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Notice

Neither NEI nor any of its employees, members, supporting organizations, contractors or consultants make any warranty, expressed or implied, or assume any legal responsibility for the accuracy or completeness of, or assume any liability for damages resulting from any use of, any information apparatus, methods or process disclosed in this report or that such may not infringe privately owned rights.

EXECUTIVE SUMMARY

Benchmarking is the process of comparing one’s current practices with those of industry leaders to achieve improvement through change.  The Nuclear Energy Institute has coordinated industrywide benchmarking activities since 1995.  The primary resources for such projects come from utility subject matter experts, who learn the benchmarking process, conduct site visits and prepare a written report.

In October 1999, self-assessment processes were benchmarked at Braidwood, Palo Verde, Sequoyah, Summer, Surry and Wolf Creek.  Site selection was based on high performance at low cost, as determined by a weighted performance index.  The most important factors in the screening and selection were used to develop the performance index.  This report shares the results of the visits and identifies good practices to the industry.

The core concept of most value to the industry is the “ROLE Model” which provides emphasis on the key self-assessment attributes of results, ownership, leadership and efficiency.  A detailed discussion of the concept is presented in Section 2.

Good practices and common contributors were formulated by compiling and analyzing interview comments.  For each good practice discussed in the report, the process map number is supplied for reference.  In addition, the portions of the ROLE Model impacted by the good practice also are noted.
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1.0
Introduction

1.1 Overview

During the fall of 1999, a group of industry experts conducted a Self-Assessment Benchmarking Project.  The scope of the process investigated is sub-process  LP002 as described in the report - A Standard Nuclear Performance Model - The Process Management Approach, October 1998.  The objectives were to:

· perform a baseline evaluation of the self-assessment process

· identify and develop a process map for self-assessment

· select and visit at least four sites

· identify specific common practices and individual site good practices

· begin data collection of best practices outside of the nuclear industry, and

· share process results across the nuclear industry.

This report provides the results of benchmarking visits to Braidwood, Palo Verde, Sequoyah, Summer, Surry and Wolf Creek.  The teams conducted interviews based upon process map areas of interest.  Interviewing teams then obtained additional details to describe the practices.

The benchmarking process used an aggressive and challenging 12-week schedule to reduce the time required to achieve results.  Project personnel consisted of self-assessment subject matter experts from 12 companies, a representative from the Institute of Nuclear Power Operations (INPO) and site visit coordinators.

Task force personnel participated in a two-day training session and a three-day scope definition meeting before conducting the site visits and the data collection.  Two-day site visits were conducted over a three-week period.  The team prepared the draft report following a three-day review meeting.

1.2 Site Selection Process

The process to determine site selection for the benchmarking visits entailed several steps.  The team developed a selection screening process based on several factors including INPO performance, participation in the regulatory performance indicator “pilot process”, maximizing the number of utility inputs and relative standing in Operations and Maintenance (O&M) cost.  A total of 22 sites were surveyed.

On the basis of team scoring of the survey respondents, a cost versus performance graph was developed.  The cost component selected was total O&M cost in cents per kilowatt-hour.  The performance component selected was the survey score, for which the maximum possible value was 100 points.  A total of 14 sites were plotted.

Using the graph for discussion, the team then selected six sites from in or near the “best quadrant” for visits (See Appendix A for details).

The team refers to these sites as “good performers” rather than “best plants,” since the selection process involves some subjectivity and not all plants solicited for a selection survey were able to participate.

1.3
ROLE Model

The benchmarking team determined four key overall attributes necessary to an effective self-assessment program.  These attributes also are helpful in describing the major activities of the process map developed by the team.  These overall categories form the “ROLE Model."
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These following elements comprise the theme of this benchmarking project report.

· Results - A strong business orientation leading to identifiable and measurable improvements in performance.

· Ownership - A demonstrated acceptance of and participation in, the program at all levels of the organization.

· Leadership -Active and consistent support of a self-critical program that values improvement, as well as the desire to lead the industry in performance.

· Efficiency – Allocation of both sufficient and effective self-assessment resources.
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Figure 1-1 Role Model

1.4
COMMON CONTRIBUTORS

The team identified common elements found at all or most sites of the benchmarked self-assessment programs. These elements, called common contributors, promote a good self-assessment program.  These contributors are summarized below and are discussed in more detail in Section 3.0 of this report.

1.4.1
Positive Organizational Attitude

The benchmarking team observed positive organizational attitude and culture towards the self-assessment process.  A self-critical, learning culture and attitude was also evident.  Each site viewed self-assessment as a key driver of improvement in overall plant performance.  This view extended to both process performance and human performance.  The following attributes were seen as the most prevalent contributors to their success:

· organizational standards with flexibility

· widespread participation and acceptance

· strong management involvement and support

· Self-Assessment Coordinator value and

· roles and responsibilities were well understood.

1.4.2
Guidance

A structured process for both ongoing and focused assessments is used to implement the self-assessment program at each site.  The type of guidance differs from prescriptive administrative procedures to general management policies or guidelines.  Management has communicated standards of performance and expectations throughout the organization.

1.4.3
Scheduling

Schedules for self-assessment activities are established.  In the area of focused assessments, most sites indicated the need for an integrated schedule.  Senior management was involved in the approval of the overall schedule for self-assessments.  Particular attention is paid to self-assessments where subjects and processes are to be examined across organizational boundaries.

1.4.4
Action and Recommendation Tracking

An established methodology exists for tracking the output of self-assessment actions and recommendations.  Methods ranged from entering all items into the corrective action program database to tracking self-assessment items in individually managed departmental tracking systems.  In all cases, the self-assessment programs require entry of conditions adverse to quality into the formal corrective action tracking system.

1.4.5
Ongoing Assessments Using Performance Indicators

Performance indicators (PIs) are used as a method of self-assessment.  Most sites had ongoing assessment processes that included key performance indicators, performance goals and regularly scheduled periodic review meetings.  At several sites, “annunciator windows” (Appendix U) are used to evaluate and assess levels of performance.  All sites indicated PI trending reviews feed the schedule of upcoming focused assessments.

1.4.6
Observation Programs

Operations and management observation programs are part of the ongoing assessment program.  Several sites have established observation programs for other line organizations.
1.4.7
Industry Peers and Cross-Functional Teams

The participation of industry peers in focused self-assessments was recognized as being very beneficial to the quality of self-assessments performed.  Additionally, most sites frequently include cross-functional peers as members of self-assessment teams.  Multi-site utilities also make use of “in-house” peers from other sites.

1.4.8
Management Review

Senior management has established specific forums for review of self-assessment results.  These forums typically are established with some fixed periodicity and schedule to ensure they are completed.  These forums help reinforce the importance of self-assessment and demonstrate management’s commitment to the program.

1.5
Plant Visit Highlights

1.5.1
Braidwood

Braidwood introduced major changes to the self-assessment program in early 1999.  The model for change included elements necessary to anchor the change within the station culture.  Corporate management established uniformly structured programs at all five Commonwealth Edison stations.  While implementation of the current Braidwood self-assessment program is still in its early stages, it appears to be a well-managed change with strong support and required involvement.

Many common attributes of a healthy self-assessment program were introduced along with some unique elements.  The program uses department self-assessment coordinators and a site self-assessment coordinator, who reports to the site vice president.  Focused self-assessments are scheduled on an annual basis, and a single database is used to track both quality problems and recommendations.  Program design provides a formal structure for periodic collection and analysis of all data. (observations, focused self-assessments; corrective action program items and trends; issues not self-identified via nuclear oversight, Nuclear Regulatory Commission (NRC), nuclear safety review board, INPO and corporate assessments).  This integrated analysis (Appendix D) requires each department to compare its performance with Performance Objectives and Criteria for Operating Nuclear Electric Generating Stations (INPO97-002) and then rating their performance using the annunciator window format.  Department results are rolled up into a station performance indicator.  Both department and station performance are reviewed via “Challenge Boards” (Appendix E).

1.5.2 Palo Verde

Palo Verde strongly believes in self-assessment.  This starts with executive management and is reflected down through the organization.  Self-assessment is viewed as non-punitive, which has helped to foster an environment of openness and trust at all levels of the organization.  The station believes the process doesn’t need to be overly prescriptive and should be flexible enough to allow room for each department to be innovative in how it assesses its performance and processes.  A formal site policy describes the commitment to self-assessment.  A written guideline defines the minimum expectations for the focused self-assessment process.  Various continuous assessment mechanisms are in place.  Palo Verde makes considerable use of performance indicators and visual displays throughout the site to share results with personnel.

Focused self-assessment activities are divided into two categories.  These are defined as integrated and department-level assessments, with integrated being the higher level.  The integrated assessments generally extend over organizational boundaries and affect multiple disciplines.  Senior management selects the integrated assessment topics during the annual strategic planning process (Appendix G).

Palo Verde also utilizes resource sharing efficiently (Appendix F).  Two examples are support by cross-functional resources and also by integration of regularly scheduled oversight audits.  Conscious efforts are made to avoid duplication of efforts and make better use of site resources.  Line resources are frequently used as technical expertise on audits.   Oversight assessment activities not required by regulation are now more likely to be conducted as a focused self-assessment that is staffed by the responsible line organization with support from oversight.  This sharing of resources has resulted in a healthy and constructive relationship between the line and oversight groups.

As a result of flexibility built into the process, line organizations have created innovative ways to assess their performance.  One of the leading departments in self-assessment at Palo Verde is Radiation Protection (RP).  RP has implemented a performance improvement program (PIP-Appendix H) that regularly assesses program performance, identifies issues and problem areas, prioritizes corrective actions and tracks actions to closure.  This process effectively blends continuous assessment and focused assessments.  Continuously measurable improvements have resulted from the PIP.

1.5.3 Sequoyah

Sequoyah has an effective self-assessment program anchored by a strong culture at all levels of the organization.  A common understanding of self-assessments benefits exists and the site has embraced the self-critical principles associated with a self-learning organization.  A strong partnership has also been developed among senior management, department management and line personnel.  Senior management demonstrates ownership and continuously reinforces its expectations for the performance of self-assessment.  Line management fully owns the program, with the quality organization providing oversight.

Sequoyah’s program is formal and structured.  Requirements, methodology, and expectations are contained in a common administrative procedure in use at all Tennessee Valley Authority (TVA) nuclear sites including the corporate office.  This procedure addresses consistent conduct of both ongoing and focused assessments.

Ongoing assessments are conducted using monthly performance indicators and report cards, a quarterly annunciator windows process, a risk significant management observation program, and safety and peer observation programs.  The annunciator windows program evaluates overall performance and is based on the INPO 97-002 performance criteria.

A self-assessment coordinator, who reports to the plant manager, manages focused self-assessments.  Each fiscal year schedules are developed and approved by management and highlighted in the plan of the day meeting.  Resources are identified and committed to conduct the assessments per the schedule. Schedule adherence and other attributes are monitored and assessed by the coordinator via performance indicators.  A site self-assessment committee reviews results.  This committee provides programmatic guidance on the quality and thoroughness of the assessments, and recommends self-assessment program improvements or enhancements.  The site management review committee also reviews selected reports.

Several noteworthy elements of the program were identified by the benchmarking team and include:

· Expectations, responsibilities and techniques for the various roles and positions associated with self-assessment (such as department managers, team leaders, and team members) are captured in training modules available on a “just-in-time” basis on the TVA Intranet (Attachment I).

· A structured management observation program is established to assess, evaluate and remove barriers to completion of risk-sensitive activities (Appendix K).

· A TVA-wide self-assessment Web page has been developed on TVA’s Intranet containing training modules, assessment schedules, completed reports and other information (Appendix L).

· A new Web-based PIP has been developed (Appendix M) that allows first-line workers to assess themselves on established management standards and expectations based on the critical processes they perform.  A mechanism for supervisors to evaluate and coach these employees on the performance of the same processes is also included.

1.5.4
Summer

While self-assessment is valued as a necessary part of the business activities at Summer, the station uses a very informal, balanced approach for as self-assessment activities.  The approach is not prescriptive and it allows management team flexibility in scheduling and performing self-assessment activities.  The program is coordinated and championed through the quality assurance organization.

In performing focused departmentally oriented self-assessments (normally done every two years), Summer relies primarily on audit and surveillance results led by quality assurance as well as infrequent broad-based assessments to perform program and performance reviews.  The site supplies and receives industry peers who participate in a regional utility resource sharing pool to support critical assessments.

Site management also uses various informal continuous self-assessment activities to maintain management overview (Appendix N) of its programs and personnel performance.  Summer effectively uses informal ongoing assessment type activities, such as general management observations and operations management observations, as the core of is ongoing self-assessment efforts.

In addition, Summer uses benchmarking as an effective tool to compare its own performance against others.  This is, in itself, a form of self-assessment.  Benchmarking activities include sending personnel to other utilities, inviting other utilities to the station, and significant participation in INPO activities.  The station takes advantage of the relatively close proximity of other nuclear plants to send entire operations crews on benchmarking visits.

1.5.5
Surry

Management at Surry leads with a strong desire for continuous improvement.  Management values self-critical feedback and it is used to continuously strive for excellence.  Two individuals are dedicated to self-assessment coordination.  These individuals have helped raise the level of performance by acting as coaches and mentors and providing constructive feedback to department personnel involved in self-assessments.  A grading tool (Appendix O) is used to provide consistent feedback for focused self-assessments. There is evidence that since the inception of this tool, performance grades have improved and self-assessment products are much more consistent.  Initially, the tool was focused on format, but as improvements were anchored in this area, the tool was adjusted to focus more on content and depth.  The “grades” are rolled up to a department self-assessment PI.

A part of every focused self-assessment includes sharing the recommendations.  Recommendations are summarized at the end of each report and management indicates their acceptance or rejection by initialing the recommendation in the actual report before it is distributed. The site vice president holds a quarterly meeting where superintendents are required to present the results of their focused self-assessment efforts.  These meetings are used to identify common weaknesses and to critique each other's efforts.

As part of their continuous self-assessment efforts, the site implements a performance annunciator window process.  Approximately 144 windows are rolled up into this effort.  Goals are raised to strive for continuous improvement.  Quarterly meetings are held by the site vice president to analyze results.  Superintendents present their results.  Areas that are classified “yellow” or “red” require an action plan to be tracked.  Action plans are updated at each meeting. (Appendix P).

1.5.6
Wolf Creek

A well-managed and integrated self-assessment program is owned by the licensing and corrective action department and led by a site coordinator.  The well-marketed program (Appendix Q) is led by strong line management ownership, aggressive use of performance indictors and trends, and substantial benchmarking.  An established database includes templates for planning and conducting assessments.  Additionally, a new Oracle database program in the pilot phase identifies lower-level error precursors to enhance the ability for advanced trending of emerging issues.

Performance indicator trending and corrective action programs are in place and play a major role as part of the self-assessment program.  The trending program is well utilized and supported by all departments.  An annunciator windows system is candidly reviewed on a weekly basis by all levels of management with results implemented through further assessment and/or corrective actions.  Additionally, a formal semi-annual review, Common Cause Analysis, is conducted to review corrective action trend data with analysis provided by the corrective action group.  Information from this review is a feedback loop to the plants’ publicized 18-month integrated assessment.

Several other noteworthy aspects include:

· use of cross-functional self-assessment teams that include craft and union personnel. 

· a small dedicated engineering group that performs PI trending, analysis, and mentoring of the engineering self-assessment effort (Appendix S)

· exceptional line-management ownership, responsible for determining the 30 to 50 focused assessments performed each year and scheduled on the 18 month integrated assessment schedule (Appendix R)

· a unique observation of managers program (Appendix T).

2.0
“ROLE Model” for self-assessment

2.1
The ROLE model

The benchmarking team identified key process categories associated with effective self-assessment programs.  These are summarized by the "ROLE model" concept as described below:

· Results - A strong business orientation leading to identifiable and measurable improvements in performance.

· Ownership - A demonstrated acceptance of and participation in, the program at all levels of the organization.

· Leadership -Active and consistent support of a self-critical program that values improvement, as well as the desire to lead the industry in performance.

· Efficiency – Allocation of both sufficient and effective self-assessment resources.
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Figure 2-1

Self-Assessment Process Map Overview

2.2
ROLE Model Components

2.2.1
Results

Each of the organizations visited has a very strong orientation toward achieving meaningful and measurable results from self-assessment efforts.  Performance indicators are the key element of this attribute.  They are used to identify opportunities for improvement, measure progress during change and to assess overall results for ongoing as well as focused projects.  Candid discussions based on data and expert observations give the results measuring system validity.

2.2.2
Ownership

Ownership means all site personnel accept the self-assessment process and they are willing to work with it and improve it with experience.  General ownership of the self-assessment process throughout the organization was one of the more visible attributes observed.  Each site had instilled the ownership concept, as personnel were able to express how the program interacted with their own specific processes.  Sites also wanted to identify problems or improvements on their own.  Assignment of a formal “process owner” is also an emerging industry trend. (Appendix U).

2.2.3
Leadership

Leadership begins with top management defining the self-assessment program and framework and also by supporting the process through example and by being able to integrate the self-assessment process with other important site initiatives.  Leadership creates the environment and tools for employees to work together.  While no single person or organization is responsible for the overall success, leadership can also be demonstrated by individuals at all levels of the organization.  Individuals chose to accept opportunities for improvement and aggressively seek to achieve success for the site team.  Both professional and hourly personnel were observed to exhibit these behaviors when performing tasks such as cooperation while working in teams, in self-assessment communications and by striving to prevent errors while taking responsibility for their own actions.

2.2.4
Efficiency

The efficiency of a self-assessment program is judged by comparing the amount of resources consumed by the process to the change in results that are achieved.  Efficiency of the overall process is facilitated by prioritizing and scheduling assessments, developing staff skills to conduct the assessment activities and also by comparing performance with outside sources via benchmarking or external peer review.  Organizations that omit these outside resource reviews have the potential to become insulated from the rest of the nuclear industry and also to see less cost/benefit.  An additional value of external involvement is the opportunity to raise performance standards using all available indicators.  Efficiency is also gained by elimination of repeat problems thorough the corrective action process.  The efficiency of the self-assessment process is an important emerging business aspect that adds additional shareholder value.
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3.0  COMMON CONTRIBUTORS

The team reviewed benchmarking data according to categories identified on the process map.  The following is a discussion of common elements found at all or most of the sites visited that the team has identified as contributors to a successful self-assessment program.

3.1
Positive Organizational Attitude

A common element in the area of organizational culture included high, yet flexible standards.  Although different program structures and degrees of formality existed, flexibility was evident among the sites.  Each site viewed the self-assessment program as a key driver of improvement in plant performance, processes and human performance.  Most sites considered self-assessment as part of job expectations and not simply as another program placing additional burdens and responsibilities on their staffs.  This was characteristic was described by the team as a positive organizational attitude.
3.2
Widespread participation and acceptance

Most of the plants visited had wide participation in the self-assessment program at all levels of the organization.  This acceptance was judged to be critical to obtaining results from self-assessment. The value of self-assessment was recognized by almost all personnel involved and was seen as an important mechanism to identify areas needing improvement.  Inclusion of all levels of personnel provides an opportunity for those closest to work activities to identify weak areas and needed improvements.  The following characteristics that contributed to this acceptance were observed at the sites:

· Team members saw tangible results and improvements from the assessments.
· The programs were conducted in a non-punitive environment.
· Management demonstrated that they are willing to accept bad news and take appropriate actions (no shooting of the messenger).
· Managers valued and acted upon critical feedback resulting from self-assessments.
· Senior management demonstrated a sincere interest in the results of assessments.
· Team membership often included personnel from various levels of the organization, including craftsmen and other first line workers.
· Cross-disciplinary teams often were used to obtain different perspectives.
· Management demonstrated strong support for, and placed importance on, the self-assessments.
· Management expectations were clearly communicated at all levels.
3.3
Management Involvement and Support

Strong senior management support is needed to ensure that expectations are clearly communicated throughout the organization.  At most stations, this involvement includes reviewing and approving self-assessment strategies and plans, determining which self-assessments should be integrated to complement the efforts of more than one department, and reviewing the resulting conclusions or recommendations from selected self-assessments.

The following observations were made in the area of active management involvement and support:

· Self-assessment initiatives were part of the site business plan.

· Management recognized and communicated the need for continuous improvement through critical self-evaluation of all activities performed.

· Management fostered a non-punitive environment.  Recognition of this as a critical element to the success of self-assessment programs was identified at several sites.

· Results were reviewed at the department level, with senior management reviews occurring in selected self-assessments.

· Senior management participated in field activities as a means of continuous self-assessment.

· At several sites, the expectation that self-assessment was an integral part of everyone’s job responsibility was clearly communicated throughout the organization.

3.4 Self-Assessment Coordinators

Most sites assigned coordinators to provide overall management and coordination of the self-assessment program.  The use of coordinators ensured a level of consistency throughout the organization, and provided mentoring and coaching to personnel less familiar with the self-assessment process.  Several of the plants also had department coordinators to provide these functions within the department. In almost all cases, these functions were performed as a collateral duty.  In most cases, the coordinators were recognized as the “process coordinator” (Appendix U) and were considered the “go-to” person for self-assessments.  The coordinator was recognized as a valuable resource by all site personnel.

3.5
Self Assessment Program roles

The roles of line and quality assurance (QA) personnel regarding self-assessments were clearly defined and well understood by all participants in the self-assessment process.  However, roles and responsibilities varied widely based on management philosophy and station culture.  Variations include the following:

· The QA organization is the owner of the process and leads the performance of focused assessments.

· The line organization serves as the process owner, with the QA organization providing an oversight role only.

· The QA and line organizations jointly manage and conduct the self-assessment program. In these cases, the QA organization performed functions such as coaching and mentoring team members and providing independent review of assessment reports, and was an active participant in assessments as team members.

Despite the variations in program ownership and administration described above, the line organizations at each plant recognized the importance of performing in-depth, self-critical assessments of their own performance.  This engagement in self-assessment was seen as a critical element of continuing performance improvement.  Responsibility for the quality of self-assessment products was clearly demonstrated by departments.

A summary of the roles of each site is provided below as an aid to users of this benchmarking report:

· At Sequoyah, Surry and Wolf Creek the program is owned by a line organization and the QA organization provides oversight for the program.  Participation by QA in the actual focused assessments is limited.
· At Braidwood and Palo Verde the QA organization is the owner of the process and QA plays a strong role in the conduct of the focused self-assessments.  At Palo Verde, QA participates as a member of all integrated self-assessments and is requested to participate in many departmental focused self-assessments.
· At Summer, the QA organization is the owner of the focused self-assessments and conducts all of these assessments.  The line organization focused heavily on ongoing assessments.
3.6
Guidance

A structured process was used to implement both ongoing and focused self-assessment programs.  Management communicated standards of performance and expectations throughout the organization.  The types of guidance ranged from prescriptive administrative procedures to more general management policies and guidelines.

Examples of guidance provided are given below:

· prescriptive procedures covering focused assessments and ongoing assessment

· general guidelines that are intended to allow flexibility for department managers who conduct self-assessments

· defined criteria and performance indicators for the ongoing assessment process.

· some sites provided detailed guidance for implementing a management observation program, including observation cards and

· some plants used INPO 97-002 criteria as the basis/guidance for annunciator window programs in the ongoing self-assessment process.

3.7
Scheduling

Self-assessment activities were outlined in formal schedules.  In focused assessments, most sites tracked the need for an integrated schedule that included other assessment, audit, inspection and oversight activities.  Senior management was involved in approval of the overall schedule for self-assessments, particularly those on subjects and processes that crossed organizational boundaries.

Observations on schedules and scheduling processes are listed below:

· Schedules were flexible enough to be changed to accommodate emerging issues and site focus.

· Long-range schedules spanned from 6 to 18 months with most being annual, 12 month schedules.

· Wolf Creek maintained an 18-month schedule to coincide with the refueling cycle.  Their schedule was also an integrated schedule that included QA audits or assessments.

· Self-assessment activities are planned and adjusted periodically with consideration of emerging plant needs and changing management focus.

· Changes to schedules were routinely communicated to personnel.

· Most plants did not focus on performing a specific number of focused self-assessments, but rather to conduct them based on priority.  The principle concerns were to be sure they were self-critical, and the results were of a high quality.

3.8
Action and Recommendation tracking

A methodology exists for tracking the output of self-assessment actions and recommendations.  The methods used ranged from entering all items into the corrective action program database to tracking self-assessment items in individually managed department tracking systems.  Some plants used a common site-wide tracking system for recommendations/areas for improvement that did not met the criteria for documenting in the corrective action program.  These systems ranged from a self-assessment tracking system to use of the licensing or commitment tracking system.  All sites recognized the importance of an action tracking system and they were all striving to improve these systems.

In all cases, the self-assessment programs required entry of conditions adverse to quality into the formal corrective action tracking system.

3.9
Ongoing Assessments using Performance Indicators 

Performance indicators are used as one method of ongoing self-assessment.  Ongoing assessment processes included use of key performance indicators, performance goals, and regularly scheduled periodic review meetings.  The also use of “report cards” was also a common practice.  Performance indicator review meetings were usually held monthly.

Most sites also used a form of annunciator windows program to assess and evaluate levels of performance.  At least one plant had defined performance indicators and criteria for use in evaluating the windows.  Other plants used evaluations against the INPO 97-002 criteria as the basis for the windows rating and color.  Windows reviews were typically held on a quarterly basis.

The results of these reviews of the continuous assessment programs are frequently used as a trigger for performing a focused self-assessment in areas showing declining performance or weakness.  All sites indicated that these reviews are used as inputs to the scope of focused assessments.

3.10
Observation Programs

Operations and management observation programs are typically part of the ongoing assessment program.  Several sites also featured observation programs established by other departments.  The documenting of the observations took several forms, including hard copy observation cards and electronic databases.  Results of observations are reviewed and analyzed to identify generic areas for improvement.  Sequoyah established a structured observation program for risk-sensitive activities to increase awareness for such activities and to ensure that barriers to successful activity completion are identified and corrected.

3.11
Industry Peer and Cross-Functional teams

The use of industry peers on focused self-assessments contributes to assessment quality.  Management frequently recognized the value industry peers added to the process.  At some plants, industry peers are required to participate in selected self-assessments.  For example, Palo Verde uses industry peers on all integrated self-assessments.  At least one plant has established goals for industry peer participation in its assessments.  Several utilities have formed alliances with other area utilities to pool resources to support assessments at the member plants.  Most sites also frequently include personnel from other departments at the site as members of teams.

Multi-site utilities also make use of resources and expertise of peers from other sites in the same company.  This practice has been valuable to both the receiving and giving site and allows transfer of experience and lessons learned between sites.

3.12
Management Review

Management has established specific forums for management review of self-assessment results at all sites.  These forums typically are established with some fixed periodicity and are scheduled to ensure they are completed.  These forums help emphasize the importance of self-evaluation and demonstrate management’s commitment to the program.

Examples observed were:

· One plant has a senior staff level meeting devoted solely to self-assessment results. Each department manager reports to the staff on results of assessments in their department.

· One plant presents completed focused self-assessment reports to a management review committee (MRC) for review.  The MRC reviews and assesses corrective action program conditions.

· Annunciator window performance is evaluated and reviewed by the senior site management team on a periodic basis

· Senior management is presented with and reviews all integrated self-assessments.

4.0
Process Map

A process map is a tool describing the scope of a business process.  It consists of a process diagram and words describing the process steps.  The benchmarking team developed the self-assessment process map by identifying and grouping all related activities identified by The Standard Nuclear Performance Model - A Process Management Approach, October 1998.  The map, Figure 4-1, provides a concise overall reference for activity LP-002.  Benchmarking questions were developed for each process map area, and selected references, data and performance indicators obtained have been cross-referenced to the process map.
4.1
Topical Areas

The map contains four overall process categories to meet the business need:

· 1.0
Program administration, which covers program policy, structure and implementation requirements.

· 2.0
Program references written by nuclear industry and regulatory organizations.  These include:

· NRC inspection manual chapters

· INPO guidelines and principles documents

· NEI benchmarking references

· 3.0
Core activities representing the categories of ongoing, focused and internal oversight processes

· 4.0
Program evaluation activities designed to provide feedback mechanisms such as performance indicators, self-assessment of the overall program, oversight group feedback and benchmarking.

Within each overall category are a number of more detailed subcategories or activities.  A total of 16 subcategories and activities and 19 third-level categories and activities appear on the map.

4.2
Terminology

Key definitions are included in Appendix U, Glossary of Self-Assessment Terms.

4.3
Performance Indicators

Key performance indicators were collected by the team.  The value of PIs is to understand integrated overall performance, recognize performance trends and prioritize self-assessment topics.  At the detailed level, the PI system provides direct support and work processes.  The performance indicators referred to below are cross-referenced to the process map (map number shown in parenthesis).

4.3.1 Productivity Performance Indicators

· Focused assessments conducted as scheduled (3.2.1)

4.3.2 Timeliness Performance Indicators

· Areas for improvement and findings > 6 months old (3.2.6)

4.3.3 Quality Performance Indicators

· Focused assessment planning quality scores (3.2.1)

· Number of strengths, areas for improvement and findings generated (3.2.5)

· Ratio of cross functional peer participation (3.2.2.5)

· Ratio of industry peer participation to total participation (3.2.2)

4.3.4 Cost Performance Indicators

· Results achieved and improvements made (4.0)
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Figure 4-1
Self-Assessment Process Map

APPENDIX A

Site Selection Process

Selection criteria were developed to select good performing plants from at least six utilities in diverse geographic locations.  Using these criteria through several steps, the task force selected the sites for detailed data collection.

The first step in the screening process involved development of a list of plants to receive the initial screening survey.  It was determined that a target goal of 20 sites would be used for this first screening.  To identify the 20 plants, the following criteria were used:

· Current INPO 1 plants 

· Plants recognized by INPO as having best practices in self-assessment

· One NRC performance indicator “pilot plant” per NRC region

· One station per utility

· De-selection of bottom quartile plants for cost or capacity factor based on cost data
These criteria produced a list of 22 sites.

The team next developed a 32-question selection survey.  This electronic survey was designed as a short answer and fill-in-the-blank series of questions that could be completed in about four hours.  Each site was requested to respond to the survey within one week. In addition to the survey questions, the respondents were asked to select site visit windows from a schedule included with the survey.  Four sites were not able to support the visit schedule provided. A total of 14 sites responded to the survey by completing all of the requested information.  The survey questions are provided at the end of this appendix.

Site selection factors were weighted to produce a target maximum of 100 percent weighting value.  The team developed the following major categories and nominal weighting as a basis to develop individual question response values.

· Program Administration

20% 

· Program Core Activities

50% 

· Program Evaluation Activities
20% 

· Improvement Questions

10% 

Each team member reviewed each plant’s completed survey response and assigned scores to each question using the weighting factors.  An overall plant response index was then developed by calculating an average score for each question and then summing all of the responses.  The maximum possible score was 100 points.

The survey response scores (total points) were then plotted as x-axis values versus the site O&M cost (in cents per kilowatt-hour) as the y-axis value.  Refer to Figure A-1.  The resulting plot then was used to identify top quartile plants based upon relative position in the upper right (best) quadrant.

One site in the best quartile was removed from consideration because it could not support a site visit within the required project schedule.  The final six sites were then selected based upon their relative position on the matrix.
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Figure A-1
Site Selection Plot

Self Assessment Benchmarking Questionnaire

Please identify a contact person for follow-up information concerning survey data:

  
Name _____________________

  
Telephone __________________


Email _____________________

  
Fax _______________________

If you are interested in being visited by the team, please complete the following section. In order to compress the time taken to schedule plant visits, please tell us now which one or more of the following date windows are acceptable.  During the visit, a 30-minute to one-hour interview will be requested for a sampling of personnel who participate in or conduct self-assessments, as well as line staff and senior management.  Similar personnel involved in corporate self-assessments also may be asked to participate.

October 4, 1999 to October 5, 1999  Y/N____  

October 7,  1999 to October 8, 1999  Y/N____  

October 11, 1999 to October 12, 1999  Y/N____

October 14, 1999 to October 15, 1999  Y/N____  

October 18, 1999 to October 19, 1999  Y/N____  

October 21, 1999 to October 22, 1999  Y/N____  

All interviews will be conducted between 7:00 a.m. and 5:00 p.m. 

If your site is selected for a visit, the team would appreciate having a dedicated point of contact for coordination of interviews and other logistical matters. The self-assessment coordinator is recommended for this interface. A site visit plan will be developed for each site by September 30, 1999.

______________________________________________________________

[MAXIMUM POINT VALUE SHOWN IN BRACKETS]

1. What are the Top 5 improvements that your self-assessment program identified?

A.__________________________________________________________________

B.__________________________________________________________________

C.__________________________________________________________________

D.__________________________________________________________________

E.___________________________________________________________________

[3 POINTS]
2. What type of self-assessment activities enabled these improvements? (please specify specific formal or informal activities)

________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

[ 3 POINTS]
3. Have you made any major changes in your program in the last two years?  If so, please describe your changes. Y/N_______

________________________________________________________________________________________________________________________________________[ 3 POINTS]
4.  What improvements are you planning for your self-assessment program in the near future? 
________________________________________________________________________________________________________________________________________[ 2 POINTS]
5.  What type of training do you provide for self-assessment team leader and members?

__________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

[ 5 POINTS]

6. To what extent (% of assessments) do you use industry peers or cross-functional team members? (place “X” in most appropriate range)

Industry Peers or Consultants
Cross-functional Members



0% 
0% 

1-10%
1-10%

11-25%
11-25%

> 25%
> 25%

[ 5 POINTS]
7.  Do you use self-assessment to evaluate the effectiveness of change initiatives?

Yes/No_________

[ 5 POINTS]

8.  How do you promote the self-assessment program? (Y where applicable)

A.  Site communications/newsletter____

B.  Management involvement____

C.  Incentives____

D.  Themed promotions____

E.  Site meetings____   

F. Other (please identify)

________________________________________________________________________________________________________________________________________________________________________________________________

[ 3 POINTS]
9.  What role does QA or oversight play in the self-assessment process?  Indicate Y to all that apply.

A.  Lead focused assessment team____

B.  Review reports____

C.  Plan/schedule____

D.  Program Owner____

E.  Oversight ____

F.  None

[ 3 POINTS]
10. Do you have specific effectiveness measures or performance indicators for your self-assessment program?  If yes, please identify._______

________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

[ 6 POINTS]
11.  How do you budget self-assessment efforts? (Y to method listed) 

A.  Separate line item – program level____

B.  Separate line item – dept. level____

C.  Level of effort   ____ 

[ 1 POINT]
12. What tools do you use in performing self-assessment (e.g., checklists, observation cards, templates, formal plans)?

________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

[ 4 POINTS]
13. Briefly describe any changes you have made to your self-assessment program in anticipation or as a result of the new NRC oversight process. 

________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

[1 POINT]
14.  How far ahead do you schedule your self-assessments? __________

A.  6 months

B.  1 year

C.  2 years

D.  5 years

E.  Other

F.  Do not have schedule

[3 POINTS]
15. Do you perform self-assessments of your self-assessment program?  If so, when was the last assessment?Y/N__________________________________________________________________________________________________________________
[5 POINTS]
16. Do you have a station self-assessment coordinator?  If so, who do they report to?Y/N__________________________________________________________________________________________________________________________
[2 POINTS]
17. Do you use department self-assessment coordinators or points of contact?

Yes/No__________

[2 POINTS]
18.  How mature is your program?______________
(Rate on scale of 1 to 5 with 1 being infancy and 5 being very mature)
[1 POINT]
19. Identify which of the following you include in the scope of your self-assessment program? (Y to all that apply)

A.  Organizational evaluations____

B.  Focused team assessments____

C.  Focused assessments conducted by an individual____

D.  Management observation programs____

E. Performance indicators and their review____

F. Other (please identify)

________________________________________________________________________________________________________________________________________________________________________________________________________________________

[5 POINTS]
20.  Is self-assessment discussed in your site business plan?
Yes/No_____
[2 POINTS]
21. Rank your selection criteria for choosing self-assessment topics (with 1 being most used)? 

A. Trending____

B.  Suspected weak areas____

C.  Established frequency____

D.  Management directive____

E. Other 1___________

F. Other 2___________

G. Other 3___________ 

[3 POINTS]
22.  What kind of guidance do you have for self-assessment?_____

A.  Procedure

B.  Policy/guideline

C.  Informal tools

D.  None

[ 3 POINTS]
23.  Do you track problems and recommendations from self-assessments?

Y/N_____

If so, how?

______________________________________________________________________________________________________________________________________________________________________________________________________________________________

[5 POINTS]
24.  How is senior management (department manager and above) involved in the following?
A.Planning___________________________________________________________________________________________________________________________________________

B. Results review ____________________________________________________________

_________________________________________________________________________________________________________________________________________________________________________________________________________________________________

C.  Critique of self-assessments

[5 POINTS]
25. How many self-assessments do you perform (all types)?

A.
Annually

_____ 

B.
Quarterly

_____

C.
Monthly

_____


D.        Other


_____

[1 POINT]
26. What inputs are used to develop the scope of self-assessments? 

__________________________________________________________________________

[3 POINTS]
27. For specific processes, are self-assessments performed at an established periodicity?  If so, at what frequency? (List processes and periodicity:)

___________________________________________________________________________

___________________________________________________________________________
[1 POINT]

28.  How is benchmarking used in conjunction with your self-assessment process?_________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________
[ 3 POINTS]
29. Briefly describe how you measure the effectiveness and the value of the self-assessment process? ____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

[6 POINTS]
30. Please list any self-assessment strength or practice within your company that the benchmarking team should investigate.

A.______________________________________________________________

B.______________________________________________________________

C.______________________________________________________________

D.______________________________________________________________

E.______________________________________________________________

[3 POINTS]
31. Please provide a representative copy of one of your self-assessments.

[2 POINTS]
32. Please provide a copy of your self-assessment guidance document to allow the task force to build a glossary of terms. 

[1 POINT]

APPENDIX B

Site Profile Matrix and Self-Assessment Charts

(See next pages B-2 through B-13 for Data and Charts)

Station Braidwood

Utility
Commonwealth Edison
Benchmarking Included in  Self Assessment
Done but not considered as part of S.A. Program

Units
2
Continuous Self Assessment Reviews
Yes-MRM-Monthly and PI Index Review

Unit Output
1175 Mw
Self Assessment Schedule
12 months

Unit Design
Westinghouse
Self Assessment Performance Indicators
Use INPO 97-002 Self Evaluation for station and department

Staffing Level
842
Self Assessment Topic Selection
Mgmt directed based on performance & on Corrective Action Program Trends



Cross Functional Team Members
Minimal

Self Assessment Process Owner
Corporate Plant Manger Peer Group
Industry Peer Team Members
Minimal

Dedicated Self Assessment Coordinator
Yes
Results Tracking
Yes.  Common AT database with CAP Corrective Actions.

Self Assessment  Program Staffing
1 – Site Self Assessment Coordinator

15 – Department Coordinators
Self Assessment QA Participation
· Oversight of 

· Program

· Rev. Schedule

· Review of Assessment Plan

· Participation on Evaluations

· Review Report

Self Assessment Program Review Panel
Quarterly Trend Review Function and Site Self-Assessment Quality Review by Site Self-Assessment Coordinator and Peer Group.  Human Performance Review Council



Written Guidance
Corporate

Procedure

Self Assessment Handbook
Estimated % of O&M Man-hours Devoted to Self Assessment (Corporate/ Station included)
3%, based on estimate of 25 FTEs performing SA activities.

Self Assessment Integrated with Business Planning
No
% of Self Assessment Staff to O&M Man-hours 

(Corporate/ Station included)
0.15% based on level of assigned staff
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Figure B-1 Braidwood Self-Assessment Chart 

Station Palo Verde

Utility
Arizona Public Service Company
Benchmarking Included in  Self Assessment
Done but not considered as part of S.A. Program

Units
3
Continuous Self Assessment Reviews
Monthly

Unit Output
1270 Mw
Self Assessment Schedule
12 months

Unit Design
Combustion Engineering
Self Assessment Performance Indicators
Yes

Staffing Level
2200
Self Assessment Topic Selection
Appendix G



Cross Functional Team Members
Yes

Self Assessment Process Owner
Director, Nuclear Assurance
Industry Peer Team Members
Yes

Dedicated Self Assessment Coordinator
Yes
Results Tracking
Appendix G

Self Assessment  Program Staffing
1- Site coordinator
Self Assessment QA Participation
Participate and Monitor

Self Assessment Program Review Panel
Management Review Committee composed of Senior Management



Written Guidance
Site Policy and Guideline
Estimated % of O&M Man-hours Devoted to Self Assessment (Corporate/ Station included)


Self Assessment Integrated with Business Planning
Yes
% of Self Assessment Staff to O&M Man-hours

(Corporate/ Station included)
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Figure B-2 Palo Verde Self-Assessment Chart

Station Sequoyah

Utility
Tennessee Valley Authority
Benchmarking Included in  Self Assessment
Yes

Units
2
Continuous Self Assessment Reviews
Quarterly

Unit Output
1183Mw
Self Assessment Schedule
12 months

Unit Design
Westinghouse
Self Assessment Performance Indicators
- Self-Assessment Schedule Adherence.

- Self-Assessment findings and enhancements identified.

- Number of industry peers participating in self-assessments.

Staffing Level
1045
Self Assessment Topic Selection
Corrective Action Program Trends

Management Directed



Cross Functional Team Members
Yes

Self Assessment Process Owner
Plant Manager 
Industry Peer Team Members
Yes

Dedicated Self Assessment Coordinator
Yes
Results Tracking
CAQ- Corrective Action Program

Enhancements- TROI

Self Assessment  Program Staffing
1 - Site Coordinator

11- Department Coordinators/ Committee Members 
Self Assessment QA Participation
Monitors Program Performance and Compliance

Self Assessment Program Review Panel
Management Review Committee composed of Senior Management.

Self Assessment Review



Written Guidance
Procedure
Estimated % of O&M Man-hours Devoted to Self Assessment (Corporate/ Station included)
.75%-1%

Self Assessment Integrated with Business Planning
Yes
% of Self Assessment Staff to O&M Man-hours 

(Corporate/ Station included)
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Figure B-3 Sequoyah Self-Assessment Chart

Station  Summer

Utility
South Carolina Electric and Gas Company
Benchmarking Included in  Self Assessment
Yes

Units
1
Continuous Self Assessment Reviews
Monthly

Unit Output
900 Mw
Self Assessment Schedule
Not Identified

Unit Design
Westinghouse
Self Assessment Performance Indicators
None

Staffing Level
755
Self Assessment Topic Selection
Unstructured

Self Assessment Process Owner
Quality Assurance Manager
Cross Functional Team Members
Yes

Dedicated Self Assessment Coordinator
No
Industry Peer Team Members
Yes

Self Assessment  Program Staffing
None
Results Tracking
Multiple

Self Assessment Program Review Panel
Self-Assessment Challenge Board

Informal. (Monthly Performance Meeting)
Self Assessment QA Participation
Participate and Monitor

Written Guidance
Procedure



Self Assessment Integrated with Business Planning
No
Estimated % of O&M Man-hours Devoted to Self Assessment (Corporate/ Station included)




% of Self Assessment Staff to O&M Man-hours

(Corporate/ Station included)


Figure B-4 Summer Self-Assessment Chart
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Station Surry

Utility
Virginia Power 
Benchmarking Included in  Self Assessment
Done but not considered as part of Self-Assessment Schedule

Units
2
Continuous Self Assessment Reviews
Quarterly

Unit Output
860 Mw
Self Assessment Schedule
12 months

Unit Design
Westinghouse
Self Assessment Performance Indicators
Station Self-Assessment Annunciator Window

Grading Program

Independent Internal Review

Staffing Level

Self Assessment Topic Selection
Trending

Annunciator window program

Management Direction

Internal Audits/NRC



Cross Functional Team Members
Yes

Self Assessment Process Owner
Manager, Station Nuclear Safety & Licensing
Industry Peer Team Members
Yes

Dedicated Self Assessment Coordinator
Yes
Results Tracking
Multiple

Station level-formal

Department level

Self Assessment  Program Staffing
1 Program Manager

1 Supervisor

2- Site Coordinators

Department Coordinators
Self Assessment QA Participation
Participate and Monitor

Self Assessment Program Review Panel
Quarterly Trend Report

Department Manager Review

Annual Program Effectiveness Review



Written Guidance
Procedure
Estimated % of O&M Man-hours Devoted to Self Assessment (Corporate/ Station included)


Self Assessment Integrated with Business Planning
Yes
% of Self Assessment Staff to O&M Man-hours 

(Corporate/ Station included)
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Figure B-5 Surry Organization Chart

Station Wolf Creek

Utility
Wolf Creek Nuclear Operating Company
Benchmarking Included in  Self Assessment
Yes

Unit
1
Continuous Self Assessment Reviews
Annually

Unit Output
1186 Mw
Self Assessment Schedule
18 months

Unit Design
Westinghouse
Self Assessment Performance Indicators
Self Critical Identification by Department

Timeliness

Staffing Level
1000
Self Assessment Topic Selection
Trending

Management Directed

Change Management



Cross Functional Team Members
Yes

Self Assessment Process Owner
Manager Licensing & Corrective Action
Industry Peer Team Members
Yes

Dedicated Self Assessment Coordinator
Yes
Results Tracking
Corrective Action Program

Self Assessment  Program Staffing
1- Program Manager

1 - Coordinator
Self Assessment QA Participation
Monitors Program Performance and Compliance

Self Assessment Program Review Panel
Quality Evaluations

Onsite Review Committee

Offsite Safety Review Committee
Number QA Personnel per Megawatt Installed
35 QA/Site

35/1,184 =. 030

3.0%

Written Guidance
Procedure
Estimated % of O&M Man-hours Devoted to Self Assessment (Corporate/ Station included)
10,000/

2,144,480= 0.466%

Self Assessment Integrated with Business Planning
Yes
% of Self Assessment Staff to O&M Man-hours

(Corporate/ Station included)
2/2,144,480= 0.00009%
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Figure B-6 Wolf Creek Self-Assessment Chart
APPENDIX C

Task Force List
Mr. Brian Roach (Team Leader)
Benchmarking Manager
North Atlantic Energy  Service Corporation
P.O. Box 300

Seabrook, NH 03874-0300
Phone:  (603) 773-7701
Fax:  (603) 773-7300
e-mail: roachbe@naesco.com

Mr. Jay Moore, Jr.(Assistant Team Leader)
Corporate Self-Assessment Coordinator
GPU Nuclear Corporation
Three Mile Island

Mail Code OSF-2

Middletown, PA 17057
Phone:  (717) 948-8677
Fax:  (717) 948-8262
e-mail: jemoore@amergenenergy.com


Mr. Jack Arager

Self-Assessment Coordinator

Surry Power Station

Virginia Power

5570 Hog Island Road

Surry, VA 23883

Phone:  (757) 365-2862

Fax:  (757) 365-2724

e-mail: jack_arager@vapower.com
Mr. Brad K. Castiglia
Project Manager- Corrective Action Program
Northeast Utilities
Millstone

Route 156, Rope Ferry Road

Waterford, CT 06385
Phone:  1-800-269-9994 x6063
Fax:  (860) 444-5522
e-mail: castibk@nu.com


Mr. Don Clift
Self-Assessment/Human Performance Coordinator
Tennessee Valley Authority
Sequoyah Nuclear Plant

P.O. Box 2000

Soddy Daisy, TN 37384
Phone:  (423) 843-6800
Fax:  (423) 843-8529
e-mail: ldclift@tva.gov

T. B. Franchuk

Quality Assurance Supervisor

South Carolina Electric and Gas

V. C. Summer Station

P.O. Box 88

Mail Code 333

Jenkensville, SC 29065

Phone: (803) 345-4756

e-mail: tfranchuk@scana.com

Ms. Rosemary C. Fullmer
Director, Nuclear Assurance
Arizona Public Service Company
Palo Verde Nuclear Generating Station

P.O. Box 52034, M/S 7992

Phoenix, AZ 85072-2034
Phone:  (623) 393-6338
Fax:  (623) 393-5379
e-mail: rfullm01@apsc.com

Mr. Jim Hays
Operations Support Manager
Illinois Power Company
Clinton Station

V-130G, P.O. Box 678

Clinton, IL 61727-0678
Phone:  (217) 935-8881 x3692
Fax:  (217) 935 4852

e-mail: jim_hays@illinova.com


Mr. Steve Hiett
Plant Self-Assessment Coordinator
Pacific Gas and Electric Company
Diablo Canyon Power Plant

P.O. Box 56, 104/6/73

Avila Beach, CA 93424
Phone:  (805) 545-6131
Fax:    (805) 545-4899

e-mail: sah1@pge.com

Mr. Rick Hons
Assistant Senior Representative
Institute of Nuclear Power Operations
700 Galleria Parkway

Atlanta, GA 30339-5957
Phone:  (770) 644-8305
Fax: (770) 644-8121

e-mail: honsr@inpo.org


Ms. Jean Lewis
Self Assessment Coordinator
Illinois Power Company
Clinton Power Station

V-905, P.O. Box 678

Clinton, IL 61727-0678
Phone:  (217) 935-8881 x3320
Fax:  (217) 935-5496
e-mail: jean_lewis@illinova.com

Mr. John R. O'Neil
Corrective Action–Self-Assessment Coordinator
PSEG, LLC
Nuclear Business Unit

P.O. Box 236, Mail Code N13

Hancocks Bridge, NJ 08038
Phone:  (856) 339-1059
Fax:  (856) 339-1221
e-mail: john.oneil2@pseg.com


Mr. Steve Rudge
Corporate Methods Manager
Tennessee Valley Authority
1101 Market Street

Mail Stop BR4T-C

Chattanooga, TN 37402-2801
Phone:  (423) 751-4523
Fax:  (423) 751-8649
e-mail: shrudge@tva.gov

Mr. Jeff Todd
Strategic Analysis
Southern Nuclear Operating Company
40 Inverness Center Parkway

P.O. Box 1295

Birmingham, AL 35201
Phone:  (205) 992-5305
Fax:  (205) 992-6165
e-mail: jttodd@southernco.com


Ms. Lynne Valdez
Self-Assessment Coordianator
Arizona Public Service Company
Palo Verde Nuclear Generating Station

P.O. Box 52034, M/S 7992

Phoenix, AZ 85072-2034
Phone:  (623) 393-5756
Fax:  (623) 393-5379
e-mail: plvaldez@apsc.com

Mr. Gary Waldrep
Nuclear Oversite Program Manager
ComEd
1400 Opus Place

Downers Grove, IL 60515
Phone:  (630) 663-6653
Fax:  (630) 663-3014
e-mail: gary.w.waldrep@ucm.com


Mr. John B.Walker
Executive Assistant to Site Vice President

Commonwealth Edison
Braidwood Station

RR1, P.O. Box 84

Braceville, IL 60407-9618

Phone:  (815) 458-2801 X3602
Fax:  (815) 458-0876
e-mail: john.b.walker@ucm.com

Mr. Andrew Winter
Manager, Experience Assessment
PECO Energy Company
1848 Lay Road

Mail Stop  A4-5S

Delta, PA 17314
Phone:  (717) 456-3598
Fax:  (717) 456-4232
e-mail: awinter@peco-energy.com


Mr. Jay C. Young
Director, Quality Assurance
Pacific Gas and Electric Company
DCPP 104/3/315

P.O. Box 56

Avila Beach, CA 93424
Phone:  (805) 545-4202
Fax:  (805) 545-4899
e-mail: jcy1@pge.com

Ms. Jennifer Yunk
Self-Assessment Program Manager
Wolf Creek Nuclear Operating Corporation
Wolf Creek Generating Station

P.O. Box 411

Burlington, KS 66839-0411
Phone:  (316) 364-8831 x4561
Fax:  (316) 364-4138
e-mail: jeyunk@wcnoc.com


Mr. J. Vincent Gilbert
Senior Project Manager, Operations
Nuclear Energy Institute
Suite 400

1776 I Street, N.W.

Washington, DC 20006-3708
Phone:  (202) 739-8138
Fax:  (202) 785-1898
e-mail: jvg@nei.org



APPENDIX D
Application of INPO 97-002

Site: Braidwood
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Process Map Area: 1.0 and 3.0

Description

Commonwealth Edison’s (ComEd) Nuclear Generating Group (NGG) operates under a standard NGG Self-Assessment Procedure, AD-AA-103. This procedure requires each facility to perform a comprehensive performance evaluation in an annunciator window format based on the performance objectives and criteria from INPO 97-02.  Information is gathered from each input source available (ongoing, focused and internal oversight) and used to perform the evaluation.  The information is "bucketed" into the window structure.  The subsequent evaluation is used to drive color or status change of each of the windows as a result of the evaluation.  The evaluation is done on a quarterly basis and is a subjective assessment based on a consistent set of criteria.  A final report documenting the performance rating, the basis, supporting documentation and any actions being taken to address identified weaknesses is generated.  A similar evaluation process is used at the corporate office and is performed every six months.

Enablers and Drivers

Peer Groups, comprised of corporate and station managers responsible for a specific functional area were formally established and assigned responsibility for implementing common procedures, processes and performance standards across the NGG.  The use of standard, quantifiable, industry-based criteria, processed in accordance with the requirements of the NGG self-assessment procedure, supports the following objectives:

· Focus management attention on industry recognized issues.

· Reinforce adherence to performance standards common to all NGG nuclear stations.

· Provide quantitative results to enhance objective analysis and trending.

· Support integrated analysis and trending of Self-Assessment results from multiple nuclear stations and identification of division-wide programmatic issues.

· Use of INPO Performance Objectives and Criteria to facilitate identification of performance gaps between current and “industry best” practices.

· Should the need arise, allow simultaneous division-wide evaluation, using standard performance criteria, of a specific department activity.

Cost and Performance Measures

An effective self-assessment program is a significant contributor to a nuclear station’s “continuous improvement” culture.  As such, the final effectiveness of the self-assessment program is reflected in the NGG’s standard monthly indicators for station safety, production and cost performance.  In terms of process, the Monthly Self-Assessment Report, required by the NGG Self-Assessment Procedure, provides a monthly evaluation of a department’s execution of its self-assessment program keyed to the INPO 97-002 performance objectives and criteria.

APPENDIX E
Challenge Board

Site: Braidwood







R* O* L* E








Process Map Area: 3.2.4 through 3.2.6

Description

Braidwood maximizes the range of input and comment to quarterly assessment performance reports (see Appendix D) through a two-tier challenge board process.  The process provides a forum for staff and management cross-functional review and discussion of performance as indicated by self-assessment activities.  The first tier is the Station Trending Analysis Function (STAF) Challenge board, comprised of department self-assessment coordinators.  Each self-assessment coordinator presents their groups’ quarterly self-assessment report to the STAF Challenge Board.  The STAF’s purpose is to exchange views and provide feedback regarding the analysis and performance ratings presented.  The dialogue results in adjustment to the final report and ensures cross-functional agreement.   The site self-assessment coordinator is the chairman of the STAF challenge board.

The second tier of the challenge board process involves an executive level review of a roll-up report based upon the individual department reports reviewed and approved during the first tier challenge.  The objective is to have senior management review of results of assessment activities from their perspective. This meeting also functions as a challenge board where material presented is "challenged" for accuracy, quality and content.  In general, it provides the executive leadership team and line managers the opportunity to discuss the analysis and conclusions made at the department level on station performance.  This collective review and discussion serves to align the leadership team around strengths and challenges to be addressed.  It also serves as a means to dive the quality and results obtained through self-assessment.  The Site Vice-President is the chair of the site TRF Challenge Board.

Enablers and Drivers

Self-Assessment Coordinators and Department Managers responsible for a specific functional area prepare their own self-assessments and challenge each other to refine the final product.  Alignment is obtained regarding the strengths and challenges of the organization through the challenge board process.  Line and Executive Management is able to use the challenge board process to reinforce the importance of self-assessment through visible engagement in the process.  The quality of the assessment process and value added as a result is regularly tuned and adjusted as a result of the "challenge" in the challenge board process. 

Cost and Performance Measures

The NGG’s standard monthly indicators for station safety, production, and cost performance reflect the final effectiveness of the self-assessment program.  In terms of process, the Monthly Self-Assessment Report, required by the NGG Self-Assessment Procedure, provides a monthly evaluation of a department’s execution of its Self-Assessment program keyed to the INPO 97-002 performance objectives and criteria.

APPENDIX F
Integrated Resource Sharing

Site: Palo Verde
 






R  O  L* E*

Process Map Area: 3.1.1 and 3.7.4
Description

Palo Verde has sustained a high level of continuous improvement through the integration of various self-assessment activities. Continuous assessment tools, such as station performance indicators, the Level 1 program, benchmarking, and operating experience are used in conjunction with focused assessments both by the line and oversight to improve Palo Verde programs and processes.

In 1998, a business plan initiative was established to better integrate focused self-assessment activities and required regulatory audits. In 1999, benchmarking efforts were recognized as an additional area to integrate site resources.

Enablers and Drivers

Sharing of resources and being flexible to use additional processes has enabled PV to eliminate duplication of effort and make better use of site resources.  Assessment activities that were previously included under the formal QA audit schedule are now more likely to be included as a focused self-assessment effort.  This practice has resulted in more ownership by the line organization.   Similarly, where the site recognizes a need for a focused self-assessment in a specific area and a regularly scheduled audit is required, rather than duplicate efforts, the scope of the audit is adjusted to include the specific needs identified by the line organization.  In both of these cases, sharing of resources is employed.  On each of the site “integrated assessments,” a member of the oversight organization participates to provide an objective viewpoint as well as to ensure that someone who is familiar with assessment activities is on the team.  In the regular required audits, members from the line organization participate as a member of the team, in areas that they are not specifically responsible for, yet can provide the needed technical expertise to complement the team.  In addition to this sharing, the teams are frequently complemented with industry experts from other utilities or industry groups and consultants.  This conscious effort to ensure diversified team makeup has resulted in better teamwork between the line and oversight and ultimately has resulted in more self-critical and comprehensive focused self-assessments.

During the strategic planning process each year, each department provides the assessments they believe should be considered for integrated assessments and nuclear assurance provides required audits and areas they believe need assessments as a result of their oversight activities.  From this input, a site audit schedule and site integrated assessment schedule are developed and approved by the senior management team.

Some recent examples of this integration of resources include:

· A planned nuclear assurance audit of equipment qualification was integrated into a line self-assessment.

· A planned integrated self-assessment on ITS implementation was incorporated into the annually required technical specification audit.

An example where benchmarking efforts were integrated into focused self-assessment efforts is a recent assessment of the status control program.  During this assessment benchmarking information was obtained and two site visits were conducted to better understand what actions should be taken in response to areas needing improvement.

Cost and Performance Measures

This mutual sharing of resources between the line and oversight has resulted in the quality and depth of some self-assessments being increased due to the use of resources. On the other hand, the line organization frequently provides resources to NAD audits to provide technical expertise that results in greater understanding and acceptance of the audit findings. Line personnel used in audits gain assessment skills. This sharing eliminates duplication of resources.

Ultimately, an effective barrier is provided through the integrated use of various self-

assessment activities to identify areas needing improvement before their identification by external agencies and a more consistent understanding of site issues has developed.

APPENDIX G
Integrated Self-Assessments

Site: Palo Verde
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Process Map Area: 3.2.1 through 3.2.4 

Description

Good self-assessment culture requires senior management support because of their ability to influence self-assessment climate and the effect they can have on resources. They have the power to shape the self-assessment climate by their support of, their reaction to, and acceptance of the self-assessment efforts.

One way to convey senior management support is by involvement with all aspects of the process. Palo Verde has established a two-level, focused self-assessment process; "integrated" assessments are the highest level and the next level are referred to as  "department" assessments. Senior management plans, allows resources, tracks progress, communicates results and has established a process to follow-up on integrated assessments. 

Enablers and Drivers

These high-level assessments are called integrated assessments because the topics extend over organizational boundaries and affect multiple disciplines. The officers choose integrated assessments during the annual strategic planning process. The site-integrated self-assessment schedule is published annually by the senior vice president. The site-integrated schedule is printed on a poster and hung in the senior vice president's conference room. A total site self-assessment schedule, including both integrated and formal department self-assessments is compiled and updated quarterly 

To optimize results, Palo Verde has set specific standards for integrated assessments. Integrated assessments are performed by cross-organizational teams.  The team makeup is carefully picked to include members of affected departments, oversight resources and outside industry experts. At the completion of the self-assessment, once the final report is issued, a formal presentation is given to senior management.  The purpose of this presentation is to review the scope, results and recommendations and share this information with the senior management team.  This method of sharing affords the management team the opportunity to understand changes being made to processes that may affect their areas of responsibility

A recent example of an integrated assessment performed onsite is in the area of work management.  The team included members from outage, planning and scheduling, operations, maintenance, nuclear assurance and engineering, as well as a utility representative and a member from INPO.  During the NEI benchmark visit, the team attended the formal management presentation.  This particular focused self-assessment was being performed to follow-up on changes initiated as a result of a previous self-assessment and to determine what additional actions were needed to accomplish improvement initiatives in this program.

Cost and Performance Measures

These practices of “integrated self-assessments” give senior management the opportunity to continue to keep self-assessments on everyone’s' mind by periodically reviewing them in senior management meetings.  Benefits come through diverse participation and bringing back ideas for improvement. 

Performance of these station-level integrated assessments has resulted in identifying key areas for improvement before external agencies.  Performance indicators are maintained to ensure schedule completion.  Follow-up assessments ensure that key performance areas are improved.

APPENDIX H
Performance Improvement Process

Site: Palo Verde
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Process Map Area:  1.0

Description

There are two levels of focused self-assessments at Palo Verde, the integrated and departmental formal assessments. Palo Verde has established a site policy to address consistency for integrated assessments. Integrated assessments are those performed with a high degree of structure and a diverse team. Departments have the flexibility to conduct departmental assessments they feel are suitable to their needs. This results in a good blend of focused self-assessments and continuous assessment activities. This flexibility has resulted in some innovative methods to monitor performance so that assessments are performed in the areas that best suit their needs. One good example is the performance improvement program used in PVNGS Radiation Protection since 1996.

Site radiation protection at Palo Verde has implemented a performance improvement program (PIP) that is used to regularly assess radiation protection program performance, identify issues and problem areas, prioritize corrective actions and track actions to closure. Inputs to the program include focused self-assessment results, corrective action program feedback, radiation worker knowledge assessments, field observation comments and comments from regulators, peers and other evaluators.

Enablers and Drivers

The program supports but does not replace site condition reporting, nuclear assurance and nuclear training programs. Management personnel from radiation protection, nuclear assurance and nuclear training meet monthly to discuss radiation protection program performance using the PIP as a consolidated management and communication tool.

As a part of every meeting, participants are expected to come prepared to discuss performance in each assigned area.  Reports are run to show performance trends from various site activities.  Results are compared to previous trends and the group jointly decides what the performance reflects.  An annunciator window program is used to show the major categories assessed and to reflect the results of this review. Action items are assigned where more information is necessary.  If declining performance is indicated consideration is given to performing a focused self-assessment or increasing continuous assessment activities as appropriate.

Cost and Performance Measures

The PIP program has resulted in the following improvements:

· PVNGS radiation protection division performance has shown strong and steady improvement since the PIP process was implemented.

· All quantifiable site trends associated with radiation protection are significant strengths in comparison to past site performance and in comparison with other nuclear plants. These include collective radiation exposure, contaminated area, personnel contamination events, low-level solid radioactive waste generation, and mixed waste generation. 

· Recent NRC inspection reports indicate strong performance in this program.

· PVNGS nuclear assurance audits show considerable improvement in this program over the last several years.

APPENDIX I

Self-Assessment Training
Site:
Sequoyah
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Process Map Area: 1.4

Description

Sequoyah has developed a “just-in-time” training program that provides site personnel with expectations and basic knowledge to perform as an area manager, as a lead assessor, or as a team member for a self-assessment.  The training modules augment the utility self-assessment procedure, and are constructed in electronic, self-paced slide show modules accessible from the corporate self-assessment Web page that is used by Tennessee Valley Authority personnel at the corporate level and at the three nuclear plant sites.

Included in this training are the following topics:

· Purpose and philosophy behind self-evaluations and self-assessments

· Attributes that constitute good self-assessments

· “How-To” suggestions for observations and interviewing techniques

· Expectations for developing a self-assessment outline, for keeping management informed of assessment findings on a regular basis, and for developing the final report

The modules are voluntary and self-paced, and completion records are not required or retained.

Enablers and Drivers

The “just-in-time” training program was developed by the Sequoyah self-assessment committee in response to an assessment, conducted by committee members, of the site self-assessment program.  Indications and observations of ongoing assessments provided the impetus for creating a unifying training process.  Rollout of the program was left voluntary to simplify the process and empower individual team leaders and team members.  Modules were created with a set of terminal and learning objectives to provide an organized framework with elements similar to other station training materials.  The major intent was to communicate expectations to personnel involved in a consistent, point-of-contact, efficient manner.

Cost and Performance Measures

The Sequoyah self-assessment committee implemented the training program via site bulletin and individual communication to department managers.  Ongoing committee review of completed assessments has provided immediate feedback as to effectiveness of the training program.  The major impact has been and remains the input of the team leader (lead assessor) on the effectiveness of individual Team Members, and of the personal involvement of the team manager (department managers) on the performance of the assessment team and the quality of the final assessment report.

APPENDIX J

Self-Assessment Culture

Site:
Sequoyah
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Process Map Area: 1.7 and 1.8

Description

An environment exists at Sequoyah that encourages employees to actively engage in the self-assessment process.  A strong partnership between senior management, department management, and line personnel has helped to establish an environment that fosters a self-critical learning organization.  Sequoyah has achieved common understanding throughout the organization for the benefits of performing in-depth, self-critical self-evaluations.

Enablers and Drivers

Personnel at Sequoyah have recognized the need and the importance of the self-assessment program in the new regulatory environment, and have established self-assessment as one of the three focus areas for the site.  The senior management team has demonstrated and consistently reinforced its expectations for the value of self-assessments.  A high degree of accountability and acceptance exists among plant personnel.  Management fosters a self-critical learning organization that promotes self-identification of problems and enhancements with emphasis on what information needs to be presented, rather than on what information someone may want to hear.  The line organization demonstrates strong ownership of the self-assessment process.

Cost and Performance Measures

The self-assessment process has driven vigorous station performance improvement.  Operating performance has shown significant improvement as evidenced by:

· Shorter outage duration (three back-to-back world record duration outages).

· Station operating capacity factor of 99.4 percent U1 and 99.7 percent U2 for Fiscal Year 1999.

· INPO 1 rating on last evaluation, with a strength in the self-assessment area.

APPENDIX K

Management Observation Program

Site:
Sequoyah
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Process Map Area: 3.1

Description
Sequoyah has a structured management observation program for risk-sensitive activities.  Managers are assigned to observer preparations and job site activities to ensure that expectations are met, coaching is conducted, and barriers to successful completion of activities are identified and corrected.  The management observer provides immediate feedback to involved personnel and also completes a computer-based evaluation form for the observation.  The form evaluates the performance of the activity using 23 different attributes.  This data is analyzed quarterly, and a report is generated identifying areas needing attention or improvement.  These reports are distributed to and reviewed by station personnel.

Enablers and Drivers

Sequoyah management recognizes the importance of risk-sensitive activities and the potential impact on plant performance.  Management and workers share a common understanding of the benefits of performing these observations.  The activities and observations receive high visibility across the station.  The observation is scheduled in advance by the work week manager, and these assignments are reviewed in daily plant planning meetings, which are attended by all department managers.  A standard computer-based evaluation database is utilized to allow compilation of results.

Cost and Performance Measures:

Sequoyah has seen benefits from the structured approach to management observations of risk-sensitive activities. These benefits include:

· Increases and promotes management involvement in work activities.  This involvement differs from typical management observation tours previously tried, in that the observations are focused, visible and involve non-routine activities.

· Raised standards of performance through reinforcement of expectations and coaching by management observers. 

· Improved performance and efficiency in conduct of the activities.  Barriers and problems encountered during the activity are more quickly recognized and resolved. The recognition of the sensitivity of the activity raises the awareness and responsiveness of all involved.

APPENDIX L
Self-Assessment Web Page

Site:
Sequoyah
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Process Map Areas: 1.0, 3.24, 3.2.1

Description

The Tennessee Valley Authority (TVA) has developed a self-assessment Web page on the TVA Intranet.  This page is used to communicate focused self-assessment schedules, key site and departmental contacts for self-assessments, and provides links to completed self-assessment reports, site self-assessment performance indicators and training modules for personnel involved in the self-assessment program that specify responsibilities and expectations based on the role assigned to the individual.  The page was developed by the self-assessment coordinators for each of the three TVA plant sites and for the corporate office.  This Web page provides a mechanism to disseminate key information associated with the program to department managers, team leaders, team members and all TVA personnel.  The page supports the utility’s goal for a consistent and standard self-assessment program among all TVA nuclear programs.

Enablers and Drivers

TVA recently completed an effort to standardize the self-assessment program at all locations.  This effort included preparing one administrative procedure applicable to all sites (previous procedures and guidelines were different at each site).  The Web page facilitates this standardization by including common training modules and performance indicators, while providing a library of completed assessments.

Several external and internal assessments had identified the need to better share results and lessons learned with the other TVA facilities.  Inclusion of the links to completed reports and outlines (plan and scope) allow personnel from one location to efficiently obtain and review self-assessment activities at the other locations, including strengths and weaknesses identified.

TVA had a desire to provide training information on a just-in-time basis rather than through periodic courses and certifications or in prescriptive procedure type documents.  The Web page allows team members and team leaders to access the page, refresh their understanding of responsibilities and review methodologies for conduct of the focused assessment.
Cost and Performance Measures

· Improved access to findings, strengths and areas for improvement as a result of self-assessments performed at Sequoyah and other sites.

· Improved knowledge and awareness of self-assessment schedules across sites.  Allows for identification of similar assessments at different sites and consolidation of assessments and resources.

· Improved communication of expectations and standards for self-assessments via common training modules.  Avoided multiple development and maintenance of training modules.  Other sites had recognized need for some form of training but had not yet developed.  Loading of Sequoyah training on Web page avoided these costs.

APPENDIX M

Excellence In Performance Program

Site:
Sequoyah
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Process Map Area: 3.1

Description

The Tennessee Valley Authority has developed an excellence in performance (EIP) program, which allows individuals to assess themselves on their knowledge of established standards and expectations for the critical processes they perform.  The program also includes a mechanism for first-line supervisors to evaluate the performance, in real time, of their crews and employees in the performance of these same processes.  The results of these self-evaluations and observations are captured in a database, and the application has the capability to generate graphic and tabular reports of the results in real time.  This program uses an Intranet Web-based computer application that generates random self-evaluations that take 5 to10 minutes to complete.

· Key attributes and characteristics of this program are:

· Identification of key processes and expectations by department managers

· Development of question banks, based on established expectations, by a team of employees

· Communication and reinforcement of expectations in an efficient manner in the field using web-based self-evaluations

· Self-evaluations are done frequently and normally take 5 to 10 minutes to complete

· Includes a coaching module for supervisors to assess performance and provide coaching to their employees on these standards and expectations (this module also is part of the Web-based application)

· Real time graphic capabilities to automatically present results by process, site, department and crew, and to compare observation and coaching results with self-evaluation results

· Ability for first-line supervisors to assess performance and knowledge of their crews

· Enhances crew management (i.e., develop and implement actions to improve performance) based on specific crew results

· Contains feedback mechanism from employees to management on expectations

· Target audience are key organizations involved in day-to-day operation of the plant (operations, maintenance, radcon and chemistry, engineering, training)

Enablers and Drivers

The EIP program is driven by the utility’s desire to:

· prevent errors from occurring by improving human performance through communication and reinforcement of standards and expectations, 

· improve supervisor observation and coaching on performance of critical processes, and

· provide a means for employees to assess their knowledge of standards and expectations. 

TVA also has a goal of improving performance at all three plants through standardization of key processes.

The use of the TVA Intranet made possible a consistent method to communicate expectations to all three sites in an efficient manner.  The capabilities of the Web-based application are not overly manpower intensive and allows almost immediate evaluation of results by plant management and crew supervisors in order to better focus improvement efforts.  The results can be viewed as leading indicators of precursors to events, and triggers for proactive corrective actions and/or focused team self-assessments.  They also allow comparisons of strengths and weaknesses of crews and sites, and facilitate tailoring corrective actions to individual crews and sites as appropriate.

Cost and Performance Measures

Results of self-evaluations by site, department and crew identifies weaknesses in understanding of processes prior to events occurring.  Comparison of crew results helps identify whether overall process understanding needs improvement or whether the process itself needs to be improved.

Employee feedback provides input on processes, standards and expectations.

As a result of these self-evaluations, management focus areas have been identified, employee stand-down discussions have been held, training lesson plans modified to address weak areas and focused assessments have been performed to analyze and improve the process.

APPENDIX N
Monthly Management Review Meeting

Site:  Summer
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Process Map Area:  1.7

Description

A monthly performance indicator management review meeting is a particularly effective continuous assessment process.  Each month all of the plant general managers and vice presidents get together off-site to review performance.  They do this in a comprehensive manner using a challenge board meeting style.  Each manager selects the issues in his area of responsibility to be addressed and presented, including areas of noted weakness.  Each manager presents their analysis of the issue, the corrective actions taken, and the results achieved.  The presenting manager defends his analysis against peer challenges.  This forum allows for effective dialog, unbiased questioning, and a critical review of each issue.  The process is flexible, and allows performance areas to be added and deleted as appropriate based on performance.  A consensus deletes items for which discussion adds no value.  The forums also routinely review performance as measured by the corrective action program

Enablers and Drivers

The primary initiator of this effort is the production vice president.  The primary driver is continuous improvement and problem solving.  The premise is that senior management attention to a given issue will foster further discussion and effort that will result in improvement through focused action.

Cost and Performance Measures

The cost associated with this effort is simple: the time spent eight hours per month for the 13 senior managers and general managers.  Performance is measured indirectly by the excellent plant performance Summer has achieved over the past several years.  More directly, the performance of this effort can be measured by the number of items removed from discussion at this forum, as they have been resolved. 

APPENDIX O
Self-Assessment Grading Tool

Site:  Surry
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Process Map Area:  4.1 and 4.2
Description

Establishing expectations and ensuring consistent implementation are fundamental to effective implementation of any process.  At Surry, one of the tools used to do this for the focused self-assessment efforts is a grading tool.

Enablers and Drivers

Initially, the tool was developed to anchor format expectations that were established in a site procedure.  Once it was felt that appropriate improvements were being made in the format area, the tool was revised to anchor content and depth improvements.

Members of the station safety and licensing group use the tool to grade assessments as they are completed.  The tool acts as an impetus to facilitate communications regarding feedback. Currently, some groups use the grading tool to evaluate their self-assessments before final approval.   

The grades that are received from the station safety and licensing review are entered into a database and used as input to the site performance indicator on self-assessment.  The grades also are provided to the individual departments to be used as input to their self-assessment indicator window as well.

Areas that are covered on the grading tool include:

· Self-assessment Plan details

· Self-assessment Report details

· Self-assessment results

· Self-assessment recommendations

A 20-point system is tied to each of the above areas and graduated to allow 15 points for good performance, 10 points for average performance, 5 points for weak performance and 0 points for poor performance.

Under each of these areas are four key elements related to the specific area.  Each of these areas is separately graded to allow achievement of the 20 points in each category.  For example, under the self-assessment report details section, the following key elements are graded:

· Topic selected is relevant and well defined in the purpose of the report.

· Report format covers scope and objectives.

· Report documents observations and any conclusions such as strengths, good practices, deviations, weaknesses or enhancements.

· Assessment utilized insights of peers or interfacing organizations as team members.

In addition to the possible 80 points for the above areas, there are four additional administrative review factors that are worth five points each.  These include such things as:

· Report timeliness

· Effectiveness reviews

· Manager approval

· Self-assessment distribution

Under each of these areas is a further description of expected behavior.  For example, under the report timeliness area, the Safety and Licensing department receives the report within two weeks following the scheduled due date.

Cost and Performance Measures

The grading tool has been in use for approximately three years.  Since its inception, the site has seen considerable improvement.  Interviews with station management indicated that they believe the tool has resulted in anchoring expectations, providing timely feedback, and that it has been instrumental in improving the quality of their focused self-assessments.

Each department has established an indicator to track its performance and the station has established a site indicator to track overall performance.

APPENDIX P
Quarterly Self-Assessment Meetings

Site:  Surry
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Process Map Area:  4.0
Description

In order to continue to reinforce the need for members of the management team to be involved in self-assessment in their areas of responsibility and to make the most out of self-assessment efforts, the site vice president holds a quarterly self-assessment meeting to discuss focused self-assessment results.  Similarly, a quarterly meeting is held to discuss the results of site performance annunciator window areas; one of the continuous self-assessment activities that Surry uses to achieve "World Class Performance."

Enablers and Drivers

The quarterly meeting on focused self-assessments is pre-established as a regularly scheduled quarterly meeting with a predefined agenda that includes all superintendents presenting results of self-assessment in their area, along with follow-up from previous self-assessments.

Each area superintendent has an opportunity to present the results they have seen and the status of any actions they have outstanding where they may need the support of other departments. 

Station self-assessments, those that are cross-functional or large site initiatives, are presented by the station safety and licensing department.

In addition to these regularly scheduled self-assessment meetings, superintendents can present the results of a particular assessment at the morning senior management meeting.  This is usually done if they don’t want to wait till the quarterly meeting.

The presentations generally consist of covering the scope, conclusions and recommendations.

In addition to this quarterly meeting on focused self-assessments, the site vice president also holds a quarterly meeting to discuss the results of site performance as it relates to the site annunciator windows.  This meeting serves to anchor the importance of continuous self-assessment.  Where performance is found to not meet expectations (red or yellow window), an action plan is required to be developed and the actions tracked.

During interviews with station management, these meetings were frequently referred to as the reason that they feel they have been so successful in self-assessment.  These meetings have helped to focus the importance of self-assessment efforts and also acted as a catalyst to get the management team all in a room at one time talking about their results and what they were doing about them.  The discussions provide a venue to get the benefit of feedback from peers on how improvements can be best achieved.  These discussions also serve to point out potential areas of weakness others may have, as well as to notify peers of changes being considered in programs or processes that may impact their areas of responsibility.

Cost and Performance Measures

· Each department has established a performance indicator on self-assessment.

· The station annunciator program includes a window on self-assessment that is used to measure their performance.

APPENDIX Q
Self-Assessment Marketing

Site:  Wolf Creek







R* O* L* E











Process Map Area:  1.6
Description

Self-assessment marketing is composed of the following elements:

· Development of an Assessment Logo: In an effort to heighten program awareness, a logo was developed that encompasses all of Wolf Creek Generating Station’s assessment activities and clearly communicates to site and visiting personnel all we do to self improvement.  An umbrella concept was chosen for 1999, the concept being that performance of all these activities protects Wolf Creek from poor performance, plant events, high costs, industrial accidents, etc.

· Assessment Bulletin Board: A bulletin board, “WCNOC Assessment Activities” was put up and the integrated schedule and umbrella were posted there.  The bulletin board was strategically located in a high traffic area.  The board is changed approximately once a month to keep information current and to keep personnel interested.  Recently, a “Results” poster was hung there, on which personnel were asked to write in results that they’ve seen from self-assessments.  Making the board interactive and colorful has kept personnel interested.
· Self-Assessment Team Members: Personnel who participate in self-assessments donate time and effort away from their regular duties.  To show appreciation for their efforts, the umbrella logo also was put on insulated mugs that are handed out to team members at the end of each self-assessment.  Inside each mug is a note thanking the employees for their time and effort.

· Folders: Folders with the umbrella logo were distributed to self-assessment participants.  The folder will contain the self-assessment procedure and any other relevant reference material.

· Communicating Human Performance: Human Performance event posters are stationed in main security, secondary access and the learning center.  The posters are updated by the human performance group on a daily basis.  Functional groups appear as they do to remain consistent with SALP categorization.  Support organizations include the remaining departments such as purchasing and material services, security, training, document services, etc.

Enablers and Drivers

As organizations change, it is important to continue educating personnel on the importance of self-assessment activities, including why we perform them and what benefit the company derives from self-assessment.  Developing a marketing plan will help assessment personnel identify their customers and educate them on the program, processes and desired results.  Management commitment to assessment activities enables time and resources to be spent educating personnel on what assessment is and what informs it comes.  Ongoing communication with employees is a direct benefit for the interactive boards.  Employees watch to see how their department is doing and ask questions about changes or provide input on corrections needed.  A heightened awareness of self-assessment and human performance is evident.

Cost and Performance Measures

· Resource cost in man-hours for logo development:  80 man-hours.

· Resource cost in man-hours for results board:  2 man-hours.

· Resource cost in man-hours for human performance boards:  4 boards at approximately $400 each.  Man-hour cost to update the board daily:  0.5 man-hours.

APPENDIX R
Integrated Assessment Schedule

Site:  Wolf Creek
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Process Map Areas:  1.2 and 3.2.1.4

Description

An integrated assessment schedule (IAS) was developed at Wolf Creek Generating Station to enhance planning and scheduling of assessment activities.  The concept was to visually display all assessment activities during a refueling cycle (18 months).  The items are scheduled by start and end date with the affected resources noted.  Each type of assessment activity was assigned a different color for each identification.

Having all the assessment activities merged together enable personnel to quickly see where assessment activities such as NRC, INPO, and quality are planned in relation to where self-assessments were planned.  The long-range schedule also has enabled departments to see what their peers are planning, and in some cases, to avoid overlap of topics.  The schedule was developed in Microsoft Project and is updated at least monthly to reflect status changes.  The schedule is posted in a central location and individual copies are given to requesting organizations.  In the near future the IAS will be available for viewing by all site personnel via WCNOC’s Paperless Environment.  

The following elements are part of the IAS:

· Self-assessments

· Quality audits

· Supplier quality audits

· INPO activities (plant visits, exits, assist visits)

· NRC activities (inspections, meetings)

· Outside auditors (ANI, NEIL etc.)

· Collegial reviews

· NSRC meetings

· Utility service alliance activities  

· Outage activities

Enablers and Drivers

The IAS services as a communication, education and planning tool.  The IAS is highly visible and very colorful.  At a glance, it imparts all we as a site do to self-improve.  The schedule serves to heighten awareness of all the types of assessment activities that are performed annually or on an ongoing basis.

An integrated schedule is important for effective planning and scheduling.  Being able to clearly see what activities are scheduled, both internal and external to the site allows for accurate resource allocation.  It also enables management to identify activities that overlap and to consider combining efforts into one assessment.

Cost and Performance Measures

Initial schedule development was approximately 40 man-hours.  To update the schedule and maintain all the contacts takes approximately 10 man-hours per month.

APPENDIX S
Engineering Performance Initiatives

Site:  Wolf Creek
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Process Map Area:  3.1

Description

Engineering and Information Services (E&IS) performance management is a strategy that integrates organizational and individual planning, scheduling, work load management and performance feedback.  Elements of the strategy include:

· Vision, mission, performance goals and actions

· A resource-loaded schedule/work load management

· Performance indicators

The vision, mission, performance goals and actions are established to maintain focus on what we must accomplish to do our part in achieving the vision and mission of the Wolf Creek Nuclear Operating Corporation (WCNOC), and its strategic business plan.  Mission statements, performance goals and actions are prepared at the department, division and work group levels.  Not only do these goals deal with achieving our mission, the goals also deal with any barriers to.  

A comprehensive, living resource-loaded schedule provides the ability to match E&IS workload with resources to reliably establish what we can accomplish when and with quality.  To accomplish this, all known activities placing demands on E&IS resource are scheduled, along with a reasonable estimate of resources required to complete the activity in a quality manner.  The E&IS work load management strategy is simple:

· Maintain a comprehensive schedule.

· Keep the workload balanced with resources.

· Assign E&IS resources according to Wolf Creek priorities.

· Manage changes to the E&IS workload based on the Wolf Creek Business Rules.

· Periodically review the Wolf Creek performance to determine if the WCNOC. priorities and/or E&IS resource allocations need adjustment.

· Meet commitments.

The work product evaluation program requires a sampling of engineering & information services work products to be reviewed and evaluated by peers and supervisors.  A sampling of these work product evaluations (WPE) are, in turn, reviewed by the division managers and vice president engineering and information services to establish, communicate and reinforce expectations.  Results are tracked to identify improvement opportunities and are factored into the engineering support training program.  Skill, rule and knowledge-based human performance tools are reinforced as part of this process.  The results of these WPE reviews are fed back to the employee responsible for the work product and are used as input for employee job performance appraisals.  Engineering work products evaluated include:  design documents such as change packages, drawings, calculations and design verifications; USQDs, PIR responses, operability evaluations, and work order dispositions; activities such as shift supervisor support, and project, program and team leadership; field work such as surveillance testing, plant monitoring and system walkdowns.

Performance indicators provide a vehicle for communicating an organization's health both internally and externally.  As such, they are used to indicate the need for management intervention such as reallocation of resources, training and communication, budget adjustment, changes in priorities and schedules, changes in commitments, changes in planning assumptions, and provide insight for areas that may need formal assessments. 

Enablers and Drivers

The motivation to implement such a process was driven by the view of E&IS customers, both internal and regulatory, that E&IS performance needed to improve the technical rigor of its work and must focus more on meeting its customers' needs in an environment of decreasing resources and increasingly complex requirements.

Cost and Performance Measures

E&IS performance has improved, as noted from industry and plant feedback.  Performance improvement has been specifically noted in terms of improved rigor of engineering work products, improved production and decreasing backlogs.

APPENDIX T
Observation of Managers Process

Site:  Wolf Creek
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Process Map Area:  3.1.3
Description

Wolf Creek began utilizing the management observation program in mid-1998. The purpose of the program is to provide feedback to management personnel, including supervisors, superintendents, managers and executives, concerning their individual performance in executing tasks and roles.

Management observation program cards, which are blue, are placed in locations throughout the Wolf Creek site. The cards are available to all plant personnel.  There are five drop-boxes located in buildings on site.  Completed cards are dropped into these locked boxes and are picked up by the human performance group for processing.

The cards themselves contain 10 behaviors of effective management personnel. These behaviors cover a large spectrum of traits from spending time with a person to better understanding what they do and identifying opportunities to help them do their job correctly, to effectively communicating a decision and why it was made.  Individuals completing the cards are asked to rate the individual observed in the areas of:  exceeds requirements and expectations, meets requirements and expectations, needs improvement to meet requirements and expectations, or not observed.  In addition, there is a section for written remarks.

After collecting the cards from the locked boxes, the human performance group then forwards the cards to a confidential administrative assistant who has a template of the card on her computer work station.  She marks the template card exactly as the handwritten card reads, and types any handwritten comments onto a word document. The template (card) and typed comments are then printed, sealed into an envelope, marked "confidential and personal," and mailed to the individual observed.  The card itself is then shredded.  This is all done in order to protect the anonymity of the person filling out the card.

The total number of cards completed is tracked; however, we do not track specifics associated with the program.  In other words, we cannot tell specifically how a card was completed, or what it said.  Individuals are encouraged to write written comments on the cards, especially noting the “role” the individual observed was in at the time of observation.  For instance many of our managers play as lead positions in our emergency response organization (ERO).  If an individual has completed an observation card on particular managers while the managers were playing their role in the ERO, we ask that that be noted on the card.  This way, the managers know what role they were playing at the time of the observation.  Any individual can complete a blue card on any individual in plant management at any time.

Enablers and Drivers:

The primary driver of this program comes from the INPO Excellence in Human Performance document, which spells out traits and behaviors of leaders:

· Leaders facilitate open communication.

· Leaders promote teamwork to eliminate error-likely situations.

· Leaders search for and eliminate organizational weaknesses that create the conditions for error.

· Leaders reinforce desired job site behaviors.

· Leaders value the prevention of errors.

Wolf Creek took many of these behaviors and developed them into the 10 items found on the management observation program cards.  Supervisors and managers encourage their staffs to utilize the management observation program.  In addition, the human performance group attends a minimum of five staff meetings a month and explains the program to plant workers.  They also encourage the work force to use the program

Cost and Performance Measures
Costs of the program are minimal. The cards are printed in our reprographics department at a minimal cost. The person-hours spent on the program are estimated to be 10 hours a week. This 10-hour estimate includes:

· The time individuals take to fill out the cards.

· The time it takes human performance employees to gather the cards from the boxes.

· The time it takes the confidential administrative assistant to process and shred the cards.

· The time it takes the individual receiving the data to read it.

APPENDIX U
Glossary of Self-Assessment Terms
Annunciator Window:  A performance indicator display concept that organizes information in a simulated “control room equipment alarm panel matrix”.  Each window “panel” has significance for both panel window color and text/numerical value contained in the window.  Each window series may be arranged in hierarchical layers with other related windows, which are summed or “rolled up” from detailed values to become overall values.  Typical colors for windows in order from best to worst are green, white, yellow and red.  Window colors may be changed using either qualitative or quantitative data collected during the self-assessment period.

Area for Improvement:  An area where there is a deficiency or an opportunity to enhance the process or program.  The issues can range from minor deficiencies to conditions adverse to quality.  The process map only identifies this term, but a variety of terms are used by the industry.  One important consideration in defining these terms is to ensure that conditions adverse to quality are properly captured in the station's corrective action process.  A few of these related terms defined below are finding, problem, opportunity for improvement, watch area and weakness.

Assessment Plan:   Guidance that lends direction to the self-assessment team's performance.  Typically contains the assessments scope, objectives, techniques, assessment areas and team composition.

Assessment Schedule:  A listing that identifies frequency or calendar dates of areas scheduled to be periodically assessed.

Audit:  An audit is defined as provided by the QA program terms as contained in ANSI N18.7-1976, ANSI N45.2.10-1973, and ANSI N45.2.12-1977.

Benchmarking:  A comparison of management expectations, station processes and performance against other high-performance organizations to identify options to solve problems, improve performance and identify opportunities to emulate best practices.

Finding:  A problem or concern found as part of the self-assessment that is required to be documented by the corrective action program.

Observation Program:  A program that documents the act of observing activities, hardware, and/or reviewing documentation to verify conformance with specific requirements and expectations.  Assures compliance of activities to program requirements by direct observation of field activities.

Opportunity for Improvement:  Performance that meets or exceeds agreed-upon standards but offers the potential for performance improvements or enhanced standards.

Performance Data Analysis:  A review , evaluation and appraisal of performance to identify areas for needed improvement.  These reviews are conducted to identify performance factors for work products or business processes that appear to be unacceptable or degrading and require improvement.  Areas considered for departmental performance reviews can include, but are not limited to:

· Corrective action program data and information about recent events, issues or trends within the area of interest.

· Performance standards and management expectations.

· Internal and external operating experience.

· Available performance indicators.

· Feedback received from customers of the department.

· Areas that departmental staff and/or management feel are potentially weak.

Problem:  A nonconformance or departure from specified requirements, including deviations, deficiencies, issues, concerns, and near misses.

Process Coordinator:  Individual assigned to carry out the process routine including overall process data collection and feedback to the process owner.

Process Owner:  Individual assigned with overall responsibility for process performance including approval and allocation of resources, maintenance of process procedures, data collection requirements, performance indicators and other information in the conduct of process management.  Changes in process design are also approved and managed by the process owner.  Day-to-day activities are generally delegated to a process coordinator.

Self-Assessment:  Self-assessment is a structured, objective and visible process whereby individuals, groups and management within an organization evaluate the effectiveness of their own performances against predetermined expectations.  In the context of this report, self-assessment is any and all of the activities undertaken by a site that fall under section 3.0 of the process map as "core activities".  These are ongoing assessment processes, focused assessment processes, and internal oversight processes.  Each of these is defined below:

· Ongoing Assessment Process – Those activities performed by the individual, supervisor, and organization on a routine basis to assure that management’s expectations are met.  This includes process map elements in section 3.2.

· Focused Assessment Process – Planned and orchestrated assessments of a specific program, process or activity.

· Internal Oversight Process – An assessment conducted by an internal, independent oversight organization. 

Self-Assessment Critiques:  Feedback mechanism that evaluates the effectiveness of completed assessments in order to improve future assessments.

Watch Area:  Performance that meets or exceeds agreed-upon standards but warrants increased attention (e.g., a change is occurring, performance is degrading, or satisfactory performance has recently been attained).  Increased resources devoted to self-assessment are warranted.

Weakness:  Performance that does not meet agreed upon standards.  Increased resources for self-assessment is required and analysis for cause and corrective action may be warranted. A deficiency in an activity or program that reduces the overall effectiveness of the organization.
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INTERVIEW TARGETS

		SITE SCHEDULE

						SITE

						1		2		3		4		5		6

		SITE JOBS (4 groupsof Interview Guides)				BRAIDWOOD		WOLF CREEK		SURRY		VC SUMMER		SEQUOYAH		PALO VERDE

						Commonwealth		WCNOC		Vepco		SCE&G		TVA		APS

		INTERVIEW GROUP TYPES		TYPE		October 4 - 5		October 7 - 8		October 11 - 12		October 14 - 15		October 18 - 19		October 21 - 22

		1. Senior Management (VP/GM)

		2. Managers (functional and Process)

		3. Employees

		4. QA/Self-Assessment Participants

		SENIOR SITE VP/MANAGER		1

		Department Manager		2

		CAP Program Anministrator		1

		Supervisors		3

		Employees/groups/teams		3

		Focus/Lead Assesors and TEAM		2

		Site Self-Assessment Coord		1

		Process Owner		1

		Department Self-Assessment Coords		2

		Corp Self-Assessment Coord		1

		QA Professional		1

		ITEMS TO OBTAIN FROM SITE

		(use Jene List)





LOGISTICS

		

		LOGISTICS

		VISIT		BRAIDWOOD		WOLF CREEK		SURRY		VC SUMMER		SEQUOYAH		PALO VERDE

				Commonwealth		WCNOC		Vepco		SCE&G		TVA		APS

		DATES		October 4 - 5		October 7 - 8		October 11 - 12		October 14 - 15		October 18 - 19		October 21 - 22

		AIRPORTS

		FLIGHT IN

		SHUTTLE

		CAR RENTAL

		HOTEL

		TELEPHONE

		Hotel FAX

		Hotel EMAIL

		LEAD		Jay Young*		Jay Moore*		Rose Fuller*		Gary Waldrep*		John O'Neil*		Jeff Todd*

				Don Clift		Jean Lewis		Jay Moore		Brad Costiglia		Brad Costiglia		Jean Lewis

				Rick Hons		Brian Roach		Steve Rudge		Don Clift		Rick Hons		John O'Neil

				Brian Roach		Jeff Todd		Gary Waldrep		Rose Fullmer		Andy Winter		Steve Rudge

				Jennifer Younk		Jay Young		TBD		TBD		Jennifer Younk		Andy Winter





VISIT SCHEDULE

		

				VISIT		1		2		3		4		5		6

				SITES		BRAIDWOOD		WOLF CREEK		SURRY		VC SUMMER		SEQUOYAH		PALO VERDE

						Commonwealth		WCNOC		Vepco		SCE&G		TVA		APS

				DATES		October 4 - 5		October 7 - 8		October 11 - 12		October 14 - 15		October 18 - 19		October 21 - 22

				SITE COORD		John Walker		Jennifer Yunk		Jack Arager		Tim Franchuk		Don Clift		Lynne Valdez

				TELEPHONE		815 458 2801 X3602		316 364 8831		757 365 2862		803 345 4756		423 843 6800		623 393 5756

				FAX		815 458 0876		316 364 4438		757 365 2724		803 345 4020		423 843 8529		623 393 5379

				EMAIL		john.b.walker@ucm.com		jeyunk@wcnoc.com		jack_arager@vapower.com		tfranchuk@scana.com		ldclift@tva.gov		plvaldez@apsc.com

		(Leads*)				Jay Young*		Jay Moore*		Rose Fuller*		Gary Waldrep*		John O'Neil*		Jeff Todd*

		Brad Castiglia		Northeast Utilities								X		X

		Brian Roach		North Atlantic Energy Service Corp.		X		X

		Don Clift		TVA		X						X

		Gary Waldrep		ComEd						X		X

		Vince Gilbert		NEI						maybe

		Jay Moore		GPU				X		X

		Jay Young		Pacific Gas & Electric Co.		X		X

		Jean Lewis		Illinois Power Co.				X								X

		Jeff Todd		Southern Nuclear Operating Co.				X								X

		Jennifer Yunk		Wolf Creek Nuclear Operating Corp.		X								X

		John O'Neil		PSE&G Nuclear LLC										X		X

		Rick Hons		INPO		X								X

		Rosemary Fuller		Arizona Public Service Co.						X		X

		Steve Rudge		TVA						X						X

		Andy Winter		PECO Energy										X		X

		(To be Determined)								X		X





SURVEY WINDOW

		

				Plant		October		October		October		October		October		October

				Name		4-5		7-8		11-12		14-15		18-19		21-22

				Ano		did not complete this section

		VISIT		Braidwood		Y		Y		Y		Y		N		N

				Calvert Cliffs		Y		N		N		Y		Y		N

				Commanche Peak

				Diablo Canyon		N		N		N		N		N		N		Outage scheduled month of October

				Duane Arnold		Y		Y		N		N		N		N

				Ginna		N		N		N		N		N		N

				Hatch		N		Y		N		N		N		N

				Limerick		N		N		N		N		N		N

				McGuire														Survey Received September 17, 1999

				Ft Calhoun		N		N		N		N		N		N		Outage scheduled month of October

				Salem/Hope Creek		N		N		N		N		N		Y

		Visit		Palo Verde		did not complete this section

				Prairie Island

				Robinson

				San Onofre

		Visit		Sequoyah		N		N		Y		Y		Y		N; possibly

		Visit		VC Summer		N		N		Y		Y		Y		N

		Visit		Surry		Y		N		Y		Y		Y		N

				Turkey Point

		Visit		Wolf Creek		N		Y		N		N		N		Y

				South Texas





SURVEY  Q1-Q8 

												Q1												Q2																		Q3								Q4				Q5				Q6																				Q7								Q8

		Company Identification										Top 5 Improvements SAB Program identified?												What type of SA activities enabled improvements?																		Any major changes in your program in the last two years?								What improvements are you planning for your SA Program in near future?				What type of training do you provide for SA team leads/members?				To what extent (% of assessments) do you use industry peers or cross functional team members?																				Do you use SA to evaluate the effectiveness of change initiatives?								How do you promote the SA program?

		Name		Contact		Telephone		E-Mail		Fax		Name		A		B		C		D		E		Name		A		B		C		D		E		F		G		H		Name		Y		N		Notes/Explanation		Name				Name				Name		Industry Peers/Consultants								Cross-functional Members								Notes		Name		Y		N		Notes		Name		Site Communications/Newsletters		Management Involvement		Incentives		Themed Promotions		Site meetings		Other

																																																												0%		1-10%		11-25%		>25%		0%		1-10%		11-25%		>25%

		Ano		Mike Ruder		501-858-5984		mruder@@entergy.com		501-858-5951		Ano		Area for improvement (AFI) related to implementation of the preventive maintenance program including craft knowledge and organization fragmentation issues.  Corporate Assessment Identified Issues (CAII):  Lingering human performance problems		AFI related to accuracy and adequacy of Operability Determinations.  CAII:  more effective use of the systematic approach to training.		AFI related to tracking of training qualifications for Operation staff.  CAII:  providing clear direction, prioritization and follow-up		AFI related to implementation and organization fragmentation of the Fire Protection/Appendix R Programs.  CAII:  more effort needed to keep up with the industry in some areas		AFI related to weakness in the equipment performance monitoring program and evaluation of trended parameters.  CAII:  Inability to solve some problems.		Ano		Data reviews of plant corrective action, NRC report and industry reports that are routinely reviewed, analyzed and reported on a quarterly basis		Self-initiated assessment based on review of trended information		Performance of Independent Root Cause Analysis and Assessments at the request of Senior Management		Corporate assessments										Ano		X				Consolidating site oversight functions under a single manager, standardizing the oversight programs at each of Entergy's Nuclear sites.  New plant oversight group responsibilities are as such- data trending, root cause analysis, focused SA and support of		Ano		Development of a Corporate procedure to define minimum expectations for performance and tracking of departmental SA.  This procedure will define differences made between "SA", "Corporate Assessments" and "Manager" requested assessments which combined will		Ano		When formed SA teams usually include a member from the assessment group.  These members have had formal RCA and facilitator training and a significant amount of experience in performing/reviewing RCA reports.  In other cases when assessments are performed		Ano				X				X												Ano						when a specific request is made		Ano		N		Y		N		N		Y		Providing sites with valuable issues and insights

		Braidwood		John B. Walker		815-458-2801 x-3602		john.b.walker@ucm.com		815-458-0876		Braidwood		Improved pre and post job briefs in operations		Improved control of operation procedures backlog		Improved industrial safety within operations		Successful NRC architect engineer design inspection		Reduced maintenance rework		Braidwood		Attributed improvements to our Focus Area SA																Braidwood		X				New program instituted in February 1999; Divides station activities according to the INPO 97-02 Performance Objectives and uses the associated criteria as the topics to be reviewed.		Braidwood		New program:  some improvements - area peer groups developing training programs; closely coupling SA program and Corrective Action Program.  Track issues using Action Tracking program.		Braidwood		None; in process of development		Braidwood		X										X								Braidwood				X				Braidwood		Y		Y		N		N		Y

		Calvert Cliffs		Mike Gahan		410-495-4416		michael.j.gahan@BGE.com		410-495-3848		Calvert Cliffs		Events recur		Correlative actions are not timely		corrective actions are not effective		no sitewide trending database				Calvert Cliffs		NPAD Audit 98-05		INPO Plant eval, June 1999		INPO assist visit, Nov 98		1997 corrective action SA		Mid 1997 SPAR;		Calvert Cliffs event report						Calvert Cliffs		X				A SA with trending database has been developed and implemented in the RAD safety area		Calvert Cliffs		Develop a site-wide SA program with an integrated trending database		Calvert Cliffs		None;  will include:  procedure, facilitative leadership, HPES, root cause		Calvert Cliffs						X														Calvert Cliffs		X						Calvert Cliffs		Y		Y		N		N		Y

		Commanche Peak										Commanche Peak												Commanche Peak																		Commanche Peak								Commanche Peak				Commanche Peak				Commanche Peak																				Commanche Peak								Commanche Peak

		Diablo Canyon		Jay C. Young		805-545-4202		jcy1@PGE.com		805-545-3459		Diablo Canyon		Improved clearance process		Reaccredidation of training programs		Upgraded SA program						Diablo Canyon																		Diablo Canyon				X				Diablo Canyon		Major upgrade is in progress; See attachment 1 for features of the upgrade program		Diablo Canyon		None; Upgrade program provides for just-in-time training to assessors		Diablo Canyon				X										X						Diablo Canyon		X						Diablo Canyon		N		N		N		N		N		Upgraded Program will use A,B,C,E

		Duane Arnold		Bob Murrell		319-851-7900		bobmurrell@alliant-energy.com		319-851-7364		Duane Arnold		Planner Training		Preventive maintenance		Calibration data StPt control (electronic calc card)		System engineering system monitoring and system health reporting				Duane Arnold		Line management SA (cross functional) utilizing utility peers																Duane Arnold		X				Re-write of SA procedure and development of a SA guideline		Duane Arnold		Continued SA benchmarking and involvement in SA workshops		Duane Arnold		Corrective action program training, SA procedure training, Prefer leads have previous experience		Duane Arnold								X								X				Duane Arnold		X						Duane Arnold		Y		Y		N		N		N

		Ginna		Richard Marchionda		716-771-3699		Richard Marchionda@RGE.com		716-771-3717		Ginna		Need for improved communication between groups		Need for pre job and post job briefs		Need for better FME controls		Need for better training on corrective action initiating		Need for more formal communication in the control room		Ginna		Formal																Ginna		X				Developed an interface procedure; developed a schedule for implementaion		Ginna		SA schedule coordinated with the QA audit schedule so that QA can reviewSA during audit		Ginna		none yet		Ginna								X												Ginna		X						Ginna		Y		Y		N		N		Y		SCHEDULE

		Hatch		Steve Tipps		912-537-1395 ext 2378		stipps@southernco.com		912-367-5573		Hatch		Reduction in personnel contamination & uncontrolled rad material problems		Improved chemical control and housekeeping from a radiological perspective		Reduction in dry active waste						Hatch		Specific formal activities associated with SA follow-up																Hatch		X				SA process formalized in March 1999; prior to that SA were performed with positive results, but the consistency of reports and follow-up were not as structured.		Hatch		None at this time		Hatch		No formal training		Hatch								X								X				Hatch				X				Hatch		N		Y		N		N		N

		Limerick		David A. Arcuri		610-718-3407		darcuri@peco-energy.com		610-718-3324		Limerick		Procedure compliance		Predictive maintenance		Work management process		Equipment reliability		Human performance		Limerick		Continuous peer check, self-check; periodic preemptive (pre-job brief/error likely situations) reactive																Limerick		X				Transitioning to continuous SA		Limerick		Standardization of process ; desktop application		Limerick		Experience assessment mentoring		Limerick				X								X								Limerick		X						Limerick		Y		Y		N		Y		Y

		McGuire										McGuire												McGuire																		McGuire								McGuire				McGuire				McGuire																				McGuire								McGuire

		Ft Calhoun		Ken Steele		402-533-7159		ksteele@oppd.com		402-533-6597		Ft Calhoun		Need to have more formal entrance and exit meetings		Need for an integrated assessments schedule		Managers need to block out sufficient time for group to perform tasks		Need for additional organizational independence		Promote the use of Peer Evaluators		Ft Calhoun		More management support for SA																Ft Calhoun		X				Revised assessment guideline and heightened awareness of the need to perform SA.  Topic of recent Human Performance Day; more dedicated Manager support for the program		Ft Calhoun		Training on SA culture to be provided to managers, supervisors, and SA team		Ft Calhoun		Limited at present		Ft Calhoun								X								X				Ft Calhoun						SOME		Ft Calhoun		N		Y		N		N		Y		SA/Corrective Action meetings with first line Managers every 6 weeks; creation of an integrated assessment

		Hope Creek		Glenn Parkhurst		609-339-3046		glenn.parkhurst@pseg.com		609-339-3046		Hope Creek		Increased procedure compliance		Increased field presence of management personnel		Improved plant housekeeping and material condition		Improved communications				Hope Creek		Field job observations and management observations																Hope Creek		X				SA program revamped and improved including a revision of the procedure.  More emphasis was placed on the program and a manager was assigned responsibility to oversee the program.  In addition a member of the NRB Industry Peer made several recommendations		Hope Creek		Additional revisions to the program to include better direction for SA.  Issuance of a SA manual to help develop the SA culture.  Placement of a Senior VP to oversee the process		Hope Creek		Hop Howlette training was provided to most organizational coordinators and some department coordinators.  Involvement with the industry peer group and plant visits will also be provided.  Specific SA training is being evaluated		Hope Creek				X						X										Hope Creek						Yes & No?		Hope Creek		Y		Y		N		N		Y

		Palo Verde		Rosemary Fuller		623-393-6338		rfullm01apsc.com		623-393-5379		Palo Verde		Station's human performance improvements		Work management improvements		Improvements in engineering ISI/IST program management		Improvements in system engineering program		System status control improvements		Palo Verde		Monitoring of monthly performance indicators		Formal team assessments; some use of industry peers, consultants (both integrated site assessments and department assessments)		Benchmarking formal assessments		Performance improvement program (PIP) team initiatives		Behavior observations		Site trending efforts		lessons learned critiques		QA audits		Palo Verde		X				A site philosophy for SA was captured in the site policy document; A guideline was issued to provide direction in selecting when to do formal SA as well as guidance for minimum documentation requirements; Formalized the scheduling coordination and respons		Palo Verde		Plan to set-up a website to communicate SA activities (schedules), philosophy and results; Training being reviewed in an assessment of SA later this year to determine our training needs; Strategic planning tools have been developed for the major organizat		Palo Verde		No specific training for SA team leaders or members, however, oversight department does provide mentoring on all integrated assessments and most formal department assessments.  Line personnel are afforded the opportunity to participate in QA audits for ex		Palo Verde				X; Department sponsored SA				X; Site integrated assessments						Department sponsored SA				Two levels of formal SA; Site integration assessments team approach and department sponsored SA.		Palo Verde		X				examples:  ISI/IST follow-up assessments; work management (in process now); training corrective action effectiveness; control room operator logging.		Palo Verde		Y		Y		N		Y; (posters, post-it pads)		Y		One-on-one meetings with key personnel/assessment team leaders

		Prairie Island										Prairie Island												Prairie Island																		Prairie Island								Prairie Island				Prairie Island				Prairie Island																				Prairie Island								Prairie Island

		Robinson										Robinson												Robinson																		Robinson								Robinson				Robinson				Robinson																				Robinson								Robinson

		San Onofre										San Onofre												San Onofre																		San Onofre								San Onofre				San Onofre				San Onofre																				San Onofre								San Onofre

		Sequoyah		Don Clift		423-843-6800		ldclift@TVA.gov		423-843-8529		Sequoyah		Shorter outage duratoin		Engineering programs effficiency improvements		Work management system improvements		Operations training program		Plant security system		Sequoyah																		Sequoyah								Sequoyah				Sequoyah				Sequoyah																				Sequoyah								Sequoyah

		VC Summer		Tim Franchuk		803-345-4756		tfranchuk@scana.com		803-345-4020		VC Summer		Many improvements in Health Physics department		Operations has improved tagging and locked value programs		QA will/is in the process of making changes to corrective action program		Better understanding of OE information and how to use it				VC Summer		using industry peers																VC Summer				X				VC Summer		Better training for our on-site people, more participation from/by on-site personnel		VC Summer		Minimal - a review of INPO 96-oz		VC Summer																X		"100%"		VC Summer		X				in some cases		VC Summer		N		Y		N		N		Y		Management directives

		Surray		Jack Arager		757-365-2862		jack_arager@vapower.com		757-365-2724		Surray		Improved the quality of engineering products		Assessment of the in-plant monitoring program has developed the maintenance job observation program which has provided better methods of coaching.		Improvements in annuciator windows have increased managements understanding of trends and issues		Assessments of the SA program has provided initiatives that have resulted in several INPO strengths.		Assessments and outage critiques have decreased dose and shortened refueling outages to record numbers		Surray		Formal SA																Surray		X				Initiated the assessment grading form, provided to the annunciator window program to use the grading program to improve the quality of SA		Surray		In process of determining what changes are needed		Surray		Video, tape, written course material, observation training, and root cause training		Surray														X						Surray		X						Surray		N		Y		N		N		N		Site SA group works with each department head to maintain the program, and look for improvements

		Turkey Point										Turkey Point												Turkey Point																		Turkey Point								Turkey Point				Turkey Point				Turkey Point																				Turkey Point								Turkey Point

		Wolf Creek		Jennifer Yunk		316-364-8831 ext.4561		jeyunk@wcnoc.com		316-364-4438		Wolf Creek		Problems with SA program		Review and removal of Technical Specification Clarifications		Expansion of the continuous audit process		Increased coaching during EP drills		Improved identification of regulatory commitments in procedures		Wolf Creek		Formal SA - planned, scheduled, team efforts																Wolf Creek		X				In last 6 mths:  Assignment of SA Program Manager with SA Coordinator reporting to the manager; Development of an integrated assessment schedule-integration of NRC, INPO, QA activities (still in development but going well); Marketing program initiated-a p		Wolf Creek		A procedure draft is almost finalized to implement the NRC cornerstone philosophy into the SA reports.  Procedure change includes at this time a SA review form which was developed to follow-up on corrective action documents initiated as part of SA - a too		Wolf Creek		1993 in-depth training was initiated.  Currently training aspect has been allowed to slide. Team leaders may request training for their teams, but it has not been requested in the last 8 months; improvement planned-Just In Time training for team that does		Wolf Creek								X								X				Wolf Creek				X				Wolf Creek		Y		Y		Y		Y		N

		South Texas										South Texas												South Texas																		South Texas								South Texas				South Texas				South Texas																				South Texas								South Texas



&A



SURVEY  Q9-Q17

		Q9														Q10								Q11										Q12				Q13				Q14														Q15						Q16						Q17

		What roles does QA/Oversight play in the SA process? ("Y" to all that apply)														Do you have specific effectiveness measures or performance indicators for you SA program?								How do you budget SA efforts? ("Y" to correct method)										What tools do you use in performing SA(e.g., checklists, observation cards, templates, formal plans)				Briefly describe any changes made to your SA program in anticipation/as a result of the new NRC oversight process?				How far ahead do you schedule your SA?														Do you perform SA of your SA Program?						Do you have a station SA coordinator?						Do you use department SA coordinators/points of contact?

		Name		Lead focused assessment team		Review Reports		Plan/        schedule		Program Owner		Oversight		None		Name		N		Y = please identify		Notes		Name		Separate line item - program level		Separate line item - department level		Level of effort		Other		Name				Name				Name		6 months		1 year		2 years		5 years		Other		Do not have schedule		Name		If "YES" give DATE		N		Name		If "YES" give supervisor name		N		Name		Y		N

		Ano		N		Y		N		N		Y				Ano		X						Ano		N		N		N		Corporate oversight is a separate budget line item		Ano		Observation cards, consolidated problem database for analysis of trended information; corporate assessment group uses INPO Performance Objectives and Criteria, trend reports, event history, previous assessment reports and the areas the customer wants emph		Ano		Defining minimum expectation for performance of assessments and require compilation of all SA in one place in order to easily retrieve and report on site assessment activities.		Ano				Corporate assessments						Plant department scheduling varies by department; Plant assessment group only has the Quarterly Report as a required routine report; dictated by senior management.				Ano				X; continually check based on customer and external feedback		Ano				X; Manager of Corrective Action and Assessment coordinates support		Ano				X

		Braidwood		N		Y		N		N		Y				Braidwood				X; INPO 97-02 Objective an Criterion SE.1				Braidwood		N		N		Y				Braidwood		Have  formal procedure; guidance handbook; includes models for checklists, templates, plans and reports.		Braidwood		In process of incorporating the NRC elements into the Focus Area SA process.		Braidwood				X										Braidwood		X; performed at close of second quarter SA report				Braidwood		X; reports to station manager				Braidwood		X

		Calvert Cliffs		Y		Y		Y		Y		Y				Calvert Cliffs		X				In development		Calvert Cliffs		N		N		N				Calvert Cliffs		issue reports, observations, team assessments, gold cards		Calvert Cliffs		NRC related performance indicators are developed and will be included as part of the overall site SA program		Calvert Cliffs				X						X; various dependent on program				Calvert Cliffs				X		Calvert Cliffs		X; reports to Supervisor, Issues Assessment Unit who reports to Plant General Manager				Calvert Cliffs		X

		Commanche Peak														Commanche Peak								Commanche Peak										Commanche Peak				Commanche Peak				Commanche Peak														Commanche Peak						Commanche Peak						Commanche Peak

		Diablo Canyon		sometimes when requested by line organization		Y		Y								Diablo Canyon		X						Diablo Canyon		N		N		Y				Diablo Canyon		currently, some organizations use checklists		Diablo Canyon		scope & topic areas will be selected to look at performance areas not covered by NRC PI's		Diablo Canyon												X; Upgraded Program will have "B"		Diablo Canyon				X; no regular requirements; did one this year resulting in Upgraded Program		Diablo Canyon				X; will with Upgraded Program; will report to Line-Org Manager with corrective action responsibilities		Diablo Canyon		X

		Duane Arnold		Y		Y		N		N		Y				Duane Arnold		X						Duane Arnold		N		N		Y				Duane Arnold		Performance objectives criteria, checklists, assessment guides, interview sheets		Duane Arnold		None		Duane Arnold		X		X										Duane Arnold		X; 1st quarter 99				Duane Arnold		X; Regulatory Communications Supervisor				Duane Arnold				X

		Ginna														Ginna								Ginna										Ginna				Ginna				Ginna														Ginna						Ginna						Ginna

		Hatch		N		N		N		N		Y				Hatch		X		X; Performance indicators currently being developed that encompass this area				Hatch		N		Y		N				Hatch		Written SA plan is prepared and team leader provides the familiarization and orientation of the team members.  Areas requiring corrective action are documented using the corrective action with cause determinations prepared and corrected  actions tracked t		Hatch		NRC oversight guidance is used as an input in developing the SA plant.  If particular aspects of programs are taken credit for in the NRC oversight process, the SA plant will include criteria to assist the site in assessing the relative strength of that p		Hatch										Hatch schedules assessments based on resource availability which varies				Hatch				X		Hatch				X; SA reports/corrective action plans come to NS&C to ensure that they are included in the site's corrective action program.  However, departments are responsible for planning and performing team SA.		Hatch				X

		Limerick		N		Y		N		N		Y				Limerick				X; under development PI will indicate status of SA (schedule vs complete)				Limerick		N		N		Y				Limerick		Checklists - event free cards/observation; pre-job briefs; self check/peer check; proceduralized checklist; pre-assessment team training		Limerick		In process of upgrading SA activities to reflect new NRC focus areas		Limerick				X										Limerick		X; 1998				Limerick		X; Manager -experience assessment				Limerick		X

		McGuire														McGuire								McGuire										McGuire				McGuire				McGuire														McGuire						McGuire						McGuire

		Ft Calhoun		N		Y		Y		N		Y				Ft Calhoun				X; score cards used to grade the quality of SA.  Performance Indicators are upgraded quarterly .  Trends based on data from operations, maintenance, plant support and engineering				Ft Calhoun		N		N		N				Ft Calhoun		Formal plans, objective criteria developed from INPO or Management request to evaluate specific part of their program based on trends or just gut feeling		Ft Calhoun		Evaluated QA, NSRG and QC activities to determine holes in the program.  Evaluation matrix was developed; Managers are to evaluate and determine if SA is needed in that area		Ft Calhoun		X		X						6 months to a year				Ft Calhoun		X; August 1999				Ft Calhoun		X; Nuclear Safety Review Group				Ft Calhoun				X

		Hope Creek		N		Y		N		N		Y				Hope Creek				X; Use performance indicators for planned vs complete, self identified vs external identified, % improvements identified, % conditions adverse to quality identified				Hope Creek		Y		Y		N				Hope Creek		All  the above		Hope Creek		These groups most closely related to the NRC PI's are ensuring cornerstones are part of the assessment process		Hope Creek										Department 6 mths - 2 years				Hope Creek		X; October 1998; QA performed 2 assessments and is currently performing a third				Hope Creek				X; organizational structure is informal; Radiation Protection Manager is the designated owner of the SA program		Hope Creek		X

		Palo Verde		Y		N		Y		Y		Y				Palo Verde				X; performance monitoring tool; track schedule adherence				Palo Verde		N		N		N		SA activities are an integral part of base load work		Palo Verde		no formal tools mandate; the following tools are frequently used:  observation cards, checklists, objectives (INPO style), surveys, interviews checklists.		Palo Verde		Some organizations have become more sensitive to using the corrective action program for SA findings.  There is more understanding by all of the importance of finding and fixing our own problems.  Are in process of modifying trending windows and criteria		Palo Verde				X; flexible schedule										Palo Verde		X; PVNG'S  in 1997; another scheduled for this year				Palo Verde		X; reporting to Director of Nuclear Assurance				Palo Verde		X

		Prairie Island														Prairie Island								Prairie Island										Prairie Island				Prairie Island				Prairie Island														Prairie Island						Prairie Island						Prairie Island

		Robinson														Robinson								Robinson										Robinson				Robinson				Robinson														Robinson						Robinson						Robinson

		San Onofre														San Onofre								San Onofre										San Onofre				San Onofre				San Onofre														San Onofre						San Onofre						San Onofre

		Sequoyah														Sequoyah								Sequoyah										Sequoyah				Sequoyah				Sequoyah														Sequoyah						Sequoyah						Sequoyah

		VC Summer		Y		Y		Y		Y						VC Summer				X; recently added to site directives; expectation is 2 assessments per year in each functional area				VC Summer		N		N		Y				VC Summer		Observation cards, field notes, scope sheets		VC Summer		Currently working - mainly a new focus on what areas we will assess, i.e., reactor safety, HP, Security, all subcategories		VC Summer										2 - 3 years				VC Summer		X; 1998				VC Summer		X; QA Manager				VC Summer				X

		Surray		N		Y		N		N		N				Surray				X; each major department has a SA performance window that is graded on a quarterly basis				Surray		N		N		N				Surray		Assessment plants are widely used.  The procedure gives specifc example of SA		Surray		Have met with the North Anna annunciator windows coordinator, and will be revising the program to address the new NRC performance indicators		Surray				X										Surray		X; 6/98				Surray		X; Station Nuclear Saftey Supervisor				Surray		X

		Turkey Point														Turkey Point								Turkey Point										Turkey Point				Turkey Point				Turkey Point														Turkey Point						Turkey Point						Turkey Point

		Wolf Creek		N		Y		N		N		Y				Wolf Creek		X						Wolf Creek		Y		Y		N		Potentially both, as the program aspects are budgeted under one department, but departments can budget for their own SA activities if they need dollars for outside expertise.		Wolf Creek		All use computerized SA plan template and a template for the SA reports which helps ensure all the required sections are completed; teams have developed their own checklists to compile data; management observation program using observation cards		Wolf Creek		Planned a procedure revision to include the cornerstone methodology		Wolf Creek										18 mths				Wolf Creek		X; included in INPO style plant evaluation in October 1998				Wolf Creek		X; report to SA program manager who reports to the Manager of Licensing & Corrective Action				Wolf Creek				X

		South Texas														South Texas								South Texas										South Texas				South Texas				South Texas														South Texas						South Texas						South Texas
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SURVEY  Q18-Q25

		Q18				Q19														Q20						Q21																Q22										Q23						Q24								Q25

		How mature is your program?				Identify which of the following you include in the scope of your SA program?  ("Y" to all that apply)														Is SA discussed in your site Business plan?						Rank your selection criteria for choosing SA topics (1 being most used)																What kind of guidance do you have for SA?										Do you track problems and recommendations from SA?						How is senior management (department manager and above) involved in the following areas?								How many SA do you perform?

		Name		Rating 1-5; (1=infancy; 5=very mature)		Name		Organizational Evaluations		Focused team assessments		Focused assessment conducted by an individual		Management observation programs		Performance indicators and their review		Other; identify		Name		Y		N		Name		Trending		Suspected weak areas		Established frequency		Management directive		Other 1		Other 2		Other 3		Name		Procedure		Policy/Guideline		Informal tools		None		Name		If "YES" then how?		NO				Planning		Results Review		Critique of SA		Name		Annually		Quarterly		Monthly		Other

		Ano		3.00		Ano		Y		Y		Y		Y		Y		Corporate assessments routinely scheduled and performed by corporate staff and industry peers.		Ano		X				Ano		2		1		2		1								Ano		X; corporate procedure								Ano		X; assessment database developed for this purpose.				Ano		Primary planning positions with exception of corporate led assessments.		Reviews all SA reports performed by department; corporate led assessments reviewed by senior management				Ano		Plant schedule varies; corporate performs 35-40 SA per year

		Braidwood		1.00		Braidwood		Y		Y		Y		Y		Y		Monthly department reviews; quarterly challenge board process.		Braidwood				X		Braidwood		2		1		4		3								Braidwood		X		X						Braidwood		X; procedure directs that problems identified through SA program be tracked through the Corrective Action program				Braidwood		Reviews and approves Focus Area SA plans.		Review and approve results		Nuclear oversight reviews SA reports; quarterly site-wide SA reports are critiqued at the STAF meeting, the TRF meeting and at the corporate offices.		Braidwood		Operations, Maintenance, Engineering & Plant support do 4 Focus Area SA per year		Station does qrtly windows report		Each area reviewed qtrly for windows report also produces monthly

		Calvert Cliffs		2.00		Calvert Cliffs		Y		Y		Y		Y		Y				Calvert Cliffs		X				Calvert Cliffs		1		3		2		4								Calvert Cliffs		X								Calvert Cliffs		X;  in an access trending database				Calvert Cliffs		Oversight and visionary guidance		Oversight and visionary guidance		Oversight and visionary guidance		Calvert Cliffs								varies from dept. to dept. and program to program

		Commanche Peak				Commanche Peak														Commanche Peak						Commanche Peak																Commanche Peak										Commanche Peak						Commanche Peak								Commanche Peak

		Diablo Canyon		2.00		Diablo Canyon		Y		Y		Y		N		N				Diablo Canyon				X		Diablo Canyon		3		2		1										Diablo Canyon								X; Upgraded Program is "B"		Diablo Canyon		X; both currently and in Upgraded Program via the Corrective Action Program				Diablo Canyon		Currently NO; Upgraded Program YES; reviews integrated schedule		Currently NO; Upgraded Program YES; reviews individual reports and a roll up of dept. & plant results		Currently NO; Upgraded Program YES; reviews results of critiques done jointly by Dept SA Coordinators & Plant SA Coordinator		Diablo Canyon		about 50; organizational evals, focused team assessments, focused assessments conducted by an individual

		Duane Arnold		2.50		Duane Arnold		Y		Y		Y		N		N				Duane Arnold				X		Duane Arnold		4		1		2		3								Duane Arnold		X		X						Duane Arnold		X; Corrective Action Program				Duane Arnold		Set expectations, approve plan		Approve/concur with findings and conclusions		Not included; QA occasionally asked to assess the effectiveness of corrective actions		Duane Arnold		6

		Ginna				Ginna														Ginna						Ginna																Ginna										Ginna						Ginna								Ginna

		Hatch		2.00		Hatch		Y		Y		Y		Y		Y				Hatch		X				Hatch		2		1		3		2								Hatch				X						Hatch		X; Areas for improvement are captured in the site problem reporting system and are classified as significant which requires a documented cause determination and action items to electronically track completion of the resulting corrective actions.				Hatch		Identifies areas to be assessed, designate team leader sets expectations for assessment, establishes teams		Review report, assigns responsibility to develop root causes, provides action plan to address areas requiring corrective actions		Management critiques are informal and not documented.  Responsible manager performs a six month follow-up check to confirm the corrective actions are progressing as expected and that actions completed are effectively addressing the assessment recommendati		Hatch		18

		Limerick		3.00		Limerick		Y		Y		Y		Y		Y				Limerick		X				Limerick		4		1		2		3								Limerick		X		X						Limerick		X; PIMS tracking system				Limerick		provides target areas/approved schedule		review result from SA		provides feedback on SA		Limerick								most of SA are for processes and scheduled annually.  Each month any given organization may assess the processes it uses/owns.  Some processes are scheduled on a quarterly basis.  A raw number would not accurately reflect what we are accomplishing through

		McGuire				McGuire														McGuire						McGuire																McGuire										McGuire						McGuire								McGuire

		Ft Calhoun		3.00		Ft Calhoun		Y		Y		N		Y		Y				Ft Calhoun		X				Ft Calhoun		4		1		2		3								Ft Calhoun				X						Ft Calhoun		X; in the Corrective Action System				Ft Calhoun		Approves SA plan		Formal entrance and exit meetings for large programmatic SA attended by varies managers		Management attendance at formal SA exit meetings		Ft Calhoun		20-25

		Hope Creek		2.00		Hope Creek		Y		Y		Y		Y		Y		Job observation cards, VP/Dir led assessments and field observations.  The program is designed so that each department assesses in the manner most suited		Hope Creek		X				Hope Creek										Dependent on each department						Hope Creek		X								Hope Creek		X; Corrective Action Program				Hope Creek		Procedure requires each department to have a plan; The plan approved by department manager		Report manager approval of reports		QA currently grades all written SA from all departments		Hope Creek								Each department does what is scheduled:  Rad Protection 104 scheduled assessments, 4 planned, 4-5 unscheduled assessments and 1200 job observations.  104 management observations, 6 VP/DIR led assessments yearly

		Palo Verde		3.00		Palo Verde		Y		Y		Y		Y		Y		Y; benchmarking, industry events		Palo Verde		X				Palo Verde		2		1		5		3		6; program infrequently evaluated		4; new programs				Palo Verde				X		X				Palo Verde		X; track problems through corrective action program; some organizations use corrective actions program for recommendations.  Other groups track recommendations through department/site tracking processes such as the Level 1 process.  Some perform follow-up				Palo Verde		Identify areas of suspected weakness/trends through PIP meetings and as a team make the decision to do an assessment in that area.  Management reviews the scope and resource allocations to facilitate the plan.		Results are discussed in meetings, actions assigned.  Daily feedback, issues ownership.		Through review/approval, or at presentations for the integrated assessments.		Palo Verde		15 integrated assessments; 100 formal department assessments; >500 management observations

		Prairie Island				Prairie Island														Prairie Island						Prairie Island																Prairie Island										Prairie Island						Prairie Island								Prairie Island

		Robinson				Robinson														Robinson						Robinson																Robinson										Robinson						Robinson								Robinson

		San Onofre				San Onofre														San Onofre						San Onofre																San Onofre										San Onofre						San Onofre								San Onofre

		Sequoyah				Sequoyah														Sequoyah						Sequoyah																Sequoyah										Sequoyah						Sequoyah								Sequoyah

		VC Summer		2.00		VC Summer		Y		Y		Y		Y						VC Summer		X				VC Summer				1		3		2								VC Summer		X		X						VC Summer		X; Corrective Action Program				VC Summer		Provide rsources and evaluate scope; great deal of input on areas to be assessed		Provide responses to correct/change identified issues		Provide feedback at the exit meeting of each assessment		VC Summer								generally 8 per year

		Surray		4.00		Surray		Y		Y		Y		Y		Y				Surray		X				Surray		4		2		3		1								Surray		X								Surray		X; Either the Commitment Tracking System for station level assessments or departmental tracking systems for departmental SA				Surray		Approve assessment schedule and assessment plans		approves assessment recommendations, and determines if follow-up is required		get copy of grading form with feedback, gets feedback from nuclear oversight		Surray		110.00

		Turkey Point				Turkey Point														Turkey Point						Turkey Point																Turkey Point										Turkey Point						Turkey Point								Turkey Point

		Wolf Creek		3.75		Wolf Creek		N		Y		Y		N		Y				Wolf Creek		X				Wolf Creek		6		1		5		3		Industry identified concern to follow up		Used as a corrective action tool				Wolf Creek		X								Wolf Creek		Track problems and recommendations in corrective action program				Wolf Creek		Work with program manager to select topics for an 18 mth schedule; select reactive topics throughout the year; select a team leader and provide input on the scope and team composition		Manager is briefed throughout the assessment period and before the final report is issued;		Not done at this time		Wolf Creek		45 formal assessments		12.00		4.00		informal reviews are done all the time during meetings, reviews of PI's, management observations, safety walkdowns, etc.

		South Texas				South Texas														South Texas						South Texas																South Texas										South Texas						South Texas								South Texas
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SURVEY  Q26-Q30 

		Q26				Q27				Q28				Q29				Q30

		What inputs are used to develop the scope of SA?				For specific processes, are SA performed at an established periodicity?  If so, at what frequency?				How is benchmarking used in conjunction with your SA process?				Briefly describe how you would measure the effectiveness and the value of the SA process?				Please list any SA strength or practice within your company that the benchmarking team should investigate?

		Name				Name		List processes & periodicity		Name				Name				Name		A		B		C		D		E		F		G

		Ano		Corporate uses INPO criteria; Other inputs include problem trend results, self-identified weaknesses, NRC and other industry information		Ano		No		Ano		Several department SA utilize Industry Peers and the Corporate Assessment  group relies completely on use of Industry Peers.		Ano		Monitoring comments from external auditors (NRC and INPO) on the ability to self -identify plant problems and areas for improvement.		Ano		C-SCAT problem trending database		Integration of trending with assessments and assessments with the corrective action program		Assessment tracking database		Corporate assessments

		Braidwood		Managerial judgement to establish scope; developing  a selection matrix of critical attributes in Assessment Handbook		Braidwood		No		Braidwood		Consider SA to be a look at our own processes while benchmarking is a comparison of our processes to another's.		Braidwood		Successful completion of an outside agency inspection.  Assess performance, identify gaps and close the gaps through the SA process.		Braidwood		Formal process of monthly and quarterly SA		Integration of all SA activities into one program		Use of challenge boards to refine SA and provide meaningful feedback		Clear expectation that SA are measured against formal criteria of standard performance

		Calvert Cliffs		Business plan, procedure biennial reviews, audits, issue report trends, planned		Calvert Cliffs		Y;  again dependent on program; example:  design & drafting		Calvert Cliffs		Go to other sites;  also receive visitors.  Reports distributed to key personnel.		Calvert Cliffs		in progress		Calvert Cliffs		Radiation Protection Improvement Program		LASER (Living Accreditation Self Evaluation Report)

		Commanche Peak				Commanche Peak		No		Commanche Peak				Commanche Peak				Commanche Peak

		Diablo Canyon		Negative trends in PI's; quality problems; need to enhance efficiency of a process; organizational change; new processes brought on line; corrective actions not effective		Diablo Canyon		No		Diablo Canyon		Sometimes it is used to gain ideas on how to correct or improve activities, processes, etc.		Diablo Canyon		Currently do not; Upgraded Program will collect improvements and qualitatively weigh them against the effort expended		Diablo Canyon		Collective features of our Upgraded Program - See Attachment 1

		Duane Arnold		Procedures, policies, INPO reports, NRC inspection reports, QA audit reports, LERs, maintenance work packages, design change packages, management reports and OE.		Duane Arnold		OE - cyclic; Training (accreditation) - cyclic; INPO assessment preps		Duane Arnold		Benchmarking activities are informally considered part of our SA activities at DAEC		Duane Arnold		Occasionally assess the effectiveness of corrective actions		Duane Arnold		Peer visits		Quality of reports

		Ginna				Ginna				Ginna				Ginna				Ginna

		Hatch		Plant performance: adverse trends, increasing plant or human performance issues, etc.; Procedure requirements, NRC oversight criteria/performance indicators, condition reporting system information, routine health checks of plant processes, etc.		Hatch		NO; A certain number of SA are performed on a department by department basis.  It is up to the department manager to determine the areas, activities or processes included in the scope of the assessment		Hatch		Benchmarking is used by the departments that perform the benchmarking to evaluate the particular function being benchmarked and determining what improvements may be warranted for the affected process.  In some cases benchmarking is done in preparation for		Hatch		The effectiveness is currently measured by the results achieved in the department or process being monitored following implementation of corrective actions.  It is also measured by the confidence level of the plant staff that changes will b effectively im		Hatch		N/A

		Limerick		Externally identified issues, personnel changes, changes planned for organization, trends, process changes made, project conclusion, performance indicator data		Limerick		Y; frequency is process dependent and can vary from monthly to biennially, depending upon "health of process" (based on previous assessments, PI data, feedback from process users, challenges to the process, etc.		Limerick		Benchmarking is an ongoing process.  From this process an assessment is made comparing any potential process/organizational improvement items with existing process/organization		Limerick		Review at overview PORC assessment of the SA		Limerick		N/A

		McGuire				McGuire				McGuire				McGuire				McGuire

		Ft Calhoun		INPO evaluation criteria, NRC inspection Criteria, Line Manager input		Ft Calhoun		Core activities - the guidance is to perform assessments every two years; Others are at the functional area manager's request		Ft Calhoun		Only through the use of industry peers		Ft Calhoun		Reduce the identification of same or similar problems; promote the learning culture of the organization		Ft Calhoun		Use of scorecards to determine a quality index of SA

		Hope Creek		depeding on department		Hope Creek		depending on department but not more than every two years		Hope Creek		currently very little		Hope Creek		SA performance indicators		Hope Creek		Integrated schedule

		Palo Verde		Management feedback, nuclear assurance feedback, corrective action document trends, industry issues, regulations, INPO feedback, performance indicators, NRC inspection results, OSRC comments/recommendations, other SA, new processes, etc.		Palo Verde		No formal periodicity site-wide;  specific departments do have some periodicity established:  Chemistry & RP modules are performed every 2 years, Operations human performance - annually, Tagging & clearance assessments - annually, Operations follow-up ass		Palo Verde		Although not required, considered an integral part of SA.  Benchmarking trips are used both to identify a solution to a problem and also to establish industry practices to use as a comparison during SA.  The scheduling and performance of benchmarking acti		Palo Verde		Measure the value and effectiveness by the improvements or actions taken as a result.  Working on an indicator that would show the number of corrective actions/recommendations made as a result of assessment activities.  Indirectly the value and effectiven		Palo Verde		Integration of site indicators, trending, oversight results and industry issues		Site integrated schedule practice (prepared by officers)		Site schedule coordination practices		Strategic planning tool		Training developed/provided by chemistry director		Performance improvement processes (PIP) used by RP/Chemistry/Training		Culture developed in maintenance organization regarding enthusiasm for SA.

		Prairie Island				Prairie Island				Prairie Island				Prairie Island				Prairie Island

		Robinson				Robinson				Robinson				Robinson				Robinson

		San Onofre				San Onofre				San Onofre				San Onofre				San Onofre

		Sequoyah				Sequoyah				Sequoyah				Sequoyah				Sequoyah

		VC Summer		Management input, industry issues, trending issues, operating experience (OE), root cause analysis		VC Summer		No		VC Summer		Have not established a formal means to bring these two together		VC Summer		Mainly by the results and the proposed process improvements, management review and feedback		VC Summer		Management acceptance/ownership		use of CDSV (industry peers)

		Surray		INPO performance objectives, performance indicators, deviation report trends, assessment plan scope		Surray		Quarterly annunciator performance program review, quarterly  DR trend review, outage and planning performance indicator assessment, training review board, system engineering reports, DCP prject critiques, etc.		Surray		We maintain a benchmarking databse with benchmarking trips and lessons learned		Surray		Annual assessments, feedback from oversight, INPO, NRC		Surray		INPO has given us the strength the past two plant evaluations in the self evaluation area		Many utilities and DOE have benchmarked against Surray

		Turkey Point				Turkey Point				Turkey Point				Turkey Point				Turkey Point

		Wolf Creek		NRC inspection reports, modules, INPO guidance documents, NEI reports, industry best practices, other peer reports on the same topic		Wolf Creek		Security - quarterly assessments where topics vary; Health Physics - divided into two year rotation with two mandatory assessments each year		Wolf Creek		Teams are encouraged to use outside expertise and to contact outside peers to determine where we are with respect to the industry.  We also use internet sources to gather industry data.		Wolf Creek		In process of developing a performance indicator or score card for our assessments.  Currently use QA review to validate results.		Wolf Creek

		South Texas				South Texas				South Texas				South Texas				South Texas
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SCORESHEET

		

		Name		Total Points		O&M Cost

		Ft Calhoun		61.0		1.96				Ano		59

		Calvert Cliffs		51.6		1.71				Duane Arnold		58

		San Onofre		58.8		1.67

		Hope Creek		74.7		1.65												BRAIDWOOD		WOLF CREEK		SURRY		VC SUMMER		SEQUOYAH		PALO VERDE

		Ginna		54.8		1.63				Turkey Point				1.18				Commonwealth		WCNOC		Vepco		SCE&G		TVA		APS

		Diablo Canyon		45.4		1.55

		Hatch		49.2		1.24				Commanhe Peak				1.10

		Wolf Creek		60.6		1.15				Robinson				1.10

		Surray		70.0		1.02				Prairie Island				1.08

		Braidwood		66.6		0.95

		Limerick		65.9		0.94				McGuire				0.59

		VC Summer		60.1		0.91

		Palo Verde		78.2		0.88				South Texas				1.01

		Sequoyah		75.0		0.86

				plot x		plot y
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SCORESHEET
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SURVEY LIST

																				%		OTHER FACTORS

		CORP		COMPANY		SITE						FAX		SURVEY		INTEREST		Plant Name		IMPROVEMENT		Capacity		Outage L		INPO Index

						CONTACT
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