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EXECUTIVE SUMMARY

L_§.§_n_s_y1tants. Inc.” (LRS) conducted an in-depth @_ﬁg"g’e;@fit'_iﬁhi_sﬂ
for Sacramento Municipal Utility District (SMUD) of its management and
its entire nuclear organization fluring September and October, 1984.

The gcope of “the m’nagemg'nt portid}s of the appraisal inciuded, but
was not limited to, examination of personnel at all levels, ofganizatibh
‘tructdre. aqministrctloﬂ qua11f1catidhs. 1Q)ergrg§£j;qtf?nft_wprkiﬂg
‘giationshipg and rtgorting roquiremgnt!
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The stope of the hgslggr‘qrgan1zation port1on included in-depth

vexamingtiofd of the phnt orgarﬁut‘log and ldmiMstratidﬂ.\mintenance *»
Qgerations) teggnical suppont. tr\ining ‘and qualificationsp radiologicy
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‘:environmcntnl qua!ity assurance. qua11ty control procurement. store!ﬂ
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cords mana ement‘lhd document cont
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Due to the nature of appraisal reports such as this, which are to
provide recommendations for improvement, it will appear that heavy con-
centration in the appraisal and the report has been on the negative
aspects of SMUD's operations. Where appropriate, positive aspects are
also noted.

Information for this appraisal was assembled from discussions,
interviews, observations and reviews of documentation. The team members
utilized written checklists and performance criteria, based on the
extensive experience of the individual members and the LRS organization

a group, in conducting similar appraisals at other utilities. f1Though
spme of the finding!fif’th!i’ibpraisaf"ﬁ'b"ﬁien reported 1n Técen
cmmﬂons conductcd by.NRC and_INPO t eaqg.@'btlieve“s th'"; this ¥
iﬂ;ort—collectively contl1n!‘f!nd1n93'|nd rttomnnnactions‘tht‘F’If]'
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lemented, would result n a standard of excellencé at SMUD and Ranchyf
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Seco better than the {ndustr ry a»era
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SMUD has contributed substantially to the Sacramento area by pro-
viding its customers with klow rete’ and jtr*emp'loyees with en exce‘nent

- —

rhce to work The management has undertaken and accomplished _some
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innovative programs such as photo-voltaic, geothermal and nuc!eer The
November 5th approval of the Northwest inter-tie is a major accompHsh»
ment that will save SMUD and its customers a substantial number of
dollars over the years ahead.

The determination of the team is that SHUD is confronted with ‘
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‘arge ‘Spectrom of mnagement end organizationﬂ problems renging frorg

-

'\Board of Directors/Generﬂ Marager Interface problems to dedartmental®

. - o S— —

\interfecesj ineffective ve organizational structur®s, individual and)
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‘departnentn accountaBi'Hties and a s,g_ificent Jack of meticulousy
attention to. deteﬂ'

Improvements are required in all areas covered by the aporaisal as
outlined in detail in each section of this report. The following is an
executive overview of the major concerns identified by LRS:

0 Ipe urprofessional and argumentive re1ationsh1p‘;nfzh"eitofi

tween the Boerd of Directors and the General Maneqer 1%’
rery detrimental to the well- bejnq of the D1str1cf “As
indicated in this reoort there are a number of improvements
that must be accomplished by SMUD. Improvements of the
scope and depth required can only be accomplished if there
is a sound organization on which to build. Following this
in-depth investigation requested by the Board, \RS_verbally
t?commended that the General Manager‘be retained Yo form ¥

. -

the foundation for tMsﬁo?.gean_eﬁtio, Should the present
Board/Generel Phnager relationship continue and cause either
the General Manager to resign or the Board to terminate his
employment, the subsejuent destabilizing impact this-woule
Pave on an already highly stressed and Troubled Rancho Seco®
Rlant &ppears to be quite<Téar? YA SUCH &n event;LRSY
M‘ﬁave to add a recommendation to” intéFFupt continued
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ﬂi‘ﬁe—r-;tioq_«ntﬂ a-significant number of corrective®

Yactions have béen accomolished to assure that the operation

and maintenance of Rancho Seco can be conducted safe__Jy.
-{

The entli'e' orqa’niiat‘ldn’dis’p‘llys a. lack of 'undé‘r”s"tmﬁgwfér

O e g

'if a‘l'l Jevelsin-the orga’TzatT? Yhe Jack of Jearn\ng from?
‘xp!“uhc! -andJor_operator errors dnd thé Jack of conducting™
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'ndependent .reviews-cnd anplysis of abAcrmal .operational
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Fonditions must be changed "TTA attitude of “concern and wiT)-
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gy’ness o Tearn Ym mos_; elementary problem mus®; be
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The Rancho Seco organization, except in isolated cases,*does®
Yot appear, to “strive_for excellence which requires res exceedings

W i W

1n1m1ndustrf’ﬂqu1r¢mnts‘ Instead, the organinuon
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appears to settle{for satisfying'a mininum Set o of informal )
tcndardsl‘

The t&Fhn"cal corpetency §f the Rancho Seco organization
@f@: ﬂﬁﬁ@ng The heavy reliance on contractors
and/or consultants clearly outlines a methodology and a
management concept that must be changed. @An-Grganizationl»

Ltﬂi‘liﬁ of'ﬁhiginq‘ and solving technicany TomaTex problems

,--'-—'-f
iz mandatory E‘th't‘!lfc and !Tfic‘T"nt “operation of a_nuclear
gant-and ~can-be betterperforned by Ut{11t/ emplcyées than

P v e -

6y _contractors. "




The general organizationaT attitude toward Quality Assuranch
Qs deIng ¥ Fegulatory requirement Teeds to be redirected.
Quality Assurance is anwoverall managerial mthbdo‘léuy required
to efficiently and effectively manage a complex technblogy by
insistence on doing the job right the first time and then

documenting what was done.

SMUD's attitude of dealing with the Butsidée world such as fhe
regulatory agencies, public and news media has been noncom-g
Wme and somewhat non-responsive. Xn attitude of will-m

1ngmo ni ?fmdmmh'phﬁﬁ&!.

At Rancho Seco, th®Tack of-adequate fac11itiés for training’
wnd the lack of training programs; ‘except, for dicensed opera-y
tog training, and the dependency on contractors for implement-
ation of the present programs needs to be reevaluated. A
management attitude of excellence in operation would be evident
in the establishment of a complete, well defined, organized
and managed training program.

The current Rancho Seco organizational control of individual
radiation exposures 1s commendable; however, (f!?ﬁ‘itﬁiri‘ed!
pnd aggressive AUARA program requiFes bothdéfinition ang

{m2ragement 1upport2

Frequently at Rancho Seco the maintenance, operations and
supporting organizations !eve!op pro gnms—tha! meet or excegd
ulmryw-emnmts-wmmmnmimnl
i S e § e
Fgrms‘ This is clnrly evident 1n the drawing control
program. Meticulous attention to detail does not appear to be
the normal approach to operating and supporting Rancho Seco.




As is evident from this executive summary and is more clearly
fdentified in the text of this report, S‘FIUD néeds to Yrmedfately develop
lnd-iaplmnt a-corrective actfon plan that covers some gemn'l area}
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and 211 aspects of fts nuclear’ opentfo@ LRS is convinced tidt the
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resources can be made available to accomplish the programatic changes
required to continue safe and efficient operation of Qancho*Seco if thez

— v e . . .~
llo‘a:d*of,_ Dfrec_tgv:s and't_he Generl‘l Manager tan cooperate in this vital v
fndnyor"“"_:




