
MODULE 9 

BUILDING THE 
TOTAL TEAM 



MODULE 9 OBJECTIVE 

n To examine ways to broaden the capability 
of the station organization by developing 
staff, utilizing and building support outside 
the station. 

n To recognize the importance of assessing 
the limits of capability within an 
organization and when and where to seek 
external help. 
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OBJECTIVE 

n To show that building a total team is a 
major challenge for management 
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TOPICS TO BE COVERED 
mmmmm1m 

n Staff development 
- Staff selections 

- Diversity of functions 

- Training and retraining 

- Training organizations 
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TOPICS TO BE COVERED 

n Building a contact network with external 
organizations 
- Station design groups - EPRI 

- Equipment manufacturers - COG 

- IAEA - I’iiAC 

-INPo 

- WAN0 

-- Other Utilities 



ISSAC NEWTON - QUOTE 
~mrnrnm~wioi 

n “If I have seen further.than other men, it is 
‘. by standing on the heads of giants” 

n Put another way; To make the job possible 
surround yourself with smart 
knowledgeable people. 
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@fJ STAFF DEVELOPM 
STAFF SELECTION 

mmmmmmm 
n To meet the demands and high standards 

required for the Nuclear Industry, all staff 
must be well trained. 

n The basis for successful plant operation and 
maintenance is a good training program for 
ALL staff. 



STAFF DEVELOPMENT: 
STAFF SELECTION 

.- 

mmm1mBm 
H The first step is to hire bright people. 

w Much management time must be devoted to 
preparing staff development and training 
needs. 

q Systematic approach to training follows: 
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APPENDIX H 
THE SYSTEMATIC APPROACH TO TRAINING 





STAFF DEVELOPMENT: 
DIVERSITY OF FUNCTION 

mrnm-=a1 
n A nuclear power plant has a tremendously 

wide diversity of staff functions, consider; 
- Technical: 

)) Reactor physicist - Station chemist 
N Electxonic engineer - Metallurgist 

D Softwaxe computer scientist - Electrical power 
engineer 

N Mechanical engineer - Civil Engineer 
D Accident analyst - Environmental specialist 

I 



STAFF DEVELOPMENT: 
DIVERSITY OF FUNCTION 

mmm1111 
- Maintenance I&C I electrical: 

D Instrument specialist - Heavy electrical 
N Armature winder - Electronic circuit board specialist 
N Meter calibration specialist - Computer services 
x Computer sertices - So&wire support 
N Automation - Heating AK and ventilation 
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STAFF DEVELOPMENT: 
DIVERSITY OF FUNCTION 

~~rnrn~~rna800 
- Maintenance Mech: 

D Heavy duty fitter - Precision machinist 
P Welders - Mechanical seal experts 
P) Turbine generator services - Diesel engine experis 
>> Pump valve, Fix experts 
n Operation of advanced analytical tools 

.,. 



STAFF DEVELOPMENT: 
DIVERSITY OF FUNCTION 

- Operations 

B Water treatment plant, titium removal, D20 
upgrade 

N Fire crews, emergency crews, first aid crews 
N Plant operation nuclear systems - field 
N Plant operation nuclear fuel handling 
N Control room operators fuel handling 
x Control room operators for main control morn 
N Simulator operators and trainers 
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TRAINING & RETRAINING 

mmmm1m1 
n The following is an example of the Ontario 

Hydra Strategy after Corporate Downsizing .’ 



Cortwrate Stratew for Nuclear Exceknce 

The corporate strategic Plan for Excellence in 
Nuclear Operationr is bad on achieving 
performance excellemx. in safety, prcduction and 
cod. Nuclear Exceknce in the year 2000 is 
detin.+by the following quaotitative targets: 

iMctioosiutlumcetbemargillofsafefyandon 
the potential ca~uences ofmistakes. 

Supervisors must be held awnmtablc to emsure 
that their staff receive the training they need to 
acmmplish tasks safely, effectively, and 
efiicientiy. They must atso ensure that the 
workplace enviromnmt suppo* excellence in 
humanperfonnauce. 

l Safety: Pea average is B or better; 4 days 
l&/200,000 work hours. 

* Production: Avenge capacity factor is 80%. 
. Cost: Full cost is 3.5 cent&~ “Going 

forward” co* is 1.5 CmWkWb. 

TSSD ackmwledges that excelkmt human 
performame requirea contimms leaning and 
improveanent. we wiu eastwe that 
. Thugb m&e-job mining (Orr) and cm- 

the-job evaluation (OJB) programs Jimt-iine 
wo~aretrabledto recognize task-spedic 

1) Focus and stmgtbm afcountability. 
2) Aligntoaoommw vision and shategies. 
3) Improve Peer resldts 
4) Reduce human puformaDcc Morz in 

operations. 
5) Improve marugement and kiersbip. 
6) Improve plant maintenance. 
7) bnprove measuremmt of pafcmam. 

l nuwgb umtjnuiig trailing programs, 

individuals ate provickd oppomnities to 
regain familiarity with taslw that are 
infrequmtly performed before they dy 
pafomI the task. 

. Pmcesscs are establishe4 during war 
evaluation of tbe eflktivmess of tinbIg 
pmgwns, to readily detect and correct 
weaka% or pufomma problems. 

. Cod”e acticns, tm$mmtal to prevent 
rmr;eo& of training or knwkdge-related 
pcrfommce problems, as part of our support 
to .station silpcmisors in the assignment of 
work, are effective. 

Training’s role in the drive to Nuclear Excellence 
has bec bigblighted in TSSD’s Vision and 
hlksim sta-ts. Thes: are doalmulted in 
Appmdii A, along with a comparison baveen 
TSSD and the line organiration rega;ding their 
roles and respons~bdxtm for training. 

Nuclear Rccoven Plan 

TSSD has been s.pcci6cauy asigned the 
accountabiity in the ‘Nuclear FCesovery Plan 
(NRP) to: 
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APPENDIX G 
GLOSSARY 

A. &neral Trainine Terms 

Training: The provision of skills and knowledge people need to do theii work. The provision 
could take place formally in a classroom setting, on tbe job, though supavisor’s cnaching, or 
vaious other means. 

Training Program: A comprehensive and integrated set of spccificaticns, learning objectives, and 
U)UM for tnining in a job family which ensures staff develop and maimain the cqabiity, and 
are qwdiiedto dowork intbatjob family. 

Initid Training: The baining delivered to provide ilcw hires with the minimum !aowlcdge and 
skdIs to s&ly petform iuii work assigmnents at the work location to which they are titial!y 
assigned. 

Contintig Training: The training deli4 to -0ItlpgradeSkiIISandlmowlcdgeattbe 
“Joum~noll” level. There may be a need to m&t.& ska for a variety of tasks, eg, impattarlt 
task.3 wbidl are infrequently performed, mmplex tasks where repeaiou awi pmctice are prudent. 
The d to upgrade skills may arise as a result of design modilicatio4 improved pmczdures, new 
regulatory requirements, new to& and tohiques, or where perfommuce reviews indicate P need 
for new or improved training. 

Qualification Training: The tmining required to acquire a forma qu&iLation or certifxate to d> 
work in a job Emily. 

On-the-Job (OJT) Training: ‘Ihe training pW”ided though work ar,Wia~c~ uuder the dizcti‘m 
of supervisors. OIT is sbuctwed far specific tasks and jobs, and includes a detailed procedun, 
steps required, references, and expect4 results. 

Computed&d Training (CB0 Training that provides imhwhnl pa&ages to the take 
tbmugb a computer temind or pasood camputs. It is a seIf-paczd hahing session Cd. self- 
enI& at cunpletiou 
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Safety Training Program: The collective -up oi training pro&rams on Conventional Safety, 
Emergency Response, and Radiation Protection. l-ix overall Safety Training Program also 
includes courses on Work Protection 2nd Transport and Work J?quipment operation. 

Conventional Safety Training Program: A comprehensive and integrated set of specifications, 
laming objectives, and courses for tmining w&b is designed to enhance department safety 
programs, identify Corporate and legislated safety requiremats, and improve worker 
understanding of safe work practices. ” train+ program erh%nnpbEses a variety of courses, eg, 
Cardiopuhmary Resuscitation (CPR), Ch&ical Safety. Con6ncd Space Entry, Emergency 
Proczdu~s, Fall Arre$ Fire Proteaion, First Aid. Reportiog and Jnvestigaing AC&%&, 
Ihpkator ?rcxectibn, s&e Electrical opelatial, Workplace Ha%udous hfaterdr Jnfonnation 
System (VfHMlS), MccbanicaUBledrical Protection. 

Emergency Response Trabaing @RT) Program: A wmpreb+ive and in@nted set of 
speciticatiioos, i&g objectives, and cowses fir tmining a person to be a qualified member of an 
-rgmey--. 

Radiation Protxtioo Training (RPT) Program: A comprehensive and integrated set of 
spzciticati~ laming objectives, amI cones for providing qualification training to pzpie -xbo 
work in lz3dhai.E wrk areas. The RF-r Progrd+n provides for a tier system of qualifications 
based on the mphyees’ need to eater, work, or supervise work in a nuclear facility The 
qualiications (orange, yellow, or preen) are granted by station health physics personnel. The 
qualifications are to bz maintai?ed Sy requalification training every tvo years. 

Leadership Development Training Program: A comphemsive ad integated set of 
specifications, learning objectives, and curses for training to develop and enhance supervisczy and 
managerial leaders&p lmowledge a;d skills. It also includes courses in: Personal Development; 
lnzeuction and Training h!aterial Development (Tnin the Trainer); and Business Procesw. 

C. Terms on Qualifica&& 

certiscatioo: Formal wngnition granted to an employee thrcugh a certificate that he (lr she has 
wmpletcd the set af baining requirements or milestwes defined for tbe “Journeypus& level 
position in his/her job family. 

Job Qualification Index (JQI): A measu-t of an individual’s progxss towards completing 
the initial training in “core” b-dining requirement.3 and achieving certiticz&m. JQI measures the 
ratio 3f the number of b&ii “c&its” completed by an icdividual to that required for ceniiication 
at the jowneypenm level pwitiowexpresscd as a percentage JQI is currently defmed differently 
by each station. It aduda ail job specific t@ning reqGrenents and all “on-&e-job” training. It 
also excludes some significant job Families completely, notably design engineers. 

Position Qmditi&ion I.& (PQI): A measurement of az individud’s progress tow&s 
completing the baining and achieving qualification in “Epccid lhy Areas” identified for b&lxx 
position. fhining in Spaial Duty Area.5 is tnining provided to Of??4 sta!Yw&h is aOt pat of thz 
core curricula nommlly spedkd by one geueratinz station.) PQI is cakxlated as the pen&age 
of spe&l duty tmining pmgmms rnmpkte. 
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EXTERNAL SUPPORT 
mmmmmDmm%00 

H Design organization(s) 

n Manufacturers 

q Other utilities 

w Reactor type, owners group (COG) 

n IAEA 

n WAN0 

--- 
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EXTERNAL SUPPORT 
~~mrn~~~~~~~00 

n INPO 

‘m EPRI 

n NMAC 

n EUCG 



EXTERNAL SUPPORT 

n Cost effective experience, learn from others 
and apply the lessons. 

q A network of ‘AGENCIES’ will supply 
assistance in various forms 
- Information ---4Jtiliry must SELECT help 

- Advice-----------Utility must EVALUATE help 

- Assistance-------Utility must RESPOND to help 

I - Service-----------Utility must PAY FOR help 
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EXTERNAL SUPPORT 
mmwmmm1 

n Without such a network a utility is destined 
to blunder into costly si~iuations that could 
have been avoided. 



EXTERNAL SUPPORT 

The need to build up a support network is vital to the success of a utility. The 
cost of making the mistakes of others far exceeds any ‘annual fees’ that will 
be required from a support organization. 

The type of support can range from informal contracts with staff at another 
utility to a very formal review by a team of international specialists. 

It is wise for a utility to have a formal process for performance feedback to 
evaluate the experience of others and judge whether it is applicable for their 
utility. The ‘peer evaluation’ process has been used effectively in North 
America. 

‘Assistance’ can come in many forms; from reading publications and deciding 
to extract ‘heipful hints’ calling another utility and asking how did they cope 
with a situation to paying for a service contract the results in some changes to 
your systems or equipment. 
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DESIGN ORGANIZATIONS 

w The best source for specific design issues, 
design changes or design support. .. 

w Effective analysis support and a source of 
information. 

II Usually has a ‘service’ organization various 
contractual support arrangements can be 
made. 



DESIGN ORGANIZATIONS 
m-w-urn1 

H Design organization may provide ‘advisory 
-bulletins’ for problems as they emerge from 
similar stations. 

w Can assist the utility in setting up its own 
design support group(s). 
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MANUFACTURERS 
~~mm~ma~800 

n Major suppliers (manufacturers j usually 
have very effective ‘service’ support 
departments. 

n The main areas for this support would be: 
- Turbine I Generator 

- Boiler 

- Major pump suppliers 

- Inverts / Rectifiers ! Computers 

- Electrical distribution / diesel generators 



MANUFACTURERS 

w Manufacturers services organization can 
provide a full range of~services from 
bulletins to major overhauls. 

n Tine information provided is verl specific 
and usually has a significant component of 
experience gained from other contracts. 

I 1 
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I--- 
OTHER UTILITIES 

mmmmlmI~BO0 
n An alliance with another utility is a very 

effective way to develop support. 

w The interests of each utility is very similar, 
the commercialism between utilities tends 
to be very small. 

n Staff interchanges can easily be arranged 
with mutual benefit to each utility. 

L 



OTHER UTILITIES 

n Personal contact can be made that will last 
for many years. 

n This is a very cost effective collaboration. 
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REACTOR TYPE / OWNERS 
GROUP 

1 mmm11m1 
n Particular problems can be described in 

detail as early warning to other users. 

I Pressure Tube failure research projects can 
be done on a cost sharing basis. 

n Workshops and conferences provide an 
excellent forum for establishing and 
renewing contacts for support. 

I 
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I*-.. 
n International Atomic Energy Agency 

n This international body can provide a vast 
amount of publication. 

w Information exchanges are used to identify 
and publish ‘good practices’ 

n Teams of specialists can make site visits 
and provide assistance from mildly 
encouraging to total organization 
restructuring. 

-- - 



n Conferences and workshops, good method 
for support building. 

n Covers every aspect of NPP functions in 
detail. 

!  
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I World Association of Nuclear Operations 

n Focused mainly on the operational aspect of 
inservice units. 

n Promotes excellence in operations 

q Provides tangible mechanisms to achieve 
excellence. 

I Will conduct peer reviews. 
n Will provide for staff development of utility 

staff through short term assigmzents. _ 



w Institute Nuclear Power Operators 

n Similar to but an earlier organization than 
WANO. 

q Very effective organization with vast 
resources of experience. 

m Provides excellence in operations. 

q Has a ranking system that uses performance 
criteria .to evaluate NPP’s. 

q Uses the peer audit for main evaluations. 
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EPRI 
Drnrnrnrn11 

w Electrical Power Research Institute 

q A North American support organization that 
look at specialized issues from .which member 
organizations can utilize vast amounts of 
info,-mation. 

I -- 



IEPRlmm..... 
n Exists on a commercialized basis ---- Fee 

for service. 

w Has a very wide ra,nge of support facilities 
from setting up maintenance of specific 
equipment to setting up maintenance for a 
total NPP. 

I Many excellent publications. 
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NMAC 
~mEEmm1mnu 

a Nuclear Maintenance Application Center 

n Is a subsidiary of EPRI set up to provide very 
detailed ma~intenance support. 

m Wide range of equipment, detailed procedures: 
- Motorized and Air operated valves 

Seals and Valve packing 

- Maintenance requiremeats 
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NMAC 
mm11111 

3 Makes visits to specific sites, provide 
solutions to specific problems. .. 



EUCG 

n International organization that provides 
comparative business information for 
participating members. 

n Looks at cost and tries to provide a balance 
comparison. 

H Has data that provides support for major 
project comparison for the relative merits of 
coal, oil, gas, and nuclear. 

w Promotes the use & expansion of eiectricity. -- 
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