG-94-06.1)

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

Prepare point papers for contractor
assistance. (RLG-94-06.3)

RILG-94-06




Program Enhancement

Major Milestones: (RLG-94-06 Continued)

Accomplishment Plan Dat2  Actual Date
4. Plan for contractor site arrival 2/94
training, badging, office space.
(RLG-94-06.4)
3 Identify specific work packages for 2/94

contractors. Assign contractors
for specific engineers. (RLG-94-06.5)

6. Develop a set of Engineering Department 2/94
performance indicators. Produce appropriate
charts and graphs for department and
ser  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: Item #1 is complete, memo (CNSS943517) was iscued 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. Ttem 4, trailer space identified, PO for computer
purchase written, Computer Applications setting up a computer trunk line to
the trailer. Item #6, araft indicators have been produced.

RLG-94-06 (Cont.)




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 (Mixe 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 contro! of same. Additionally, provide interim resources to address
incoming items until the maintenance support group is functiona!

Objective:  Reduce maintenance backlog and improve the effective management of the workload.
Major Milestone:
Accomplishment Plan Date Actual Date

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

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

Review all commitments to determine depth
of problem (this will be a group review)
(RLLG-94-07.3)

Set Priorities from review. (RLG-94-07.4)
Identify and plan for resolution of the
problem areas. The major points are spare

parts, resources and enhanced scheduling
(RLG-94-07.5)

RLG-94-07




Program Enhancement

Major Milestones: (RLG-94-07 Continued)
ccomplishment Plan Date Actual Date

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

Provide a means for continuous monitoring
of Maintenance Group/Shop Backlog
(RLG-94-07.7)

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
February board meeting

RILG-94-07 (Cont.)




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 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 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

Major Milestones:
Accomplishment Plan Date Actual Date

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)

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

System engineers complete system

training as identified in Item 2 (above)
(RLG-94-08.3)

RLG-94-08




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.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 194
lesson plans and begin delivering
new system (raining lessons
(RLG-94-08.5)

6 Develop individualized training plans 7/94
appropnate 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

RI.G-94-08 (Cont.)




Program Enhancement

Priority: RED
Item No: RLG-94-09

Title/Description:  Improve 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 Ete.): 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 information/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
communications.

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

Major Milestones:
Accomplishment Plan Date  Actual Date

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

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

Observe shift crews and document
communications observations.
(K'.G-94-09.3)




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
eftectiveness of communication improvements previously implemented.

Procedure 2.0.2 has been revised and a draft of the Long Term Concerns is

already in use.

RLG-94-09 (Cont.)
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Program Enhancement

Priority: RED
Item No: JIMM-94-01

Title/Description: Upgrade 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 Ete.): 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
(IMM-94-01.1)

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

3 Approve conceptual design 10/93 10/11/93
(JIMM-94-01.3)

4, Conduct plant visits 10/93 10/29/93
(IMM-94-01 .4)

5. Conduct manager/supe. . isor workshops 12/93 12/1/93

(JMM-94-01.5)

JIMM-94-01




Program Enhancement

Major Milestones: (JMM-94-01 Continued)

Accomplishment Plan Date Actual Date

SORC review of draft procedures 12/93 12/23/93

Implementation of interim changes 1/94 1/27/94

Preliminary approval of procedures 2/94

Provide CAP training 3/94

Provide root cause training 3/94

Implement program and supporting procedure 3/94

changes

Convert existing trending records to new

database

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),
defined "Responsible Manager" and associated responsibilities
formalized the Corrective Action Plan, and eliminated the
Nonconformance Overview Committee (NOC). These enhancements
will facilitate the efficient transition to the new program

JMM-94-01 (Cont.)




Program Enhancement

Priority: RED
Item No: JMM-94-02

Title/Description: Improve Operating Experience Review Date Updated: 2/10/94
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 scrutiny by CNS Senior
Management and the NRC because of several recent incidents. Consequently,
an effort 1s underway to improve the effectiveness of the program.
Objective: Improve the CNS OER Program through:
Lessons leamed from a critical review of past document dispositions

Assessing the current program and correcting weaknesses
Enhanced training of involved personnel

Major Milestones:
Accomplishment Plan Date Actual Date
Assess current OER program. (JMM-94-02.1) 2/94

Assess 20% of OER dispositioned in the 3/94
last two years. (JMM-94-02.2)

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

Based on th~ results of assessments, revise the
CNS OER Program. (JMM-94-02 .4)

Develop training module and train personnel on
revised program. (JMM-94-02.5)

IMM-94-02




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 underway, with a
due date for the initial phase of the review of 2/15/94, The data from
this review will then be evaluated by Senior Management to determine
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.

JMM-94-02 (Cont.)




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 Program is somewhat
rudimentary and is used within the existing Corrective Action Program oniy
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 performance
evaluation

Major Milestones:
Accomplishment Plan Date Actual Date

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

Perform assessment of recent human errors
by outside experts. (JMM-94-03.2)

Provide input to CAP final procedures
(JIMM-94-03.3)

JIMM-94-03




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 Program for CNS.
The approval of this Position Description, and included responsibilities,
is tied to the approval of staffing additions as a part of Item No.
GRH-94-05. The assessment of recent human performance problems is
being performed by INPO and arrangements have been made for this
assist visit to start on February 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. IMM-94-01]

JIMM-94-03 (Cont.)




Program Enhancement

Priority: RED
Item No: JIMM-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 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 preperly 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

Assess existing procedural weakness. 3/94
(JIMM-94-04.1)

Based on assessment, revise procedure
(JMM-94-04.2)

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

JMM-94-04




Program Enhancement

Major Milestones: JMM-94-04 (Continued)

Accomplishment Plan Date Actual Date

Develop training module and train 5/94

appropriate personnel on revised

procedure. (JMM-94-04.4)

Evaluate effectiveness of new process

(JMM-94-04.5)

'pdate Status: I'he 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 underway

IMM-94-04 (Cont.)




Program Enhancement

Priority: RED
Item No: JIMM-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 Ete.): 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 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 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

Internal review of related programs 2/94 2/10/94

(IMM-94-05. 1)

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

Develop conceptual "white paper" for IRG
program/procedures. (JMM-94-05.3)

Develop IRG Charter. (JMM-94-05.4)

Develop the IRG Program Plan/Procedures
(JIMM-94-05.5)

Develop IRG staffing plan and job
descriptions. (JMM-94-05.6)

IMM-94-05




Program Enhancement

Major Milestones: (JMM-94-05 Continued)

Accomplishment Plan Date Actual Date

Devilop IRG procedures and guidance
documents. (JMM-94-05.7)

8 Develop assessment schedule for IRG 4/94
(JIMM-94-05.8)
Y 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

JIMM-94-05 (Cont.)




Program Enhancement

Priority: RED
Item No: JIMM-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 Ete.): CCA, OSTI (Observation 93-202-05)

Description: At the prescat time, the various organizational entities in the Nuclear Power
Group are using different (or no) methods to prioritize their work. A simple,
umversal priority scheme is needed to ensure that everyone understands what

the highest priority work is

Objective:
To ensure critical work is completed first

To ensure backlog work is being processed in an efficient manner
Major Milestones:
Accomplishment Plan Date Actual Date

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

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

Develop formal conceptual description for
priority program. (JMM-94-06.3)

Develop the priority program/procedure
(IMM-94-06.4)

Develop a training module for the
priority program/procedure. (JMM-94-06.5)

Train affected personnel on new priority
program/procedure. (JMM-94-06.6)

IMM-94-06




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.

JMM 94-06 (Cont.)




Program Enhancement

Priority: RED
Item No: IMM-94-()7

Title/Description: Implement the Industry Advisory Group Date Updated: 2/10/94

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 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
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 abreast of emerging industry

1ssues and proactively responds to those affecting Cooper Nuclear Station
Major Milestones:
Accomplishment Plan Date Actual Date
Develop IAG Charter. (JMM-94-07.1) 2/94
Develop "Rule of Practice"”. (JMM-94-07.2)

Obtain industry experts for IAG
(JMM-94-07.3)

Develop meeting schedule and hold
first meeting. (JMM-94-07.4)

IMM-94-07




B 5 S P S T A B T
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
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 Group 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.

JIMM-94-07 (Cont.)
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Program Enhancement

Priority: Red
Item No: EMM-64-01

Title/Description: NPG Manager and Supervisor Management Date Updated: 2/10/94
Skills Training
External Funding Requirements: $110,000 (Estimate)
Internal Resource Requirements: Approximately 100 people, 4 24-hour
workshops/year, 2-3 years. Senior management
participation. Nuclear Training 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 Ete.): 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 determine what level of
training or support they may require

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 provide a strong, focused management development within the NPG

Major Milestones:
Aceu . plishment Plan Date Actual Date

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

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

EMM-94-01




R R R

Program Enhancement

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

Initial design of Workshop #1 (W1) 12/93 12/22/93
(EMM-94-01.3)

Administer Diagnostic Instruments
(EMM-94-01.4)

Finalize design of W1, Initial design of W2
(EMM-94-01.5)

Finalize design of W2, Initial design of W3
(EMM-94-01.6)

Delivery of W1 completed to all Management teams
(EMM-94-01.7)

Finalize design of W3, Initial design of W4
(EMM-94-01_R)

Delivery of W2 completed to all Management teams
(EMM-94-01.9)

Finalize design of W4, Initial design of W5
(EMM-94-01.10)

Delivery of W3 completed to all Management teams
(EMM-94-01.11)

Finalize design of W35, Initial design of W6
(EMM-94-01.12)

Delivery of W4 completed to all Management teams
(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, Iebruary 12, 1994 and

schedule for Workshops 1-4 will be determined

EMM-94-01 (Cont.)




Program Enhancement

Priority: Red
Item No: EMM-94-02

Title/Description:  Develop User-Friendly Tracking 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

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

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

Description: Develop user-friendly computerized database for tracking when various
certifications 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 assignmeut.

Major Milestones:
Accomplishment Plan Date  Actual Date

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

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

x 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

- 8 Determine alternatives, select best approach, develop 3/94

Functional Specification. (EMM-94-02.5)

EMM-94-02




Program Enhancement

Major Milestones: (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 Meetu,, .ere held at CNS with Information Systems to identify the

problems  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.)




Program Enhancement

Priority: Red
Item No: EMM-94-03

Title/Description:  Develop a Comprehensive System Date Updated: 2/10/94

Engineering Training Program 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 Ete.): OSTI

Description: Develop a comprehensive System Engineering Training Program for CNS
System Engineers - OSTI

Objective:  To provide well qualified system engineers to support safe station operation
Major Milestones:
Accomplishment Plan Date Actual Date
Establish Task Group. (EMM-94-03.1) 04 1/7/94
Establish Objectives. (EMM-94-03.2)
Develop Training Material. (EMM-94-03.3)
Develop Evaluation Method. (EMM-94-03 .4)

Conduct Training. (EMM-94-03.5)

EMM-94-03
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EMM-94-03 (Continued)

Update Status: (1)

(2)

(3)

Program Enhancement

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.

B. Toline to provide updated Engineering Task List.

M. Bohling to provide overview of current TPDs.

M. Bohling gave trip report of Monticello Trip.

February 3, 1994

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

Supervisors.

Next meeting at 1300 February 17, 1994,

EMM-94-03 (Cont.)



Program ' nhancem *nt

Priority: Red
Item No: EMM-94-04

Title/Description:  Root Cause Training Date Updated: 2/10/94

External Funding Requirements: $19,250
Internal Resource Requ. rements: 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 Ete.): 190 SPP’ 200 SPPI

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

Objective:  To devzlop an engineering staff that is well gualified in Root Cause Analysis

Major Milestones:
Accomplishment Plan Date Actual Date

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

Develop K-T ATS Training Schedule 3/94
(EMM-94-04.2)

Conduct classes. (EMM-94-04.3)

Revise TPDs 0509 - Station Engineer,

0526 - Station Nuclear Engineer,

0527 - 1SI Engineer, and 0516 - Design Engineer
to include K-T (ATS) Root Cause as Position
Reyuired. (EMM-94-04 4)

EMM-94-04




Program Enhancement

EMM-94-04 (Continued)

Update Status: Discussion with Engineering Manager on 2/8/94 indicates that the
Kepner Tregoe (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 requirement. Providing the classes, then
adding the lesson to the TPD as per NTP: 02, Training Program

Descriptions

EMM-94-04




Program Enhancement

Prioritv: Red
Item No: EMM-94.05

Title/Description:  CAP Training Date Updated: 2/10/94

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 Ete.): 180 SPPI

Description: Develop and present training on the new CAP, upon finalization of CAP

procedures.

Objective:  To provide training to plant personne! on the new CAP program

' "ajor Milestones:

Accomplishment Plan Date Actual Date

Dey x'l\)[\ Lesson on CAP. (EMM-94-05.1) 3/94

Present Lesson on CAP. (EMM-94-05.2) 3/94

Update Status: Level 1 training has been developed and submitted to C. Moeller for
eview/approval. Awaiting information on objectives from C. Moeller
to begin development of Level II training

EMM-94-05




Program Enhancement

Priority: RED
Item No: EMM-94-06

Title/Description:  Implement Recommendations of Date Updated: 2/10/94
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

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

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

implement the recommendations of
the F/P Assessment. (EMM-94-06,3)

Update Status: The Fire Protection Assessment inspection was completed on January
14, 1994. As of February 8, 1994, the second draft of the report
comments are 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
i1s planned during February to present the Fire Assessment report to the
NRC

EMM-94-06




Program Enhancement

Priority: Red
Item No: EMM-94-07

Title/Description: Conduct a Compliance Review of Date Updated: 2/10/94
CNS Training Program

External Funding Requirements: $100,000
Internai 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/INPO/NUMARC/NAIT Ete.): OSTI

Descriptien: This plan serves as the basis for implementation of a concerted 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 requirements 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
requirements in a cost-effective manner,

This Program Plan is intended to cover/describe the plant'ng 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 truly 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

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

(o)

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

EMM-94-07




Program Enhancement

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

Gather references for checklist construction for NRC 3/94
requirements and licensing commitments. (EMM-94-07.3)

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

Inspect training programs to determine how!/if
commitments and requirements are being met
(EMM-94-07.5)

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

Gather references for checklist construction for INPO 7/94

-

requirements. (EMM-94-07.7)

Build checkliste for INPO requirements and past three
years operating experience commitments. (EMM-94-07.8)

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

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

Complete modification of programs and lessons as
identified in action plan, (EMM-94-07.11)

Update Status:

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

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

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.

16



Program Enhancement

Priority: RED
Item No: DAW-94-01

Title/Description: Evaluate Licensing Department Date Updated: 2/10/94
Organization

External Funding Requirements: O&M Budget
Internal Resource Requirements: | 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 Ete.): 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 siaffing, functions performed, work location, personnel

qualifications, and other factors will be compared. This study is intended to
support management decision-making relative to the Licensing Department.

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

Major Milestones:
Accomplishment Plan Date Actual Date
Interview OPPD (DAW-94-01.1) : 12/10/93
Interview Wolf Creek (DAW-94-01.2) 1/6/94
Interview Crystal River (DAW-94-01.3) 1/7/94
Interview Northern States (DAW-94-01.4) 2/4/94
Interview Duane Arnold (DAW-94-01.5) / 2/4/94

Issue report containing findings to
Vice President - Nuclear. (DAW-94-01.6)

Update Status: Interviews with Northern States Power and Towa Electric Light and
Power were completed on 2/4/94. A report containing the results is

under preparation and is expected to be completed in February 1994

DAW-94-01




Program Enhancement

Priority: RED
Item No: DAW-94-(02

Title/Description: Issue NPG Directives 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 Directive 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

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

Issue NPG Directive on Manager Field Involvement
for comment. (DAW-94-02.2)

[ssue NPG Directive on Goals and Objectives
for comment. (DAW-94-02.3)

Approve NPG Directive on Teamwork/Communications 1/24/94
(DAW-94-02 4)

DAW-94-02




Program Enhancemei:t

Major Milestones: (DAW-94-02 Continued)

Accomplishment Plan Date Actual Date

Approve NPG Directive on Manager Field Involvement  3/94

(DAW-94-02.5)

Approve NPG Directive on Goals and Objectives
(DAW-94-02.6)

The NPG Directive on Teamwork/Communications was approved on

Update Status:
1/24/94. A draft directive on Manager/Worker Interface was issued for

senior management comments on 1/28/94, Davelopment of the
directive on NPG Goals and Objectives is on hold pending completion

of the NPG Business Plan in April, 1994

DAW-94-02 (Cont.)
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Program Enhancement

Priority: RED
Item No: REW-94-01

Title/Description:  Engineering Program Date Updated: 2/10/94
Responsibility Assignment

External Funding Requirements: Engineering Program Review - NED O&M Budget
$2,500

Design Criteria Document - W.0. 20752 $100,000

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

Program Manager: Robert 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 CNS§937311 R. L. Gardner to R. E. Wilbur dated 11/2/93: Program
Turmover

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

Letter G. R. Hom 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
1ssues 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 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

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

REW-94-01




Program Enhancement

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

Review of site engineering functions 5/94
(REW-94-01.1)

Reassignment of specific work functions
to other groups. (REW-94-01.2)

Generate the Design Specification Document
for Primary Containment to support the
Appendix ] Program. (REW-94-01.3)

Update Status: The site engineering function has been reviewed and resulted in
the generation of the Cooper Nuclear Station (CNS) Engineering
Plan for Performance Improvement

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. He 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

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. 1In addition, the consultant the site used
to generate the original Appendix J Program has been made
available for support of this work. Work is underway by
District personnel and scheduled to be completed June 1994,

REW-94-01 (Cont.)




Program Enhancement

Priority: RED
Item No: REW-94-02

Title/Description:  Nuclear Engineerir~ ~~4 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 913-01, 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 Acteal Date

l. 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-(2




Program Enhancement

Priority: RED
Item No: REW-94-03

Title/Description:  Evaluate the Configuration Date Updated: 2/10/94
Control and Design Change
Process within the NPG

External Funding Requirements: To Be Determined
Ir.;ernal 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 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

Conduct an evaluation of the 4/94

configuration control process.
(REW-94-03.1)

Conduct an evaluation of the
design change closure process.
(REW-94-03.2)

REW-94-03




Program Enhancement

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

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)

Based on the results of item 2
above, develop the necessary
improvement program to develop
the enhancements to ensure

more responsive design change
ciosure process. (REW-94-03.4)

Communicate procedural and
management expectations to NPG
personnel. (REW-94-03.5)

pdate Status:

A draft report "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

On January 31, 1994, S. McClure was directed to generate a plan to evaluate the
closure process for the Design Change Procedure by February 18, 1994

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 Con*iguration
Management Department 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
a ready reference to insulation requirements. A completion date is not available yet

REW-94-03 (Cont.)
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Program Enhancement

Priority: RED
Item No: VLW-64-01

Title/Description: Revise the Self-Assessment Program Date Updated: 2/10/94
External Funding Requirements: Account #948-2007 $2400.00 (FPI Consultant)
Internal Resource Requirements: 3 weeks

Program Manager: Verne Wolsteaholm (D. R. Robinson)
Planned Start Date: 1/24/94 Planned Completion Date: 3/94

References (NRC/INPO/NUMARC/NAIT Ete.): SMM
Inter-District Memo (CNSS931273), G. R. Horn to V. L. Wolstenholm

Description: Revise the Seif-Acsessment Program such that it provides 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
will require additional management attention to assure that these
acuvities provide management insight into the performance of the plant
and the operating staff,”

Major Milestones:

survey recognized industry leaders for informational input to the revised
program

Obtain the services of a consultant to provide review, evaluation, and
recommendations for the program revision.

Provide the draft revision of the program to NPG Senior Management for
review and comment

Approval of the revised program

VLW-94-01




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.)




Program Enhancement

Priority: RED
Item No: VLW-94-(2

Title/Description: Enhance the CAP Audits/QA Trend Report Date Updated: 2/i0/94

External Funding Requirements: N/A
Internal Resource Requirements: 2 years for development

Program Manager: Verne Wolstenholm/S. 1.. 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

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 nrovide 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:

. Provide additional information and parameters needed to support the Trend Program
for inclusion in the new CAP,

L

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 Pane) display
format within the Trend Report.

4. Develop and revise associated NQPs, QAls, and QA Guidelines for the Trend Report
after implementation of the new CAP.

VLW-94-02



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.
7. Modify the QA Trend Report format by Issuance of the Second Quarter 1994 QA
Trend.
Accomplishment Plan Date Actual Date
l. Provide additional information and 2/94 11/93
parameters for new CAP. (Trend report)
(VLW-94-02.1)
' # 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)
4. Develop/revise NQPs, QAls & 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)
4 Modify Trend Report 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.)



Program Enhancement

Priority: RED
Item No: VLW-94-03

Title/Description: Establishment of QA Assessment/Evaluation  Date Updated: 2/10/94
Program

External Funding Requirements: N/A
Internal Resource Requirements: | 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
concerns, in addition to feedback on NPG activities.

Objective: Tl ‘s Task was established as a result of concerns raised in several NRC
inspection reports issued in 1993 as weli as the QA Division’s recognition that
some of the Division’s resources were not being utilized effectively.

Major Milestones:

X, 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 Idertify training needs for the Assessment Group and submit training work request.

- J Complete training for all members of the Assessment Group.

6. Identify and develop supporting instructions/guidelines needed to support the activities
of the Assessment Group.

7. Arrang? for an independent assessment of the Assessment Group's effectiveness.

VLW-93-03



Program Enhancement

(VLW-94-03 Continued)
Accomplishment Plan Date Actual Date
Reorganize QA Division, (VLW-94-03.1) 10/93 10/16/93

Relocate QA Assessment Group to CNS 2/94 12/31/93
(VLLW-94-03.2)

Develop Nuclear Quality Procedure
(VLW-94-03.3)

Identify training needs & submit TWRs
(VILW-94-03 .4)

Complete Assessimcnt Group training
(VLW-94-03.5)

[dentify & develop instructions/guidelines
(VLW-94-03.6)

Arrange for independent assessment
(VLW-94-03.7)

Update Status: 1) A proposed QA Division reorganization plan was
submitted to the Vice President - Nuclear and approved

'he Quality Assurance Assessment Group completed
relocation from the G.O. to CNS

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 { rom
INPO); and Problem Solving and Decision Making
(TWRs 93-1000, 93-1001, and 93-1002)

Item 3) I'he Assessment Group training is not complete, however
they have sufficient training to be functional

VLW-94-03 (Cont.)




Program Enhancement

VLW-94-02 (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 determine if other

guidelines are needed

VLW-94-03 (Cont.)




Program Enhancement

Priority: RED
Item No: VLW-94-04

Title/Description: Upgrade 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 Manager: Verne Wolstenholm (G. E. Smith)

Planned Start Date: 1/24/94 Planned Completion Date: 12/95

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

Description: The existing internal audit program reqnires restructuring in light of QA’s
recent 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

Major Milestones:

Identify activities that are to be subject to QA audit/surveillance

Generate a Position Paper which describes the District’s position on conducting
internal audits

Revise QAI-5 to reflect the new audit process

Generate a grouping of activities for audit scoping.

Revise QAI-4 to reflect the new surveillance program

Revise the QA Guidelines to describe the new approach to conducting

audits

VLW-94-04




Program Enhancement

Major Milestones: (VLW-94-04 Continued)
Develop new QA Audit Plans
Train auditors on the new approach to auditing.

Train auditors on the objectives and performance expectations of the new surveillance
program

Complete revision/development of surveillance checklist

Complete development of Audit Scoping Plans.

Accomplishment Plan Date Actual Date

Activities subject to QA audits/surveillance 11/93 11/23/93
(VLW-94-04.1)

Generate internal audit Position Paper 2/93 12/22/93
(VLW-94-04.2)

Revise QAI to reflect the new audit process
(VLW-94-04.3)

Grouping of activities. (VLW -94-04 4)

Revise QAI to reflect the surveillance process
(VLW-94-04.5)

Revise the QA Cuidelines for auditing
(VLW-94-04.4)

Develop new QAPs. (VLW-94-04.7)

I'rain Auditors (audits). (VLW-94-04.8)

Train Auditors (surveillance). (VLW-94-04.9)
Complete surveillance checklist. (VLW-94-04.10)

Complete audit scoping plans. (VLW-94-04.11)

VLW-94-04 (Cont.)




