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INTRODUCTION

We appreciate this time with you today--I have not been to Washington 

to meet with you since early July, but I have had my h~ands full. With 

me today are: Bill Cottle, Herb Abercrombie, Jim Coffey, Lew Wallace, 

and Kermit Whitt: also Scott Schrum, of QTC. and Cy Crane, of Westec.  

We had requested a meeting with you for late September, but you 

suggested today, and we are glad to be with you. After all, I have 

made recent decisions that have, I am sure, impacted the nuclear 

industry, and because of our decisions I am sure you have many 

questions. I hope from my presentation most of your questions will be 

answered. I want to make it clear that if there is any issue 

(technical or nontechnical) that you feel you need more detailed 

information on, I will be glad to have my managers and technical staff 

address these in separate meetings or whatever forum you consider 

appropriate.  

What I want to do today is: 

Give a brief history of 'Where the program has bean.' 

Identify for you 'Where the Program is today.' (Covering the 

generic issues of our program, a su'niary of major issues at Browns 

Ferry, Sequoyah, and Watts Bar Nuclear Plants, and Nuclear Safety 

Review Staff reports).  

And, finally, 'Where the Program is goina.'
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I will be covering a lot of material today. For your convenience, 

I will stop periodically for questions.  

I want to be very frank with you today--covering our plans for 

straightening out the problems, because I want you to know: 

"That we have only one goal in mind and that is to turn our 

nuclear program into one that TVA, including in that definition 

the people-who work for TVA, the people of the Tennessee Valley, 

NRC, and the industry can be proud of.' 

Let me assure you that I believe our company has the resources, 

confidence/ ambition, and dedication to do the above.  

So with those introductory comsments let me begin by discussing: 

WHERE WE HAVE BEEN 

For a period of time in the 60s and 70s we set out on an enthusiastic 

course to become a model, a yardstick, for the nuclear industry. We 

achieved this goal for a short period of time. But as all of you know, 

we are no longer there; however, we have the desire to return to the 

position of being an industry leader.  

Why are we no longer the yardstick? I have determined that it was 

broken by two major weaknesses:
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Management (Shortcomings) 

Organizational Structure of the Nuclear Program 

Let me talk about our management shortcomings (as I see them): 

Management's Approach to Problems 

Management's Lack of Interest in People 

Management's Short-Term Emphasis 

Management's approach to Problems 

There is a management style that prevails in many large bureaucracies 

(not just Federal). This style has the idea that *~large numbers of 

people are the solution to problems.' We have used this style and it 

has led to a lack of responsibility/accountability and lack of 

productivity. Achievement of excellence becomes no longer a primary 

goal.  

Management's Lack of Interest in People 

We were not a people-oriented organization. We have been too busy 

building plants and attacking the *crisis of the day' (putting out 

brush fires) 'o listen to our people. My philosophy on people has 

been and remain., "If you can't manage people, you can't manage 

anything.'
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Management'-s Short-Tertr Emphasis

Our management process did not place sufficient emphasis on long-term 

goals and detailed program objecives. Our managers were too occupied 

with daily operations and did not adequately prepare for the future 

(big picture)--(i.e., quick fixes to problems, incomplete 

documentation).  

Now let me talk about the organizational structure of the program.  

During the period of the 60s and 70s, we grew into two large and 

separate organizations: on-a dedicted to a massive building program 

and the other to the operation of those facilities once completed.  

What we did not do was look into the future and establish a strong 

corporate entity to set policy and direct the efforts of these two 

organizations toward a common goal.  

What have I done about these Problems? 

I have established a philosophy (I know you will think here TVA gjes-

setting another philosophy), but let me tell you: 

I believe in my philosophy.  

I plan to be here long enough to get it implemented and see the 

results and to be accountable for the results.
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I know how to get it implemented.

My philosophy is very simple. It stresses people, productivity, on an 

equal basis with quality/excellence.  

TVA's nuclear program must be dedicated to the safe and reliable 

production of nuclear power.  

Excellence must be the Ohallmark' of this program.  

We will manage our most valued resource our people in a manner to 

encourage "excellence in performance." (I am going to make sure that 

the people in the TVA nuclear program know they are our most valued 

resource.) 

This philosophy will be conmmunicated until it is well understood by 

all, from the top to the bottom.  

This will be done through the establishment of long and shortterm 

goals. My longterm goals are: 

To have and be perceived as having a nuclear program that is 

second to none in the U.S.  

To have a working environment built on trust and confidence at 

all levels of the organization (from plant 'aborer to Chairman of 

the Board).
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My shortterm goals are: 

Consolidate our nuclear resources under a tightly focused 

umbrella.  

Acquire and/or train management talent to effectively manage our 

nuclear activities.  

Develop a team of experienced and qualified key personnel to 

provide leadership and direction tn our nuclear program.  

Establish priorities so that we limit our activities to those 

that we have the capability to execute in an excellent manner.  

Specific objectives are being developed to support these goals.  

We have made organizational changes.  

A corporate entity has been established with a single chain of 

command responsible for all nuclear activities. This has 

eliminated the dual organization structure that existed in the 

past and separated our engineering/construction activities from 

our operating activities. We now speak with one voice on nuclear 

matters. I know where the hooks are set, and I know that when 

anything goes astray, the hook will be jerked. The principle 

responsibility of this new corporate entity will be to establish 

policy with emphasis on longterm program objectives, We will be 

making additional changes. I have asked my staff to keep the NRC 

informed as we continue to make changes to the organization.
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We have made manaament chanues.

I am sending a clear signal to all of our managers that I mean 

business. We will be operating with a 'no excuses management.* 

Management will clearly define responsibility/accountability with 

established goals and objectives. When I say goals and 

objectives, I mean more than just hardware--I mean people! 

Management changes are being made to strengthen our current site 

organizations. Bill Cottle was asked to come down from Watts Bar 

to assist me in getting this program underway. Bill's background 

in nuclear, with NRC and operations experience, has and will 

continue to be of great help to me personally.  

Jim Durall came from my former office to assist me in general 

management of the nuclear program and in particular its business 

and financial affairs.  

Chuck Mason. Superintendent of Wolf Creek and Director of Nuclear 

Operations for Kansas Gas and Electric, will be returning to 

become my manager in charge of nuclear operations.  

We are continuing recruiting efforts to attract other key 

managers for our program. The fact that Chuck Mason has agreed 

to join us will be a positive factor in how others will consider 

joining TVA.
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Three key managers at Browns Ferry have been replaced. We are 

taking advantage of our rescheduling at Bellefonte to utilize 

some of the key resources associated with that project for 

activities with a higher priority. We will be evaluating our 

managers' results in filling positions throughout our 

organi zation.  

Browns Ferry Nuclear Plant Decision 

In March 1985, because all three units were down, we decided not 

to restart. This was because we were not satisfied with the 

quality of our operations. That plant will remain down until we 

have fully reviewed land evaluated our operations to determine the 

root causes of our problems and take the necessary corrective 

actions to ensure compliance with regulations and excellence of 

operations in the future.  

$eauoyah Nuclear Plant Shutdown 

In August 1985, both units at Sequoyah Nuclear Plant were shut 

down from full power because we could not say with a high degree 

of confidence that the plant's equipment fully complies with 

environmental qualification requirements. We will ensure our 

environmental qualification program is in order before we restart 

jU TVA nuclear unit.
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Too Ranaement feetinas 

In August 1985, 1 initiated separate monthly top management 

meetings to review the status of nuclear safety problems and 

related corrective actions. In this meeting top line managers 

meet face-to-face. with me, to discuss nuclear safety problems 

and related corrective actions. We will use this meeting as one 

tool to provide a continuing emphasis for 'excellence' of 

operations.  

Employee Concern Progra 

During the summer of 1985, an employee concern program was put in 

place that encourages employees to bring their suggestions and 

concerns forward to TVA management without fear of reprisal. We 

will be closely monitoring this program to ensure its 

effectiveness.  

Through these and other actions I have taken, I intend to communicate 

to TVA's management and employees that TVA's hallmark for nuclear 

activities is EXCELLENCE, and if we are going to stay in the nuclear 

business, we are going to have to do our business right the first time 

and in accordance with requirements.  

Before I ag further. I Will pause to -make sure you understand all the 

material I've covered.
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Next I will discuss with you:

WHERE THE COMPANY IS TODAY 

I want to start this discussion by covering several generic issues 

(Employee Concerns, Appendix R, and Salary Structure) of our program, 

and since we have just finished discussing 'people,* I want to go 

right to: 

TVA EMPLOYEE CONCERNS PROGk'AN 

Proble 

I am personally embarrassed to be here today discussing an *Employee 

Concerns Program.* a program that would not be necessary if effective.  

people-oriented management had been the norm. Yes, TVA had written 

policy (and lots of it) stating that "Employees' opinions and views 

were valuable and would be heard without fear of recrimination.' But 

the fact that I'm discussing it here today is clear indication that 

our implementation of that policy has not been effective.  

First, since most of the identified concerns were Watts Bar-related.  

we hired a contractor to interview, through confidential arrangements, 

more than 4.000 TVA employees directly involved with the Watts Bair 

project to find out what unacceptable conditions or practices that 

they believe might exist relating to nuclear safety. industrial 

safety, or policy implementation.

6.1.11 I1/01/8$6.1-11



We also made sure this contractor had provisions for accepting walk-in 

and call-in intervieows from persons associated with other TVA nuclear 

facilities and offices.  

The TVA Nuclear Safety Review Staff categorizes each documented 

concern as either: 

Nuclear safety-related 

Intimidation/harassment or employee misconduct 

Or other 

A *Nilestone C owitteeg chaired by an NSRS member evaluates all 

nuclear safety-related concerns. further categorizes each into 

milestone categories. meaning that a resolution for that particular 

concern has to be reached prior to going t~eyond a particular mile

stone. Slide, No. 1 shows a breakdown of those milestones. This 

milestone coemittee also makes a determination regarding applicability 

to other TVA nuclear facilities.  

Detailed investigations of all concerns proceed from that point.  

Corrective actions required for resolution of each, as appropriate, 

are, to be determined and carried out. Employee notification of 

findings and corrective action are part of the process.  

To ensure open channels of comounications for the expression of 

concerns by all other n-uclear employees, we directed that formalized

*.l 1?11/01/$S6.1 12



SLIDE 'b. 1

EMPLOYEE CONCIERN PROGRAM 

NUCLEAR SAFETY CONCERN CATEGORIES

WATTS BAR NUCLEAR PLANT 

MIL.ESTONE 

1 

2 

3 

4 

5 

6

DEFINITION 

FUEL LOADING 

INITIAL CRITICALITY 

POWER OPERATION GREATER THAN 155% 

POWER ASCENSION TESTS 

PLANT OPERATION AT 100% 

0

OTHER PLANTS

Sequoyah Nuclear Plant 

Browns Ferry Nuclear Plaubt 

Bellefonte Nuclear Plant 

No Impact on safe operations up 1o 100% Powfer Of Amssociated with othor assigned commitment dates.



internal programs be established at all -TVA nu~tear facilitits, 

guaranteeing protection of employees who might want to express 

concerns related to nuclear and industrial safety or to policy 

impleatntation. This program consists of: 

Nan~anent and emloyee trainint in-the TVA policy of fret 

exoression of differing views and identification-of safety 

Explaining the -means of eNpressina views or concerns.  

Publicize the programs through notices, newspaper articles.  

brochures, signs. etc.  

Both of these prograw.; (the contractor and our internal program) and 

the corrective actions taken will without doubt result in improved 

communications between supervisors and employees. as well as a safer 

workplace. I am co-Mitted to that. Sut the cumitment does not stop 

there. I do not intend to limp along on a £.r.Mt.j interview process, 

nor do I expect a Sookbok set of procedures within each organization 

to replace a process of a manager sitting down with an emloyoe, face

to-face, having an open discussion and resolving a particular issue.  

I have and will coritinue to comunicate to all of my managers that the 

re-establishment of employee confidence in management is a top 

prl~ority. TVA managers from here on are going to be aetsjf3d and held 

at~gntljjlj for establishing and maintaining effective supervisor/ 

employee relationships.
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Lot me sumsrize the present status of each of the two programs 1vt 

just discussed.  

First, the Matts Bar contractor program (Slide No. 2).  

Progress is slow. But we are committed to do the job right, and the 

results of the investigations and corrective actions are going to be 

meaningf ul.  

Second, the internal program.  

The formalized program is resulting in nositive igdication of 

qdpoyees *o~i2u. To date, sowe 140 concerns have been 

identified through the internal TVA program.
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NUClear Safety Related 
(Mlestones I & 2) 

IntimidationlHarra garneng 

All other

NO. OF 
CONCENS 

694 (141)

INVESTIGATIONJS 

LLSD 

30 (18)

EMPLOYEES 

NOTIFIED 

16 (9)

8 0 

1763

51-i ;L No. -1

EMPLOYEE CONCERN PROGRAM 

STATUS OF EMPLOYEE CONCERNS 

(9/3/850) 

EMPLOYEES TO BE INTERVIEWED 4864 

EMPLOYEES INTERVIEWED 4611 

TOTAL CONCERNS IDENTIFIED 3105 

CONCERNS NOT YET TRANSFERRED G88 
TO NSRS



ENVIRONMENTAL QUALIF ICAT ION

What the Droblem is 

Earlier this year we felt we were in relatively good shape regarding 

compliance with EQ requirements at Sequoyah Nuclear Plant (SQN).  

However, EQ program discrepancies led TVA management to the decision 

to perform an additional independent review of our EQ program. We 

hired Westec Services. Inc., to provide technical assistance during 

the rev~ew. The purpose of this review. conducted both at our Office 

of Engineering and plant sites, was to determine how well we had 

analyzed and documented that key components and safety systems would 

function in the harsh environment following an accident.  

A significant number of deficiencies, principally documentation, were 

identified during this review. The root cause for these problems 

appears to be the multiple organizations we had involved in the 

original analysis and documentation effort. From a management 

standpoint, this resulted in an undisciplined approach, and obviously 

did not produce an acceptable level of verification of equipment 

qualfication.  

What I have done 

Problems identified in this review involved our EQ program on the SQN 

units which were operating at 100% power and a shutdown of both units 

was ordered until we are satisfied that we are fully in compliance with
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the regulations. Currently. we are reviewing the overall EQ program 

for SQN, BFN, and WON facilities. In addition to the contiactor, 

Westec, we have assembled a team of engineers and managers to tackle 

this problem. The status of this project is as follows.  

The organization is in place today that has been tasked to resolve the 

EQ issue. A single manager (the SQN site director) has been assigned 

to direct the effort. The EQ organization consists of a data package 

group, site support group for each facility, and a service staff. The 

data package group is looking at all the EQ documentation nackages and 

taking the necessary steps to ensure their adequacy; each site support 

group is providing field verification of equipment; and the s'ýrvice 

support group is providing the necessary support (administrative, 

personnel, etc.). Westec is being used as a consultant in this effort 

to assist with the technical overview as well as an independent review 

of the packages after we finish with them.  

There are approximately 90 documentation packages for SQN that 

enc-iipass over 1800 components that must u,.- 1'1oked at. Some of the 

puckages are for equipment which is coummon to BFN and WON, and with 

verification of the environmental parameters for these facilities, 

should be acceptable for use. Field verification of equipment is now 

unlerway at SQN and will soon begin at BFN and WON.
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This effort is not limited to just the EQ documentation package 

verl:ication, but encompasses all of the elements of the EQ program: 

Definition of environmental areas 

Verification of environmental parameters 

Verification of EQ equipment list 

Inclusion of EQ features into the facility equipment procurement, 

storage and maintenance programs 

Admninistrative controls to ensure CQ program is maintained 

Based on our progress to date, we believe that we can be finished with 

this process on SQN with fully auditable documentation packages by 

late October. We anticipate that this schedule can be improved and we 

will keep the NRC staff informed of our progress in this area.  

The next generic issue that I want to discuss is: 

APPENDIX R 

Appendix R 

Another area of generic concern is Appendix R~. This is an issue that 

has been a long and difficult road for us to travel down.  

While we originally led the industry in the identification of the need 

for a detailed plant-specific fire protection analysis, we deferred 

activity and did not stay abreast of industry and regulatory 

initiatives. By the early 80s the industry had pasced us by.
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We failed in our early att~empts at Appendix R for reasons almost 

identical to those that marred our environmental qualification 

effort: (1) subdivided work assignments, (2) lack of the big picture, 

and (3) no single responsible manager.  

Here is what we have done to address that Droblem.  

An Appendix R team was formed at each site. Such a team approach cut 

across organizational lines and gave us an effective method of dealing 

with Appendix R. This approach accomplished two key things in 

relationship to what I have previously mentioned as being wrong with 

our power program.  

It put a single person in charge of the Appendix R program at 

each facility.  

It created, in effect, a single organization to deal with all 

aspects of the problem on a specific plant basis.  

Appendix R has not been an easy effort. Both Watts Bar and Sequoyah 

have been inspected. In both cases, the NRC inspectors have made 

positive comuments. They indicated that TVA, at last, was speaking 

with one voice. This is one of the best coordinated projects in TVA.  

Next I want to aive you a summnary of where we are today on Appendix R.  

All work at Watts Bar unit 1 will be complete prior to licensing.  

(Work is 99 percent complete. One issue, Tcold indication for the
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auxiliary control room. must be resolved prior to full power.)

Seauoyah 

We are proceeding with the imiplementation of Appendix R. Thirty-four 

milestones have been established and were submitted to you (NRC) this 

past December. Of the nine milestones that have "come dueN to date, 

all the work has been completed. We are on schedule! Compensatory 

actions will remain in place until work is complete.  

Browns Ferry 

The tep-iat Browns Ferry is using what was learned at Sequoyah and 

Watts Bar to re-evaluate Browns Ferry's situation. We expect to make 

additional changes to our previous Appendix R plans for Browns Ferry.  

We are holding discussions with your staff concerning our request for 

schedular relief, to give us the time necessary to complete the review 

work and proceed with a new implementation plan.  

TVA SALARY STRUCTURE 

Board Involvement 

The TVA Board certainly has a recognized role in solving this 

issue.  

Interim Measures 

There are some interim measures which can be implemented 

presently that will provide some resolution (i.e., management 

relocation bonus).
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A removal of the salary ceiling will certainly aid in holding onto 

present managers and attracting those from the outside. It is not the 

total solution for turning the TVA nuclear program around.  

BROWNS FERRY NUCLEAR PLANT - SUMMARY 

I can remember the days when we were proud of our performance at 

Browns Ferry Nuclear Plant. In the late 70s and early 80s we had an 

operation that we took pride in. We had several long, continuous runs 

on our units during this time with corresponding short refueling 

outages. As a matter of fact, in 1980 the 3 units at Browns Ferry 

were all in the top 11 units in the nation for gross electrical 

generation. We also had six continuous unit runs over 100 days in 

duration during this time.  

Then several major regulatory issues were finalized (i.e., torus 

program, EQ, Appendix R, TMI requirements), and we grossly 

underestimated the impact of these programs and the amount of work it 

would take to control and complete them. In short, we simply did not 

do a good job of managing TVA resources for Browns Ferry. Our poor 

management of resources has cascaded into a situation where we have 

multiple unit outages that last over one year, severai major 

regulatory requirements have not been completed, and we have paid 

almost $1 million in civil penalties.
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What has been done 

Unit Status 

If you recall in March 1985 the status of the three units at Browns Ferry 

was: 

Unit 2 - in refueling outage 

Unit 3 - down for evaluation of reactor vessel water level incident 

Unit 1 - resolution of containment leakage testing program deficiencies 

Clearly the level of performance at Browns Ferry was not acceptable 

either to TVA or the NRC. The decision was made not to restart any 

unit until we were confident we could operate them safely and within 

regulatory requirements. We would not restart until we were 'ready' 

and then focus only on one unit to ensure we could get it right before 

we would move to the next unit.  

Hard Look at the Integrated Schedule 

I have directed that we take a hard look at the integrated schedule at 

Browns Ferry. It was over five years ago we met with the NRC staff on 

our 'integrated work schedule" and initiated the integrated schedule 

concept. We were on the 'cutting edge' of the nuclear industry at 

that time. However, since that time, our job in carrying out the 

'nuts and bolts' of making the integrated schedule concept work has 

certainly been deficient.  

Let me assure you: 

'That schedule slippage will not be tolerated in the future. We 

will be submitting a revised integrated schedule to you hopefully 

by the end of this month. We will meet the commitments in this 

schedule.'
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Design Control Concerns 

Due to both TVA and NRC concerns relating to the design control 

process, more specifically in the area of seismic supports, we have 

undertaken two initiatives. We are establishing an independent TVA 

survey team to address the overall issue of design controls with 

particular emphasis in the seismic area. In addition, I have 

requested, and Zack Pate has agreed to, a special INPO evaluation in 

the area of design controls utilizing the new INPO corporate 

evaluation criteria. This review will focus on Browns Ferry and will 

include special emphasis on the seismic area.  

The Regulatory Performance Improvement Plan 

In February 1984 we submitted our Browns Ferry regulatory Performance 

Improvement Program to NRC. The goal of the Regulatory Performance 

Improvement Plan was to turn Browns Ferry around. The Regulatory 

Performance Improvement Plan has helped us to identify people, 

program, and equipment weaknesses at Browns Ferry, but it has not 

resulted in the level of improvement which we expected and indeed we 

consider essential. We have completed all of the *short-termN action 

items. We have a few "long-termN items left (i.e., consolidation and 

development of integrated plant procedure upgrade effort, and 

assignment of management priority to as-constructed task force for 

resolution of open and incomplete ECNs, workplans, and as-constructed 

drawings). These remaining items will he completed in the very near 

future and, following NRC concurrence, the Regulatory Performance 

Improvement Plan will be closed. The focus on further improvements at 

Browns Ferry will continue through our operational readiness review, 

the industry overview which I am chairing, and our monthly top 

management meetings on nuclear issues.
6.1-24 11/01/85



Employee Involvement Program 

In April 1985 an Employee involvement Program was initiated at Browns 

Ferry. The site director met with all employees on site. All 

employees then were broken down into working groups of about six 

employees. The working groups were encouraged to identify concerns or 

suggest ways the quality of plant activities could be improved, as 

well as recofmmend solutions to problems. Each concern or idea was 

documented on a tracking form and processed by managcment. As of 

September 1, 1985, a total of 368 concerns/suggestions had been 

identified. A proposed disposition has been established for 223 of 

these and 148 have been closed out with the originating employee.  

Only 4 concerns related to Browns Ferry have been reported to QTC, so 

we believe employee confidence in Browns Ferry management is 

improving. We certainly feel this is a step forward in improving 

employee/management relations at Browns Ferry.  

Operational Readiness Review 

In preparation for returning the units to service, our task was to 

come up with a process which would give us the knowledge and assurance 

that we were ready. With assistance from EG&G, a program termed 

"Operational Readiness Review* was developed to ensure that the 

weaknesses identified in the RPIP had been responsibly addressed (and 

are continuing to be focused on). This review consists of Browns 

Ferry personnel identifying activities i~rcessary for readiness and 

evaluating readiness. This is a rigorous process that involves 

everyone from the site director down.
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The objective of this review is:

'To assure ourselves that every issue which couid affect unit 

startups and continued operation has been evaluated and that 

everything necessary for meeting regulatory compliance, safe 

startup, and continued operation is in place." 

We consider this operational readiness program to be one of two key 

elements in our preparations to return a unit to service. We will be 

working closely with NRC during this Operational Readiness Review.  

When the site director comes to me and indicates that he is ready to 

proceed, we will move into the second element of my plan. In this 

second element, I will chair an industry overview which I intend to be 

very much similar to a Naval reactors precritical examination. This 

overview will involve both industry and INPO management. The bottom 

line is that we will not proceed to start up unit 2 at Browns Ferry 

until I and the TVA Board are personally convinced that we are 

prepared in all aspects to return a unit to service in a controlled 

and deliberate manner.  

After the 'Operatioinal Readiness Review' and the Industry/Management 

Overviews are completed. I will provide you with a copy of a 'Quality 

Package" on unit 2 (that has been coordinated with NRC) that documents 

the basis upon which the unit is ready to be put back into operation.  

Next I want Jim Coffey, Site Director at Browns Ferry, to discuss 

additional details of the 'Operational Readiness Review Program' at 

Browns Ferry.
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.Jim Coffey speaking: (This is the entire text of Mr. Coffey's 

prepared material. Due to time constraints, an abbreviated version 

was actually deliveted.) 

Slide No. 3 

Operational Readiness--The objective of the presentation is to 

describe to you the method we used to assure ourselves that every 

issue that could affect unit startup and continued operation had been 

evaluated and that all the pieces necessary for meeting regulatory 

compliance and safe startup and continued operation are in place.  

Also we have completed this process of evaluation for unit 3, but 

everything was not complete when we recently decided to start unit 2 

first.  

I would like to give you a little background perspective as to why we 

embarked on the operational readiness process. If you will recall in 

March of this year our unit 2 reactor was in a refueling outage; the 

unit 3 reactor water level incident had just occurred; unit I had some 

valve problems related to Appendix J testing; and we had requests for 

environmental qualification justifications for continued operation for 

a large number of items on units I and 3 pending. Our Regulatory 

Performance Improvement Program (RPIP) was over I year old and had not 

turned us around.  

SOMETHING WAS MISSING 

TVA management decided not to restart any reactor until we were 

assured we could operate them safely and within regulatory 

requirements. We would not restart until we were *ready" and then 

only focus on one reactor to assure we could get it right before we 

would move to two reactors--and ultimately three.  
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Our task was to come up with a process which would give us the 

knowledge and assurance that employee attitudes were correct, 

procedures were followed, conservative actions were taken, to know we 

were ready--and nothing had fallen through the crack.  

A broad base of discussion ensued, even some thoughts from Dr. Grace, 

among others.  

We ultimately evaluated a process from the' firm EG&G called 

"Operational Readiness.' It started May 13, 1985, and we adopted this 

process and scoped out a plan for incorporating this methodology at 

BFN.  

The plan consisted of Browns Ferry personnel identifying activities 

necessary for readiness, not EG&G. They only taught us the 

process--so what is *Operational Readiness?' 

Slide No. 4 

Simply said--Operational Readiness means the right people in the right 

place at the right time, working with the right hardware, according to 

the right procedures, and the right management controls.  

Or in other words, an orderly method of tabulating all items 

(hardware, personnel, procedures, and paperwork) that must be 

accomplished (or at least considered) prior to performing a specific 

act. In this case, the act is starting up a nuclear unit. The 

tabulations for a work group are reviewed (and in-putted) at lowest 

work group levels, by peer groups, and by management.
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What do we mean by 

Operational Readiness? 

I Night People 

I Right Place 

I Right lime 

I Workinq with the riqht hardware 0 according to right procedures 
and management controls



Now let me go through several overheals and describe the "Operational 

Readiness' review process.  

The basic model is an analytical tree, where we have inputs and 

outputs and condition gates.  

As I said earlier, we must have the right people in the right place at 

the right time, working with the right nardware, according to the 

right procedures, and the right management controls. So the basic 

model or *tree' must have inputs of personnel, hardware, and 

procedures. Each of these inputs must have somenne assigned to 

achieve the input activity and a timeframe to Arcomplish it by. The 

gates are either 'and' gates or 'or' gates. -aLn that the output is 

achieved for 'and' gates when each input is complete. The output is 

the desired objective. For our case, Operational Readiness, for say 

unit 3 or unit 2.  

Now in building a 'tree' for Browns Ferry, we utilized the basic 

organizational structure with functional responsibility covering all 

areas needed to achieve our objective of unit operational readiness.  

As you can see from Slide No. 5, there were 12 basic areas in our 

first tier of the trees. There were ultimately 58 organizational 

tiers and each tier dealt with people, procedures, and hardware in 

their area. Some 3,600 activities at last count.

6. 1-3111/01/856.1-31



SITE DIRECTOR 
OPERATIONALLY 

READY 

STAFF ASSIST ART 
TO SITE DIRECTOR 

AND RPI

G UNIT 3 AMC RELATED COtMrtIO ITEMIS 

* KNOWN4 PROBLEMS- PEOPLE / 
PROEDUESMARDW ARE 

EVALUATE SAFETY SK3NIFCANCE 
& OPERATIONAL REAlDlHSS 

* EVALUATE ALL ITEMS FROM THE 
PERSPECTIVE OF TADAYS FOCUS ON 
CORRECT ATTITUDE/PROCEDURAL 
DISCMFINEMANAGEIENT CONTROLS



First you see diamonds which mean a determination was made and that 

area needed no additional evaluation and did not affect readiness.  

Second, in the oval you see conditions established at the top 

management level commnunicated to all site management and supervision 

as to its expectations for startup.  

Go Over Conditions 

The way this information was commnunicated and trees structured was 

through working sessions with the people. It began with top 

management building the top levels of the trees with input from peer 

organizations who had organizational support from subordinate and 

supervisory positions. This process of team participation was one of 

the ways we enhanced our thoroughness of reviews.  

To give you the degree of management involvement, in addition to the 

12 who developed the top trees, 42 managers were involved in the next 

level and 120 supervisors in the next level covering every area onsite.  

Each level was given training and participated in the tree building 

process. Ultimately, most site employees were involved with the 

issues in the trees in one way or another.  

Slides No. 6 and 7 

As we were building the trees we stated one condition was to ensure we 

covered all known issues. These overheads give you a listing of 

sources we asked each organizational in their trees for evaluation or 

area of special interest one or more organizations was to include.
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SCIDE.O.7

SPECIAL SIGNIFICANT 

ISSUES REVIEWED-IN BUILDING TRE~ES 

COMMITMENT TRACKING ITEMS 
(INCLUDES ENFORCEMENT CONFERENCE ISSUES 

- PIP ITEMS 
(CONTRACTOR REPORTS) 

*NSRB CONCERNS 

-NSRS CONCERNS F D QA AUDIT FINDINGS 

- DEVIATION REPORTS 

- C( ERECTIVE ACTION REPORTS 

- TEMPORARY ALTERATIONS 

- INPO FINDINGS 

- NCRs 

- SPECIAL INPO ASSIST VISIT ITEMS 

(PLANNING AND SCHEDUINtIfG) 

- BACKLOG WORK TEAM ISSUES 

(SYSTEII WALKDOWNS) 

- NPCI 

Allk- CABLE TRAY



The thoroughness of the trees in reviewing and dispositioning all 

issues was of paramount importance. We also entered the schedule, 

responsibility, assignment, and status of the readiness activities 

into our plant's planning and scheduling system for tracking.  

Activities regarding significant resource were scheduled on the 

startup schedule.  

These review sessions included a team made up of the site director 

(plant manager or site services manager except for their area of 

responsibility), Division of Quality Assurance top management 

representative, Sequoyah Nuclear Plant or central office manager for 

the area being reviewed. We also had our consultants' management 

analysis corporation and EG&6 in selected reviews. This was a rather 

formal process whereby they made presentations and were questioned on 

the thoroughness of their trees and the ccmpleteness of their reviews 

and judgements of risk. Many were sent back to follow up further on 

certain issues and follow-up meetings held. The final follow-up 

meeting was held on August 19, 1985, on unit 3 issues. These reviews 

were documented and available for inspection.  

What is the status of the unit 3 review? We had co.opleted the top 

level review of every tree. Everything was not considered ready. The 

following gives you a swummary of some of the more important issues 

dealt with in assessing unit 3's readiness.
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HPC I

Hangers 

Environmental Qualifications 

Configuration Documents 

Instructions/Procedures 

Mate rialis 

Attitudes/Conservative Action and Doing Things Right 

People Experience 

Since we have diverted to unit 2, the unit 3 readiness trees will be 

utilized in the development of unit 2 readiness trees (target 9/10/85).  

SEQUOYAH NUCLEAR PLANT - S.UMM ARY 

As Chairman Dean pointed out in his July 18 letter to Mr. Dircks, 

*Exemplary Performance at Sequoyah Nuclear Plant* is the number one 

priority of TVA's nuclear program.  

Sequoyah Nuclear Plant (SQN) has been the flagship of TVA's nuclear 

program with long, continuous runs on both units. However. because of 

the lack of management of the environmental qualification program, we
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felt it necessary to shut both units down until we are convinced we 

are in compliance with environmental qualification regulatory 

requirements.  

As we discussed earlier. our problems with environmental qualification 

have been identifiled. We have a team in place to take aggressive 

corrective action and management responsibilities are clearly defined 

and understood. I have the upmost confidence in their ability to 

resolve this issue.  

What is beina done at Seouoyah? 

Prior to restart of the first unit, we will focus on those areas 

identifiled as weaknesses, i.e., emergency preparedness, quality 

assurance. regulatory improvement, management involvement, and 

operating experience. A readiness review of these areas will be 

conducted prior to restart.  

I would like to ask Herb Abercrombie, Site Director of Sequoyah. to 

discuss initiatives already underway.  

H. L. Abercromie soeAking 

The Sequoyah Nuclear Plant electrical maintenance supervisor accepted 

the position of plant quality assurance supervisor. Quarterly 

meetings are conducted between the site director and the Director of 

Quality Assurance to review trends and address specific problems.
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Procedures are in place to escalate to the site director and Director 

of Quality Assurance major issues or untimely corrective action.  

Additi.,nally, the Director of Quality Assurance must escalate items to 

Mr. Parris that have exceeded corrective action times agreed to by the 

site director.  

j~jM~qeiM Preparedness 

A Radiological Emergency Plan Coordinator was assigned to the site 

organization during April 1984. Duties include improving training of 

site personnel, scheduling and coordination of drills and exercises, 

and ensuring commitments are met.  

The health physics support organization has been relocated from Muscle 

Shoals to Chattanooga. This group includes the dose assessment 

personnel assigned to the emergency organization. This relocation has 

improved imediate response capabilities and improved communications.  

Recent drills and exercises have shown measurable Improvements in 

performance of both site and central emerjency organization 

performance.  

Reaulatory IMorov2Men~t 

The site divector has issued directives regarding improvement of 

performance. Included are requirements for supervisors to spend 

additional time in the workplace. Supervisors are also required to 

trend performance indicators. Recently I issued a policy requiring 

myself and the qlant manager to interview personnel responsible for 

violations. The employee's supervisor is included in this interview.
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H. B. Parris Smeaking

Sequoyah's performance has been in mv estimation above average. but 

that is not acceptable. Mly goal is excellence of operations. We will 

continue to use information gained from INPO, NRC SALP evaluation, and 

other nuclear industry input to boost our program toward excellence.  

WATTS BAR EUCILAR PLANT SUNKARY 

Emalovee Concerns 

I have already stressed to you how I feel about employee concerns and 

what I am doing about that program. On Matts Bar specifically, our 

critical path for licensing will be defined by how long it takes to 

resolve employee concerns.  

Technical lisues 

We currently are attempting to resolve approximately 10 relatively 

minor technical items with the USC staff. None of the items should 

have significant effect on operation of the plant. NRC has issued to 

us a draft of the Watts Bar operating license which contains 19 

conditions. We expect to have action on only nine of those conditions 

remaining after the licenses is issved, which will result in the 

cleanest license we have received on any of our plants. We feel good 

about our *ffcrts in this area.
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SiteDieco 

It is our present intention that once my staff is in place in 

Chattanooga and we have completed our evaluation of the various 

organizational units that Bill Cottle will return to Watts Bar as the 

site director.  

Guality Packaoe 

We will also be providing you with a 'Quality Package$ before Watts 

Bar unit I is licensed. The purpose of this package will be to 

describe the broad range of project design and construction quality 

activities which will enable TVA to affirm the quality of the design 

and construction of the safety-related and ASME code-related aspects 

of Watts Bar Nuclear Plant unit 1 and its associated facilities.  

The following items were on the meeting agenda, but time dlid not 

permit Mr. Parris to discuss them.  

Hartford Steam Boiler 

NSRS Reports 

NRC Order EA 85-49 

CONCLUSION 

Ashfdults 

I did not come here today with a precise schedule for when we will 

have units back on line at Browns Ferry and Sequoyah and a fuel load 

license date for Watts Bar unit 1. However, we do have target 

schedules established as goals in this process.
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Slide00, 

Sevoah 

Obviously. the scope of the outstanding issues is much narrower on 

Sequoyah and as previously discussed, the resolution Gf EQ is the 

critical path. We currently believe we can have unit 2 ready to start 

up by the end of October. Unit 1 is in the process of refueling and 

is anticipated to be ready to. restart by mid-November.  

Browns Ferry 

Browns Ferry unit 2, contingent upon satisfactory resolution of the 

specific EQ problems and the remaining Appendix R issues, we are 

proujecting a return to service date of the first quarter of 1986. As 

these two issues become more clearly focused. we will continue to 

refine the start up schedule. You will be kept fully informed as the 

schedule is finalized.  

Watts Ba 

Epployee Concerr Program and the neces~ivy to address these concerns 

as discussed earlier in this meeting, I do not anticigate reaulsting a 

fuel load liconse for Watts Qir unit 1 Wetort January 1986.  

We will Otep you informed as these schedules are firmed up.  

figAl 
Now that I have given you the best target schedule I can. I want to 

restate my long-term goals, because I want these units brought back in 

accordance with the goals and my philosophy. Again. my goals are:
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SL IDE No. 8

TARGET SC4'EDULE DATES FCR TVA NUCLEAR PLANTS

SEOUOYAN 

Unit 2 

unit I

TARGET SCHEDULE D)ATE 

Start up late October 1965 

Start up November 1985

BROWNS FERRY 

Unit 2 Start up first quarts? 198S

WATTS BAR

unit I Request fuel load licnse 
J3nuary 1986



'To have and be perceived as having a nuclear program that is 

second to none in .niw U., 

*To have a working envirornment built on trust and confidence at 

all levels of the organivt~tion (trom plant labor~r t, Chairm~n of 

the Board).* 

Again, I believe our comnpany has the resources. confidence/aritio-n 

and dedication to meet these goals.
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PROPOSED PLAN FOR THE CREATION, STRUCTURE, AUTHORITY AND FUNCTION 

OF THE OFFICE OF INSPECTOR GENERAL, 

TENNESSEE VALLEY AUTHORITY 

This is a plan to establish an Office of Inspector General, headed by 

TVA's Inspector General and charged with fully and currently reporting 

to the TVA Board of Directors and Congress on the overall efficiency, 

effectiveness, and economy of all TVA programs and operations; on TVA 

effcrts to prevent and detect waste, fraud, and abuse; and on 

investigations of employee concerns.  

1. Office of the Inspector General 

A. Not later than December 1, 1985, there shall be created 

within TVA an Office of Inspector General.  

B. The Office of Inspector General will be an indepedent 

organization separate from all existing offices and 

reporting directly to the TVA Board. 'tee attached 

organizatien chart.) 

C. The Office shall have a separate, independent budget f rum 

that of other TVA organizations.
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11. Inspector General

A. The Inspector General shall be the head of the Office of 

Inspector General and shall be appointel for a term of not 

iess than three years.  

B. Like TVA's other principal office managers, the Inspector 

General shall be a grade M-12.  

C. The Inspector General shall be under the general supervision 

,f the TVA Board and shall not report to nor be under the 

supervision of any other TVA officer.  

111. Functions 

The Inspector General shall: 

A. Conduct inquiries and make determinations relating to all 

TVA programs and operations.  

B. Provide leadership and coordination and recommiend policies 

for activities designed to prevent and detect fraud, waste, 

and abuse.
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C. Keep the TVA Board and Congress fully and currently informe~d 

about problems and deficiencies in TVA programs and 

operations and on progress on corrective action.  

D. Report to the Board on investigations of employee concerns.  

E. Maintain relations with Federal and other law enforcement 

agencies, the General Accounting Office, and other agency 

Inspector Generals. In furtherance of the Board's existing 

policy, the Inspector General shall report to the 

appropriate law enforcement agency any information developed 

which the Inspector General concludes may evidence a 

violation of law.  

F. Operate a telephone hot line and other means to receive 

allegations and information from all sources.  

6. See that employees who raise issues with the Inspector 

General are kept informed of the consideration given their 

issues, of the Inspector General's conclusions on them, and 

any corrective action taken by TVA.  

IV. Authority 

Pie Board will invest the Inspector General and the Inspector 

General's designees with the following authority:
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A. To have access to all TVA records, reports, materials, 

facilities, assets, and meetings.  

B. To make any investigation, inspection, or report deemed 

necessary or desirable by the Inspector General.  

C. To have direct prompt access to the TVA Board.  

D. To request information as may be necessary from other 

Federal agencies and to seek information from other sources 

through all means available to TVA.  

E. To contract for experts under personal services contracts.  

V. Reports 

A. Semiannually (and immnediately where there exist particularly 

serious or flagrant problems, abuses, deficiencies. or 

nuclear safety issues), the Inspector General reports to the 

TVA Board on significant problems or deficiencies disclosed 

by the activities of the Office of Inspector General; 

recommended corrtctive actions; financial, nuclear safety 

and other audits and reviews completed; and other related 

matters as the Inspector General determines.  

B. The Board will transmit each report of the Inspector General 

to Congress, together with any comments the Board deems 

appropriate.
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VI. Source Confidentiality

A. The Board intends for the Inspector General to be able to 

receive in confidence allegations about any aspect of TVA.  

B. Promptly upon the establishment of the Office of the 

Inspector General, the Inspector General shall determine and 
9 

announce the precise terms and conditions upon which source 

confidentiality shall be extendeud.  

C. Information from any anonymous or undisclosed confidential 

source will not be considered as evidence for any purpose in 

a TVA determination on the conduct or performance of any 

individual emdployee.  

VII. Similarity to Other Agency Inspector Generals 

To the maximum extent possible in carrying out the Board's 

intent in establishing the Office, the Inspector General carries 

out duties and exercises authority such as that provided under 

the Inspector General Act of 1918, 5 U.S.C. Appendix 3, as 

amended.
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STATEMENT OF

CHARLES H. DEAN, JR., C5iAIRMAN 

TENNESSEE VALLEY AUTHORITY 

In the 52-year history of TVA, no one has ever seriously cast a shadow 

on the honesty or integrity of a TVA Board member of TVA executive.  

On the other hand, there has been considerable public unrest as power 

rates have continued to rise over the years, and certain nuclear 

operations problems have been highly publicized. There has also been 

employee unrest due at least in part to a large number of layoffs as 

major construction programs were stopped.  

Even though the TVA management has never been involved in a major 

scandal, it's judgement is often questioned, which is certainly in the 

American tradition. Most recently, in Congressional hearings, the 

Board was condemned for not getting enough good information from the 

rank and file employees, who are the backbone of the agency.  

The contract with Quality Technology Corporation at our Watts Bar 

Nuclear Plant was a very visible effort to open lines of conmunication 

and give our employees someone to talk to about real or perceived 

problems in our nuclear program. The overwhelming response to the QTC 

program is a clear indication that we need to develop more permanent 

systems for receiving and investigating employee concerns. It appears
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that the formation of an Office of Inspector General within the 

agency, which would report to the Board and to the Congress, would 

offer such a permanent vehicle.  

In spite of our employee communication problems it should be 

emphasized that there has been no responsible criticism of our Office 

of Audit and Evaluation. It is a model that all federal agencies 

could follow to their great advantage. The same can be said for those 

who handle TVA's corporate books. They are carefully audited by the 

watchful eye of Coopers and Lybrand, and are always in good order.  

In sunmmary, our problems are more with people than with numbers. In 

order to serve the public interest, we apparently need a group within 

TVA that tan process certain types of information and report it 

directly to the Board and to Congress. It is apparent that members of 

Congress have the same feeling. Mr. Flippo has introduced H.R. 3464 

in the House of Representatives, and 14 other congressmen from the TVA 

area have signed this bill. A companion bill has been introduced in 

the Senate, S. 1155. by Sendtors Denton and Cochran, both from Valley 

states. In the meantime, Senators Sasser and Gore, and others, have 

reccamnnded that the TVA Board take steps tr- create an Inspector 

General which will report to the Board and the Congress. I concur 

with that recommnendation and the proposed plan presented to the Board 

by the General Manager this morning. It has also been reconmmended 

that the Board retain an expert in nuclear matters for consultation.  

I favor this recommendation, and would like for the General Manager to 

prepare a list of candidates for this position.  

C. H. Dean, Jr. Chairman
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STATEMENT OF RICHARD N. FREEMAN

AT BOARD MEETING 

OCTOBER 18, 1985 

My views on the Inspector General for a business-type 

organization, such as TVA, are well known. I will not repeat them 

here. In the present context, the proposals apparently are made as a 

response to TVA's current nuclear problems. Unfortunately, an 

inspector general's office cannot help TVA address those problems.I 

cannot vote for the creation of the office.  

I appreciate that many of TVA's friends in Congress, and 

specifically Senators Sasser and Gore, urge tne board to establish the 

position in order better to deal with TVA's nuclear problems. In 

deference to TVA's friends in the Congress I will not vote against 

creating the proposed Inspector General's Office. Thus, I must 

abstain.  

I do pledge to my colleagues and TVA's friends in Congress that 

I will cooperate fully in trying to make the new office work for the 

good of the agency, our employees, our ratepayers, the Nation's 

taxpayers and the Tennessee Valley constituents we serve.  

I do favor the suggestion that TVA have, for a period of two 

years, a nuclear consultant with the kind of credentials needed to 

help us deal with our nuclear problems.
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REMARKS BY JOHN B. WATERS, DIRECTOR 

TENNESSEE VALLEY AUTHORITY 

TVA BOARD MEETING 

OCTOBER 18, 1985 KNOXVILLE, TENNESSEE 

Today, with the proposals before us to establish TVA's first Inspector 

General and an independent nuclear consultant, we have a real 

opportunity to help restore public confidence and reaffirm our 

commitment to building and operating the safest and most efficient 

power system in America.  

The advice and suggestions of members of the Valley Congressional 

Delegation and public obviously have been instrumental in the Board's 

consideration of these proposals. We all hope that the appointment of 

an Inspector ibeneral will enable TVA to become even more efficient and 

will enhance this agency's ability to save money as we continue to 

operate the power system for the benefit of the ratepayer.  

A highly qualified Inspector General who occupies a position of 

independence, power, and prestige within this organization should help 

to promote the efficiency and increase the effectiveness of all TVA 

activities. The Inspector General will not be encumbered with 

administering programs, but will be free to follow the facts of any 

investigation wherever they lead and to report directly to this Board 

and to the Congress.
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If the Inspector General performs in such a manner, the resulting 

efficiencies will complement TVA's continuing success in keeping 

electric rates among the lowest in the nation and assuring an abundant 

supply of electric power for residential and industrial customers.  

I also believe that the appointment of a Nuclear Consultant as an 

adviser to the Board represents a positive step. A nationally 

recognized expert in the field from outside TVA should be able to 

provide valuable independent evaluations of our problems and our 

progress toward reaching solutions.  

Beyond the practical, operational advantages ir authorizing these 

appointments--and I think there are many--there's another extremely 

important reason for taking such action. One of the lessons I recall 

most vividly from law school is that the public must always have the 

perception that justice is being done. It is not enough to have 

justice prevail. People must also perceive that justice is being 

done--or, in the case of a public agency, that the public trust is 

being upheld.  

I fully believe that TVA cannot effectively carry out its mission 

unless it has the confidence of the people and the Congress of the 

United States. Today's actions represent necessary steps toward 

rebuilding that confidence, but the appointments of an Inspector 

General and a Nuclear Consultant will not automatically solve all our 

problems.
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In cooperating with and receiving the recommnendations of the persons 

who will occupy these posts, all of us associated with TVA must 

continue to be straightforward with the public and each other, admit 

any oMistakes that are found, and make our plans for improvement clear.  

It doesn't make any difference whiat is in the job description of the 

Inspector General if we don't back up those words with our own 

support. Our commitment must match the reality of our own performance.  

As long as I am a member of this Board, I pledge that whoever is 

selected as Inspector General will have my full support In gaining the 

necessary budget, the necessary staffing, the necessary independence, 

and the necesssary access to make a positive difference in this agency.  

I call on my colleagues to join in assuring such support throughout 

the Inspector General's term and in working to remove any barriers 

that would hamper the work of that office. We can and should provide 

all reasonable resources for the Inspector General to conduct the most 

thorough and independent investigations possible into any aspect of 

this agency that requires such attention.  

And we should be tough taskmasters as well, demanding action and 

results, and placing those demands on ourselves as well as others. It 

is how we carry out our own dities as Board members and what we 

require of others that will make a difference in TVA and how it 

operates in the future. And, today, we are telling TVA and the people 

of the region that our requirements will be high.
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