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(Notation Vote)

October 29, 1986 SECY~-86-322
For: The Commissioners
From: Victor Stello, Jr,
Executive Director for Operations
Subject: OPERATING POWER REACTORS RECUIRING INCPEASED NRC

ATTENTION AND RESOURCES

Purpose: To inform the Commission of the staff's list nf operating
power reactors requiring increased NRC atter ' 'n and to
obtain Commission appreval for the Chairman to {ssue
letters, that the Chafrman has advised me he wishes
to sign, to those licensees ident{fying NRC concerns
regarding their operations and performance.

Rackground: Following the June 1985 loss of “eedwater event at Davis-
Resse, one of the recommendations that evolved, was that
senfor NRPC managers need to periodically meet to discuss
the problem plants of greatest concern to the agency and
to plan a coordinated course of action. Such meetings o
the senfor management were held in Apri) and October 1986,
This inftiative represents a new strategy on the part of
the VRC to take early ard effective regulatory actions in
respunse to emerging trends in operational pe:formance.
This effort represents a concerted effort by the NRC to
focus MRC resources on those plaits and 1ssues of greatest
sa‘ety and regulatory concerr.,

Discussicn: On Nctober 21-22, 19R6, the £DO neld a meeting with Dffice
Oirectors and Regionai Administrators and the Directer, N1,
to review the operztions and performance of all operating
power reactors. The purpose of this moet1n$ was to inte-
grate the observations and findings of the investigation,
inspection, licensing, research, and data analysis offices
and to focus the attention of the senior managers on those
plants of greatest safety and regulatory concern to the NPC,
The viscussion on plant performunce was augmented by senfor
management review ot performance indicator data, operationa)
experience data, PRA insights. regfonal ‘nspection findings
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and SALP results, This was the second such moctifx; the
first meeting was he'd 1n April 1oec, During the Apri)
minagement meeting, six plants were fdentified by t
managers as r'ou!rin' fncressed NRC fnspection and review,
se plants were Py grim, Puach Rottom, Turkey Point,
- LaSaile, fsrmi ang Rancho feco. The TVA facilities ang
¢ Davis-Besse were d1ready receiving increased NPC attention
~ because of previously fdenvified problems. A suma ry of
\f *he Apri) meeting was ‘orwarced to the Commission on May 13,

N\ During the Octoder meetfng, the current status and perform.
ance of the plants {dentd ‘ed during the Apri) meeting were
reviewed, Adcitionally, performance data ‘or a)) operating
power reactors were reviewed, A summary of the meeting dis.
cussfons on problem plants and Ticensee performance 13
enclosed (Inclosure 1), 't was the consensus of the senfor
managers that some changes should be made to the 1ist of
plants requiring fncreased nae attention, Three plants
were removed from the List o Problem Plants and two plants
(Fort St. Vrain and Palisades) were a4ded to the )ist,
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Eight plants were {dentified ag requiring increased NRC
attention and resources:

Plants Which the NRC Continves to Monitor Closely

Plants w.ere the 11 ensee has taken actfon or has committed
to take action whioh should correct fdentified problem; but
the evfectiveness of this action has yet to be fully
demonstrated, The NRC has and wil) continug to have an
increased leve) of Headquarters and Reofonal attention
\\g?devotod to closely monitoring the 1icensee's performance.

\ Peach Bottom
L Pilgrim
. Fermi



'y
)
&
A
%

J

&

-

r7 -

%

Recommendation:
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J\e 4

The headquarters and regfonai office maragere 274 staf’

are proceed1n? to augment their inspectfon and review of
the plan*s which require increused NRC oversight, To
highlight to the licensees our concern over their performe
ance, programs and status to date, 1t 1s recommended th..
the éha1rmnu send letters to the Chief Frecutive Officers
of each of the plants 1dentified as requiring increased NRC
attentfon, Likewise, we belfeve it 1s appropriate to send
Tetters to the licensees of the plants whi~h have been
removed from *he 1ict of Problem Plants, Proposed letters
are included fn Enclosure 3, These letters highlight the
concern of the Commissfon on the operational performance

of the icensee's plant and the concern NRC has for the
safety of their operstions, | belfeve 1¢ fs fmportant that
these letters b2 prompt y transmitted from the Chairman to
denote the serfousness of the Commission's concern over the
plant's performance., The letters to the three plants taken
off the 1ist crnvey the NRC's reco?nition of improved per-
formance- and of the commitment of lfcensee management to



improved progrems and operations, A draft press release s
Included as Enclosure 2 t¢ announce the revised 'ist of
problam plants requiring increased NRC attention, The
press release also discusses the new fnit‘ative by the NRC
to integrate the perspectives of the senfor NRC managers to
give the “RC a more coordinated “scus in fdentifying those
plants o highest concern to MPC and to put yrograms and
plans 1n place to address and resolve the problems,

Victor Stelle, Jr.
Executive Direcfor
for Operations

Enclosures:

's NRC Management Meetirg
Summary

2. Plant-Specific Background
Pata

3.  Proposed Letters to Licensees
4. Proposed Press Release

Commissioners' comments or consent should be provided directly
to the Office of the Secretary ASAP,

Commission Staff Office comments, if any, should be submitted
to the Commissioners ASAP, with an information COpPY to tle
Off.ce of the Secretary, If the pPaper is of such a nature
that it requires additional time for analytical review and
comment, the Commissioners and the Secretariat should be
apprised of when comments may be expected.
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KPC Management Meeting Summary
Actober 21.22, 1986
Pegion V

“he EUN spened the meeting, we'comed the Chairman, and expressed *he EDO's and
the st3¢“'s aporeciation that *he Chairman could be present to participate in
the discussfons, The Chaiman conveyed his appreciation for the peformance of
the senior staf? and indicated his interest in the discussion *o be held on
problem plants, problem fssues and maragement decisions to address these
problems, The Chairman commented that as the senior managers discuss the
problem plants and issues, the following three principle reguiatory ocals be
foremost in our delfberaiions,

(1) Continue to safely operate facilities,
(2) Achieve quality construction of facilities, ard
(3) Stancerdize the process for tae ?uturo.

The Chairman stated thet these goals are complimented by the conclus! s he has
observed from visits to many domestic plants and plants abroad where he found
that good plant design 1s a must, that plants must be constructed properly, ad
that plants myst be operated safely, further, the Chalrman commented that the
plants and fssues to be discussed during this meeting tend to typify these
qo2ls and conclusfins; namely, problem plants have symptoms of bad desfgn, poor
contiruction .nd/or peor operational performance,

Focus on Licensee Performance

Following the Jure 1985 '0ss of feedwater eent at Davis-Resse, one of the
recommendations that evolved was that senior NRC managers need to periodically
meet to discuss the prodblem plants of groatest concern to the agency and to
plan a coordinated course of action, The first such senfor management meeting
was held in Regfon I11 in Aprd) 1986, From that meeting, s'x plants were
fdenti€ied as requiring an auomented NRC review and inspection (P{lgrim, Pe: h
Rottom, Turkey Point, Fermi, LaSalle, Rancho Seco). The TVA facilitles anc
Davis-Pesse were already rocoivin¥ Increased NRC attention because of
previously fdentified problems. The meeting in Region V on October 21-22, 1986
was tne second such meeting of senfor NRC managers and was stru. red to review
the status of the plants discussed at the April 1986 meeting and to review the
performance of other plants to determine 1f there should be any changes,
additifons or deletions to the 11st of problem plants,

In preparation for the meeting, 1€, 1n coordfnation with the “ive regiona)
offices, NRR, AEOD and RES prepared background documents un the plants to be
discussed at the moot1n?. Further, IE expanded the pilot progra" ¢n trending
performance deta to include summary analyses for all operating power ~actors.

Th ments were distributed t¥ 3l mgg§1ng attendees prior.to the meeting
.‘Eﬁéﬁa'mnc X _for review and discussion of each_plant's perform.

ance_and for the senfor management Tdentification of those plants warranting
increased NRT attention, o
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In reviewing the plants that have experienced significant performance problem
1t was clear that there were various levels or cetegories of performance Tor
these plants based upon their actions to date to correct the provlems and to
schfeve ‘moroved operations, Some licensees have implemented corrective
actions and programs and have demons‘rated improved performarce while in other
cases some licensees are stil) tr{1nq to define and understand the problems,
'n these 'atter cases, substantia) {mprovemant in performance 1§ yet to be
cemonstrated. For purposes of a'd'ng the senfor managers in fdenti’ying the
clasy = category of these plants, the following three plant categories were
estal) .hed:

Plarts Which Mave Peen Pemoved From the List of Problem Facilities

Plants where the licensee has taken e*fective action to correct fdentified
prodblems and to ‘mplement programs for improved performerce. No further NRC
special attentfon is necessary beyond the Pegioral Office's current level of
monftoring the fmproved situation to ensur: the improvement continues.

Plants Vhich the MPf Continues to Monitor Closely

Plants where the licensee has taken action or has committed to take action
which should correct {dentified problems but the effectiveress of this action
has yet tv '2 fully demonstrated. The NRC has and will continue to have an
fncreisec evel of Headquarters and Pegfonal attention devoted to closely
monitoring the licensee's performance.

Plants that Require Substantia) Improvement

Plants that have experfenced degradation in performance and where the Ticensee
has yet to fully establish a viable program for correcting the prob'ems. These
plants are shutdown and wi'l require NRC review and approval for startup. Pri.
*o approval for startup, the Yicensee will have to establish an acceptable
program to ensure substantial improvement in plant performance,

Sunmary of Plant Discussions

A brief summary of the plants discussed at the Aped) 1986 management meetin

and new plants identified by the senior managers which require increased NRL |
management attention 1s provided below, The plants are listed according to the
category to which they were assigned by the senfor management at the meeting,

e
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Categorizing NRC Concerns ‘
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1{2”3oggh 8ottom

Status: The most recent SALP report noted aocHan performance 1n operation
and maintenance and Category 2 rnmzs were assigned 1in security anc assurance
of quality, In particular, poor wor practices, procedure noncompliance angd
frattention to detat! have been observed, During June-July 1986, a diagrostic
team fnspection Inc'uding resident fnspecters from various Regfon ' sites,
conc'uded that while the plant appeared %o be operating safely /personnel angd
U programs were souny certain underlying factors, such as the fecensee's
- dependency on third parties to fdentify problems and the licensee's failyre to
\g aggressively “ollowup on corrective actions, fnhibit {mproved performance, 0On
August 1, 1986, *he EDD met with senfor 1icensee management te ¢iscuss NRC
’\\\' concerns on operations and performance at Peach Rottom,

While Vicersee management dppears to be committed to impreving overal) perform.
énce, that fmprovement has not yet been detected, The regfon and headquarters
will continye to closely monitor the 1fcensee's pe-formance and the region
plans to assign a third resident to the site,

W’.r—. -
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Plart Summary ang Review

Y Three plants (Fermi, Pilgrim, and Peach Rottom) réquire a continved tncreased
level of headquarters and ragional monitorirg of licensees' performance, These
N4 plants have taken correct 1dentified
oved performance has not yet been fylly demonstrated, The
to closely monitor the performance of these three liccnsoogﬁ_
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Enclosure 2

Plant-Specific Reckground Data



Plante Which the NPC Continues
to Monitor Closely

Peach Bottom
Pilgrim
Fermi

Qe



Peach Bottom Units 2 and 3

N oearly 10PF the NRC Staff conducted Cystematic Fssessment of Licensee
Performance /SALP) ¢op the Peach Pottom I'nieg 2 and 3 for the ten month periog
from Apri) 1, 1988 through January 31, 1985, The SALP report noted declining
performance trends in plant operations, mainterance and Ticensing activities
and continued poor performance in the Security area. Subsequent to the SALP
evaluation perfod, on March 18, 192€, an Incident occurred at Unft 3 in which
the contro) room cperetors withdrew a cortre! rod out of seaquence, thereby
violating the plant Technica) Specifications, I 'nvestigatin? this incident
the NP staff concluded that, “These personne! errors by four licensed
individuals indicatc that a problem of frnattention to detail, “aflyre to adhere
to procedural requirements, and a generally complacent attitude of stare toward
performance of their duties continues to exist at Peach Rottom,*

The NPC staff held an enforcement conference and a SALP meeting with
Philace'phia Electric Company (PECO) to discuss the problems with the opera-
'10ns at Peach Bottem, On August 1, 1986, the Frecutive Director for
Operations met with the Chafirman of the Board, the Presigent and other senfor

0 executives to stress the NRC's concern about the apparent management
deficiencies at the Peach Fottom site,

PECO management has been responsive to NRC concerns and has fmplemented a
performance enhancement program to improve cperatfonal performance at the site.
Although recent NRC fnspections have noted some fmprovements 1n performance, 1t
s too early to tel) whether these PECO actions wil) be fully effective in
fmproving the management deficiencies that have been observed at Peach Rottom

The NRC Region I stafe¢ s augmenting the inspection coverage at Peach Pottom,
will add a third resident inspector at the site, and will hold periodic manage-
ment review meetings with PECO to continue to monitor the performance enhance-
ment program. Both Peach Bottom Units are currently in operation,



Plants Which the NRC Continues
to Monitor Closely

Peach Bottom
Pilgrim
Fermi
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NEW NRC SAFETY INITIATIVE IDENTIFIES NUCLEAR PLANTS
REQUIRING INCREASED LEVEL OF REGULATORY ATTENTION

Chairman Lando W, lech, Jr, of the Nuclear Pegulatory Commission
announced today that the NRC has launched a new Inftfative atmed at the early
fdentification of problems at nuclear power plants which require an increased
level of NRC ittention, This new effort 1s based on information and data on
plant performance from the NRC's fnspection, 1icensing, fnvestigation, research
ond safety analysis programs. The goa) is to focus regulatory attention on the
resolution of problems at an early stage throug! the yse of these performance
indicators developed by the NRC staff,

“We want to detect deterioration in performance at a nuclear power plant
45 soon as possible so that we can call 1t to the attention of the top manage-
ment of the ut!l{ity promptly, and, at t'e same time bring in additiona) NRC
re: °" to oversee the utility's resolutfon 0¢ the problems. Our goa) is to
fmprove cafety and contribute to substatned and relfable service from nuclear

facilities," Chatrman lech said,

Trends 1n performance at nuclear power plants are reviewed by senior NRC
headquarters managers and officials from the Commission's five regions)
offices. Muclear plants snd safety issues are identified where additional NRC

inspection and review should be focused.

In Ap~11 of 1986 NRC senior managers held their firgt meetine to review
the overal) operating performance of operating nuclear power plants. At that

time, plants at six sites were singled out for dugmented review and inspection



by the NRC, Those plants were Pilgrim, operated by Roston Edison at Plymouth,
Mass.; Peach Bottom, operated by Philadelphia Electric Company at Peach Rottom,
Pa.i Turkey Point, opersted by Florida Power and Light Company in Dade County,
Fla.; Enrico Fermi, operated by Detroit Edison at Monroe, Mich,; LasSalle,
operated by Commonwealth Edison Company at LaSalle, I, ; and Rancho Seco,
operated by the Sacramento Munfcipal Ut11ity District at Sacramente, Calif,
Plants operated by the Tennessee Valley Authority at Browns Ferry in Alabama
and Sequoyah in Tennessee and the Davis-Resse plant of the Toledo Edison
Company 1n Ohio were not included on the April 1986 Tist in view of the high

Tevel of NRC attention dlready in place to oversee those facilities,

In October 1986, the second such meeting of the senfor managers took
place. The following changes were made to the 11st of plants requiring

increased NPC attention and resources.

Three plants (Turkey Point, LaSalle, and Davis-Besse) have been removed
from the 11st of problem facilities because the licensees have taken effective
action to correct fdentified problems and to implement programs for {mproved
performance. No further NRC special attention f1s necessary at these three
facilities beyond the current level of monitoring by NRC regional offices to
essure that the improvement continves., It should be noted, however, that the

Commission sti11 has to duthorize the restart of Davis Pesse,

Two plants (Palisades and Fort St, Vrain) were ddded to the list of plants

requiring increased NRC attention. There are now efght plants on this 11st.
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‘TNEy'LiI? receive augmented inspection oversight by resident, regiona) and
headquarters inspectors and review tesms and by regional and headquarters
Tenagement. Three of those plants .. Fermi, Pilgrim ang Pearh Bottom .. have
taken actions or committed to take actions which shoyld correct the fdents<ieg
problems, but the effectiveness of their actions has yet to be fully

monstrated, The remaining five plants .. Browns Ferry; Sequoyah; Rancho
Fort St. Vrain, Operated by Public Service Company of Colorado at
rlatteville, Colorado; and Palisades, operated by Consumers Power Compary of |
Michinan at South Haven, Michigan -« have experienced degradation in
performance and the licensees have vet to fully establish a viable program for
correcting the identified problems. A7l five of these plants dre shut down angd

NRC approval is required for startup,

While these eight plants win recef.e special NRC attention, an operating
plants wil) continue to be reviewed by NRC for ind’cations of declining
performance, The NRC will act promptly to tae dppropriate action when

declining performance 1s detected,

As part of this new fnitiative by the NRC, the senfor managers plan
to meet at approximately G-month intervals to review the operational perform-
ance of all operatin Jlants, At thege meetings, the senfor ma.agers will
determine what changes, additions or deletions should be made to the 11st of

MRC plants requiring ‘ncreased NRC atrention and resources.



