NRC INSPECTION MANUAL PD\D

I NSPECTI ON PROCEDURE 40801

SELF- ASSESSMENT, AUDI TI NG AND CORRECTI VE ACTI ON
AT PERVANENTLY SHUTDOWN REACTORS
PROGRAM APPLI CABI LI TY: 2561
SALP FUNCTI ONAL AREA: N A

40801-01 | NSPECTI ON OBJECTI VE

01.01 To evaluate the effectiveness of |icensee controls in
identifying, resolving, and preventing i ssues that degrade safety
or the quality of decomm ssioning. These |licensee controls include
sel f-assessnent, auditing, corrective actions, and root cause
eval uati ons.

40801-02 | NSPECTI ON REQUI REMENTS

02.01 Pr epar ati on

a. Review the admnistrative procedures that control the
identification, evaluation, and resol ution of problens. This
review includes procedures for the resolution of
nonconf or mances, material or programmtic deficiencies, or
conditions adverse to quality or safety.

b. Reviewlicensee procedures, Quality Assurance (QA) Pl an, or
ot her control |l ed docunent for the conduct of sel f-assessnent,
audits, and QA audits and surveill ances.

c. Review docketed NRC inspection reports and discuss wth
regi onal or resident inspectors (if avail able) the strengths
and weaknesses associated wth the |licensee's self-
assessnent, auditing, and corrective action prograns.

02.02 Managenent Revi ews and Quality | ndependence

a. Evaluate whether effective managenent reviews are perforned
for self-assessnents, audits, and corrective actions to
ensur e t hat managenent i s knowl edgeabl e of pl ant performnce.

Determ ne  whet her procedur al requi renents i nvol ving
managenent reviews and approvals are conmmensurate wth
safety.
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b. Ascertain whether self-assessnents and audits are perforned
by technically-qualified per sonnel W th sufficient
i ndependence fromthe
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audi ted organization. Determ ne whether audits and
assessnents are critical of |icensee perfornmance and whet her
effective corrective actions, as required, were initiatedto
i nprove performnce.

02. 03 Identification, Resolution and Prevention of Problens.
Select a sanple of issues or problens from the |ist below for
detai |l ed anal ysi s. Assess the licensee's ability to identify,
resolve, and prevent problens. Verify the conpletion and
effectiveness of corrective actions. Assess the admnistrative
controls (such as trending, tracking, and managenent reviews)
assigned to the particular itens.

1. Licensee Event Reports (LERs).

2. Events that do not neet the criteria for an LER which
fall within the licensee's corrective action system

3. Technical Specifications (TSs), |icense term nation pl an
(LTP), and/or QA Plan audits and surveill ances.

4. Deficiencies or conditions adverse to quality associ ated
W th structures systens, and conponents (SSCs) i nport ant
to the safe storage of spent fuel, radiological effluent
nmoni toring, and radi ation safety.

5. Enpl oyee and safety concerns.

02.04 Quality Assurance Audits and Surveill ances

a. Review the organization, staffing, and qualifications as
defined in the QA Plan, LTP, and/or TSs. Eval uate the
effectiveness of the licensee's audit organization in
identifying progranmatic and inpl enentati on weaknesses and
areas of declining performnce.

b. Determine if QA is proactive in analyzing the effect of
changes in the status of decommssioning or |icensee
organi zation, before or after the change occurs. Assess
| i censee managenent's resolution of QA audit observations,
findi ngs, or weaknesses.

02. 05 O her Sel f-Assessnents

a. Reviewlicensee prograns for the conduct of self-assessnents.
Sel f-assessnents could be in the formof housekeepi ng tours;
supervi sion of maintenance, surveillance, and operations;
trai ni ng eval uati ons; or, eval uati on of engi neeri ng or ot her
processes.

b. Determ ne whether the assessnments are nulti-disciplined,
across functional areas, and reviewed by managenent wth
sufficient independence, if required. Assess whether the
sel f-assessnents arecritical andinsightful, illustrative of
a questioning attitude, and add value to |icensee
per f or mance.
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40801-03 | NSPECTI ON GUI DANCE

Ceneral CGui dance

This inspection procedure (IP) resulted, in part, fromlong-term
actions taken by the NRCin response to Bulletin 94-01, "Potenti al
Fuel Pool Drai ndown Caused by | nadequate Mi ntenance Practices at
Dresden Unit 1," and a determnation by the NRC staff that NRC
inspection of facilities wundergoing decomm ssioning provides
addi ti onal assurance that |licensed activities will not be adverse
to public health and safety. The prinmary objective of this IPis
to assure that a l|icensee's self-assessnent, auditing, and
corrective action prograns are effective at identifying, resol ving,
and preventing problens. The term "problentf or "occurrence"” in
this procedure i s synonynous with conditions adverseto quality (as
described in 10 CFR 50, Appendix B), or any other condition or
defect that may be adverse to public health and safety or the
envi ronnment .

This IPapplies to all states of decomm ssioning fromthe per manent
cessation of reactor operations to final site characterization and
rel ease.

The inspector is not required to conplete all the inspection
requirenments listed in this IP, nor is the inspector limted to
those inspection requirenents |isted. However, the objectives of
this IP shall be net. Based on an assessnent of |icensee
performance, the inspector may choose to i nspect any aspect of the
organi zati on and managenent control s t hat coul d adversely i npact of
public health and safety or the environnent. It is intended that
t he i nspector concentrate on problemidentification and resol ution
rat her than on prograns and procedures.

Speci fi c Gui dance

03.01 Preparation. |f possible, the inspector should obtain
and revi ewlicensee procedures, plans, audits, and sel f-assessnents
prior to arrival onsite. The inspector should review previ ous NRC
I nspection reports and ascertain the scope of previous reviews and
docunented |icensee performance. The current inspection effort
should be devoted to evaluating |icensee performance, their
resolution of NRC violations and open itens, or other itenms. The
i nspector should note any reviews or audits denonstrating
initiative or particul ar effective use of i ndustry | essons | ear ned.
The i nspector shoul d pl ace enphasi s on concl usi ons and corrective
actions and docunent |icensee strengths and weaknesses.

The i nspect or assessnent of sel f-assessnent, auditing, and | icensee
corrective actions should reflect a bal anced safety perspective.
Appropriate credit should be docunented regarding the conduct of
licensee activities above and beyond t hat required by regul ati ons.
Simlarly, credit for licensee identified deficiencies,
programmati ¢ weaknesses, and vi ol ati ons coupled with effective and
tinmely <corrective actions should be reviewed and resolved
accordingly, inaccordance wi t h NUREG 1600, NRC Enf orcenent Pol i cy.
Generally speaking, the self-identification, resolution, and
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prevention of problens would be considered a |icensee strength.
However, if the situation was preventable, recurrent, or of high
significance, other enforcenent considerations as described in
NUREG 1600 woul d be applicabl e.

03.02 Managenent Reviews and Quality |ndependence. The
appropriate |evel of managenent review and the independence of
auditors and managers who conduct and resolve functional area

findings, contributes to decomm ssioning safety. Managenent
reviews add val ue when they aretinely, result ininprovenents, and
identify generic or programmtic weaknesses. Managers of

suf ficient organi zati onal responsi bility and objectivity shoul d be
tasked with decision making regarding the inplenmentation of
corrective actions and the resolution of auditor and audited
di sagreenents. The revi ewi ng manager shoul d encourage and resol ve
differing positions and perspectives. The | evel of managenent
revi ew and i ndependence for TS audits is normally described in the
TSs, LTP, QA Plan, or procedures and should be of a |evel
comrensurate with safety.

The inspector should verify that the quality organization has
access to upper-1line nmanagenent, and that the QA organi zation has
the authority to effectively use that access. The extent to which
QA constructively neetswith facility managenent i s a key i ndi cat or
of the licensee's effectiveness.

A licensee should not sacrifice independence for expertise and

experience during the conduct of an audit. |In fact, regulations
and ANSI standards typically dictate that persons perform ng audits
cannot audit their own work. | ndependence represents an

opportunity to conmuni cate di fferent saf ety perspectives, engagein
critical evaluation, segregate biases, and benefit from other
i ndustry | essons | earned. This, however, is not to say that
experi ence and expertise are not inportant, only that alicenseeis
expected to assign auditors wth necessary expertise and
experience, wth sufficient independence, to perform credible
revi ews. The inspector should assess the effectiveness of the
auditors based on, in part, experience, expertise, findings, and

assessnents. Furt her, QA findings, concl usi ons, and
recomendati ons should receive appropriate treatnment by |icensee
managenent . Typi cal performance elenents that could indicate

appropriate i ndependence and effecti veness of QA and/ or managenent
reviews could include: (1) the conduct of third party i ndependent
reviews and audits; (2) expert or recogni zed techni cal assi stance;
(3) conpl enent and diversity of the audit team (4) scope and depth
of the audit; (5) conplexity, detail, or quality of the findings,
concl usi ons, and reconmendati ons; (6) tinmely resol ution and cl osure
of audit issues; (7) application of audit recomendati ons to ot her
functional areas; and, (8) identification of findings outside the
primary focus of the audit.

03. 03 Identification, Resolution and Prevention of Problens.
In the assessnent of the |licensee's corrective action program a
vertical slice review could be perfornmed utilizing nultiple
exanples. Alicensee's programshoul d evaluate: (1) the chain of
events; (2) cause(s) for significant conditions adverse to quality
or safety; (3) operability and/or functionality; (4) reportability;
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(5) simlar situations and generic inplications; and, (6)
corrective actions. The tineliness of corrective actions shoul d be
comrensurate with the safety significance of the item corrective
actions should be determ ned, as appropriate, for the
ci rcunst ances. The i nspector shoul d det erm ne whet her the |l i censee
trends probl ens and tracks t he assi gned corrective actions i nt ended
to preclude recurrence. An effective organi zation should foster an
at nosphere that focuses on the identification and resolution of
probl ens and di scourages the placenent of blane.

Generally, a licensee's root cause evaluation process will ask
three to five "why" questions prior to reaching one or nore
probabl e root cause(s). The root causes are those itens that if
corrected would have, in itself, prevented the problem from
occurring. Therefore. a root cause nust be under the control of
managenent and nust be t he fundanental reason(s) for an occurrence.

Additionally, the effectiveness of corrective actions should not to
be judged solely on the lack of recurrence but on the absence of
the reasons why the original occurrence happened. For exanple, a
hypot hetical I|icensee determ ned that the root cause why their
radi oactive waste resin tank overflowed was that the high |eve

tank al arm auto punp shutoff interlock was in bypass. Therefore,

as a corrective action to preclude recurrence, the |licensee could
have renoved t he bypass feature. However, the |icensee determ ned
that the reasons why the interl ock was i n bypass were not resol ved
by the proposed corrective action. These reasons i ncl uded:

failure to follow procedure by the operator; drift of the high
| evel instrunment setpoint causing historical problens and operator

wor k- a-rounds; and, operator inattentionwhilefillingthe tank due
to being told to "hang tags" by the control room When the
licensee corrected the "reasons" by: enhanci ng procedur al

conpliance; resolving the instrunent drift problem and training
the operations staff to stop placing additional burdens on
operators as they perforned systens operations, nore assurance was
provided to reasonably conclude that sim/lar problens would not
recur.

As gui dance, the inspector should be aware of corrective actions
that primarily focus on di scussions, neetings, or training tend to
dimnish in effectiveness over tine. However, corrective actions
t hat enhance procedural requirenents, inplenment saf ety warni ngs, or
install safety devices are generally immune to external change
factors. (CONCGER & ELSEA, 1994) In the assessnent of a particul ar
occurrence, the inspector should focus on the what, when, where,
how, and why, with a secondary consideration devoted to who. In
all cases, the inspector should consider the scope of corrective
actions and judge whether the applicable 10 CFR 50, Appendix B,
criterions were satisfied.

Shoul d the inspector identify any weaknesses in the |icensee's
cause evaluations or inplenentation of corrective actions, these
findings should be discussed with the Project Mnager (PM and
regi onal managenent, and the cause(s) of these programmtic
probl ens shoul d be considered for foll owup. The NRC staff expects
that a |licensee undergoi ng decomm ssioni ng woul d have inherited a
general |l y robust corrective/root cause determ nati on programfrom
its experiences during reactor operation. As a result, if
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programmati c problens are identified they could be attributed to
staffing, training, funding, accountability, scheduling, etc.

A representative sanple fromthe |list provided in paragraph 02.03
shoul d be sel ected to provi de a reasonabl e basis for assessnent and
concl usi on. Sanpl e sizes could include: all LERs and QA or
TS/ LTP-required audits and a nmagjority of the itens designated as
enpl oyee and safety concerns (because the nunber of itens in these
areas woul d be expected to be relatively few); sone (two to three)
significant events that don't neet the threshold of an LER;, and, a
representative sanple (10% to 20% of deficiencies adverse to
quality. The inspector has appropriate latitude in the selection
of items to be reviewed, however, these selections should be
indicative of I|icensee performance and based on radiation and
deconm ssioning safety. In regard to technical deficiencies
associated with dry fuel storage, coordination with the Spent Fuel
Projects Ofice, NVSS, is required. Guidance for the i nspection of
a licensee's resolution of enployee and/or safety concerns is
provided in decomm ssioning IP (1P 36801) entitled "Organi zati on,
Managenment and Cost Controls at Permanently Shutdown Reactors.”

03. 04 Quality Assurance Audits. Upon pernmanent cessation of
operations, the |licensee may either mintain all Part 50
operational TS-required QA audits or request alicense anendnent to
change their TS-required audits to areas of particular safety

i nportance to deconm ssioning. Some |icensees have chosen to
mai nt ai n their "operational" TS-required audi ts whi | e
deconm ssioning and not request anendnent. In this case, the

| i censees have nmanaged their audits by directing resources and
effort towards the functional areas they deem as being "nore"
i nportant for the safe conduct of decomm ssioning, such as design
control, safety evaluations, radiation protection, and effluent
controls; whereas, marginally acceptable effort was applied to
"operational" audits, such as control room operator training,
inservice testing, etc. Although thisinitself nmay denonstrate a
particul ar safety perspective or managenent techni que, this type of
initiative could reduce the quality of regulatory-required audits.
The NRC staff expects that all TS-required audits be perforned in
a manner conmmensurate with safety and if there are required audits
(or other conditions) that don't contribute to decomm ssioning
safety, the inspector should inform the NRR or NVSS project
manager, as appropri ate.

The i nspector should reviewthe |icensee's tracki ng and handl i ng of
audi t findings. Resol utions should be tinely and focused on
correcting the cause(s). The licensee's program should provide
conti ngenci es shoul d an i npasse be reached bet ween t he QA and pl ant
managenent .

The inspector should be aware of third-party audits, reviews,
technical assistance, and investigations and determ ne whether
third-party findings, conclusions, and recommendations receive
appropriate treatnent by the licensee. It is generally considered
a licensee strength when technically-qualified, third party,
i ndependent auditors are utilized. On the other hand, the NRC
staff has noted sone exanples where third-party reviews were
perfunctory and gave the answer the |icensee as | ooking for. See
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Section 03.02 for sonme ot her guidance regardi ng the assessnent of
audi ts.

The i nspector should interview sel ected individuals involved with
the QA organization to gain their insight on the effectiveness of
their effort and t he responsi veness of utility managenent and st aff
to issues raised. Review |licensee performance data and di scuss
anomalies and trends with facility nanagenent to assess the
ef fectiveness of the QA program

03. 05 Sel f- Assessnents. The conduct of self-assessnentsis, in
itself, avaluableindicator of |icensee performance. An effective
organi zati on, recogni zes the effecti veness of highly critical self-
assessnents that result in inprovenents and efficiencies.

Staff expertise and know edge can be assessed by the quality of
sel f - assessnents. Managenent should be supportive of self-
assessnments, meke self-assessnents and the resolution of their
findings a priority, and develop an atnosphere that encourages
i ndi vi dual and functional area inprovenent. |If |icensee-required
sel f-assessnents are not performed, perfunctory, |ack insight or
rigor, or are not a critical assessnent of performance, it could
indicate that: (1) work | oads and schedul es are over-whel m ng; (2)
bl ane occurs instead of credit for identifying deficiencies; or,
(3) there is a disproportionate enphasis on decomr ssioning
productivity over quality and perhaps safety. Self-assessnents
bui | ds owner shi p and responsibility, and reflects on
prof essionalismand the |icensee's safety cul ture.

40801- 04 RESOURCE ESTI MATE

| nspection resources for this inspection procedure will vary from
site to site based on NRC managenent's assessnent of |icensee
performance. In addition, inspection resources will be dependent

on t he phase of decomm ssioning being inplenmented. It is estimted
t hat during nost active peri ods of deconm ssi oni ng approxi mately 32
onsite inspection hours wll be needed to adequately assess and
docunent |icensee perfornmance sen -annual ly.

40801- 05 REFERENCES

1. ANSI N18.1-1971, "Selection and Training of Personnel for
Nucl ear Power Pl ant Personnel”

2. ANSI N18.7-1976, "Quality Assurance for the Operational Phase
of Nucl ear Power Pl ants"

3.  ANSI N45.2-1977

4. ANSI/ANS 3.2-1982, "Admnistrative Controls and Quality
Assurance for the Operational Phase of Nucl ear Power Plants”
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5. Regulatory Guide 1.33, "Quality Assurance ProgramRequirenents
(Operational)™

END
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