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SUMMARY REPORT BY THE
EXECUTIVE DIRECTOR NUCLEAR PRODUCTYON
REGARDING AO PERFORMANCE CONCERNS

Two reports have been provided to me and are enclosed. One
report has been provided by the Independent Review Team (IRT) and
is an assessment of the Auxiliary Operator performance concerns:
the second report has been provided by the Ctation Manager and it
summarizes Station Management activities with regard to the
Auxiliary Opecator performance concerns. The purpose of this
report is to provide an Executive Summary of the two reports and ‘o
provide a perspective on the Auxiliary Operator watchstander (AOQ)
performance concerns.

There were certain AO watchstanders who did not perform
their 7jobs correctly. Maragement ceannot always prevent an
individual from performing poorly if he is predisposed to
performing in an unacceptable manner. However, Management must
take responsibility for the overall impact on the organization of
the AQ performance concerns. These concerns have prompted
Management to carefully reflect on how the organization performs
activities, how Management interacts with all levels of the
organization and how Management communicates expectations to the
organization. In the final analysis, Management is responsiktle for
all activities at Seabrook Station., A: Executive Director Nuclear
Production, I take ultimate responsibility for these performance
concerns.

The Independent Review Team provided a comprehensive report

with regard to the Auxiliary Operator performance concerns. I feel







a remedial training program, the scopa2 of which is now defined.
They have been placed on probation for a minimum of six months,
during which time their performance will be closely monitored. 1f

any individuals cannot be remedis*ed within the probationary

period, further disciplinary action will be initiated by

Management. None of the suspended individuals will be reinstated

to AO watchstanding duties without prior approval »f the President.

Management adopted the philosophy from the outset that it is
essential to deal witn the AO performance concerns aggressively in
order to ensure that its seriousness is well understood by all
Company employees. It is essential that all NHY employees
understand Management's expectations and their persoconal
responsibilities and accountability. In addition to the removal
from duty of those individuals involved and the immediate
initiation of an IRT assessment, the following additional short-
term corrective actions have been or are being taken.

«+ The Shift Superintendent that made the initial identification
of the discrepancy, discussed the incident with the oncoming
Shift Superintendent at shift turnover that same night. Each
Shift Superintendent has counseled his crew on watchstanding
practice and Management expectations regarding AO rounds.

+ A comparison of the computerized card key entry logs with the
AO’s required Rover rounds and log entries are being performed
on a daily basis until further notice.

+ Operations Management issued a night order on March 3 to the

operating crews regarding complacency.






Management 4ill complete interviews with each individual in
order to a certain their understanding of their duties and
responsibilities and Management’'s expectations of thenm.

+ The NHY President issued a letter to all employees summarizing
the AQC performance concerns and stressing employee
responsibility regarding accuracy and accountability. The NMY
President has met with the Management and supervisory staft
and has issued a memorandum reminding all employees of the

NRC’s regulations related to deliberate misconduct.

The IRT, in my opinion, stated correctly that there were three
groups of AO performance activities. Croup I consists of those
individuals who knowingly omitted portions of their rounds without
any reasonable justification. Group Il individual: understood the
importance of and requirements of AQO rounds, but had rationalized
why certain areas or pieces of equipment did not have to be
inspected on every round. Those individuals appeared to believe
that they were doing the right thing or potentially doing a better
job by devoting more of their time to what they felt were more
important items. Group III individuals consist of those who
clearly understood the importance of and the requirements of the AD
rounds and rigorously completed those rounds. There were also
instances of Group Il AOs who clearly understood the regquirements
of their rounds, but missed certain areas on rare occasions. These
areas were missed due to honest mistakes or due to distraction by

other work activities. Their missed portions of rounds were
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extremely rare and did not represent a pattern of behavior.

I believe that it is the rationale of the IRT, that an
individual who willingly does not perform his activities cannot be
prevented frum doiny so strictly by Management action. I agree
that if an individual is predisposed to no:t performing his job
correctly, ‘here are no reasonable preventative measures that
Management can put in place to preclude that situation. However,
Management has the responsibility to review the process for hiring
that individual in order to ensure that there were no potential
indications which could have been identified in the preemployment
screening process. In addition, Management has the responsibility
to review the Company’s processes for development of the affected
individuals in order to identify further opportunities to reinforce
Management expectations and work ethic.

The IRT, in their transmittal letter for their assessment,
noted that the task force found considerable evidence that supports
an effective technical task management style and safety culture
within the organization. The organization is composed of extremely
capabie, technically oriented individuals who are very much tasked-
oriented in nature. As a result, the organization as a whole,
puts less emphasis on people~-coriented skills. Therefore NHY should
review how we train our managers and supervisors to assure that we
improve the manner in which we treat and interact with all
individuals within NHY. Special euaphasis should be place on
assuring that Management’s expectations, basic work ethics, and

professional interactions at all levels of the organization are




understood and properly implemented. In the case of Lhe ACs in
particular, we need to assure that NHY expectations are
communicated to ur First-lLine Onerations Management. This
includes the expectation that the AOs must be fully integrated into
the shift team, and then reinforce this phrilosophy on all shifts.
There must be a "buy-in" by First-Line Supervisors that they are
members of Management, and that they have ownership for the
oversight and development of the AOs. The AOs must recognize that
although they work in remote areas of the Station, they are an
integrated portion of tha NHY team. The AOs must realize that
their job is important, even in the performance of routine and
repetitive activities.

I recommend the following initiatives in addition to the

recommendations of the Independent Review Team.

Recommendation #1

New Hampshire Yankee should acquire the services of an expert
consultant to work with Management in order to enhance
comnanications and team building. The consultant should be

selected by May 15, 1992.
Management Responsibility: President & Chief Executive

Officer / Executive Director

Nuclear Production

Action Due Date: May 15, 1992

Recommendation #2




Management should review its hiring and orientation practices

at in order to assure that they consider all appropriate
attributes for hiring and developing employees. This review
will be initiated by the Executive Director Nuclear
Production, the Station Manager, and the Employee Relations

Manager.

Management Resporsibility: Employee Relations Manager
Action Due Date: June 15, 1992

Recommendation #3

Manageaent should redouble its efforts in its support and
communication with the on-shift crews. The Station Manager,
Operations Manager, and the Shift Superintendents will develop

a plan to foster better communications.

Management Responsibility: Station Manager
Action Due Date: June 1, 1992

Recommendation #£4

Management should review industry experience with regard to

these types of concerns and implement the lessons learned.

Management Responsibility: Regulatory Compliance Manager
Action Dueg Date: December 1, 1992

The following are recommendations recently received from the






+ Need for integrity/accuracy/completeness when documenting

work activities. Emphasizing that all documentation may
be needed to reconstruct work activities.
+ NRC regulation on willful misconduct by licensed and/or
unlicensed employees.
Responsible Management: Training Manager
Action Plan Due Date: May 15, 1992

IRT Recommendaticn #£3:

Streamline Company operatiuns by consolidating and elimirating
(as possible) programs, policies, manuals and procedures.
Emphisis should s placed on eliminating redundancy and
excrssive administrative requirements and documentation (e.q.,
canceling Nuclear Production Manual, gquarterly surveillance

for Shift Superintendents to review Work Request priorities,

procedure for bulletin boards). Consider using outside

expertise.

Responsible Management: Executive Director Nuclear
Production

Action Plan Due Date: June 15,1992

IRT Recoumendation #4:

Determine where operations administrative burdens for
compliance with Technical Specifications and NRC commitments
can be reduced by design enhancements. Examples:

+ CFW back leakage temperature monitoring
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« Spent juel Pool cooling pumps area temperature

tesponsible Management: Station Manager
Actiop FPlan Due Late: July 1%, 1992

BRI _Aecommendation 45.

Yevies and revise the A0 logs to eliminazte checks determined
to vw ercersive (e.¢g., Cooling Tower and CST every four

hours) .

Responsible Management: Operations Manager
Action Plan Due Date: July 1, 1992

1BI. Racommendation £6:
ronsider providing Auxiliary Operators with updated tools for

recording rounds data to provide consistent documentation and
enhanced capability for equipment monitoring. Cons.ider
systems such as used by Virginia Power (Nuclear Plant Journal,
Jan-Feb, 1992).

Responsible Management: Operations Manager
Action Plan Due Date: June 1, 1992

IRT Recommendation #7:
Revise the AC Initial Training Program so that at the start

and the end of the program, the Executive Director Nuclear
Production, Staction Manager, Operations Manager, and Training
Manager address the Company’s expectations and standards that

the AO must meet, and convey the consequences of failing to
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meet these expectations and standards. This should be

emphasized annually during A0 Continuing Training.

Responsible Management: Training Manager
Actigon Plan Due Date: Tuly 1, 1992

IBT_Reconmendation #8:

A#vise the A0 Initial Training Program so that upon AO’s
arrival a* t:ning, the Shift Superintendant (88) delivers
Operations Departmert &xpectations to the new Ao
(orientation). In addition, an AO currently on the shift
meeting these expectations will be assigned as a mentor to
train this new A0 on job requirements during the OJT process.
This will include signing of all qual guide related material.
The Shift Superintendent will be responsible for monitoring
the progress of assigned AOs throughout the training program
to make sure the department’s expectations are being met.
Responsible Management: Training Manager

Actl n_Plan Due Date: July 1, 1992

LRI Recoumendation £9:
Revigse the AQO OJT Frogram to incorporate the Operations Good

Practice on AO logs and round taking.

Responsible Management: Training Managev
Action Plan Due Date: May 15, 1992
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IR Recommendation #10;

Add signature blocks on the OJT qual guide to include:

. AO mentor, stating that the A0 trainee is ready for
qualification approval.

. AO trainee, statig he accepts all resprnsibility of
information found in qual guide.

. Shift Superintendent, statig his erpectations have been
met .

. Operations Manager, stating tha' thes department

expectations have been nmet.

Responsible Management: Training Manager
Action Plun Due Date: May 15, 1992

IRI Becommendation #11:

Review applicable 0JT lesson plans and Job Performance
Measures (..e., rounds, logs keeping, CST integrity checks) to
ensure that AO administrative requirements have been included

in these lesson plans.

Responsibie Management: Training Harager
Activn Plan Due Date: May 15, 19%2

IRT _Recommendation #.2:
Operations and Training should re-evaluate the priority placed

on the AO Continuirg Training Program. Training should ensure
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Responsible Management: Operations Manager
Action Plan Due Date: July 15, 1992

IRT Recommendation £16:

Develop a standard orientation program for new employees to
convey clear and concise Management expectations and develop
a4 means to reinforce these expectations on a requalificatien
basis. (See Recommendation #7 and #8 for example.)

Responsible Management: Training Manager/Employee Relations

Manager

Action Plan Due Date: May 15, 1992

IRT _Recommendation #17:
Develop team building oppurtunities with all on-shift
Operations personnel. Consider periodic gatherings, othey

than shift turnover, which would encourage team interplay.

Responsible Management: Operations Manager
Action Plan Due Date: May 1, 1992

IRT _Recommendation #18:
Develcp Operations Department good practices to incorporate
Operations standards, management expectations and good

practices pertaining to A0 logs and watchstanding.
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On some occasions the AOs did not truly understand why they
had to perform their rounds; especially in regards to standby
equipment that remained idle. This shows a lack of understanding
in the organization regarding Management’'s expectations and the
basis for those e, ectations., We, as an organization, tend to
focus on high priority tasks. In that regard, we have the
potential to unintentionally minimize the importance of routine
activities. Management expectations should be reinfcrred |n
training: however, training cannot be used as the exclusive method
for communicating expectations to the organization. Training is an
extension of Management, however, training cannot be used in lieu
of proper Management communications. I recommend that NHY
concentrate or assuring that the management in each department
clearly communicates and reinforces by example, basic expectations
related to day-to-day job activities.

In concluding this report, I am heartened by two facts which
1 believe are important to note. First, we identified these AO
performance concerns by means of our internal review progranms.
Second, in all of the interviews conducted with the AOs, it became
clear that the AOs recognized that if their supervision had been
aware of the AOs missing portions of their rounds, such action
would have been considered unacceptable and the AOs believe that
they would have been directed by their supervisicn to complete the
missing portions of their rounds. Notwithstanding these facts, we
nust now aggressively implement the recommended actions to prevent

these unacceptable practices from recurring. I have and will
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continue to monitor the effectiveness of our short term corrective
actions. 1 am confident, based on all of our actions to-date, that
Seabrook Station continues %o be operated safely and in accordance
with all our operating license requirements. . believe that with
the completion of the IRT and Management assessments, we have a
good understanding of the root causes of the A0 performance
concerns. I also believe that with the short term corrective
actions we have put in place and with the implementation of the
recommendations contained herein, we can be confident that our

activities are being conducted properly.

e e

Bruce L. awbrid

Eyecutive Director Nuclear Production

Enclosure
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