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1.0 INTRODUCTION

The Palisades Performance Enhancement Plan (P’EP) was developed to address
identified barriers to achieving the high level of performance that we desire. Recent
performance assessments indicate that, without an integrated, plant-wide Performance
Enhancement Plan, effective and sustained performance improvements will not be
possible. This Plan is integrated across organizational boundaries and is applicable to
all organizations that perform work affecting any aspect of the Palisades Nuclear Plant.

This Plan is based on the issues and barriers that were determined to exist at the time
the Plan was developed. It is recognized that changing conditions and standards require
flexibility in planning and implementation of actions such as those contained in this
Plan. This Performance Enhancement Plan is a living document; it will be modified as
necessary to continue to focus on both current and emerging issues. Performance
indicators coupled with aggressive monitoring and feedback mechanisms will ensure that
performance improvements are realized. Feedback from periodic monitoring of action
completion and, more importantly, results, will allow for modification of this Plan as
necessary to remain on track in achieving our overall performance goals.
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2.0 NUCLEAR OPERATIONS DEPARTMENT AND PALISADES

MISSION STATEMENTS

2.1 Nuclear Operations Department Mission and Values
The Nuclear Operations Department (NOD) Business Plan (1994-199€) drovides upper-
tier direction for aligning the organizations responsible to operate and support the
Palisades Nuclear Plant. The Business Plan communicates the NOD mission:
The MISSION of the Nuclear Operations Department is the SAFE,
COST-COMPETITIVE, and RELIABLE generation of electricity from nuclear power
Jor the well-being of our communities and employees.
The NOD Business Pian also sets forth the following Organizational Values:
*  Safety (nuclear, radiation, and industrial)
¢ Cost-Competitiveness
¢ Reliable Performance
*  People
*  Community
This upper-tier direction is translated and communicated down the organization into
department busin2ss plans and management expectations.
2.2 Palisades Mission 2nd Vision
The Palisades Business Plan (1994-1996) states the Palisades Mission:
The Mission of the Palisades Nuclear Plant employees is to operate, maintain, and
maodify the plant to provide safe, cost-competitive, reliable, electricity to our
customers now and in the future. We will strive to provide our employees with the
necessary tools to optimize their performance while maintaining the enhancing their
Jjob satisfaction.
The Palisades Vision Statement is:
As employees, we all would like to work in an environment where our
contributions are valued, respected, recognized and rewarded. The best way to
Revision 0 y 5 | Dated: July 15, 1994
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achieve this is to serve our customers better and meet our stakeholders’
expectations. We will be successful when:

We are viewed by our customers as a reliable, low-cost provider of electricity,
We are viewed by senior management and investors as a valued asset,

We are viewed by our industry peers as a leader in achieving safe, competitive
performance,

We are viewed by our communities as a good and desired neighbor,
We are viewed by ourselves as a great place to work, and
We are viewed by our regulators as an organization that does not need to be given
any extra attention.
2.3 Palisades Performance Enhancement Plan (PEP)
This Palisades Performance Enhancement Plan (P’EP) is necessary in order to fulfill our
mission and attain our visien. P?EP will provide the management and supervisory staff
at Palisades the necessary management tool to focus on performance improvement.

P'EP will be transitioned into the NOD Integrated Business Planning Process (refer to
Figure 1) while each of the Action Plans are being implemented.
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3.0 PALISADES PERFORMANCE ENHANCEMENT PLAN PROCESS

3.1 Performance Issues

The P’EP has been developed because there are a number of issues needing resolution
to achieve the Palisades Vision and fulfill the NOD and Palisades mission. This section
documents the process used to develop the Plan to ensure not only that it is
comprehensive but also that the actions are appropriately monitored and implemented.

Over the past year we have had several comprehensive internal and externally performed
assessments of management and plant performance. In taking an introspective and
critical look at what these assessments were telling us, it became apparent that our past
approach lacked a sufficient degree of recognition and acceptance of the issues we face
to be successful. Additionally, our past efforts lacked the integration and focus to meet
our expectations. Also, our expectations lacked clarity, follow-through, and appropriate
accountability mechanisms.

Although some progress has been made, a step increase is needed in order to achieve
desired results. With that end in mind, the short-term strategy for addressing the
Palisades performance improvement issues began with identification and validation of
performance issues which led to development of the PPEP. The P?EP is intended to be
implemented over the next six to twelve months, while an enhanced NOD business
planning process is developed. Although business plan revision is occurring, it is still
expected to comply with the basic process concept illustrated as follows:

Sets Vision & Dirsction
Business
Plan

(Strategy)
Capital Projects Level-of -Effort
OA&M Initiatives > improvemants

LOE
Priodtizeton Performance
& Budge! P Enhancement
Pro0888 Budgeted Pan
Improvements

The P’EP, the NOD Business Plan, the Palisades Business Plan, and individual
departmental Action Plans will be integrated via the more detailed revised business
planning process illustrated above. It is expected the revised business plan will address
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a broader runge of issues than those included in the current set of business plans. The
organizational values in the current business plans include Safety, Cost-Competitiveness,
Reliable Performance, People, and Community. Most importantly, however, is the
planning process wili include features designed to ensure the root causes of Palisades
performance issues are corrected and a sustained level of superior performance is
achieved.

3.2 Performance Enhancement Plan Development
The P'EP was developed using a process that:

¢ Determines and continuously validates the performance issues through the use of
root cause/common cause analyses.

e Arrives at common nnderstanding of the most important issues, thereby resulting in
a manageable agenda for performance improvement.

*  Gains buy-in, enrollment, and commitment across the NOD organization.

e  Supports development of meaningful Objectives and Action Plan. that, when
implemented, resolve the performance issues.

¢ Integrates with the evolving business planning process.

e  Engages NOD and Palisades senior management and provides monitoring, trending
and feedback,

*  Provides validation and verification by Action Plan sponsors

A participative team process was used and continues to be used to develop and validate
the issues (refer to Figure 2). Common understanding of the performance issues was
reached through the use of workshops among a cross section of NOD personnel,
representing various organizational levels and groups. The process developed Focus
Areas, Goals, and Objectives necessary to reach and sustain a high level of performance
in support of the Palisades Missior .

As stated before, the P’EP is a living document. The plan will be updated as conditions
and standards change, and as we learn and develop better tools and processes. For
example, one of the high priority Objectives contained in this Plan involves the
development of an integrated planning process. It is expected that development of such
a process will impact how activities are prioritized, defined (scope and responsibility),
estimated, planned, scheduled and budgeted within NOD and Palisades. This, in turn,
will impact and enhance the implementation of the PPEP. Appendix A includes two
sample Action Plans.

Revision O 32 Dated: July 15, 1994
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3.3

The Performance Enhancement Plan makes use of past business plans, current
performance information, and newly developed issues, Objectives, and Action Plans,
While some of these activities have been done before, the current plans were developed
using participative, team techniques to foster buy-in, commitment, and enrollment. This
focused development, coupled with the commitment from the management team,
provides the foundation for our high level oi confidence in the success of this program.

Layout of the Palisades Enhiancement Plan

The Palisades Performance Enhancement Plan consists of Focus Areas, Goals, and
Objectives that address performance issues facing the plant. Appendix B provides a
matrix of Focus Areas, Goals and Objectives arranged as follows:

®  [eadership and Management

*  Programmatic Improvement

e  Human Performance

e Culture

*  (Cntical Assessment

*  Plant Condition

Under each Focus Area is a summary of the performance issues that were determined to
exist in that area, followed by a brief Goal describing the desired future state, One or
more Objectives have been identified to break the Goal into manageable tasks.
Collectively, fulfilling the Objectives supporting a Goal is necessary to attain the desired
state. Additionally, the Objectives address one or more performance issues that were
identified. Meeting the Objectives will address the performance issues in that Focus

Area and the Goal will be achieved.

Finally, a comprehensive and specific P’EP Action Plan is prepared to achieve each
Objective. Action Plans are discussed in Section 4.0,
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4.0 PPEP ACTION PLANS

4.1 PPEP Action Plan Index

4.2

Appendix C is the current Index of P’EP Action Plans

Generic Action Plan

Each Action Plan uses a standard template for consistency. Action Plans contain
statements of the actions taken to address performance objectives, schedule, resource
needs, responsibility, deliverable products and performance indicators. Appendix D is
the Generic P’EP Action Plan Templates. The Action Plan content is as follows:

4.2.1  Cover Page

Objective: - The assigned number and description from Appendix C

Sponsor: - The sponsor is the single most responsible individual who must achieve
the objective. This person develops and implements the Action Plan, often as a
matrix project manager who draws upon a team of multiple departments for
resources.

Priority (of Objective): - Selected from: 1 = High, 2 = Medium, or 3 = Low
ompletion Date: - The completion date for the last activity in the plan. Moat
often this is the cxpectcd completion of the validation and verification activity

which assesses the degree of effectiveness of the Action Plan.

Date - The effective date for the Action Plan or subsequent revision of the Action
Plan.

Signature Block - Approval signatures for the Action Plan by the Management
Sponsor, PPEP Manager, Plant General Manager, and Director NOD Services.

Revision O
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4.2.2 1.0 Focus Area - Issue Summary
The Issue Summary Section comes from the Objective Matrix, Appendix B. These
summaries are a compilation of observations from the participative team process
discussed in Section 3.2. The summaries describe the current state.

42.3 2.0 Goal
The Goal Section is a description of the desired future state for high level
performance from the Objective Matrix, Appendix B. Refer to Appendix B.

4.2.4 3.0 Focus Area - Specific Issue Statement(s)
The Specific Issue Statement(s) Section presents the specific performance issues
identified by the participative team process which have been mapped for resolution
by Mbjective.

4.2.5 4.0 Objective

The Objective Section is the specific Objective from the Objective Matrix.

4.2.6 4.1 Related Objectives

Frequently, other L bjectives are related and interdependent with the subject Action
Plan Objective. This Section cross-references multiple Objectives related to the
same issue.

As Action Plans are developed and activities are defined, related Objectives
interface or cross-tie the activities. These interfaces are vital to the integrated
planning of Action Plan activities.

4.2.7 5.0 Action Plans

Thris section presents the summary statement of how the Objective is to be
accomplished. This statement is the summary of the content of the individual
activities which are stated in the following Sections.

Revision O 4-2 Dated: July 15, 1994
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4.2.8 Section 5.1, 5.2, etc. Action Plan Activities

Action Plan Activities describe the logical steps required to accomplish the
Objective. Activities chosen by the sponsor identify the work tasks. Activities
must sequence or parallel other activities within the subject Action Plan. They
must allow for interface (integration) with activities in other Action Plans. They
must be understandable for outside review.

The Action Plan Section activity format includes:
A description of what is being done or what the action is.

Estimated duration - the elapsed time in work days to perform the activity. A week
1s 5 days; a typical month 1s about 22 days.

Required Compietion if Applicable - usually externally imposed milestones,
meetings, submittals, deadlines, etc.

Resources Required with Estimated Manhours - the estimated manhours to perform
the work broken down by type of employee, department and frequently by
individual.

Prioriiy of Activity - the priority for each activity. It often differs from the
Priority of Objective, but still uses the same scale: 1 = High, 2 = Medium, 3 "=
Low.

sible Individual - the single person responsible for getting the individua!
Action Plan Acumy work done. This person may be different from the sponsor.
This person is the single point of accountability for providing accurate status of the
activity,

429 6.0 Deliverables

Deliverables are the measurable product or output resulting from the Action Plan
activities. Examples include: draft business plan, process flow chart, new or
revised directives/procedures/guidelines, schedule of meetings or presentations, self
and independent assessments, lesson plans and training medulee ete.

4.2.10 7.0 lessons lLearned

Lessons Learned are insights gained during the development or implementation of
Action Plans. Lessons learned are worthwhile experiences which can benefit the
P’EP process by providing feedback to management.

Revision 0
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4.2.11 8.0 References

References are relevant information sources. They can be assumptions or bases for
estimates, INPO research results or industry data or comparable plant data.

4.2.12 9.0 Performance Indicators

Performance Indicators are relevant indicators that Objectives are achieved. The
indicators should show that actions are executed effectively while meeting quality
requirements. Examples include plant performance: SALP, Capacity Factor,
Production Expense, or safety statistics. Other examples include training head
counts, test scores, closure of Action Plan Activity tasks, documented surveys, or
contractor cost and schedule reports.

4.2.13  10.0 P’EP Action Plan Verification Checklist

This section provides a checklist for the sponsor which verifies comprehensive
preparation of his Action Plan. A back check is provided by the PPEP Manager.

4.2.14 11.0 Closeout

This section provides the sponsor’s statement that the Action Plan activities have
been executed with relevant deliverables. Where appropriate, continuing activities
are dispositioned with statements that the Action Plan phase has been completed
and a transition was effected for lorg term or permanent institution into directives,

guidelines, or procedures,
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4.2.15 Appendices

This section contains the relevant project controls tools for each Action Plan as
follows:

Action Plan Activity Table (Update Report)
Action Plan Activity Bar Chart

Action Plan Logic Diagram (refer to Figure 3)

4.3 Department Action Plan

Extensive planning already exists in NOD and Palisades departments in addition to P’EP
Action Plans. Palisades managers prepare Department Master Action Plans to
implement P’EP initiatives and to account for and plan other improvement initiatives.
Figure 4 illustrates the Department Action Plan Flow Diagram. Appendix E is the
Department Master Action Plan Template.
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5.0 PPEP PROGRESS REPORTING AND TRENDING

5.1

5.2

IPEP Update Process

The P’EP group functions as the project controls organization to provide progress and
trending information to Senior Management, Sponsors, Department Managers, and
employees. Appendix F contains an Action Plan Summary Description and an Action
Plan Task Listing. The update process starts with an update report being distributed to
Action Plan Sponsors and Department Managers. The update is a set of questions:

* s the plan still valid

*  Which activities have actual starts and completes

*  What are the remaining durations of activities not completed

¢  What responsible individuals or resources have changed

*  What logic changes are app.opriate, especially if the plan has changed

The answers to those questions are the marked-up update reports or re-drawn logic
diagrams which are input to the scheduling software, processed and analyzed, and the
resulting output is distributed as progress/trend reports for management. New update
reports are produced and cycled again to the sponsors and responsible departments for
the next update. Frequency of the update cycle 1s monthly,

Trending

The overall progress of each Action Plan will be trended monthly by reviewing the
production results or work completed, and the forecast of completion by the Action Plan
Sponsor against the target schedule (as originally or currently set by Senior Manhgement
with the Action Plan Sponsors concurrence). Variances in scheduled completion,
product quality, issue identification and resolution will be reported to the Action Plan
Manager through Senior/Executive NOD Management by exception.
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6.0 P’EP ADMINISTRATIVE CONTROL PROCESS

6.1 PURPOSE

The purpose of this administrative control process is to establish the requirements for
use, revision, distribution, reporting and tracking status of Palisades Performance
Enhancement Plan (P’EP) implementation.

6.2 SCOPE

This administrative control applies to all personnel involved with work activities at

Palisades.

6.3 CONTROL PROCESS

A. Use of PEP

l.

The P’EP is a list of improvement initiatives being developed and implemented
by a group of approximately two dozen specific Action Plans. Information
contained in each P’EP Action Plan inciudes the responsible Action Plan
sponsor or owner and a summary of the actions being implemented by the
Action Plan. For each Action Plan, activity (task), the detailed actions to
implement the Action Plan, the individual responsible for performing each
activity and the resources required for each activity are listed. P’EP is a living
document i1so used to icentify emergent work activities, status improvement
work, and to keep management apprised of Action Plan progress. Changes to
Action Plans, validation and verification, and closure of itums in P’EP Action
Plans will occur only after appropriate senior management review and
approval.

Extensive work already exists in Palisades departments in addition to P’EP.
Department Master Action Flans are being developed to account for and plan
other improvement initiatives.

P’EP Action Plans are categorized by focus areas as follows:

a. Leadership and Management

b. Programmatic Improvement

¢. Human Performance

d. Culture

e. Critical Assessment

Revision O
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f.  Plant Condition

B. Revision to PPEP Action Plans

1.

Any P’EP Action Plan Sponsor or department-level or higher manager may
request a revision to P’EP Action Plans,

This will normally occur by marking the desired changes on a copy of the
P’EP Action Plan and transmitting it with a signed P’EP Input Form to the
P’EP Manager.

The P’EP Manager will obtain any required approvals and, if the proposed
change is approved, arrange for the Action Plan and associated documents to
be revised. If the proposal is not approved, he will provide feedbuck to the
requestor.

C. Distribution of the P’EP Status and Trends

1.

P’EP will be updated and copies distributed to all department-level and higher
managers.

Additionally, the PEP mz  be distributed as part of the Palisades Business
Plan to a controlled distribuiion list. The Palisades Business Plan is updated
periodically to reflect accumulated P’EP Action Plan changes.

D. Emergent Issues

1.

Anyone may identify an emergent item, obtain approval from responsible P’EP
Action Plan Sponsor and or department level manager, and submit the request
to P’EP Manager using the P’EP Input Form.

Such items may be added to P’EP if they meet the following criteria:

a. The activity is designed to address a significant weakness which impacts
or compromises safety and quality.

b. The issue is complex and affects multiple organizations.

¢.  The initiative is an externally identified improvement which Palisades
concurs with,

Revision O
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E. Approval of Changes to P’EP Action Plans
1. Proposed changes to P’EP require the following approvals:
a. Changes to the Focus Areas or Goals require the concurrence of Palisades
Safety and Licensing Director and the P’EP Manger, or as designated by
the Vice President of Nuclear Operations (VP-NOD).

b. Changes to P’EP items require the approval of tne Action Plan Sponsor
and P’EP Manager.

¢.  Changes to Departmental Master Action Plans require the approval of the
responsible department manager.

F. Reporting the Status of PPEP

1. Action Plan Sponsors are required to provide status updates (e.g. starts,
completions, deliverables) monthly to the P’EP Manager.

2. The P’EP Manager updates P’EP and provides the information to Palisades
department-level and higher managers and to the Action Plan Sponsors.

3. The P’EP Manager provides summary information on P’EP trends and
progress to senior site management at least once a month.

G. Closure of PPEP Action Plans

1. Closure of P’EP Action Plan items are documented in the Action Plan and
forwarded to the P’EP Manager for closure action.

2. P’EP closed items require senior management review and approval by the
P’EP Manager

Revision 0 6-3 Dated: July 15, 1994
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NOD Business Planning Integration Process
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Figure 2

P2EP Process Flow Chart
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Figure 3
Generic Logic Example
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Palisades Nuclear Plant Performance Enhancement Plan

1.0 FOCUS AREA - Issue Summary
Leadership and Management

NOD Management has not successfully translated and communicated the
NOD/Palisades Vision down through the organization. Management has not clearly
established appropriate and consistent standards and expectations. Roles and
responsibilities are not aligned and clearly established or communicated. NOD in
general and Palisades specifically are not "learning" organizations and do not solicit
or welcome outside criticism or perspectives. A contributing cause lack of appropriate
skills and experience.

2.0 GOAL

Management provides a clear vision and sets direction throughout NOD for sustained
Palisades Plant performance improvement. Expectations and roles and responsibilities
are clearly communicated and foster an atmosphere where functional alignment,
individual accountability, and organizational understanding are achieved and
performance goals are met. Management knowledge and skills are state-of-the-art and
the community and regulator fully value Palisades performance.

3.6 FOCUS AREA - Specific Issue Statement(s)

There is a vision, which is ineffectively translated to the work force, and thereby
provides little context for day-to-day activities. (2B)

Palisades does not manage change well, including controlling change and eliminating

unnecessary changes. The organization does not cope well with changing external
conditions. (5) (part)

Programs are developed but true cultural and institutional change has not occurred in
many cases. (For example, Operations personnel have not accepted the performance
improvement programs implemented within the department. In general, a feeling of
accommodation has been assumed with the provision that *this, too, shall pass.") (C)
Related: 4.3

()



Palisades Nuclear Plant Performance Enhancement Plan

4.0 OBJECTIVE 1.1: Establish Strategic Direction

5.0

Establish the vision, values, and strategic focus for the organizations that perform
work in support of Palisades so that they are aligned and consistent with the
corporation’s vision, values, and strategy.

{input from Objective 4.1]

4.1 RELATED OBJECTIVES

22,43

ACTION PLANS

The Nuclear Operations Department (NOD) strategic direction, as conveyed in the
Rusiness Plan and CPCo/NOD guide, will be reviewed and revised by the Vice
President of NOD. The draft revision will be subject to review and comment by the
direct reports to the Vice President of NOD to assure buy-in of the vision, values,
strategies, and focus areas by the Palisades Management Team. The revised strategic
direction will be communicated to NOD employees, Non-plant CPCo employees,
contractors and vendors. Verification and validation will occur on an ongoing
periodic basis to assure alignment is maintained and is consistent with CPCo
corporate vision.

5.1  ACTION PLAN ACTIVITY

Review and Revise CPCo/NOD Guide as Needed

Estimated Duration (in days) 15 Days

Required Completion if Applicable N/A

Resources Required with estimated manhours 20 MH - RAFerech
Priority of Activity 1

Responsible individual: RAFenech



Palisades Nuclear Plant

5.2

5.3

54

ACTION PLAN ACTIVITY

Distribute to Direct Reports for Review and Comment

Estimated Duration (in days)

Required Completion if Applicable
Resources Required with estimated manhours
Priority of Activity 1

Responsible individual: RAFenech

ACTION PLAN ACTIVITY

Incorporate Comments

Estimated Duration (in days)

Reouired Completion if Applicable
Resources Required with estimated manhours

Priority of Activity 1

Responsible individual:  RAFenech

ACTION PLAN ACTIVITY

Print up New Booklets

Estimated Duration (in days)

Required Completion if Applicable
Resources Required with estimated manhours

Priority of Activity 1

Responsible individual:  MAEngle

5 Days

2 MH for each
Direct Report -
RAFenech

4 Days
N/A
2 MH - RAFenech

5 Days
N/A
0 MH - RAFenech



Palisades Nuclear Plant

5.5

5.6

5.7

Performance Enhancement Plan

ACTION PLAN ACTIVITY
Develop Communication Schedule
Estimated Duration (in days)

Required Completion if Applicable
Resources Required with estimated manhours

Priority of Activity 1

Respounsible individual: RRFrisch

ACTION PLAN ACTIVITY

Implement Communications

Estimated Duration (in days)

Required Completion if Applicable
Resources Required with estimated manhours

Priority of Activity 1

Responsible individual:  RAFenech

ACTION PLAN ACTIVITY

Perform Verification and Validation
Estimated Duration (in days)

Required Completion if Applicable
Resources Required with estimated manhours

Priority of Activity ]

Responsible individual: RAFenech

5 Days

N/A

2 MH-
RAFenech
RRFrisch
TPHagan

5 Days
N/A
4 MH - RAFenech

5 Days
N/A
1 MH - RAFenech




Palisades Nuclear Plant Performance Enhancement Plan

6.0

7.0

5.8 ACTION PLAN ACTIVITY

Review results and make changes as necessary.

Estimated Duration (in days) 5 Days

Required Completion if Applicable N/A

Resources Required with estimated manhours 4 MH - RAFenech
Priority of Activity 1

Responsible individual: RAFenech

DELIVERABLES
6.1 DELIVERABLE - Action Plan Activity 5.1
Draft revision to 1994 Business Plan.
6.2 DELIVERABLE - Action Plan Activity 5.4
Issue revised 1994 Business Plan including pocket version.
6.3 DELIVERABLE - Action Plan Activity 5.5
Schedule for Communication meetings to disseminate 1994 Business Plan.
6.4 DELIVERABLE - Action Plan Activity 5.6

Conduct communication briefings on 1994 Business Plan.

LESSONS LEARNED

REFERENCES
1994 - Palisades Business Plan

1994 - CPCo Business Plan
1994 - CPCo Strategic Plan

6



Palisades Nuclear Plant P

9.0

Performance Enhancement Plan

PERFORMANCE INDICATORS

9.1

9.2

9.3

Industrial Safety Accident Rate

Start Date: Ongoing
Frequency: Monthly
Responsible: RRFrisch

Systematic Assessment of Licensee Performance Reporting

Start Date: Ongoing
Frequency: Monthly
Responsible: RRFrisch

Net Capacity Factor

Start Date: Ongoing
Frequency: Monthly
Responsibie: RRFrisch

9.4 Production Expense $/MWH

9.6

Start Date: Ongoing
Frequency: Monthly
Responsible: RRFrisch

Employee Survey Results

Start Date: Ongoing
Frequency: Monthly
Responsible: JCGriggs

Community Survey Results

Start Date: Ongoing
Frequency: Monthly
Kesponsible: DAMcKee



Palisades Nuclear Plant

10.0

Performance Enhancement Plan

PEP

ACTION PLAN
VERIFICATION CHECKLIST

ACTION PLAN NO. 1.1

ACTION PLAN DESCRIPTION

APS

1.0

2.0

3.0

4.0

5.0

6.0

7.0

8.0

9.0

Objective Description
Priority

List o Specific Activities
Necessary to Accomplish
Objective (including V&V and
closure.)

List of Specific Deliverables

Duration for each Activity in
Days

Resources Identified for each
activity by Individual or Type
and Estimated Manhours to
Accomplish Activity

Required Due Date (if
Applicable) by Activity

Sequence, Dependencies
Inter-Relationships

Identified (Action Plan Logic
Sequence and Inter-
Relationships Between Action
Plans)

Industry References

v

L

"
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11.6 CLOSEOUT

APPENDICES
Action Plan Activity Tabie
Action Pian Activity Bar Chart
Action Plan Logic Diagram
Action Plan Resource Table by Activity

Resource Histogram



Scheduled Start Duration Scheduled Finish

| 1.0 Leadership and Management

' 1.1 Establish Strategic Direction

- 1.1.01 Review and Revise CPCO/NOD Guide as Needed
1.1.02 Distribute to Direct Reports R&C

1 03 Incorporate Comments and FRC Issues

04 Print up New Booklets

05 Develop Communication Schedule

6 Implement Communications

7 Perform Verification and Validation

8 Present Findings

1/1/93 8:00am
1/17/93 8:00=m
3/28/94 8:00am
3/28/94 8:00am
4/26/94 8:00am
5/3/94 8:00am
5/9/94 8:00am
4/18/94 8:00am
5/16/94 8:00am
5/23/94 8:00am
5/30/94 8:00am

651d
3974
50d
15d

5d
4d
5d
5d
3d
5d
5d

71195 5:00pm
7711/94 5:00pm
6/3/94 5:00pm
4/15/94 5:00pm
5/2/94 5:00pm
5/6/94 5:00pm
5/13/94 5:00pm
4/22/94 5.00pm
5120794 5:00pm
5/27/94 5:00pm
6/3/94 5:00pm
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1 Establish

.
'
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Strategic Diraction

{3 50d

13128

6/3

1 01 Review and

1.1.02 Distribute to
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1.1.04 Print up New

1.1.08 implament

1.1.07 Perferm

Revise CPCO/MNOD Diract Heports R&C Commants and FRC booklets Communications Verlfication and
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1.1.05 Develcp
Communication

8

512

4/28

v

1.1.08 Present
Findings

11 5d

5/30 16/3




VI. FOCUS AREA 6 - Plant Condition

ACTION PLAN 6.1 - Establish a Program to Improve Plant Design Margin

Action Plan 6.1, Establish a Program to Improve Plant Design Margin, has been
assigned to the Nuclear Engineering and Construction Manager.

Past and present evaluations of system design margins will be reviewed to determine
which recommendations will provide for maximum benefit to system margin. A list
of system modifications and/or engineering analysis will be provided to management
for approval. Approved system modifications and/or engineering analysis will be
incorporated into each department plan. Safety system design margins, system and
component performance margins and material condition issues will also be
determined, and based upon this determination, margin recovery efforts will be
identified and prioritized.
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PALISADES NUCLEAR PLANT

PERFORMANCE ENHANCEMENT ACTION PLAN

OBJECTIVE 2.1:

SPONSOR:

DETERMINE SCOPE OF WORK

D J MALONE

PRIORITY (of Objective): 1

COMPLETION DATE:

April 4, 1994

Management Sponsor:

P’EP-Manager:

Plant General Manager:

NECO Manager:
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1.0

2.0

3.0

FOCUS AREA - Issue Summary

Certain processes are not effective in achieving desired results. The process concerns
range from ineffectiveness through implementation difficulties as follows:

1. NOD lacks an integrated cohesive process for the functions of strategic
planning, issue management, resource allocation, scheduling, completion of
work, closeout, and performance monitoring. Emerging issues are not handled
well.

GOAL

Processes are clear, user-friendly, and achieve desired results throughout the
organization. The processes feed into an overall formal planning and prioritization
process that integrates strategic planning, budgeting, and scheduling to effectively
utilize plant resources. Management has easy access to the information necessary to
monitor plant performance.

FOCUS AREA - Specific Issue Statement(s)

Note: This Objective represents a quick, up-front portion of Objective 2.2.

(3]



Palisades Nuclear Plant Performance Knhancement Plan

4.0

5.0

OBJECTIVE 2.1: Determine Scope of Work

Identify all existing issues, actions, and projects above a specified resource threshold.
Prioritize and rank these items. Develop and implement a manageable subset of these
activities to be included in the current scope of work. Important activities that do not
attain a high enough priority will be considered for future years’ work; activities
below a specified priority will be abandoned.

[This Objective supports 2.2]

4.1 RELATED OBJECTIVES

1.5,2.2,2.5

ACTION PLANS

A project team will be created to collect information on major existing initiatives,
process improvement activities, non-routine tasks above a specified resource,
proposed plant modifications and actions planned in response to internal and external
commitments. A screening procedure will be utilized to categorize and prioritize
identified work items. Results will be submitted to a management forum for review
and approval. Items not meeting the predetermined benefit/priority threshold will be
deleted or delayed. Delayed items will be incorporated into the integrated plant
business planning process. Emergent issues will be similarly categorized and
prioritized until P’EP Action Plan 2.2 is completed.



Palsades Nuckear Pland

a

ACTION PLAN ACTIVITY

Define a pror=ct team that consists of members from each major department

Oolamn management concurrence

Estimated Duration (in days) 4 Days

Required Completion if Applicable April 4, 1994

Resources Required with estimated manhours 2 MH (one person)
NECO

Operations
Radiological Svs
Maintenance
Systems Engg
Outage Plaining
JJFremeau

2 MH - An NPad
representative will be
requested to provide
oversight

: ’\1{1' I)Jl\idi‘”x('

Responsible Individual: DJMalone

Performance Fohancement Plan




Palisades Nuchear Plant Performance Enhancement Plan

5.2 ACTION PLAN ACTIVITY

Collect information from all departments on: major existing initiatives (eg,
Palisades Performance Enhancement Plan), process improvement activities,
non-routine tasks above a specified resource, proposed plant modifications,
actions planned in response to internal and external commitments.

Estimated Duration (in days) 7 Days

Required Completion if Applicable Apnil 6, 1994

Resources Required with estimated manhours 8 MH (one person) -
NECO
Operations
Radiological Svs
Maintenance
Systems Engg
Outage Planning
JJFremeau
8 MH - An NPad
representative will be
requested to provide
oversight.
8 MH - DJMalone

Priority of Activity 1

Responsible Individual:  DJMalone

n



Palisades Nockear Plans

5.3

ACTION PLAN ACTIVITY
Identify existing commitments for activities identified in step 2.

Estimated Duration (in days) 8 Days

Required Completion if Applicable April 7, 1994

Resources Required with estimated manhours 2 MH (one person) -
NECO
Opeiations
Radiological Svs
Maintenance
Systems Engg
Outage Planning
JJFremeau
2 MH - An NPad
representative will be
requested to provide
oversight.
2 MH - DJMalone

Priority of Activity 1

Responsible Individual:  DJMalone

6




Palisades Nuclear Pland Performance Enhancement Plan

o
F

ACTION PLAN ACTIVITY

Utlize the screening procedure utilized in TJIP94*003 (shown below) to
categorize «nd prioritize all identified work items from Step No.2. Revise the
screening procedure as determined necessary by the Project Team to support
prioritization. Results shall be submitted to the management forum for review
and approval.

Must Complete: These are activities such as regulatory commitments and
projects with due dates which are considered non-negotiable.

Should Continue: These activities typically will remedy programs/processes in
need of significant efforts (i.e. reengineering).

Deferable: These activities support areas needing improvement (i.e.
streamlining), but do not contain significant weakness.

Cancel/Drop: The benefit of these activities is not sufficient to warrant further
action or administrative action tracking the activity. Consideration must be
given to the time the action has been carried, but not undertaken.

Estimated Duration (in days) 3 Days

Required Completion if Applicable April 8, 1994

Resources Required with estimated manhours 8 MH (one person) -
NECO
Operations
Radiological Svs
Maintenance
Systems Engg
Outage Planning
JJFremeau
8 MH - An NPad
representative will be
requested to provide
oversight.
8 MH - DiMalone

Priority of Activity 1

Responsible Individual:  DJMalone



Palisades Noclear Plant

5.5

ACTION PLAN ACTIVITY

For items not meeting the determined benefit/priority threshold for work in the
near term, develop a strategy for deletion or delay. Delayed items should be
incorporated into the integrated plant business planning process being
developed through Palisades Performance Enhancement Plan action 2.2,

Estimated Duration (in days) 4 Days

Required Completion if Applicable April 13, 1994

Resources Required with estimated manhours 2 MH (one person) -
NECO
Operations
Radiological Svs
Maintenance
Systems Engg
Outage Planning
JJFremeau
2 MH - An NPad
representative will be
requested to provide
oversight.
2 MH - DJMalone

Priority of Activity 1

Responsible Individual:  DJMalone



Palisades Nuclear Plant Performance Enhancement Plan

5.6

5.7

ACTION PLAN ACTIVITY

Communicate the results of the interim prioritization effort to all stakeholders
including plant staff, supporting contractors, the NRC, INPO, and/or the State
of Michigan as appropriate. The communication vehicle to plant staff shall be
in the form of a singular list of prioritized activities. This communication
shall include the reasons for deletion or delay of issues.

Estimated Duration (in days) 4 Days

Required Completion if Applicable April 12, 1994

Resources Required with estimated manhours Licensing Dept support for
formal commitments.
MASavage for employee
communications. DWRogers,
Lead

Priority of Activity 1

Responsible Individual:  DJMalone

ACTION PLAN ACTIVITY

Continue prioritization communication
(Input from 2.2 - Phase I)

Estimated Duration (in days) 90 Days

Required Completion if Applicable N/¢#

Resources Required with estimated manhours 104 MH - 2 people for 2 MH
every 2 weeks

Priority of Activity 1

Responsible Individual:  DJMalone



ACTION PLAN ACTIVITY

A management forum consisting of all major plant department managers and a
NECO management representative will meet biweekly to categorize and
prioritize emergent issues identified in step 4 until Palisades Performance
Enhancement Plan action 2.2 is completed. An NPAD representative will be
requested to attend each meeting.

Estimated Duration (in days)

Required Completion if Applicable

Resources Required with estimated manhours

Priority of Activity

Responsible Individual:

1

DJMalone

10

191 Days

Implementation of Palisades
Performance Enhancement
Flan action 2.2
4 MH (one person) -
NECO

Operations

Radiological Svs
Maintenance

Systems Engg

Outage Planning
JJFremeau

4 MH - An NPad
representative will be
requested to provide
oversight.

2 MH - DJMalone
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5.9

ACTION PLAN ACTIVITY

Perform validation and verification that plant staff are working on appropriate
activities as determined by the prioritization effort.

Estimated Duration (in days) Ongoing until 2.2 Phase 1
implemented

Required Completion if Applicable Implementation of Palisades
Performance Enhancement Plan
action 2.2.

Resources Required with estimated manhours 2 MH -
Two Project Team meetings

Priority of Activity 1

Responsible Individual:  DJMalone

ACTION PLAN ACTIVITY

Transition Performance Enhancement Plan 2.1 action and output into
Performance Enhancement Action Plan 2.2

Estimated Duration (in days) 2 months prior to PPEP 2.2
implementation
Required Completion if Applicable N/A

Resources Required with estimated manhours DJMalone
Priority of Activity 1

Responsib’ Individual:  DJMalone

11
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6.0

7.0

8.0

DELIVERABLES

6']

6.2

6.3

6.4

6.5

6.6

DELIVERABLE

Initial work list of tasks and programs by department
DELIVERABLE

Aligned work list with tasks and programs department including:
a) short term priority

b) responsible individual

¢) committed completion date

DELIVERABLE

Two week look ahead of aligned task & program list
DELIVERABLE

Transition plan to AP 2.2 including required overlap
DELIVERABLE

Disseminate interim administrative guideline and train applicable personnel

DELIVERABLE

Results of validation and verification

LESSONS LEARNED

REFERENCES

12
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9.0 PERFORMANCE INDICATORS

9.1.

9.2

9.3

Total number of actions completed during the monitoring period

Start Date: May 8, 1994
Frequency: Monthly
Responsibie: Planning Manager

Percentage of commitments met by due date relative to those with due dates
during the monitoring period.

Start Date: May 8, 1994
Frequency: Monthly
Responsible: Planning Manager

Percentage of commitments with due date extensions relative to those with due
dates during the monitoring period.

Start Date: May 8, 1994

Frequency: Monthly

Responsible: Planning Manager
13



Palisades Nuclear Plant ) Performance Enhancement Plan

10.0
PEP
ACTION PLAN
VERIFICATION CHECKLIST

ACTION PLAN NO. 2.1

ACTION PLAN DESCRIPTION
1.0 Objective Description -
2.0 Priority -
3.0 List of Specific Activities o
Necessary to Accomplish
Objective (inclading V&V and
closure.)
4.0 List of Specific Deliverables "
5.0 Duration for each Activity in v
Days
6.0 Resources Identifie for each -
activity by In Zvidual or Type
and Estimated Manhours to
Accomplish Activity
7.0 Required Due Date (if v
Applicable) by Activity
8.0 Sequence, Dependencies g
Inter-Relationships
Identified (Action Plan Logic
Sequence and Inter-
Relationships Between Action
Plans)
@ te
9.0 Industry References I

T

13
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1.0 CLOSEOUT

APPENDICES
Action Plan Activity Table
Action Plan Activity Bar Chart
Action Plan Logic Diagram
Action Plan Resource Table by Activity

Resource Histogram
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PocP
D Name Scheduled Start Duration Schaduled Finish
81 2.1 Determina Scope of Work 3728/84 5:00pm 2004 17285 5:00pm
82  2.1.01 Define a project team 3/30/04 8:00am 4d 4/4/94 5:00pm
83  2.1.02 Cotlect information from ail departmants 3/28/94 5.00pm 7d 4/6/94 5:00pm
84  2.1.03 Icentify existing commitments for activities 3/28/94 5:00pm 8d 4/7/94 5:00pm
85  2.1.04 Prioritize work ltems with TJP94°003 4/6/94 8:00am ad 4/8/94 5:00pm
86  2.1.05 Devaiop delayed ltem strateqy 4/8/94 8:00am 4q 4/13/04 5:00pm
87  2.1.06 Communicate prioritization fo stakehoiders 4/7/94 8:00am 44 4/12/94 5:00pm
88 2.1.07 Continue prioritization communication 4/13/04 8-00am 904 8/16/94 5:00pm
85  2.1.08 Management forum prioritize emergent issues 4/11/84 8.00am 191d 1/2/95 5.00pm
90  2.1.09 Verification and Validation: plant staff working priorities 8/16/04 8.00am 1d 8/16/94 5:00pm
91 21.10 Transition AP2 1 o AP2.2 5/25/94 8:00am £0d 8/16/94 5:00pm

Page 3
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PERFORMANCE ENHANCEMENT PLAN FOCUS AREAS, GOALS AND OBJECTIVES - July 8, 1904

——CUS AREA

LEADERSHIP AND MANAGEMENT

NOD Management has not successfully
transiated and communicated the
NOD/Palisades Vision down through the
organization. Management has not clearly
established appropriate and consistent
standards and expectations. Roles and
responsibilities are not aligned and clearly
established or communicated. NOD in
general and Palisades specifically are not
“learning” organizations and do not solicit
or welcome outside criticism or
perspectives. A contributing cause includes
fack of appropriate skills and expenience

Management provides a clear
vision and sets direction
throughout NOD for sustained
Palisades Plant performance
improvement. Expectations
and roles and responsibilities
are clearly communicated and
foster an atmosphere where
functional alignment,
individual accourtability, and
orgamzational understanding
are achieved and performance
goals are met. Management
knowledge and skilis are
state-of-the-art and the
community and regulator fully
value Palisades performance

1.1 Establish Strategic Direction

Establish the vision, values, and strategic focus for the organizations that perform work in
support of Palisades so that they are aligned and consistent ‘with the corporation’s vision,
values, and strategy.

[Input from Objective 4.1]

1.2 Establisk Clear Roles and Responsibilities

Ciearly establish the roles and responsibslities for those individuals performing work in
support of the Palisades Nuclear Plant, Align the organ:zational roles and responsibilities
and adjust the organizational structure, if necessary, to clanify understanding and improve
performance. Communicate the roles and responsibilities and monitor employes
understanding.

1.3 Establish Aligned Management Expectations and Standards

Clearly establish in 2 standard format NOD Management's expectations and standards for
orgamzations that perform work in support of Palisades. Communicate these expectations
and standards with penodic re-emphasis and monitoning of employee understanding.
Ensure that safety is first over cost and schedule and that this principle is established,
understood, and practiced.

1.4 Establish a Management Development Program

Establish a leadership and management development program for personnel in posttions of
avthority, from first line supervisors to the department managers. Include an initial
assessment of the incumbent’s skills and abilities, a tatlored management sklls
improvement program, a standardized leadership and management development program,
and a formalized set of performance expectations for each m nagerial position.
Sucecession/rotation and hiring plans should be established that are consistent with
corporate strategy and that have the capability to recognize the need to augment existing
wnmtm with outside resources at all levels.

1.5 Define Management Information Needs

Establish a common set of performance indicators to suppornt effective performance
monitoring. Determine the information needs necessary to monitor performance and to
track and trend actions, events, and issues affecting plant performance from the worker
level through the executive level.

[This Objective supports Objective 2 5]

Page 1 of 6



PERFGRMANCE ENHANCEMENT PLAN FOCUS AREAS, GOALS AND OBJECTIVES - July 8, 1994
GRS AREA R SRS . ... "N, —— T IVES

1.6 Enhance Control of Contractors & Non-NOD CP Organizstions
Enhance CPCo control of the quality of work performed in support of Palisades by outside
contractors and non-NOD CPCo organizations (i.c., work by personnel outside NOD).
Clearly establish and communicate expectations for the contral of work performed by
outside persons for both the NOD personnel overseeing the outside work and for the
outside employees themselves. Develop training guidelines to ensure contractors and
others receive orientation and training, &s applicable to the specific work being performed,
on Paiisades’ policies, procedures, and practices important for performing error-free,
_quality work.

1.7 Enhance Communications with Stakeholders

Establish plans for stakeholder communications. In particular, establish a Regulatory
Communications Plan that supports clear interactions with regulatory organizations to
ensure that they fully value the performance of Palisades.

1.8 Enhance Community Involvement

Establish a Community relations program that ensures that Palisades’ employees are
actively engaged in and supporting the surrounding communities. Communicate with
organizations within the surrounding communities to ensure that Palisades' role in the

community is fuily valued.

Page 2 of 6



PERFORMANCE ENHANCEMENT PLAN FOCUS AREAS, GOALS AND OBJECTIVES - July 8, 1994

| PROGRAMMATIC IMPROVEMFENT

Centain processes are not effective in
achieving desired results. The process
concerns range from ineffectiveness
through implementation difficulties as
follows:

1. NOD lacks an integrated cohesive
process for the functions of strategic
planning, issue management, resource
allocation, scheduling, completion of
work, closeout, and performance
monitoring. Emerging issues are noi
handled weil; and

2. The Corrective Action Program is not
well utilized and needs to be improved:
root and common cause analysis is not
consistently used as part of the corrsctive
action process; and

3. The Modificatior: process iz not user-
friendly and is too complex; and

4 Information systems are not effective in
supporting the monitoring and trending of
performance indicators; and

5. The effectivencss of the process used to
make operability derzrminations and
communicate poténtial issues 1s weak and
not effectively implemented.

Processes are clear, user-
friendly, and achieve desired
results throughout the
organization. The processes
feed inte an overall formal
planning and prioritization
process that integrates

strategic planning budgeting,

and scheduling to effectively
utilize plant resources.

Management has easy access
to the information necessary

to monitor plant performance.

2.1 Determine Scope of Work

Identify all existing issues, actions, and projects above & specified resource threshold.
Prioritize and rank these items. Develop and implement @ manageable subset of these
activities to be included in the current scope of work. Important activities that do not attain
a high enough priority will be considered for future years' work; activities below &
specified priority wiil be abandoned.

[This Chjective supports 2.2}

2.2 Establish an Improved Planning and Prioritization Process
Define and establish an NOD Integrated Planning Process (IPP) that uses the best practices
of other business units within CMS Energy and other utilities for the management of work
performed at or in support of the Palisades Nuclear Piant. The purpose of establishing the
IPP is to effectively manage resources in accordance with business plan cbjectives and
station performance goals. The IPP must evaluate, pricritize, plan, and link issues to
station performance and available resources to reach effective and efficient issue closure
nput from Objective 2.1]

2.3 Improve Corrective Action Process

Improve the Palisades Corrective Action Process to make it more effective in identifying,
trending, and monitoring corrective actions. Lower the threshold for ir<luding events in
the co: ctive action program so that non-consequential events are captured, analyzed, and
trended. Provide clear criteria for performing human performance evaluations and root
cause analyses. Provide explicit guidelines on the timeliness of corrective action

i i r verifving the effecti actions taken t t recurrence.
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GOAL

2.4 Implement an Enhanced Modification Process

Implement the plant modification process improvement program. By employing user
feedback, adjust the process to address concerns and thereby enhance overall usefulness
and acceptance.

2.5 Establish a Management Information System

Develop and implement & management information system to provide managem :nt the
capability to monitor and feedback information eppropriate to esch management level.
Develop and implement tracking and trending mechanisms that provide look-ahead
information, exception reporting, and adverse trend data for problems, actions, events, and
other issues affecting the plant's performance. A consolidated Action Tracking and graded
management reporting function should be a key part of this system

{Input from Objective 1.5]

2.6 Enhance the Operability Determination Process

Enhance the Operability Determination Procuss to ensure it is clearly defined so that safety
issues are promptly and aggressively evaluated and appropriate individuals are aware of
potential operability issues as they anse. Perform a performance and compliance based
focused review that results in specific procedure revisions and associated training for
applicable Palisades Technica! Staff.

[Input from Objectives 5.1,5.2, §.3, 6.1, 6.2]

2.7 Establish a Root/Commen Cause Process

Develop a Root/Common Cause program, including resources necessary for effective
impiementation. Provide clear criteria for performing human performance evaluations and
Root/Common Cause analyses. Enhance the overali effectiveness of the Palisades HPES
program to reduce the number of recurring human performance events. Evaluate the
existing resources to ensure effective implementation, formality of process and
methodology.

[Input from Objectives 2.2, 5.3)

HUMAN PERFORMANCE

There is no overall plan {such that calied
for in SOER 92-01) to address human
performance issues. Facilities are not
adequate to support the guality of work
expected and are an mmpediment to job
performance

All employees are committed
to maximizing performance
and meeting expectation. All
NOD employees have
appropriate facilities, tools,
and processes to maximize
performance and meet

expectations.

1.1 Enhance Employee Knowledge and Skills
Improve the professionalism, leadership and technical training to provide our employees
the skills necessary to maximize performance and meet expectations.

3.2 Improve Site Facilities
Implement the approved Site Facilities Program to include the major Service Building
addition, major renovations to existin - facilities, and the major Support Building addition

Objectives 1.2, 1.3, 1.4, 4.1, 4 © also address human performance related issues
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AREA
CULTURE

Palisades has not established and nurtured
a strong nuclear safety culture that
encourages & questioning attitude,
welcomes cntical seif assessment, values
raising problems, is sensitive to stringent
protection of the design basis, stresses
procedural compliance, and makes
conservative decisions without undue
impact from cost and schedule
considerations. The culture does not
encourage, recognize, or reward teamwork
in the day-to-day work place nor does it
support an appropriately high level of job
satisfaction and quality of work hfe.

An environment exists where
all NOD emplovees know and
demonstrate that safety
{nuclear, personnel, and
radiological} is paramount, is
everyone's responsibility, and
that teamwork and job
satisfaction are necessary for
achieving superior
performence.

4.1 Define and Communicate the NOD Nuclear Safety Philosophy

Establish and nurture a strong nuclear safety culture by providing clear standards and
expectations that nuclear safety and quality s a preeminent value at Palisades. This
includes a strong sense of professionalism, a questioning attitude, critical self-assessment
down to the worker level (self-checking), the need for continuous improvement, the need
for procedure compliance, and a welcoming and accepting attitude toward outside support
Recognize and reward conservative actions and decisions. Develop and promulgate a
nuclear safety philosophy statement that will provide visible reenforcement of these
expectations and standards

[This Objective supports 1.1}

4.2 Estahlish a Strong Sensitivity to the Plant's Design Basis

Establish clear ownership and responsibility for maintenance of the plant design basis
documentation. Increase management and employee awareness and understanding of the
plant’s design and heensing bases, Technical Specifications, reportability and operability
requirements, and guality assurance requirements. Clearly establish and communicate the
design authority for the plant. Instill a greater sense of importance for configuration
control to ensure the integrity of the Palisades’ Design Basis

CRITICAL ASSESSMENT

There 15 a lack of critical self-assessment
at Paiisades. Management is not visible in
the plant monitoring and overviewing plant
activities. Supervisors do not spend
encugh time supervising activities at work
sites. The independent assessment
function has not identified significant
programmatic and technical 1ssues and has
heen ineffective in escalating findings to
obtain resolution from Senior/Executive
Management

Self- and independent
assessments are used es
performance improvement
tools and to anticipate and
avoid significant problems

5.1 Establish Critical Self-Assessment as a Norm for Line Organizations
The independent assessment function has not identified significant programmatic and
technical issues and has been ineffective in escalating findings to obtamn resolution.
Integrate supervisory and management oversight activities, peer group inspection activities,
multi-disciplinary review team efforts, and other assessment activities by personnel and
organizations performing work for or at the plant in order to fully establish an environment
that encourages undiluted input and feedback. Improve the self-assessment effectiveness of
organizations and communicate self-assessment expectations (i.¢.; questioning attitude, seif-
critical nature, zero rework, timeliness of corrective action, root cause analysis) at the
NOD, Palisades, and department levels. Provide training in seif-assessment, human
performance evaluation and root cause analysis techniques. Input should be obtained from
outside organizations, including evaluating and benchmarking high-performing
|_organizations.

5.2 Enhance the Quality of NPAD Assessments

Enhance the technical and assessment skills of NPAD personnel. Seek development and

training opportunities through assignments with outside organizations. Obtain critical

feedback from assessed organizations. Ensure that assessments are focused on true
issues chmarking against indu ders.
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amoDIECTIVES

5.3 Improve the Effectiveness of the Assessment Function

Define, clanify, and strengthen the role of NPAD. Adopt the "Four Levels of Defense of
Quality” model as an aid ia understanding and communicating the role of independent
assessment in testing and probing the programmatic aspects of the organization. Integrate
the NPAD activities with the new Management Safety Review Committee Charter, as
applicable. Strengthen the approsch for resolving NPAD issues.

PLANT CONDITIGN 6.1 Establish a Program to Improve Plant Design Margin

Plant systems and components | Identify, prioritize and schedule material condition issues, design margin issues, and long-
There are material condition, equipment are in conformance with the standing equipment problems that creste operator workarounds or accessibility problems.
prohlems, and technical issues that design basis, maintained in Ensure that input is received from all levels of the organization.

continue to occur in the plart as it matures. | good workmng order, readily
Issues need to be addressed to continu= 1o and safely accessible, and

identify, maintain and improve the plant operator workarounds are at &
material condition. minimum.,
- —
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Palisades Nuclear Plant
1.0 FOCUS AREA - Issue Summary
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3.

5.4

35

ACTION PLAN ACTIVITY

Estimated Duration (in days)

Required Completion if Applicable
Resources Required with estimated manhours

Priority of Activity

Responsible individual:

ACTION PLAN ACTIVITY
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Required Completion if Applicable
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Prionity of Activity
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ACTION PLAN ACTIVITY
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Required Completion if Applicable
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Palisades Nuclear Plant _ Department Master Action Plan

1.0

2.0

3.0

4.0

SUMMARY OF DEPARTMENT FUNCTIONS AND RESPONSIBILITIES

DEPARTMENT MISSION

DEPARTMENT SPECIFIC ISSUES

ISSUE SOURCE REFERENCES
4.1 FOCUS AREA: LEADERSHIP AND MANAGEMENT
A. Objective 1.1, Establish Strategic Direction
1. Communicate revised 1994 Business Plan to department staff.
2.  Communicate consistent vision, values, and strategic focus to
department staff,
B. Objective 1.2, Establish Clear Roles & Responsibilities
1. Attend management training workshops.

2. Communicate roles and responsibilities to department staff and
monitcr employee understanding.
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D.

Objective 1.3, Establish Aligned Management Expectations & Standards

T
.

Develop department Expectations & Standards document.

2. Communicate expectations and standards to department staff through
the conduct of semi-monthly stand-down meetings.

Periodically monitor employee understanding of management
expectations and standards.

4.  Address department performance issues in department action plan.

[

Objective 1.4, Establish a Management Development Program

1. Develop a personal management development plan for department
SUPEIrviSors.

Objective 1.5, Define Management Information Needs

1. Communicate management information system performance indicator
data to department staff,

Objective 1.6, Enhance Control of Contractors & Non-NOD CP
Organizations

1. Communicate control of contractor process to department staff.
Objective 1.7, Enhance Communications with Stakeholders

1. Implement external communications standard.

Objective 1.8, Enhanrce Community Involvement

1. Implement departmental expectations for participation in community
based activities.

| =]
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4.2 FOCUS AREA: PROGRAMMATIC IMPROVEMENT

A.

Objective 2.1, Determine Scope of Work

1. Communicate results of interim prioritization effort to department
staff.

2. Department managers, NECO representative and NPAD representative
meet bi-weekly to categorize and prioritize emergent issues.

Objective 2.2, Establish an Improved Planning and Prioritization Process
1. Instruct department staff in interim work management process.

2. Provide department workload input to interim work management
process.

3. Attend management meeting to validate inputs and resource estimates.

4.  Attend management meeting to disposition current workload and
excess work.

5. Managers and supervisors attend weekly meetings to manage the
interim work management process.

6.  Managers attend monthly meetings to validate process.

Objective 2.3, Improve the Corrective Action Process

1.  Communicate improved Corrective Action Process to department staff,
2. Implement improved corrective action process.

Objective 2.4, Implement an Enhanced Modification Process

1. Communicate enhanced modification process to department staff.

2. Train appropriate department staff in enhanced modification process.
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Objective 2.5, Establish a Management Information System

1. Provide functional feature input for management information system.
2. Participate in analysis of trend data.

Objective 2.6, Enhance the Operability Determination Process

1. Train appropriate staff on Generic Letter 91-18.

2. Train appropriate department staff on operability determination
process

Objective 2.7, Establish a Root/Common Cause Process Using HPES
Program as a Basis

1. Train appropriate department staff on root/common cause process.

4.3 FICUS AREA: HUMAN PERFORMANCE

A.

B.

Objective 3.1, Enhance Employee Knowledge and Skills

1. Maintain appropriate department staff fully trained to perform job
specific tasks.

Objective 3.2, Improve Site Facilities

4.4 FOCUS AREA: CULTURE

A.

Objective 4.1, Define and Communicate the NOD Nuclear Safety
Philosophy

1.  Communicate nuclear safety philosophy to department staff.

2.  Recognize and reward conservative actions and decisions.
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D.

Objective 4.2, Establish a Strong Sensitivity to the Plant’s Design Basis

1. Train appropriate department staff on design basis, safety margins,
and design basis control.

Objective 4.3, Establish a Strong Sense of Teamwork
1. Foster teamwork and team development amongst department staff.
Objective 4.4, Enhance Job Satisfaction

1. Communicate the Job Well Done Program to department staff
(includes on-the-spot recognition and/or rewards).

2. Communicate achievements of department staff.

3. Discuss with each employee their performance semi-annually.

4.5 FOCUS AREA: CRITICAL ASSESSMENT

A.

Objective 5.1, Establish Critical Self-Assessment as a Norm for Line
Organizations

1. Communicate and implement Self-Assessment Program within
department.

2. Train appropriate department staff in self-assessment technigques.
Objective 5.2, Enhance the Quality of NPAD Assessments

Objective 5.3, Improve the Effectiveness of the Assessment Function

1. Communicate role and responsibilities of NPAD to department staff.

N

Department Master Action Plan
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4.6 FOCUS AREA: PLANT CONDITION
A. Objective 6.1, Establish a Program to Improve Plant Design Margin
1. Provide input for plant design margin improvement.
B. Objective 6.2, Enhance the Quality of Design Basis Documentation

I.  Communicate Design Basis Documentation expectations to department
staff,

5.0 ACTION PLAN WORK SCOPE STATEMENTS

5.1 PROJECTS

5.2 PROGRAMS

5.3 LEVEL OF EFFORT
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6.0 DEPARTMENT PERFORMANCE INDICATORS

6.1

Start Date:
Frequency:
Responsible:

Start Date:
Frequency:
Responsible:

6.3
Start Date:
Frequency:
Responsible:
6.4
Start Date:
Frequency:
Responsible:
6.5
Start Date:

Frequency:
Responsible:
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I. OVERVIEW

The following are Action Plan Summaries for the Palisades Performance Enhancement
Plan (P’EP). Each Action Plan identifies a single individual, usually a
Senior/Executive Manager, who has the responsibility and authority to assure the
issues identified in the Action Plan are addressed by accomplishing the tasks in the
Action Plan. Each Action Plan Manager also has the responsibility to verify and
validate that the issues have been resolved and the Obiectives in the Action Plan are
being realized. Once this verification and validation activity has been accomplished,
each Action Plan manager will present their findings to Senior/Executive Management
for final review and appraisal.

ACTYON PLAN 0.0 - Response and Close-Out of DET

Action Plan 0.0, Response and Close-Out of DET, has been assigned to the Diagnostic
Evaluation Team Manager.

A DET Response Team was organized to coordinate with the Diagnostic Evaluation
Team (DET) and provide tracking and response to the DET’s requests for information
(RFIs) and diagnostic evaluation observations(DEQs). The Palisades Performance
Enhancement Plan (P’EP) has been developed which identifies areas for performance
enhancements and Focus Areas, Goals, and Objectives for each of these areas and an
Action Plan will be developed for each Objective. A root/common cause analysis will
be prepared for the DEOs to ensure the resulting issues are captured within the scope
of the Objectives.

The final NRC report on the DET evaluation will be reviewed, issues will be
identified and classified and evaluated for root and common cause and issues will be
dispositioned through either the P’EP or other appropriate integrated tracking system
such as the Corrective Action System. A response to the DET Report will be
prepared, including a matrix of DET issues versus P’EP Action Plans. The Palisades
Performance Enhancement Plan will be reviewed and revised as necessary to address
key issues from the root and common cause analysis and the DET Report.
Verification and assessment activities will be completed to ensure that Action Plan
implementation is progressing, that none of the DET issues have been missed, and
that the results meet management expectations.



FOCUS AREA 1 - Leadership and Management

ACTION PLAN 1.1 - Establish Strategic Direction

Action Plan 1.1, Establish Strategic Direction, has been assigned to the Vice
President of Nuclear Operation;.

The Nuclear Operations Department (NOD) strategic direction, as conveyed in the
Business Plan and CPCo/NOD guide, will be reviewed and revised by the Vice
President of NOD. The draft revision will be subject to review and comment by the
direct reports to the Vice President of NOD to assure buy-in of the vision, values,
strategies, and focus areas by the Palisades Management Team. The revised strategic
direction will be communicated to NOD employees, Non-plant CPCo employees,
contractors and vendors. Verification and validation will occur on an ongoing
periodic basis to assure alignment is maintained and is consistent with CPCo
corporate visiot.

ACTION PLAN 1.2 - Establish Clear Roles and Responsibilities

Action Plan 1.2, Establish Clear Roles and Responsibilities, has been assigned to the
Palisades Plant General Manager.

Existing role and responsibility data from plant departments and external sources will
be collected and analyzed. This information will be used to propose revised
organizational functions, accountabilities, and responsibilities for NOD management
approval. Organizational changes will be communicated and implemented, including
revised administrative procedures. Employee understanding, acceptance and support
of organizational changes will be measured. ’



ACTION PLAN 1.3 - Establish Aligned Management Expectations and Standards

Action Plan 1.3, Establish Aligned Management Expectations and Standards, has been
assigned to the Director of Nuclear Services.

NOD management and department management expectations and standards for
improved performance in nuclear operations will be developed. The standards and
expectations will be communicated to NOD employees through meetings and beoklets.
Surveys will be conducted to assess employee understanding and compliance with the
expectations and standards.

ACTION PLAN 1.4 - Establish a Management Development Program

Action Plan 1.4, Establish a Management Development Program, has been assigned
to the Vice President Staff Assistant.

A model of management competencies and characteristics will be developed to be
used as a basis for reviewing individuals in management and key technical positions.
A review of individuals reporting to Vice President of Nuclear Operations, Palisades
Plant General Manager and key technical positions will be completed to determine
extent to which these individuals meet requirements of their current positions. An
assessment of all managers, supervisors and key technical persons will be completed
using the Management Model.

Individual development needs of supervisors, managers and key technical persons will
be identified and personal development plans generated. A managerial and key
technical position curriculum to identify the expected progression of training and
development activities for management and key technical positions will be developed.

ACTION PLAN 1.5 - Define Management Information Needs

Action Plan 1.5, Define Management Information Needs, has been assigned to the
Director of Nuclear Information Management.

A set of performance indicators will be developed. Plans for broadcasting the
performance indicator data will be developed and implemented.




ACTION PLAN 1.6 - Enhance the Control of Contractors and Non-Nuclear
Operations Department Consumers Power Organizations

Action Plan 1.6, Enhance the Control of Contractors and Non-Nuclear Operations
Department Conswmers Power Organizations, has been assigned to the Project
Management Construction and Testing Manager.

A NOD directive and corresponding implementing document will be developed to
provide single point accountability of contractors and non-NOD CPCo organizations
performing work at Palisades. A stand-alone document for guidance on control of
contractors and non-NOD CPCo organizations will be established. Technical staff
training to re-enforce Plant Management expectations relative to Service Coordinators
and non-NOD CPCo organizations will be implemented. Service Coordinators will be
required to develop project specific goals and objectives which directly support
Palisades results areas of safety, quality, reliability and economic performance. Input
from other utilities industries will be used to enhance the quality of the process.

ACTION PLAN 1.7 - Enhance Communications with Stakeholders

Action Plan 1.7, Enhance Communications with Stakeholders, has been assigned to
the Plant Safety and Licensing Director.

A communications plan will be developed and implemented. A process for
monitoring communications will be developed, including monitoring of frequency of
contacts, feedback from NRC, and reporting o the Vice President of NOD or the
Plant General Manager. A daily report on m anagement and licensing issues will be
developed and issued to key management and supervisory personnel.

ACTION PLAN 1.8 - Enhance Community Involvement

Action Plan 1.8, Enhance Community Involvement, has been assigned to the Senior
Public Information Specialist.

Opportunities for CPCo personnel to participate in community activities will be
identified, and an on-going dialogue between Palisades and local officials will be
created to facilitate regular meetings and foster closer ties. A citizens advisory board
will be created. An outreach program for CPCo employees to provide educational
presentations will be developed.



Il. FOCUS AREA 2 - Programmatic Improvement

ACTION PLAN 2.1 - Determine Scope of Work

Action Plan 2.1, Determine Scope of Work, has been assigned to the Palisades Plant
General Manager.

A project team will be created to collect information on major existing initiatives,
process improvement activities, non-routine tasks above a specified resource,
proposed plant modifications and actions planned in response to internal and external
commitments. A screening procedure will be utilized to categorize and prioritize
identified work items. Results will be submitted to a management forum for review
and approval. Items not meeting the predetermined benefit/priority threshold will be
deleted or delayed. Delayed items will be incorporated into the integrated plant
business planning process. Emergent issues will be similarly categorized and
prioritized until P’EP Action Plan 2.2 is completed.

ACTION PLAN 2.2 - Establish an Improved Planning and Prioritization Process

Action Plan 2.2, Establish an Improved Planning and Prioritization Process, has been
assigned to the Director of Nuclear Services.

NOD planning needs will be determined and a planning/prioritizing model will be
developed. An work management process will be implemented that includes work
management, priority setting, collection of work as either level of effort (LOE) or
greater than LOE, and ’cost accounting’ (time-sheets). Management will be provided
with performance reports and periodic management review meetings to discuss the
work management system. An information technology application will be selected
and implemented to support a long term implementation of the work management
system.

ACTION PLAN 2.3 - Improve Corrective Action Process

Action Plan 2.3, Improve Corrective Action Process, has been assigned to the Plant
Safety and Licensing Director.

The existing NOD Corrective Action Process will be evaluated and revised based on
organizational feedback, relevant internal and external issues, and processes used by
other utilities.



ACTION PLAN 2.4 - Implement an Enhanced Modification Process

Action Plan 2.4, Implement an Enhanced Modification Process, has been assigned to
the Manager Nuclear Engineering and Construction.
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