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Procedure Revision Summary

Title: Corrective Action Process Fffectiveness Assessment

New Issue
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PURPOSE

The purpose of this instruction is to describe a consistent approach for
periodically assessing the effectiveness of the Corrective Action Process.

ICY/

Effectiveness of the Corrective Action Process should be Jetermined through
follow-up of examples of potentially ineffective corrective actions and analysis of
Corrective Action Process indicators. Corrective action effectiveness should be
determined through information on the current frequency and significance of
previously identified problems. 1his information can be obtained by conducting
observations in the problem areas and conducting interviews with individuals
familiar with the problem areas.

An optimum approach to determine the effectiveness of the Corrective Action
Process is to use a combination of compliance-based and performance-based
assessment technigues.

mpliance- roach Incl :

¢ Review of related procedures.

Evaluation to determine if procedures meet the requirements.
Evaluation to determine if the procedures are adequately implemented
Identification and correction of gaps

Performance-Based Approach Includes:

¢ Review of performance results.

Evaluation to determine if problems are adequately fixed
Cause determinat on for problems not fixed

¢ Correction of problems and causes of problems.

The general objectives of conducting an assessment of the Corrective Action
Process are ic

* Determine the overall effectiveness of the Corrective Action Process.
Identify process strengths and weaknesses

Identify conditions adverse to quality

Racommend solutions to fix problems and causes of problems



40

NASI-00-507

Revision 0
Page 5 of 18
30 . REFERENCES
31 NDAP-00-0110 Nuclear Department Self-Assessment
32 NDAP-QA-0702  Condition Report
33 NASP-00-501 Conduct of Assessment Frojects
34 NASI-00-501 Assessment Project Plans
35 INPO 96-006 Performace Objectives & Criteria for Nuclear
Generating Stations
IBILITI
41 Supervisor-APS
411 Ensures that A rsonnel are provided with the resources and
training necessary to achieve effective implementation of th's
instruction.
412 Assists APS personnel in scoping and planning the assessment
project.
413 Provides support in formation of an adequate assessment team.
4 1.4 Paricipates in meetings and/or discussions with customer to help
focus customer expectations, APS role in the assessment and
obtaining commitment from the customer to develop an action
plan in response to the assessment report.
415 Assures implementation of this procedure.
12 Assessment Team Leader/Facilitator

421

422

Otains customer's expectaticns for the assessment (schedule
requirements, cost limits, special project deliverables, etc.).

Prepares an assessment plan using the guidance contained in
NASI-00-501 that includes the following items.

e Objective (e.g., to determine the effectiveness of the
Corrective Action Process and improve process and
corrective action effectiveness).
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¢ Scope (should include full assessment of complete Corrective
Action Process and a review of follow-up effectiveress).

* |dentification of customer and process owner.

¢ Methodology (This procedure can be referenced as the
methodology to be used )

¢ Assessment Team (Identification of team members and their
qualifications.)

¢ Deliverables.

Assures that an adequate team is assembled to perform the
assessment.

Schedules and conducts a team kick-off meeting. The following
items should be presented and addressed at the kick-off meeting.

e Dverview of assessment project plan and schedule.

« Team member responsibilities, roles, availability, and
commitment

« Overview of methodology or indoctrination and training of the

team (The Corrective Action Process Effectiveness Checklist
contained in Attachment A shouid be used.)

e Other items, as appropriate

Assures that the assessment plan is followed and the steps
outlined in the Corrective Action Process Effectiveness Checklist
conta.ned in Attachment A are accomplished.

Assures that the Corrective Action Process Effectiveness
Evaluation Form (Attachment B) is completed.

Prepares a final assessment report.

Assures implementation of this procedure

Assessment Process Services (APS) personnel are responsible for
implementing this procedure for assigned projects.
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50 DEFINITIONS
Definition of Key Terms can be found in NASP-00-501, Paragraph 5.C.

60

51

5.3

Problem Area Classification - The process of reviewing and evaluating a
sample of Condition Reports to identify similar recurring conditions and
grouping those examples under deficiency headings that relate to a
weakness in one of the attributes of an effective Corrective Action
Process.

Process Owner - An individual with responsibility for the process
assessed and with the authority to implement appropriate correctiva

action

Customer - The indiviwual who requests or directs that an assessment
project be conducted. The Customer sets the expectations for the project
and is the person to whom the assessment project results are directed.

PROCEDURE

6.1

6.2

Project Initiation - Assessment activities to evaluate the effectiveness of
the Corrective Action Process are performed on a periodic basis.
Corrective Action Process Effectiveness Assessments will be initiated by
either the Manager-NAS and/or the Corrective Action Process Owner.

Team Identification and Commitm. nt - The Supervisor-APS,
assessment customer, team leader and/or team facilitator shot.id work
together to build an assessment team that will be sufficient in numbers
and contain the necessary expertise, knowledge and experience to
assure success of the assessment. The Supervisor-APS and the
assessment customer should assure that the selected team members will
be sufficiently excused from their regular duties to meet the demands of
the assessment. The customer and the team leader and/or facilitater
should assure that the appointed team members are able to, and do
commit to, their role in conducting the assessment.

621 Criteria for Team Leader/Facilitator

Experience in assessment techniques and methodoiogy.
Knowledge of Corrective Action Process.

Broad perspective of plant operation.

Credibility with Management, Supervision and Team.

Good communication skills.

Management skills needed to keep team focused on objectives
High standards
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Criteria for Team Members

¢ Knowledge of assessment teshniques and methodology

+ Experience and/or knowledge of Corrective Action Process
¢ Good communication skills

¢ High standards

Assessment Preparation

The following information should be obtained and reviewed by the team
prior to starting the assessment

Description of the Corrective Action Process NDAP-QA-0702
Condition Report

List of CRs since last assessment or some predetermined datle
List of adverse trends identified by the Corrective Action Process
LERs and other high level events

Previous Corrective Action Effectiveness Assessments Or
Evaluations

INPO evaluations and assists in area, if any

NRC Corrective Action Process Audits, Inspections, etc
Internal Corrective Action Process QA Audits

List of problem areas that indicates either ineffective correct ve
ac..ons or programmatic problems that could result in ineffective

corrective actions

Other related information from internal sources (QA, ISES, QC
ERTs, Self Assessments, etC)

Other related information from external sources (Industry Events
CMAP, etc)

Start a list of potential problem areas
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Problem Area Classification

Using a sample of Condition Reports selected and other gathered
information, sort the data into functional areas. Then, group the data with
common symptoms of observed performance weakr esses into categories.
Grouring such as:

Mispositionings

¢ Contamination Control

Control of Temporary Modifications
» Maintenance Practices, etc.

Note: The INPO Performance Objectives can be used.

At this initial stage, do not group items for more complex issues, such as
procedure compliance, supervisory involvement, etc.

641 Classify this raw information under appropriately selected
deficiency headings.

a Post the deficiency heading

b  Place each sample under a deficiency heading. Include the
date, a brief description, and the reference (CR number).

¢ As the number of examples grow, the deficiency starts to
become a developing potentia: problem area.

d. Move examples around. If a nurnber of examples start to
form a new pattern, or finer deficiency, create a new
deficiency heading.

e Avoid developing a potential problem area with one or two
examples, unless they are very significant on their own.

642 Compile a list of potential problem areas using the deficiency
headings and examples generated above.

Evaluate Potential Problem Areas
Review the list of problem areas for the following

651 Review the chronological development of the potential problem
areas
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Determine if repeat incidents have occurred. If so, why?

Datermine if documented evidence (or preventive) actions were
of sufficient quality and timeliness to prevent recurrence.

Determine if documen‘ed cases (or industry assessments) were
of sufi.cient quality and timeliness to prever! recurrence.

Determine if the list and analysis o ,* svious occurrences were of
sufficient quality and timeliness to identify potential adverse
trends

Determine if adverse ‘rends were ideritified and if broader
corrective actions were taken as a result of the adverse trend.

Evaluate and then categorize the identified problem areas and
associated examples using the following attributes of effective
Corrective Action Processes.

¢ Examples that may indicate problems with condition
identification

o Examples that may indicate problems with condition
evaluation

o Examples that may indicate problems with the identificatio’ or
correction of adverse trends Include CFAR (an NPRDS
application) in this area

« Examples that may indicate problems with tirneliness or
effectiveness of corrective actions

o Examples that may indicate problems with inadequate
follow-up on the effectiveness or monitoring of corrective
actions

o Examples that may indicate problems with effectively
incorporating industry experience.

Also note examples that indicate that the attributes are routinely
met or exceeded.
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66 Interview Line Management and Process Owner

661 Interview line management in the particular area being assessed
and ask for their perceptions on the effectiveness Jf the
Corrective Action Process and ask for any particulr xamples of
observed weaknesses. Update the list of potentia, , ‘oblem areas
to include these examples for follow-up.

During the interviews, emphéasize the following:

o Topics where managers/supervisors suspect improvements
could be made (ask for examples, if possible).

o Topics of special interest to manager/supervisor.

¢ Topics where manager/supervisor believes performance is
strong.

662 Provide a copy of the Problem Area List to the Process Owner
and obtain his/her comments and perspective.

6.7 Evaluation of Key Attributes to the Effectiveness of Corrective
Actions

Identify items that can not be obtained frnm reviewing Condition Reports
by implementing the following activities. Update thc list of problem areas

as appropriate

6.7.1 Conduct observations of field activities and conditions and
conduct interviews with personnel to verify that conditions
meeting the criteria for reporting are being identified and
reported

872 Obtain and analyze precursor adverse trends that should be
included as a part of line self-assessment activities nd reported
as Level 3 Condition Reports

67 3 Conduct interviews with line pers.nel to ensure that lessons
learned from previous industry or in-house experience is being
effectively communicated and incorporated.



68

69

610

NASI-00-507
Revision 0
Page 12 of 18

Verify and Validate Problem Areas

Verify and velidate the examples documented in the problem area list to
determine If they are applicable examples Place valid examples under
the appropriate attribute category. Note To assess the area of
condition evaluation, additional follow-up and nbservations of the CR
process will have to be performed.

Develop Observations

Evaluate the data gathered in performing the activities described in 6 4
through 6 8 and document the results as “observations”. These
observations will provide the basis for grading and commenting on the
effectiveness of the Corrective Action Process. (See Attachment B).

Follow-up on the examples inciuded in the documented observations to
understand why the particular step(s) of the Corrective Action Process
was ineffective Document these results in the observations.

Use the following guidance when developing observations.

691 Document the chronological development of the examples and
the corrective actions.

692 Provide sufficient details to determine problem (preqrammatic
cause) with the Corrective Action Process. Consider using key
words to help focus on the problem

693 Provide cause and impact of example (e.g., repeat incident or
increased potential for a repeat incident).

694 Document the extent of the issue based on observations and/or
interviews and/or document reviews.

Development of Probiem Statements and Process Strengths

Based on the number and significance of examples found \n each area (or
performance that consistently meets or exceeds expectaticns), develop
problem statements (and strengths). Verbally present these problem
statements and strengths, along with supporting examples and causes to
the assessment team for agreement and buy-in. Follow-up and modify,

as appropriate.

Use the following guidance when developing problem statements
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6.10.1 Classify identified problems hy the step ot the Ccrrective Action
Process adversely impacted.

6.10.2 Use the key words developed as part of the observations to
assist in classification.

6.10.3 The most frequent and/or most significant examples in a
particular area are the candidates for problem statements.

6104 Typically need at least three examples to develop problem
statements.

Finalize Results

Finalize the observations, problem statements and strengths. Usirig
Attachment B, Corrective Action Process Effectiveness Evaluation,
provide an assessment grade and comment in each of the attribute areas
Team leader will compile and integrate the results and present results to
the customer

Key Points to Use When Finalizing Results

e Must be readable to customer and plant management.

 Commuricate the facts with appropriate perspective (a problem or
opportunity to improve).

e Answer the question “SO WHAT?", i.e., “So what if this condition
exists, what are the adverse consequer. ~2s™

e Provide the extent as well as the significance of each fact.
e Present causes of problems that are known.
Initiate Corrective Action

Based on results, team leader will request that the customer initiate
corrective action whenever a 4 or 5 grade is obtained to improve process
performance or escalate the issue if more than one effectiveness review
indicates that performance remains at the 4 or 5 grade level (i e , the
problem is not being resolved). The next periodic assessment will follow-
up on previously identified efrectiveness review issues
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613 Future Assessment Improvement
Based on experience using this process, update the attributes, grading

criterie and overall process to improve its effectiveness for the next
assessment

"0 RECORDS
There are no QA records gererated as the result of this procedure.
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CORRECTIVE ACTION PROCESS EFFECTIVENESS
CHECKLIST
COMPLETED? ACTIHATY

1. Obtain and review NDAP-QA-0702 to obtain an understanding of the overall process. If
the NDAP is in the process of being updated, obtain a draft copy.

2 Obtain and review the results from previous corrective action effectiveness reviews,
evaluations, audits, etc. This may include exiernal assessments (e 9., NRC, INPO).
lgentify problem areas that indicate either ineffective corractive actions or programmatic
problems that could result in ineffective corrective actions. Develop problem area list.

3. Obhtain Condition Reports since the last effectiveness review (or the time period scoped for
the assessment). Sort the Congition Reports into the areas that are included in the scope
of the assessment (e.g., Operations, Maintenance, System Engineering, Health >hysics,
Chemistry, etc.).

4. Using the method of Symptom Classification, sort the Condition Reports into the following
categories based on attributes of effective corrective action processas:

a. Examples that may indicate problems with condition identification.
b. Examples that may indicate problems with condition evaluation.

c. Examgies that may indicate problems with the identification or correction of adverse
trends If applicable, include CFAR (an NPRDS application) in this area.

d. Examples that may indizate problems with the timeliness or effectiveness of
corrective actions

e [Examples that may indicate problems with inadequate follow-up on the e fertiveness
or monitoring of corrective actions.

f.  Examples that r.ay indicate problems with effectively incorporating indu stry
experience (if industry experience is included in the scope)

Als) note examplées that indicate that the attrnioutes are routinely met or excieded.

5. Document the examples and add to the problem area list to be reviewed lat ir.

6. Interview line management in the particular area being assessed and ask fcr their
pe-ceptions cn the nffectiveness of the corrective action process and ask fcr any particular
examples. Update the problem area list to include these examples for late: Tollow-up.

7. Update the problem area list to inciude items that could not be obtained fro n a reviev of
Condition Reports, but that are key atiributes to the effectiveness of correc ive acticns,
including:

a. Observations of field activities and cond'tions and interviews with pers nnel to verify
that conditions meeting the criteria for reporting are being identified ar d reported

b. Obtaining and analyzing precursor adverse trends that should be inclu jed as a part of
line self-assessment activities and reported as Levei 3 Condition Repcrts

c. Interviews with line personnel to ensure that lessons learned frorn pret ious industry or
in-house experience is being effectively communicated and incorpora ed

Form NASI-00-507-1, Rev. 0, Page 1 of 2
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Provide a copy of Problem Area List 10 the Process Owner and obtain customer's
comments and perspective

Perform observations of field activities and conditions to identify if the following is
consistently occurring

a. Conditions are being identified and reported as required
b Corrective actions from previous problems have been taken and are effective

€. Lessons learned from industry and in-house experience are being effectively
communicated and incorporated into day-to-day activities

Also identify new examples that could indicate problems with the effectiveness of
corrective actions

Follow-up on previously identified examples in the problem area list to verify and validate
if they are applicable examples and, if so, which of the various attribute categories the
examnles belong. To assess the arva of condition evaluation, additional follow-up and
observations of the CR rrocess will have 1o be performed

2ocument the results of Steps 4 and 10 as “observations®. These observations will
provide the basis for the grades and comments on the Corrective Action Process
Effectiveness Evaluation Forms coitained in Attachment B

Follow-up on the examples included in the observations to understand why the particular
step(s) of the corrective action process was ineffective. Docuement these results in the
observations

Based on the numuer and significance of examples found /1 each area (or performance
that consistently meets or exceeds expectations), develop problem statements (and
strengths). Verbally present these problem statements and strengths, along with
supponing exampies and causes to the assessment team for agreement and buy-in
Follow-up and modify appropriately based on this discussion

Present the results to the customer for icview and comment. Based on this discussion
follow-up and modity the results as appropriate

Complete the observations, problem statements and strengths. Using the Correstive
Action Prociess Effectiveness Evaluation Forms contained in Attachment B, provide an
assessment grade and comment in each of the attrihute areas. Provide all of this
information to the team leader for review and approval. Team leader to compile and
iniegrate the vesults and present it to the customer

Pased on results, team leader will request that the customer initiate corrective action
whenevor a 4 or S grade is obtained to improve performance or escalate issue if more
than one efiectiveness review indicates that performance remains at the 4 or § grade
level (1.€., the problem is not being resolved); The next penodic assessment will follow-
up on previously idenrtified effectiveness review issues

Based on experience using this process, update the attributes, grading criteria and overall
process 10 improve its effectiveness for the next assessment




COKRECTIVE ACTION PROCESS EFFECTIVENESS EVALUATION

NO - Not observed; | - Meets or exceeds the Standard: 2 - A minor problem implementing the Standard; ) Twa or three minor probiems implementing the Standard. 4 Does not consistently meet standard

(45 cxamples), S Significant problem inplementing standard (cither significant problem. or >S5 cxamples)

achment B
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Rev O
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STANDARD, AND CRITERIA

Condition identification. Conditions that meet the critera for Leve! 1 2. 3 CR reporting are
self identifiec and quickly and consistently entered into the process

The time between the condition being discovered anc the reporting are minimed (by the end of the shift
or end of the day)

Precursor adverse trends are idertifiad and reportea before more significant conditions accur
Condtions are consistently identified by the directly involved work group (including 1s: ine supervisors)
Some conditions are wentified by impacted work groups A few conditions are dentified by 2nd ine
Supervision and above and intermal QA External groups do not identify Level 1. 2, and 3 conditions that
have not been previcusly identifed

Condition Evatuation. Conditions sre assigned the appropriate significance leved, the gener
imphications and oot causes are appropriately determined, the appropriate actions are identified and
communicated, and important results (significance review and CR investigation) are binnc. for trending in
a timely manner  Note that this atribiste is assessed by followingup on the effectiveness of
corrective actions.

The significance lev- i assigned within 3 days of condition identification and the appropriate
nveshgation type s 2~ signed

Previous riermal operating experience is used to help de:ermine the yeneric G’Mdhm
and 15 factored into the significsnice level

Root cause analysis and cause determination are appropriate ‘o prevent recurrence For Level 1
conditics 3nd Level 2 conditions requiring a root cause. the reascns why previous cuirective actions
from in-house o v \dustry operating experience were ineffective are identified (if applicabie)
Recommended actions 21 determined, approved, and appropriately assigned v ithin 20 days  The
actions appropria’ely acdress the causes, are communicated and assigned to the appropriate individhals
(Reportable Leve! | conditions are compieted within 20 uays of beig assigned )

Adverse \"ends. Adverse trends are identified, causes determined, and actions assigned in a timely
manner

Pmmuum«umqmcnmdmmmumh
investigation v~ hin 3 days The trend is verified and vaiidated and_ if valid, the causes and actions are
identified, >ssi yned_ agieed to and »pproved within 30 days
MMN‘mWhMMdhC&MNMh
investigation witiun 1 days The trend is verified and vatidateq and, if valid, the causes and actions are
dentified, assigned, agreed to and approved within 30 days.
Prmwﬂmmmﬂnﬁ(tﬂﬂ.ﬁm“mm,m‘“mw
Qquanerly jevews of precur sor conditions and are entered as Level 3 conditions  The causes and actions
as decthed sssgned agreed to and approved within 30 days Note that sources of information
wthes than CR (e g . seil assessment results) will have to be reviewed.

COMMENTS:

o NANT LAYy | PO ~ " . -
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STANDARDS AND CRITERIA

Cerrertive Actions  Comrective actions are taken in a trmely and effective manner

Immes >te corrective actions and achons 1o correct condhions are taken so that the consequences of the
immediate problem are rmdigated and the chance of immediate recurrence 18 reduced  Theae actions are
taker, before another activity occurs which can have # happen agan and could nclude compensatory
actions until ionger term corrective actions are inpemented
Longer tesm correciive chions (actions 1o prevent recurrence) are taken betore activities or conditions
exist which increase the chance of a recustence or within 6 months afler the actions are 2ssigned  Some
fonger term actions (e g | needing outages or modifications) may take longer
i corrective actions to prevent recurmence for | evel 1 and 2 condtichs have not been implemented and
another condition occurs either

A nsk determination is made 1o justify the c.iginal timung of the corrective actions

Cwm.oﬁ\bmw“mm-em

The timung of the commective achons is modified 1o prevent further recurrence
The long-r terin corrective actions address the causes and exient of the problem such thal problem
recurrence i efiminated (i ¢ | these are the nght corrective actons)
Ineflective or untimely correcte actions are “centified communicated ano appropriately escaiated
mmm-.mmmmmumnmd
recurrence.

Effectiveness of Corrective Actions. The effectiveness of _orrective actions from level 1 and 2
mumm-m-umuq.mu—-bm
recurrence.

On-iine CR reviews are conductsd for 3 years following compietion of comective actions taken tc orevec
recurrence of level 1 and 2 conditions and adverse rends  If the condition or adver—s trend re - °s_n
Invesiigation is conducted and completed within 30 days that exph s why previous comective “chon:,
and previous industry preventive actions were ineffective and o identify additional corrective ac v 1o
ebminate recurrence

Follow-up effectivenes= checks are conducted for leve! 1 and 2 conditions and adverse trends These
include observations o. activities and conditions interviows  and document and data r_views Probiems
iantified are feedlack o course comect and adjust previous corrective actions and prevent future
ricurrence

rifecively implemeanted to preciude a simitar in-house avent

Industry Experience is appropriately assessed for applicabity and in a imely manner  This mchude~ an
SSES programmatic review and a review uf SSES program effectiveness

Preventive actions are taken in » timety and effecive manne: (see £4 ahove)

Periodic effectiveness revie..s are performed to adjust actions 1o prechude in-house events (see #5
above)

OVERALL ASSESSMENT (Average of sl arcas):

ASSESSMENT PERFORMED BY:
PROVIDE COPY OF COMPLETED FORM T0:




