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Enclosed for your review is the SALP report for the Fort Calhoun Station fur
thre period cf July 31. 1994. through January 27. 1996.. A. public meeting to
d'ow, this report with you and your staff has been scheduled for. I p.m. on
Ma-,.-" 14, 1996. at the Training Center Auditorium at th.. Fort Calhoun Station
facility. During this meeting. you are encouraged and .?xpected to candidly
comment on our report. And, while this is a forum for t,-,ati Public Power
District .-ld the NRC, it. will be open to observation by memters of the public
and other ;;iterested parties.

In accordance with NRC policy. i :,ave reviewed the recorrimendations of the SALP
Board and I concur with the ratings and the views. The Operations and
Maintenance areas were rated as Category.?. whici indicates overall good
safety performance. The Engineering and Plant Support areas were rated as
Category ',,,which reflects superior safety performance. The fact that the
ratings are the same as those for , ur previous SALP assessment reflects. in
part. our view that the improvement rate which we noted at end of your
previous SALP period was not sustained throughout the past eighteen months.
We are encouraged that you recognized thic; situation during the last portion
of the SALP period and instituted aressive rrtiveaton. . ..

In the operations functional area. there was a contrast between the excellent
staff performance observed during off-normal situations and the inconsistent
performance seen during routine operations. It appear's that this was due. in
part. to the occavional reluctance of the operit.ions staff to provide '
eadership in all facet, of plant operations, both inside arn1 outside of tho

control room.
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Safety performance in the maint.enance area remained goo,1. Improvements in the
planning and scheduling process have contributed to the good material
condition of the plant: however', there were numerous instances of individual
inattention to detail. especially during the last 6 months of the assessment
period.

In engineering, while the SALI- Board found overall safety performance to be
superior, it was not consistent throughout the SALP period. Contributing to
the inconsrisLent performance were the occasional failures of engineeing to
communMc.Ite information to other o-ganizations in a timely manner.
Additionally, management attention was consis.tently required to ensure
enqineering evaluations had a broad ;persoec'ti-.ve-,:anid. that engineering issues-

• were: pormptly'and appropriately re-olved "

Overall performance in the plant support area remained superior. No
performance deficiency with programmati safety significance were noted. The
occasional performance shortcomings, which were identified, were addressed in
an angressive and comprehensive manner. The integration of quality audits and
self assessments into the plant support programs was evident and appeared to
be an essential component nf these [program successes.

In accordance with Thction 2.790 of the NRC's "Rules of Practice.' Title 10,
Code of Federal Regulatic,,ns. a cony of this letter and the SALP report. will be
placcd in t.he NRC's Pub1i . Document Room.

Should you have any questions concerning the SALP report. I would be pleased
to discuss them with you. While no written response is required to the SAIP
report, if you wish, you may provide written comments within 30 days of t.,
SALP meeting.

%-ncerely.

.. .. •, ,. , .... • ......•...< . , ,f ~ r #,,•,:. . ., .,.:-,, • . • • .:. -** :,. •.9 ,' ".. .. .. ,' r" •.. . . ..L.J. <Ilan

Region Administrator

Enclosure:
NRC SALP Report 50-285/96-99
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FORT CALHOUN STATION
SYSTEMATIC ASSESMENT OF LICENSEE PERFORMANCE

Report 500285/16-99

I, BACKGROUND

An NRC SALP Board, comprised of the individuals listed below, met on
february 6, 1996, to review and assess safety performance at Fort Calhoun
Station during the period July 31. 1994. through January 27. 1996. The Board
was conducted in accordance with NRC Management Directive 8.6. "Systematic
Assessment of Licensee Performance." The resulting assessment was reviewed
and approved by the Region IV Administrator.
Board Chairman

K E, Brockmon, Doputy Director, Iviv,,on of Reactor Safety, Region IV
Board Members

A. T. Howell. Deputy Director. Division of Reactor Projects. Region IV
W. H. Bateman, Wrector, Project Directorate IV-2. Office of Nuclear Reactor

Regulation

Functional Arsan and Ratings:

Functional Area This Period Previous Period

Operations 2 2

Maintenance 2 2

Enginnpring I I

Plant Aupport 1 1

II. PERFORMANCE ANALYSIS

A. Plant Omgrat ion

Overall performance in theop,,rAt, inv ,,rop'!nn o rflct, tld a good ,aty
perspectyvo, Mana gemetL ovor,,1ift, and InvoIvemrnt cont nuod to be strong. A
conservative operating phi lo•ophy In response to equipment failures and off-
normal events was conslrtently demonstrated: however, routine operations
continued to pose chall.nges to the control room staff. Programs and
procedures were generally good. Problem identification was a strength, but,
Sroblem resolution was protracted or performance wAS ineffective in cort;,,n
ey areas, A few months before tho ond of the assessawmt period, enhancement

efforts were initiated, but the SALP perind vnded without sufflcient time to
validato improved performance
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Mdnagement involvement in day-to-day operations was extensive. Probabilistic
risk analysis information was applied to on-line maintenance and other
activities, The daily morning meetings concentrated on emergent work and
operations priorities, The condition report review group was effective in
providing dn Independent focus on newly apnorAtod condition reports, After
(conrofirn5 were idcnitified early in the Assessment period About training
offoctiveness, managemeanL Involvement with, and ,support of training programs
increasd,

Operator and operations department performance in response to off-normal
events remained excellent. When immediate-response events occurred, operators
focused on those actions important 'o safety drid manaqement applled
conservativo docislon making, Phi manual trip of t1r.4@ tor ael lowing two
irn, m Qof eompoitlnt eool im wdter leakage into a reactor coolant pump lube
oil heat exchanger demonstrated this conservatism.

In contrast, the operations department's response to the problems and
challenges of routine operations did not demonstrate the same consistently
high performance level, Problems during routine operations. were attributable
to three factors. First, the operating staff did not Always oxhibit
leadorship in overall station operations, An example of this weakness is the
fact that operations did not bring to resolution many of the long standing
equipment problems that have impacted operational effciency, Second, crew
interactions were nrot as precise and formal as those practiced during time
critical activities. Third. the operations staff was slow to support and
respond to management s efforts to improve performance.

Programs and procedures used in operations wore geonrally good: however, there
wro soveroil deficioncleý whi:h h•a n prtional impacts, Procedural
deficiOnC0is COntrIbuted to leaving the emergency diesel generator outside the
design emergency starting condition following the conduct of surveillance
testing, and to improperly moving heavy loads over irradiated fuel. Also.
little progress was made in implementing the labelling and procedure upgrade
programs.

Self assessments were effective in identifying problems, but corrective
action, wore riot a lways effective In br iin dei, i fio(d probleAinm to
reso lutLion, For example, i earily 199b your self asessment Identified
numerous control room equipment and design deficiencies: however, operations
has not ensured that the correction of these issues has received a high enough
priority level, and as a result many of the identified deficiencies have
remained uncorrected. From a positive perspective, you identified that
operators believed that departmental initiativos nnd cotiinunications were
generally top-down with little. opportunity for risponso or feedback: in
response, you InItiaLed a itew corrective action pr'ogram to promote
participation all levels of the organization, This new program was initiated
late in the assessment period -- the results will be determined in the future.

The performance rating in the Operations area is Category 2,
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B. - ,-irLenanc

Maintenance performance was very good. Management involvement and uversight
was evident throughout the assessment period. Maintenance programs were well
developed, and enhancements in the planning and scheduling processes greatly
improved schedule effectiveness. A number of long-standing and re etitive
equipment problems were resolved during this assessment period. The conduct
of maintenance and surveillance activitiles was good: however, there were many
shortcomings during the refueling outage and there was a performance decline
In the conduct of on-line maintenance durinQ the last row months of th@
assesment period, ManaqcrntL curintle.d to togter d quoitioning attitud@
relative to problem idWrtificat,ion and in most cases resolved identified
concerns In a prompt and thorough manner,

Management and supervision cortinufd to demonstrate a high level of
involvement in maintenance activities, including the oversight of field work
and work planning, Emergent work was nrioritized and procedures for
evaluating the risk of emergent work were established. The licensee
established a maintenance schedule for risk significant equipment which was
based on insights from the plant's Individual plant c^aminatton,

The overall material condit.ion of the plant was good. Management attention
during the latter part of the SALP period resulted in the resolution of a
number of long-standing and recurring operator work-arounds. and plant and
control room deficiencies. Boric acid leaks and a degraded level of
cleanliness in some arviý of the plant, dotracted from thO ovorall good level
of material condiltlon and cleadilini os,

Maintenance programs continued to be a strength, A slgnificant reduction In
the corrective maintenanco backlog resulted, in part, from enhancements to the
planning and scheduling processes. The preventive maintenance program was
effective, as evidenced by a small backlog and the incorporation of risk
considerations into maintenance and surveillance activities.

The overall performance of maintenance and surveillance activities remained
ood, but performance problems occurred throughout the assessment period.
uring the refueling outage, there wore suveral instances of less than

superior performance lapss ((.-,q, , droppod shipping cask. improper heavy load
movement); and, during the last 6 mnonths of the SALP period, there were
several challenges associated with a lack of attention to detail, performing
work which exceeded the scope of the work documents, and performing work
without the required work instructiLons. Additiontily_ a reactor trip was
caused by licensed operator personnel error during t, heconduct, of a
surveillance activit,y,

Overall procedural quality was good. There were some instances of inadequate
work instructions, particularly those involving troubleshooting. Also, while
the reactor vessel head was removed and fuel was in the core, the procedures
associated with the heavy load movement (lid not require containment integrity.
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Problem identification and resolution by maintenance were very good.
Personnel throughout the organization exhibited a questioning attitude
relative to plant and equipment safety. Several programmatic problems were
identified by the licensee through the use of external assessments and through
the performance enhancement program, The licensee implemented a number of
actions to address identified issues,

The performance rating In the Maintenance area Is Category 2.

Overall, engineering performance continued to be superior, with a strong
safety perspective. Most concerns expressed in the previous SALP report were
satisfactorily addressed. Effective programs have been established for
controlling temporary modifications, tracking and testing plant modifications,
reporting problem conditions, and assuring operational safety. Normally,
operability evaluations were well performed, and management goals and
priorities were effectively communicated, Engineering work products were of
high quality, reflecting a strong technical capability. Self assessments
identified areas needing improvement, determined the root causes of the
problem areas, and proposed appropriate corrective actions.

The engineering organization consistently demonstrated conservatism with
regard to plant safety, Management was proactive in instituting programs for
assessing system performance, determining system reliability, and trending
equipment history (e.g., system report cards and notebooks), Engineering
support to the plant was evident in both day-to-day activities and long-term
planning, However, there were isolated examples of inattention to detail and
delays in communicating pertinent information which detracted from overall
performance, Examples of these shortcomings include the control room air
conditioning operability determination, and the analyses concerning the diesel
generator temperature limits and governor control switch.

Engineering programs and procedures were well-developed. The erosion/
corrosion and temporary modification programs, and the Probabilistic Risk
Analysis Oversight Committee were all noted strengths. A lack of control
measures for maintaining adequate quantities of tri-sodium phosphate for
emergency shutdown conditions and inconsistencies between various design
documents indicated, however, that additional emphasis on design basis control
is warranted.

Production Engineering played a key role in assuring plant safety and
providing quality support to plant activities. The 10 CFR 50.59 review
process was effectively implemented. Design Eng inering was actively involved
in the station modification review team and daily emergent issues work
meetings. During the refueling outage, design engineers were integrated into
the in-plant staff, enabling them to gain better insight into plant activities
and problems. Probabilistic risk analysis insights were incorporated into the
design process. System Engineering support to both plant operations and
maintenance was considered superior. System engineers were knowledgeable, and
demonstrated commitment and ownership of their assigned systems.
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The flcenwee performed high quality sOlfismson, ntA rd onginiorinQ rovi•w,
Somtw ihort*omirnvjf w.floQ notod, howewvpr, ili t)rinQi10 corroCtiv•t 6010Mh to
fin4i rmOlUl Ioni therp wor@ two Inhl 11t(p. (IJMS.9 CIrelill1 brtWkpt urbiwi@
ilyv@1 411A Il•41,V lotmlwntop ptump Controrl ,wl ttCi) whoro root .nusq n;AlyS05 word
not d& tiLmly or thorough ad desired. Also, there were Isolatod instances
where engineering did not communicate relatively importint information to
affected organizations in a timely manner. The licensee recently implemented
a new condition reporting system to address these weaknesses.

The performance rating in the •nqinporing area it Category 1,

P.rformane•e in the plnntJ )Ipporl aror comt in•uod +it tho wUperior l•+vl
dwmontreated durin the proviouS AIP porteid RFi(iologieal controls
performance was effec-tive in dea1ing with the chdlenges presented by poor
fuel performnnce. The emergency preparedness program was consistent, with
effective communications chdinnpls with off-.it ropons, or(nnintIon,
S e c u r i t y l r f o r m w n i c w f l% # C s P tI I. io i I , a ld t h f. it , ta t I • d l i o lh monc o 

to gn t

it"litl tA.dcl Cofti)et tnice Ih@ firo' prottic.ttio 41)nd h ol(oJkep)ing
proyramo, wire offertivoly ImnlIOtntl0d

Tho rddidolo(ical) ontrol practices at the station were very good. The
radiological protection organhzitton is staffed with highly trained and
qualified personnel. and is committed to continual improvtement of individual
qualifications. Personnel exposure continued at a l•w level, in spite of the
increase in gQfnorrl artla rdtiatioln rdtte.,, ncinte~d with fuel problems,
Contaimnated areas worp wll plOp,tl l anrl ro. mlo 11e and 1adiat 0n11 ArT4
pOUPnt.T WrP. eft itt hrnfivv an, vtepttve An oinlhi1i on Job pre.p anning,
.hitoding ind radlittion worker prAct ire. within the Ao .lc-n,',re'asonably-
achihvab l (ALARA) proram w4% offorAt ivt, in mit Ifat In the Iffi'ct, of tho
Itirruoaed )orco torm. lthere were, huwvtLr. tisolated instances where a lack
of attention to detail by radiation workers resulted in access control and
other administrative problems. The licensee ued excellent quality assurance
audits and survellldnce%, with criti A1 self asse.sents, to maintain programof foct i vene-ss

Ihe M enle•,r icy p niA tItIj NMI '.1141 wdi. rft, 't I v y $q) It-lrI'ntt.d t'rwtOrion(1 were
wOll trained, Simnlator pt rfor,',nnce fhortcominqs conrerniiq the timellnOss of
off-sitt notifications were ,4ur.kly and effectively addressed, and there were
no performance shortcomings identified during actual response opportunities.
Effective comninications channels were maintained with off,site response
organizations and dfcision makers Compreheniv: iaudits a,,d ,urve'tlances
contriLuted to prodxram effect iven,,', and con:litsenry

Ptwrformpico In the h irIcur itly 4iroa1 tilflit i' 1.ed to h p , rinr Workor and
mando"lMleit Moop~ratlon wdit, evIdruil Iluth ae,, t rind control equipment
were maintained in a high state of repair, When needed, compensatory actions
were effectively implemented. The training for and qUtlifIcations of the
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/ ,r.urIty s 1,l0 rtfWI octd both an I¶ndividuol arid orgarnizat ionaI cummitment to
exr''llence. Self assessments were an integral part of the organizational
philosophy and were effectively used as a means to Improve performance.

The flre protection and housekeeplng progwrami ot t.he stntion were Offoctively
implemented, Occadiondl int,tAr•CeO of combimt•ible mntoria1 control (rid Q01101'al
ho•i•oikoping ,,h(rt(;O•nm1r, woo tUol(Atively a(Idr'm d( by oh• 1icoi.o

thl prforrmnrtico re •ng in the Pl'tL Support area is Category 1,


