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PHILADELPHIA ELECTRIC COMPANY
230! MARKET STREET

PO.BOX 8699
PHILADELPHIA, PA. 19101
JOMN M. AUSTIN. Jn gt e January 29, 1988
PRESIDENT Docket Nos. 50-277

50-278

Mr, William T. Russell
Administrator, Region I

U.S. Nuclear Regulatory Commission
Washington, DC 20555

ATTENTION: Document Control Desk
Dear Mr. Russell:

Transmitted herewith is a letter, dated January 11, 1988, with attach-
ments, from Zack T. Pate, President of the institute of Nuclear Power
Operations (INPO). Although we believe the letter raises no new substantive
issues, it refers to the history of INPO's evaluation of the Peach Bottom
Nuclear Generating Station and to what it terms "serious performance
problems." It also contains recommendations for actions aimed at improving
the situation,

As Mr. Pate's letter indicates, Peach Bottom has indeed had a record of
problems. They have been a growing concern to our Company's management, as
well as to the NRC and to INPO. While we have aggressively addressed these
problems dating back to 1984, and while progress seemed to be evident in the
spring of 1986, our actions obviously did not correct the root causes for the
operator behavior that led to the NRC shutdown order. The Chief Executive
Officer, the Chief Operating Officer, and the senior management of our nuclear
operations accept full responsibility for the inadequacy of the Company's
responses to the problems observed by the NRC, as well as to prcblems outlined
in INPO evaluations.

In 1985, as a result of NRC actions and INPO criticisms, we developed a
comprehensive plan, the Peach Bottom Improvement Program, which addressed all
the issues identified at that time as needing correction., Progress seemed
evident by the spring of 1986; but new problems were identified in mid-1986 by
the NRC and INPO, and some previously identified problems persisted.

After a meeting with NRC's Executive Dirvector for Operations, his staff,
and staff from Region I in August of 1986, the Company developed a more
comprehensive plan of action to address the problems, the Peach Bottom
Enhancement Program. In addition, the Plant Manager for tRe Limerick Nuclear

Plant, a plant which has achieved very good ratings, was put in charge of the
operation of both the Company's nuclear plants, with the specific assignment
of strengthening the management oversight at Peach Bottom and making certain
that all the problems were being addressed.
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At the end of 1986, following the retirement of the Senior Vice President
for Nuclear Power and the Vice President for Electric Production, who was
responsible for the operation of all the Company's power plants, including
nuclear, the Company reorganized the management of its muclear operations, A
Vice President was put in charge of the operation of the two nuclear plants
exclusively, and a Senior Vice President position was created to be
responsible for all engineering and construction, and for the operations of
all the Company's power plants, These changes, which were made just a few
months prior to the NRC shutdown of Peach Bottom, were designed to strengthen
line management and accountability for our nuclear plants and to place the
support functions for operations under one senior officer,

In spite of the organizational changes that responded to NRC criticisms
and INPO-identified problens, we were not successful in changing the attitudes
and the environment at Peach Bottom to prevent the behavior that led to
shutdown,

The management of our Company has accepted full responsibility for the
inadequacy of past programs, and is committed to take whatever actions are
necessary at the corporate and plant levels to address the root causes and
correct the problems, and to achieve operaticnal excellence,

We have already made major changes in our corporate organization,
designed to further strengthen the management of our nuclear operations and
to provide the foundation for a new corporate culture; and further changes
are anticipated, We are totally dedicated to making any and all changes
necessary to provide a ne§~faﬁﬁ§htion for excellence in our nuclear operations.

Of highest priority is a professionally conducted search, which is in
progress and moving expeditiously, to find from outside the Company a senior
corporate officer with outstanding credentials to lead the reorganization of
the Company's nuclear activities.

To date 29 persons have been hired from outside the Company for our new
nuclear organization, including twelve in management and supervisory positions,
A seasoned veteran of the Navy's nuclear program has been installed as Vice
President and site manager for Peach Bottom; and the plant manager for
Limerick Station, which has achieved excellent ratings, has been moved to
Peach Bottom as its manager, New shift operating teams have been formed,
trained, and have been given their initial training on the Company's nuclear
plant simulator,

The physical conditions of the plant and its equipment are being vigor-
ously addressed. Preventive maintenance programs are being updated, and all
critical systems are being inspected and put in good condition.

All past improvement programs have been incorporated in our restart
. planning; and past and current findings by INPO evaluations are being
addressed, incuding the recommendations in Mr. Pate's letter.
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Our Conplnﬁ's management believes the programs and changes that have
been made, and those that are underway, will provide the basis for safely
restarting Peach Bottom and lead us to operational excellence. To that end,
and with a mandate from our Board of Directors, we are totally committed,

We will be happy to discuss these matters with you in detail at your
convenience,

Sincerely,

cc: Addressee
R. E. Martin, Project Manager
T. P. Johnson, Resident Inspector
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Mr. Robert D. Harrison

Chafrmen, Special Committee

Philadelphia Electric Company
Board of Directors

326 Grays Lane

Kaverford, PA 19041

Dear Mr. Harricon:

Thank you for taking the time to visit with us in Atlanta on December 16,
1987 to discuss the Philadelphia Electric situation. Please also extend our
thanks to Dr. Levit and Mr, Wilkinson,

The purpose of this letter 1s to recap some of the history that led to
and that continues to contribute to serfous performance problems at Peach
Bottom, and within the Philadelphia Electric Corporate organization, and to
of fer recommendations and outline actions aimed at improving the situation,
The letter covers the same historical material that was discussed with the
Special (MNuclear Oversight) Committee on August 28, 1987, and with you and Or.
Levit and Mr, Wilkinson on December 16, 1987,

The following 1s a chronology of key events, from an INPO perspective.
Most of the events in the chronology are stated or summarized briefly, but
details are provided in the attachments or references 1isted. The events are
numbered for ease of reference later in this letter,

CHRONOLOGY

1. In December 1984 the INPO plant evaluation at Peach Bottom found
clear evidence of declining performance. Concern over corporate
support of Peach Bottom, supervision, standards, accountability, and
“culture" were communicated to the CEQO and CO0 at the exit meeting
following this evaluation, See ATTACHMENT A
A copy of Attachment A was provided to the CED at the exit meeting.

2. The next INPO evaluation was scheduled earlier than normal, due to
the performance concerns, and was conducted in December 1985, A
January 3, 1986 letter from me to the CEO, soon after the evaluation
was completed, pointed out that "standards of performance at the
station are unacceptably low," and furnished supporting details in
advance of the exit meeting. These details included a number of
indications of attitude problems and problems with the relationship
between management and operational personnel. See ATTACHMENT B
INPO's overall assessment of plant performance placed Peach Bottom in
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the MARGINAL (5) category following this evaluation. The serious
nature of the problems at Peach Bottom were again communicated to the
CEQ and COO at the exit meeting that followed the evaluation.

See ATTACHMENT C
A copy of attachment C was provided to the CEO at the exTt meeting.

3. Because of the defensive posture of PECo management at the January
1986 exit meeting for the December 1985 evaluation, a special letter
was sent to the CEO, See ATTACHMINT D
Attachment D includes the CEQ's response.

4. In April 1986, in follow up to the December 1985 evaluation, a small [NPO
team conducted a “"progress check® visit to Peach Bottom. (Progress
check vis'ts are conducted by INPO when a plant 1s assessed in the
tower performance categories.) Concerns resulting from that visit
were commuiicated to the CEO by my letter of May 7, 1986, Details
furnished vith this letter provide further evidence of problems with
the operatisnal personnel, See ATTACHMENT E

5. On Apri) 14, 1986, | met privately in Philadelphia with the CEO and
CO0 to expreis concern over a March 18, 1986 control rod misoperation
event at Peach Bottom and the lack of training for their operators ¢~
earlifer similar events (precursors) at other plants. See ATTACHMEN) *

6. An NRC SALP resort, covering the period Apri) 1, 1985 to January 31,
1986 was fssue! to PECo in June 1986. The first paragraph of the
¢ Summary of Resi1ts for this report reads as follows:

“Ouring th's assessment perifod performance problems
continued to manifest themselves at Peach Bottom.
Management {fovolvement and effectiveness toward {mproving
operating activities have not been evident. Indfcations of
the lack f  adequate management involvement and
effectiveness 1include: poor dissemination of management
goals and poli fes; poor communication between the different
departments aid divisions; and a focus on compliance
concerns rather than acknowledgement and correction of the
root causes of jroblems."

A later paragraph ¢n the same page states:

*Further, 1t 1s 1ot clear that those who have responsibility
are being held accountable. Recent events associated with
control rod withdrawal errors during a startup, although
outside the assessment period, are another indication of
management not effectively assuring that the responsibility
and accountabilit+ for proper operations are sufficiently
understood, resulting 1in many instances of sloppy work
practices and a sense of complacency."

This same summary calls attention to "...the defensive attitude of
management...."
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Mr. Robert D. Harrison
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On June 12, 1986, the NRC Executive Director for Operations (EDO)
wrote to the PECo CEO concerning this SALP report and expressed his
personal concern over the Peach Bottom situation, requesting *that
the PECo CEO and his senior corporate officers® meet with EDO 1n
Keshington,

In early November 1986, evidently in further follow-up to this same
SALP report, the Chairman and the Executive Director of the Nuclear
Regulatory Commission met privately with the CEO in Atlanta to
express concern over performance at Peach Bottom, :

An INPO evaluation was conducted at Peach Bottom in October 1986
(again scheduled earlier than normal), with the exit meeting on
November 12, 1986. Improvement fn some areas had occurred and the
overall assessment im.roved slightly to the (4) category.

See ATTACHMENT G
Note particularly (in attachment G) the large number of plant events
attributed to "inadequate management guidance and supervisory
oversight of plant operators.*

On March 31, 1987 Peach Bottom was ordered shutdown by NRC as a
result of reports of operators sleeping on shift,

In April 1987, at the PECo CEQ's request, INPO formed a five member
Industry Panel to assist in the Peach Bottom recovery. The panel was
to be informed of the details that led to the shutdown, and would
then serve as advisors as a recovery plan was developed.

See ATTACHMENT M

In May 1987, after an internal investigation by PECo, 1t was reported
to the Industry Panel, and to INPO, that essentially all control room
operators were alleged to have been inattentive or sleeping &t one
time or another during the months preceding the March 31 shutdown.

It was also reported that some operators had been playing video games
in the control room, and that some had read unauthorized reading
material while on shift,

On July 6, 1987 a change in PECo drug testing policy was announced to
employees at Peach Bottom by the posting of a letter from the Vice
President of Personnel to the President of the Independent Group
Association (IGA), an employee bargaining unit. Line management was
not properly invo'ved. The last sentence of this letter casts
serfous doubt on the durability and management support for the new
policy. See ATTACHMENT I

On July 27, 1987 two additional policy changes were announced to
Peach Bottum employees in g similar manner. See ATTACHMENTS J&K

On August 7, 1987 PECo submitted a recovery plan, the Peach Bottom
Commitment to Excellence Action Plan, to the NRC. The plan was not
appropriately reviewed with the Industry Panel in advance.

In a letter dated August 24, 1987 to PECo, the NRC Region I
Administrator raised many questions about the recovery plan,
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On August 28, 1987 I briefed the Special (Nuclear Oversight)
Committee of the Philadelphia Electric Company Bcard of Directors, at
the committee's request. The principal conclusi. - drawn by INPO was
as follows: "although the Peach Bottom Commitment to Excellence
Action Plan has many needed and desirable action steps, and may wel)
lead to NRC approval to restart:

The fundamental approach to muclear operational panagement
at Philadelphia Electric Company has not changed, and fs
unlfkely to change noticeably in the foreseeable future.
The underlying problems at Peach Bottom will be slow to
change because of the absence of fundamenta)l changes at
corporate. Changes that do occur as & result of the Action
Plan are not 11kely to be sustained.®

ror Add‘t’o"l’ deta“s 0000otoooo.cootoocooottutooﬂﬁose‘ ATTACH"[NT L
A copy of this attachment was provided to the PECo CED and COO.,

On June 24, 1987 and September 24, 1987, the Industry Pane) met with
PECo senfor management, including the CED and CO0. On each occasion
the panel expressed strong reservations concerning PECo management's
failure to acknowledge corporate responsibility for the Peach Bottom
situatfon. Additionally, the Industry Pane)l reported agreement with
the conclusfons in ATTACHMENT L to PECo management shortly after the
August 28 briefing.

On September 10, 1987 the PECo COO and | met in Atlanta. The
principal thrust of the C00's conversation was to rebut the points
INPO made 1r its report to the Special Committee of the PECo Board
(ATTACHMENT L). In particular, the (OO stated that PECo had speci-
fically requested that an outside corsultant, Management Analysis
Company (MAC), determine whether the problems at Peach Bottom were
unique to Peach Bottom, or were due to problems with corporate
oversight and support., The CO0 stated that MAC, after an in-depth
review, had reported that the problems were unique to Peach Bottom,
and were not rooted in the corporate organization,

On the following day, September 11, in a conversation originated by
the President of MAC, he stated that he was concerned because the
problems at Peach Bottom had their roots in the PECc corporate
organization and that management corrective actions were aimed
principally at the plant. [ asked if this message had been
communicated to the PECo CEO and CO0, and he assured me that 1t had
been clearly communicated some weeks ago.

In items 18 and 19, the intent is not to imply that either party is

beina less than honest. Rather, this 1s another example of PECo senior
management's inability or refusal to face up to and deal with problems in
their corporate nuclear program.

20.

On September 11, 1987 a member of the Industry Panel received a phone
call from a senfor NRC official, expressing concern with the Peach
Bottom recovery plan as submitted to the NRC. The principal concern
expressed was that the PECo plan attempted to lay the blame for all
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24,
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26,

problems on the Feach Bottom operators, rather than sccept responsi.
bi11ty at corporate. Tuis information was relayed to senfor PECo
nenagement on Septembe. 11 by the pane) member.

On September 14, 1987 PECo management met with the NRC Commissioners
in & public meeting, In disregard of the information provided as
described in 1tems (16), (17), (19), and (20) above, PECO portrayed
the impression to NRC that the problems at Peach Bottom were
primarily piant and not corporate related. The NRC did mot accept
this premise, ATTACHMENT M

Shortly after the NRC hearing, the C0O reported to a member of the
Industry Pane) that the NRC's reaction (at the September 14 meeting)
was about as expected ---- just one of the necessary hurdles, In
actuelity, the NRC's reaction had been highly unusua)l and was @
strong rejectior of the company's approach to date.

On September 9, 1987 the President of the IGA sent a letter to the
PECo Vice President of Personne! that severely criticized the new
manager of the Peach Bottom Station, and accused him of employee
intimidetion. During an INPO visit to the plant in laie September
1987, copies of this letter were posted at various places around the
plant, Some members of the plant staff, and others in the PECo
corporate staff, indicated that this letter could be the undoing of
the new station manager. In any event, the letter serves to
undermine the authority of the station manager during a time when he
< #ds strong corporate backing and the authority that this

imp1'es. See ATTACHMENT N

In September 1987 INPO conducted a plant evaluation at Peach

Bottom. The evaluation team found many of the same : -oblems that
have existed for some time. They were summarized fc* the CEQ in the
exit meeting. See ATTACHMENT O

R copy of Attaciment 0 was provided to the CE0. Note particularly
the table that 11lustrates the many :ecurr1n? issues in 1984, 1985,
1986, and 1587, INPQ's over«1) assessment of plant performance
placed Peach Bottom again in the lowest category, (5).

On October 9, 1987 PECo announced & reorganization plan designed to
strengthen corporate support of 1ts nuclear units,

In Cctober, Just after the plant evaluation, a corporate assistance
visit was conducted. Two esecutives from other utilities accompanied
the INPO team as advisors. The results are shown in....ATTACHMENT P,

Many troublesome problems are summarized in this report. Some of the
more notewerthy are "side-barred" in the right hand margin of
Attachment P,

One of the most disturbing aspects of the corporate and plant visits
was the PECo CEO's remark to the INPD team early in the October 29,
1987 exit meeting, with virtually all of the PECo senior (nuclear)
management team present., He asked, in effect, why are you (INPD)
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28,

30.

tellirg me about a1l these problems; don't you red)ize we have just
reorganized? This comment set an ‘mproper tone for the meeting from
the outset aid continued to reflect the defensive posture that has
been evident for several years. (In our view, & reorganization
solves few problems, particularly ones in which the same personne)
are Just moved to new positions.{

In November 1987, after the INPO plant evalvation and corporate
assistance visits, both of which fdentified serious problems, as wel)
8s & continuation of longstanéing problems, senfor PECo management
reported to outside groups, Including the Industry Panel, that things
were going well at Peach Bottom,

In November 1987 an INPO team conducted a maintenance assistance and
review team (MART) visit to Peach Bottom., Again this team found
widespread and fundamental problems --- problems that go well * syond
the cperational areas that led to thutdown, See ATTACHMENT Q

In November and early December 1987, reports were received that
improper actions by operaters and others at Peach Bottom in the
months preceding shutdown were more widespread or more serious than
had been conveyed by management. On December 4, 1987, a member of
the Industry Panel telephoned the PECo CO0 about this, and requested
that INPO and the pane) be provided access to PECo's interna)
investigation materia) covering the "sleeping on shift® issue. The
request for INPO review of this materia) was denfed. It was agreed
that a panel member would be ailowed to review the materia) at PECo
headquarters during the panel's next scheduled visit in January.

On December 7, 1987 | called the COO to request that INPO be allowed
to review their internel investigation material, This request met
with strong resistance. After a lengthy conversation, and my
insistence that as o safety organization INPO has an inherent right
to know the relevant facts, the CO0 agreed that the INPO corporate
team manager could review this materia) at PECo headquarters on
December 10,

The December 10, 1087 review of PECo's intern.’ investigation
materia) revealed the following:

© Rather tnan & report, the materia) consisted of some seven
inches of documentation covering interviews of many personnel,
including:

= licensed shift operators
= six Genera) Electric engineers with operational
experience who were on shift with the Peach Bottom operators
- Bechtel personnel (rad-waste technicians and cleaners)
- shift technica) advisors and junior technical assistarts
-~ shift clerks

No written anaiysis, summary, or conclusfons resulting from the
internal investigation exists according to the PECo Associate
Genera) Counse) who had custody of the materfal, There was &
tabular listing of allegations against each licensed operator.
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© The prodblems fdentified or suggested through the interview
process were more widespread/serious than had been reported
eariier to efther INPO or the l.dustry Panel, For example, one
or more of the persons inte viewed reported the following:

occasions when the contro) room was not manned as
required by technical specifications

one occasion when only one person was in the contro)
room, with the units at power

another occasion when a1l personnel in the control room
were asleep

1icensed operators played video games on computers in
the control room and in the computer room

rubber band fights and paper ball fights were carried on
by Vicensed operators in the control room

one nstance where a GE engineer (assigned on a shift
with the operator) was not permitted in the "controls®
drea and another instance where & PECo QA Inspector
(assigned to monitor shift turnover) was "kicked out" of
the contro! room by the shift operator crew for mo Jjust
reason, and with laughter afterward in the control room

reading of non-technical materia) was pervasive, This
observation applied not only to conrtrel room operators
but to non-licensed and rad-waste operators as well

operators displayed a hostile attitude toward management

operators were disrespectful of plant procedures (4.e.,
operating procedures were viewed only as guidelines)

& radwast  shift operator was esleep on a table in the
radwaste control room, covered with a coat

one comment stated that non-licensed operators locked
themselves in their "shack® in the turbine buildi
(that had 1ts windows covered so that activity inside
could not be observed) and were asleep

other non-control room shift personnel (shift clerks and
shift technical advisors) were observed sleeping

In general, the allegations applied not just to control room
operators, but to a number of other shift personnel including
non-1icensed operators, radwaste cperators, shift clerks, and
shift technical advisors.
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CONCLUSIONS AND_RE COMMENDATIOKS

Most of the conclusions and recommendations are based on the above

chrono!

v Including the supporting attachments., Some draw on other

information that 1s reedily avatlable; primarily the Peach Bottom Commitment
to Excellence Action Plan, submitted to the NRC on August 7, 1987, and the
Plan for Restart of Peach Bottom Atomic Power Station--Section I, Corporate
Action, as submitted to the NRC on November 25, 1987,

I1.

lv.

CONCLUSTONS

The situstion that existed at Peach bottom in the months preceding
the March 31, 1987 shutdown was worse than had been conveyed to the
Industry Panel and to INPO by P°  management, See ftem 31, The
gross1y unprofessional behaviomr - a wide range of shift personnel,
nvolving all shifts, and condones by the shift superintendents
reflects a major breakdown in the management of a nuclear facility,
It 1s &n embarrassment to the industry and to the nation,

PECo management had more than ample warning/advance notice that serious
problems were developing at Peach Bottom and specifically with the
non-professional conduct and lack of supervision of the shift

crews, See items | through 9 above and Attachments A through 6.

A corporate culture had been allowed to develop, from the top down,
that down played, rejected, or ignored problems, Management was
defensive from the top down, Problems frequently were not reported
up the line organization, and those that were often were not dealt
with effectively., The climate for this organizationa) behavior was
set from the highest levels of corporate management, See items 3, 6,
16, 18, 19, 21, 22, and 26 and Attachments D and L,

The lack of accountability in the corporate organization and at Peach
Bottom 1s pervasive, and this situation has existed for severa)
years, Weak accountability has been repeatedly fdentified as a key
concern by NRC and INPO, See Attachments A, B, C, and G and the NR(
SALP repurt for the period ending January 31, 1986. The complex,
highly matricized corporate structure undoubtedly contributed to the
poor accountabiiity, While the recent reorganization should be
helpful 1n strengthening accountability (The Plan for Restart of
Peach Bottom Atomic Power Station--Secifon I, Corporate Action, as
submitted to the NRC on November 25, 1987, addresses the need to
improve accountability in several places.), success ultimately
depends on the individual managers in key line positions, Since, for
the most part, the same managers who have been ineffective in this
area for years are in the key line positions in the new organization,
substantial improvemént 1s unlikely. Additionally, as the new
organization 1s implemented, other measures are being taken that tend
to weaken 1ine accountability. These measures establish or expand
various groups or committees that operate outside the 1ine
organization called for in the Plan for Restart of Peach Bottom,
Atomic Power Station--Section I, Corporate Action (hereafter referred to
as the *Restart Plan--Section [*). Apparently some, or perhaps most,
of these measures are in reaction to NRC's expressed view that PECo
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needs to strengthen independent sssessment of station performance,
The measures Jescribed in the recovery plans include:

0 A wide range of independent assessment methods to provide
monftoring, assessment and assistance in the conduct of plant
activities. Examples include the following:

= the assignment of QC personne) to each operating shift fyl)
time to monitor the operators and operationa) activities
(see pages 1-7 of the Peach Bottom Commitment to Exce)lence
Action Plan) (subsequently discontinued in December 1987),

= the establishment of a "Menagement Assistance Staff® .. see
page 16 of “he Restart Plan--Section 1.

= &n expanded role for the Qi organization as discussed in the
Restart Plan--Section I (see pages 15, 16, and 39 - 42),

= the establishment of a *Commitment Management Program
Manager" (see pages 44 and 45 of the Restart Plan--Section 1),

= an expanded “independent assessment and oversight® role for
the Nuclear Review Board (see pages 54-58 of the Restart
Plan--Section 1), and the hiring of outside senior
technical/management personnel to serve on this Board.

= the planned hiring of outside technical experts to review
managemert and technical programs and to advise the new
Nuclear Committee of the Board of Directors (see pages 58-61
of the Restart Plan--Section 1).

o Establishment of additiona) programs or groups to oversee the
effectiveness of the independent assessments, These include
periodic meetings of the managers responsible for the
independent assessments, and increased company management
oversight of nuclear operations by the Nuclear Review Board.

© Accountability for ensuring organizationa) management,
supervisory, and professiona) development needs 1s assigned to
the manager, nucledr training, (see pages 31, 48 of the Restart
Plan--Section I)

0 Quality Assurance has accountability for overa)) assessment of
the effectiveness of the Performance Management Program that is
being implemented to achieve and maintain excellence, (see
pages 15, 16 of the Restart Plan--Section I),

While some of these measures are appropriate or even necessary, in
the aggregate they are excessive and are likely to be perceived by
PECo personne) as an indication that top management does not have
faith in the new 1ine organization. Also, in the aggregate, these
measures are 1ikely to undermine efforts to strengthen accountability
fn the new 1ine organization, and to foster a continuation of the
corporate culture that has led to serfous problems.



Mr. Robert D, Marrison
Jnnua;‘ 11, 1968

Page

v.

vl

Vil

VI,

It 1s fronic to note that the company's current dilemma stems
directly from an effort to {mprove professionalism in the contro)

room by measures outside the 1ine organization, Specifically, the

six Genera) Electric engineers that were hired under contract in late
1986 were assigned to each shift by PECo management to assist in
upgrading operator professionalism, The operators strongly resented
these "outsiders,® and their resentment probably exacerbated their
unprofessional behavior (U'timately the GE engineers "blew the
whistle® by reporting operator conduct to the NRC, after attempts to
improve the situation by informing PECo management were unsuccessfyl.)

Overal) responsibility for the serfous situation that developed at
Peach Bottom rests with the PECo corporate nuclear organization, The
company argued (unti) recently) that Limerick has done wel) and
therefore the PECo corporate nuclear organization 1s satisfactory,
and that the Peach Bottom situation 1s an anomaly. Our view 1s Jjust
the opposite, Limerick's performance as a start up plant has been
about average, perhaps a bit above average. New plants placed in
operation in recent years by utilities with older operating plants
have done well without exception, We attribute this to the
assignment of personnel who were proven performers to the new plant
by the utility, and fn Limerick's case, to successful team building
by plant management, Thus, 1f there fs an anomaly, it 1s Limerick.
Peach Bottom reflects an unsatisfactory corporate nuclear
urganization while, for the present, Limerick's operational
performance surpasses what would be expectad from a close examination
of the corporate organization, (See Attachment P)

The situation that management has allowed to develop with the
Independent Group Association (1GA) s unsatisfactory., INPO pointed
out to PECo senior management in 1985 that the situation with the IGA
was worse than that in any U.S. utility with a national bargaining
unit, From a)) indications, the situation has improved 11ttle (and
may be worse) since the March 31, 1987 shutdown, See items 13 and 23
and Attachments I, J, K. and N, These letters bypassed the line
organization and continue to undermine 1ine authority at a time when
the company should be exercising every opportunity to strengthen the
1ine. The 1GA letter of September 9, 1987 (Attachment N) is
potentially crippling to the new Peach Bottom station manager. That
such & matter could be handled in this manner some five months after
shutdown, with the company in crisis, shows an unacceptable lack of
unity and teamwork, Responsibility for allowing this unsatisfactory
situation to develop, over a perfod of years, falls squarely in the
office of the CEO.

Through virtually the end of 1987, some eight months after the
shutdown, INPO continues to find widespread performance problems at
virtually every level at Peach Bottom and in the corporate nuclear
organization. See Attachments 0, P, and Q.

Senfor management accountability for the overall situation at PECo
has not been exercised. The shift superintendents, shift super-
visors, control room operators, operations supervisors, plant
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mansger, &nd some others at Peach Bottom have been held accountabdle
through relfef from their jobs ar) other measures. No criticism of
these steps 1s intended. By contrast, however, mo one in the
corporate organization appears to have been held accountable.

It 1s clear to us that the problems at Peach Bottom are the direct
result of the low standards and Yack of accountability accepted by
corporate, and, in fact, fostered on the plant by a lethargic and
defensive corporate organizatfon, This situation existed over a long
period of time, and became a way of 1ife --- & culture --- in the
PECo corporate nuclear organization and at Peach Bottom.

Actions by the company to date send the message to operators that
they have becn made the scapegoats --- that others who clearly shire
the responsibility have not been held accountable. As the facts in
this overall situation become more widely known (and 1f no further
actions are taken) operators at Peach Bottom and Limerick will 1ive
with this conclusion for years to come, Even worse, managers and
operators at other plants around the country will draw the same
conclustion,

RECOMME NDAT 1ONS

Conduct a detailed analysis of the internal investigation materia)
developed by PECo., Develop & report with an appropriate executive
summary, findings, conclusions, and recommendations based on this
analysis, Experience shows that a full recovery from a situation
SUCh as the one that developed at Peach Bottom cannot be assured
unless all the relevant facts are carefully analyzed. To our
knowledge this has not been done,

Review and minimize the actions being taken or planned that dypass or
work outside (and tend to undermine) the line organization. It ig
recognized that some in the NRC may press the company to set up
measures outside the 1ine to detect future problems. Strong manage-
ment can achieve this in a balanced way, while preserving 1ine
integrity. If the approach 1s sound, NRC wiii accept 1t. In our
view the present approach 1s not balanced, and perceived NRC desires
are being used as a crutch,

Major changes in the corporate culture at PECo are required. The
recently atnounced veorganization will not achieve this., Experience
shows that the same managers, placed in a different organizational
arrangement, are usudlly unable (or unwilling) to effect major changes
in standards, accountability, etc. Acquiring and 1nst|l11ng a single
outsider as *Senfor Nuclear Officer® in the existing (new) PECo
organization is insufficient action to bring about the necessary change.

Coincident with the acquisition of sufficient outside talent to
properly upgrade the PECo nuclear situatfon, accountability should be
exercised for the unsatisfactory situation that has been allowed to
develop over a period of years.



Mr. Robert D, Harrison
Jn-mr‘ 11, 1988
Page 1

OTHER ACTIONS

By separate correspondence, the Chief Executive Officer of Philadelphia
Electric Company 1s being requested to provide or show copies of this letter
report to certain outside organizations. These actions are necessary because of
the seriousness of the situation, including the longstanding and recurring nature
of the problems, and the disappointing and unacceptable conditions found during
recent INPQ visits (see Attachments O, P, and Q concerning the recent Peach
Bottom plant evaluation, corporate assistance visit, and Maintenance Assistance
Review Team visits), The following actions are being requested:

© that a copy of this letter report, with attachments, be provided to
Nuclear Electric Insurance Limited (NEIL). (As a condition of
fnsurance, NEIL requested that Philadelphia Electric Company direct
INPO to provide NEIL with a copy of each evaluation report for its
nuclear units, and PECo did so 1n correspondence to INPO dated
November 13, 1984.) The information in this letter report, and the
supporting attachments, 1s directly relevant to INPO's ongoing
evaluation of PECo units,

0 that a copy of this letter report, with sttachments, be provided to
each Peach Bottom co-owner (each of the co-owrers 1s a member of
INPO).

© that a copy of this letter, with attachments, be made available to -
appropriate senior management of the Nuclear Regulatory Commission for
' their review. As a minimum, these managers should include:

« the Chairman
« the Executive Director for Operations
- the Regiona) Administrator (Region I)

It 1s requested that copies of this letter and the supporting attachments be
provided to each member of the PECo Board of Directors, and copies are provided
for that purpose, | am willing to meet a?a1n. at any tine, with the Specia)
(Nuclear Oversight) Committee, or the full 8oard of the Philadelphia Electric
Company to discuss this matter, should you desire,

With the company's support, INPO will plan a plant evaluation at Peach Bottom
and a coincident corporate evaluation after adequate measures are taken to
upgrade the plant and corporate, and prior to start-up of the first Peach Bottom
unit,

Sincerely,

fat=

lack T, Pate
President

Attachments (A - Q)
ITP:das
cc/w: Mr, James L., Everett III
(via separate correspondence)



Janyary 2, 1985

Attachment A

PEACH BOTT(M
POST-EXIT DISCUSSION

This exit has reported the results of INPO's fourth evaluation of Peach
Bottom. Attached is a brief comparison of the issues from this visit with
previous visits we have made to Peach Bottom, In this comparison, we checked
to see if the basic problems identified had existed in the previous evaluation
reports. This review shows that manv of the findings from this year's visit
are indicative of long-standing problems. Some of these problems were
reflected in the selected observations previously furnished to you by

memorandum,

Also, attached 1s a copy of our Exit Representative's summary comments from
the exit mesting. This summary is our assessment of the underlying causes for

many of the prodblems discussed.

Although we do not provide subjective comments in the exit package or
evalyation report there are some issues of this nature that | feel should be

brought to your attention. These include:

: It appears to us that improvement in overal) performance at Peach

S8ottom, relative to the rest of the industry, is slow.

2. The station has a number of long standing problems 3as descridbed in
the exit packaae, including Appendix ! (ftems carried forward from

previous evaluations),



3. In order to implement needed improvements, managers, supervisors, and
workers need to establish and insist on higher standards of

performance in many areas.

4, A ntability needs to be strengthened at many levels. There is a
pervasive unwillingness by managers and supervisors to confront,
correct, counsel, or take other appropriate actions to stress and

enforce standards of expected performance.

§. A perception of lack of corporate support in implementing needed
changes has resulted in a reluctance by plant management to address
some fssues, including setting higher standards and holding people
accountable in many areas. Plant management perceives that strong
action to enforce high standards may be overturned or otherwise

undermined by higher authority.

6. Long standing company practices /or company tradition) or the
perception of this is an impediment to change or improvement to a
considerably greater degree than normally seen. The tendency not to
take action if it qoes against long standing practice (or perceived
practice) is widespread., It appears to us that this is often used as

3 crutch to maintain the status quo.

These subjective observations are based on a series of interactions with PECO
and Peach Bottom going back over four evaluations, with emphasis on the most

recent evalyation,



‘ﬁWN“Of men
'an | Nuciear B Attachment B
aw Chnrtbons

1100 Covie 78 Pyvway

Swie 1800
PRIVATY & CONFIDENTIAL A Seorga 302139
4:::no¢notm>«»

January 3, 19386

Mr., James L. Everete, 111
Chairman and Cro

Philadelphia Rlectrie Company
2301 Market Street
Philadedphia, PA 19101

Cear Mr., Everete:

An INPO evaluation team recently completed our fifen
evaluation of Peach Bottom Atomic Power Station. I am pleased
that both yeu and John Austin plan to attend the exit neeting
on January 7 at 1:00 M,

In preparation for thae meeting, ! have enclosed extracts
from the INPO svaluation teanm's observations of station activities
dlong with selected preliminary findings. We have marked
fome examples of recurring and othervise Rotevorthy problems
wWith "side bars* in the Fight hand margia,

My review of the cbservations, Preliminary findinge,
and supporting details from this evaluation, in conjunction
With our notes from PTevVious evaluations, indicates that long-
standing problems in operations, maintenance, and radiological
Protection continue to xist. The lack of PTOgress in thase ‘
Kay areas is disturbding, Standards of performance at the {tll
station are unacceptabdly low.

Your review of this material Prior to the exit meeting
is Faspectiully requested. Pollowing the exit, I would Appreciate
the opportunity to meet Privately with You and John to discuss
INPO's overall A3sessment., In the meantine, please feel free
to call me at (404) 980-3200.

Sincerely,

A

Ack T. Pate
President

iTP:itk
Erclosures: (as stated above)

Ce/w: John H. Austin, Jr.
fhields L. Daltroft



(NPO PIELD NOTES

PLANTIVALUAﬂONSUNMAIY

AREA _MUOGEXENT Assesswee OBJECTIVE NO, _0A. )

PAGE

EVALUATOR®) J. Maciedewsky '
. PERPORMANCE OMJECTIVE i

Managesent and Supervisory personnel should monitor .nd dssess

Station activities to improve performance ia all Aspeits of
nuclear plant Operation,

2 MMAR ORMANCE AC M

r OA. 3~

‘ Managers and Supervisors are not sufficiently invelved
ia day-to-day Bonitoring and coaching of personnel
parformance. Some Arsas of concern .lentified during
the evaluation indicate a need to cenvey higher
performancs expectations to personnel working on
site. Problems were noted in the conduct of Cperations
and maintenance, radiological protection work practices,
material conditien, and housekeeping,

Increase DAnagement and Supervisory invelvement

in daily plant activities. Managers and fupervisors
should frequently observe cperations and maintenance
dctivities and plant coenditions teo identify deficiencies
and stress uniform adherence to plant policies and
management expectations. Follow up to ensure corrective
adction is completed for identified problems.

3/1/88 lec %
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. PLANT EVALUATION SUMMARY
EYALUATION NO. A% 44
ton & Administration OBJECTIVE NO. OP-
PACE Lg_z e
EYALUATOR) e, J, Johnson plus W, Sutton ang R, Hunkapillge,
: !U'uo’ no"luh' 'UH'_‘ —
+  ZERJORMANCE OBJECTIVE

Operstions oryunisation and edm ks tretion hould enmure offective
implementation and contral of opers tions sctivities

PLANT__PEACK MOTTON
ARRA

L N RN A

FINDIN Recurring prodlems with operating practices fndfcaty
P, 1.1 A Need o upgrade and enforce the ;tandards ipplied
to these areas. Many prodlems ware observed with
operator performance, contrel of operator 41ds, station
'\0\4“&"01”’. ind early fdentification ang correction
of 1n Teakage to the racwasts s stewms. [n tome iress,
clear standards need to be deve oped.

REC. Establ fsh Nigh standards for operating practices,
communicate these standards to the working level,
NG Ml workers and supervisors dccountadle for thetr
parformance when conducting plant activittes, Perioatcally
fvaluate the effectiveness of the operations programs
ING practices and upgrade, as propriate. [NPO “Guide!lines
for the Conduct of Operations st Nuclear Power Stationg*
(INPQ 88-017) could de of dssTstance 1n thig offore.




INPO PIELD NOTES

PLANT EVALUATION SUMMARY

PLANT PEAQULAGTION. __ _ EVALUATION NO.___ ae a4y
ARRA__Condct of Operstions _ OMRCTIVE NO, or-1

PAGE /g A
EYALDATORS A liak, ). 0. m“_ .’mm i R, Mg.!"p.
. g ﬂ' Ejlrun

Wmmumu.-—-mmuo
and reliadie plest spers o

FINDING St suwpervisory persomnel need to be wore effectively
P, 2.1 involved 1n operationa) activities. ™e following
ire examples of areas whare increased supervisory
ittantion s needed:

4. non-licensed operator watchstanding practices
b. control room activities
€. plant mataria) ang housekeeping conditions

REC. Strengthen the fnvolvement of Operations Depsrtment
SUpErvisors n routing snift ictivities. Supervisors
should monitar plant congitions and operitor dCtivities
dnNd provide direction that reinforces station polictes
Ind good opersting practices, Consider reducing the
taainfstrative wort Yoad on the cutside shife supervisor
50 that he can more effectivaly supervise ictivities
outside the control rocm.

YT
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PLANT EvALUATION SUMMARY

PLANT 2UQLNTIN. ____ evaLuATION MO, S84

ARRA__Condect of Operations OMECTIVE NO. Pt

PAGE /

EYALUATORY in L Johnson plus N, Suttom ang R, Wunkapillar,
!' r miaua

L

meumumu.wmmuo
aad rellatde plast opers rlon,

b EMMARY.OP PERPORNANCE ACHIVENIDNT
FINDING Operator adherencs to shift turnover procedures needs
oP. 2.2 iwprovemaat., e following deficiencies ware noted:

4. Some control room supervisors (CRS) and operators
were not fully sware of equipment status at shife
turnover.

b. Control board walkdowns and reviews of operatin
109 books weare not normally performed by the CRSs.

¢. Some non-lfcensed operators Conductad shift turmover
‘A ounauthorized locations and with the wrong oncoming
cpearatar,

REC. Conduct shift turnovers in tccordance with plant procedures.
Perform periadic assessmonts to Check that the shife
turnover process fs tharough. Easure nomelicensed
CPArators conduct proper turmovers 1 tuthorized locations.

Pac S

/e

[



INPO FIELD NOTES

PLANT EVALUATION SUMMAARY
PM_'_——-_.__._.___' EACH S0TTOR EYALUATION NO. 8844

ARRA__Opwraser Knewledge wnd Performance  OAJECTIVE NO. o
PAGE /$7

EYALUATORY) ). Uuli J. 0. Johmsom plus M. Suttom and R, Munkapi!lar,
L PSAFORMANCY OM/ECTIVY

Opsrator knowledge and parformance should suppart sefe and elisdle
plaat opers tom

L SUMMARY OF PEAPORMANCE ACHIEVEMENT

FINDING  Nom-1{censed oparator (MLO) performance weess upgreding
OP. 41 In several areas. T™a following prodlems were noted:

Lanp o (18-4, 272

4. Some NLOs dfd not routinely check coerating
ecquipment for adnormal tesmperatures, vidbration,
or o1) levels.

d. Areas ind equipment not 11sted on the
rouUnd Sheets were not routinely fnspected to
detect abnormalities.

€. Appropriate action was seldow taken to fdentify
ing correct abnormal squipment conditions ang
satarial deficiencies.

4. Some NLOS were observed reading unauthorized 1,\
saterial,

REC. Upgrade NLO perforwance 1n the areds noted adove.
Provide sdaitiona! guidance reflecting sanagement 'y
expectations for NLO perforsance. Dfrect the outside
SAMFE suparvisor to routinely observe operator actfvities
to provide guidance and coaching to fmprove NLO performance.
INPQ Good Practice QP-206, *Generic Round Sheets and
Shift Operating Practices,® could de of assistance
in thig effort.

poc €

/e
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e tumovers {rvelving four duxiliary operators, four plant operitors (o),

five resctor operatecs five contrel room SParvisces (O, aed one shife
fupac (ntendant ware eb‘nrvu.

Sl |

Lo Ow PO completed NS shift turmover sheet ared vaited for hig relief (n the
FJerations Spport Center, (ten the telephone rang, % told hig relief that
e e 2 the shack because Dre. % ™e PO them |
statod thae shifey ¢ ors vere v od vat /|
ALt supervision (g vre of this,

L ™e %0 amighed to founds discussed plant Status and turmed the shifr over
0 the firse o o frported % the peration APport Cenver, Bovever, thig
Meoming PO vas assigred to Tire Mtactog® Auty that shife, and ot o e

. '..‘nummchwnw. who vas assigned 0 rourds thag
Shife, stated Ne “ad JuSt talkad with the of FoLng MO assigned o *rire
Detectors® (a the lockar rocm,

I Mour of five CS8 2id rot {nspect the contrel fanels or review thé MNasctor
Perator 1og Sooks withia the flrst hour of shife TUrmever as required >y
station proomcdures,

(. Om Cws, following shife tiurrover, did not oow L residual heat reroval
rmmt.\-pnvtmmm. ™e entry I the S log Sook stated,
q it 2 R %), tege,* ™ere vas m SNLry concerning the FOCess Al
axpletion of 1he Pag, Malve, Mow and Dnge Ooling Munctional ™t also
e formed on R pump X0,

S, Aﬁmmmmtunm-m!«ﬁammmxuulamta

SRSy
Lo Some CREs and 0w did roe conduct shift tumovers in accardance with station |
Procadures (1, 2, ).

3. Som CR%s were fot avare of plant status (nforration following shife |
turmover (4, ),
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FINOING  Rome1{

OP. 4=l 1n severs! arves.
4. Some NLOs 414 et routisely chack operating

(o sad operiter

eqvipsent for
or 011 levels.
Areas and equt

™e following provlems ware noted:

|

(WD) pertoreance neses upgrading [ [
ionormal temperatures, vidration, /

g t not 1istad on the , ;'

FOuUnd Sheets were not routingly fnspected to !
Jatact idnorwalities. |

+ ADProgriate action wis seldom taken to fdentify
NG Corvect inormg ) quipment congitions ang
mMtarial deficienctes.

|

|
L
z

B MOs were obsarved "RAdIng unauthorizeg ) P
matarval, v/
REC. Upgrede WO perforsance 1n the ireas noted idove.

Provide weditional

expactitions for MO

ife

ta provide guica
INPQ Good Practt

Shife

guidance mflecting SAnagement ‘s

performanca. Ofrect the outstde

upervisar ta routinely sdserve Sparator activities

Oparating Pract

A A1y offore.

1.

RCa and coaching to improve MLO performance.
co OP-208, “Seneric Round Sheets ang

Teas,* could de of assfstance
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- PRACE BOTTOR
POST-Rx1? DIscussiow

va dssemp lod
T the station'y evaral)

Cperation. Since the conclusion of the otation Visie, this infermat.on
has been develored inte the Péckage we Provided you today., T™e

Gxit package Provides specific findings and fecommendations SUpported
By details., 4 COPY of each of the 241 relatoed findings from lase

/8Ar's evaluatien 18 included (n thJ'oxxt Package dehing the finding
for thig year,

Previously furnished to YOU provide
first-nand descripetions of activities ‘A the plang along wieh conely-~
fione drawn By the INpo ebssiverg, The fxndana A8 the exit Fackage
Are based, in nany cases, on the observations. Howaver, additional
detail’ ig Provided for each finding,

Attachmene ) i8 a Summary listing of the issues from thip Vigite
48 compared to the four PrevVious vigite “® have made to Feach Bottrom
and one vigie to Limerick, Ia this lxstxnv. VY@ tracked the Problamsg
identifiod in the previous INPO Feporta., g discussed in By lettar
PTior to the exit and as shown by Attachmene l, the Probleas ia
key areas such &3 cperationg, Maintenance, and fadiological Protect.on
ore zonq-atandxng.

Rocurran deficzonczos observed i OFerating Practices, shife
Supervisery lavelvement, Coordination and control of Maintenance
4ctivitiag, radiological Protection, matarial condition, and Component

ttarn of Ferformance, Experience
@ tO reduce the margin of Safacy
plane event, and can Create a Situation thae 18
difficule for the plant “Ferators o Successfully control,




.
.‘.

In the post-exit dsoculixen following the Cecenmber 1984 evaluat.en
(on Janvary 3, 198%), wve discussed several fubjective observaticns
based on & series of interactions with Philadelphia Blectric Joing
back over a period of four years (see Attachment 2). In this discuss.:
we emphasized, as ve have today, the need to establish higher standar<s
of pericrmance and hold personnel accountable to those standards,
Cur perception was that several institutional preblems were inpeding

change or improvement.

The observations and findings from this evaluation, along with
the exit representative's closing remarks (provided as Attachment
3), indicate that MANAgament actions to overcome institutional barriers
and instill higher performance standards have been ineffective.
In this regard, there are several issues that ve think warrant your

Attention, as follows:

. The tendancy to make excuses for performance problems,
defend current practices, and maintain the status gque
' persists., Standards of performance at the station are

unacceptably low,

2. While some attempts to establish higher performance standards
have been documented (e.3., pPrograms or memos concerning
the Nuclear Professionalism Progranm, Supervisory responsi-
bilities, operator aids, squipment deficiency tags, vendor
manual control), efforts to implement these higher standards
4t the working level have been unsuccessful, '

3. There is a continuing need to get management and supervisory
Fersonnel more effectively involved, particularly in opera-
tional, maintenance, and radiological protection activities.

‘. Some communications with plant perscnnel, such as the
WELTAUpP on supervisory responsibilities at nuclear sites
or the preparation for the INPO evaluation, convey the
impression that key performance standards may be driven



more by outside forces than by an ifternal corporate desire,
or commitment to excellence.

s, Additionally, ve see little evidence that items one through
84X in our post-uxit summary of January 198% have teen
effectively addressed. (See Attachment 2; wa recognize
that some of these items are discussed above.)

Our overall assessmant places Peach Bottom in the MARGINAL
category of plant performance.

Membership in INPC carries with it the commitment to strive
for excellence. Striving to meet INPO performance objectives and
Griteria and being responsive to INPO evaluation recommendations
are implicit in this commitrent. The summary of recurring problems
provided as Attachment 1| and the record of interactions between
INPO and Philadelphia Electric over the past four years raise substan-
tial questions as to the extent Philadelphia Blectric is fulfilling

its commitment to the industry,

In summary, top management action is needed to establish, communy-
cate, and achieve the necessary standards of performance at Peach
Bottom. Attention is needed now to ensure that the conditions that
collectively reduse the margin of plant safaty are promptly upgraded.

With your support, we vill work out Arrangements with your
staff for a corporate evaluation of Philadelphia Blectric in conjunce
tion with the Limerick Station svaluation ia April 1986, At that
tize, we will review your plans and progress i1n upgrading performance
a4t Peach Bottom. In addition, we will plan to conduct the next
Peach Bottom evaluation within nine months of today.



'Np‘.‘ . Nud‘lt‘.gw‘f Attachment D
e Operatons

1100 Coeie 78 Parvway
Sune 1500

Atgrma. Geonpa 30239
Towpnore 404 9433800

January 11, 13586

PRIVA

Mr, Jamas L. Everett, [[!

Chatrman and Chief Executive Cfficer
Philadelphia Electric Company

2301 Martat Street

Philadelgpia, PA 15101

Dear Mr, Cverett:

This 1s n follow up to our conversation of January 7, 1986, after the
Peach Bottom exit meeting., [n retrospect, [ am worrisd that we may not have
ddequately conveyed t0 you our concern regarding nuclear operations at Peach
Bottom, [n part, that 1s our faylt because my team a4t the exit d1d not have
some facts at the "tips of their tongues®., The PECo/Peach Bottom management
team does have fmpressive experience, and thay are not unaware of many of the
conditions at Peach Bottom, At the exit ntotin?. it was evident that they haa
studied the exit peckiage--ind ware ready to challenge any INPO ftems where 4
challenge could de successful, And, they were successful on four or five
ftems as | recall, The exit discussions then tended t0 dwall on those four or
five 1tems or areas,

This 13 a recurring pattern over the past severz] INPO evaluations., Your
srganization fs using fts knowledge to defend the status quo--to demonstrate
to sou that things are ckay--rather than using 1ts extensive experfence to
analyze the [NPO matartal with the goal of upgrading the statfon‘s
performance.,

A review of the observation package, provided by our team, shows over 41!
individual deficiencies or shortfalls, with 141 of these fnvolving personnel
perforsance, Even {f i? ggrtgn‘ of these 431 ftems were dropped from ¢
package, there are still 4 significantly greater number of obsarved
performance daficiencies than in most other plants we have evaluated, It
would be 4 disservice to allow o few ftems that are debatadle (or in error) t2
discredit the large bdody of information that the observation package
represents,

Sinca the preyfous evaluation at Peach Bottom in December 1384, we have
tvaluated &4 plants, and only 3 others have deen assessed in the )owest
category. Peach Bottom's performance is marginal, Our assessment s dased on
tha numerous on-going deficiencies that can combine over time to reduce the
margin of safety against a4 serfous plant event, Wa also have consideradle
concern that the statfon's substandard radfological control practices may !ead

the spread of contamination off-site, or some other serious radiological event,



NP oJames |, Everets, [
vahuary 13, 1386
Page 2

‘@ 4re aware that it (4 more d1fficult to ensure RGN standargs of
performance 1 an OUtage S1tuation and that JOUF STAff belfeves the conditions
~¢ reported were exacerdateq Sy the outage, jowever, the pattern of our
observations Mas been Consistent throughout the past three tvaluations, ang
One or Doth units were operating during the pravioys tw0 evaluations,

From ay dssessmant, this pattarn will not thange, ang personng!
performance at Peach Bottom will mot faprove, unt1) JOuU personally icknowl edge
the need, and Communicate the need, for rea! change to JOUr organization,

[ was dleased to Yearn that our exit representative and tean nandgers hag
d constructive diszussion with Jour senfor nuclear Banagers following the
exit, As Joe Cooney noted n that meeting, 1f even 1S parcent of the prodl ems
" the exit package are valig, there s ample opportunity for dchieving
'®proved performance. Shialds Oaltrors 1150 emphasized the Need to builg 4
more cooperative working relationship detween INPO and Philadel phia
Electric, | igree vholehaartedly, and we ire committed to assist you in yoyr

effores,

Lee, it 13 vitally mportant that you et JOUF organization know that,
from your Perspective, 4 substantia) upgrade 1s necessary, and that you and
JONn Decome personally fnvelved in foraulotlnq the action plan to hieve such

N upgrade.
' Sincerely,

"””ézéiéézjfzf%:;

Prestident

idw
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Mr. Zack T. Pate, President ,73:
Institute of Nuclear Power Cperations A - }-ﬁ\
1100 Circle 78 Parkway — /22 ¥e
Suite 1500
Atlanta, GA 30239
Dear Jack:

™is {s in Fesponse to your letter of Jarmua 13, I believe you aisread
OUF Tesponse to the exit interview vith you and other members of the !NpO
toam vhen we met on Jamuary 7. There i3 me Qestion in our sinds that wve
have much to do to improve the managesent of our Pesch Bottom operations,
Our responses to some of your findings that we considered debatable were for
your benefit, and vil) hopefully be taken in the spirit {n which they were
offered--for the improvement of your inspection process.
We fully accept that our management of the operations at Peach Bottom
needs significant improvement, and we are alresdy embarked on that process,
John and ! have met with U nuclear engineering team, and an extensive
program has been drafted for {Wp.ovesent 1n every ares. Jon and T wil)
continue to meet with this iTop frequently to moniter and support the
improvement program. We will fot rest until the Peach Bottcm operations are
rated among the highest by future INFO teams,

We appreciate your offer of support and help, and we expect to call on
Y to provide it in depeh,

¥ look forvard te future Beetings and can assure you that this prodles
Is being given the very highest priority,

Sincerely,
7

JLE: jab ¢
ee: J. M. Austin, Jr.

S. L. Daltroff

N J.

. T. Ullrich

R. S, Fleischmann, 11

1986249
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May 7, 1386

Mr., James L. Everett II?
Chairman and CEQ

Philadelphia Electric Company
230" Market Street

P.O., Box 8699

rhxladcfihxn. Pennsylvania 310
Cear M¥, Everett:

Following the Peach Bottom plant exit meeting in January
1986, ve arranged for a follow-up visit in April. Our team
conducted this visit on April 14-18, 1986, A copy of the teanm's
report and private field notes are enclosed,

Qur review of the report and discussions with the team
indicate that while i1mprovements are being made in several areas,
ACtivities vere observed that indicate a cantinuation of a numter
of the xi1ds of problems ve saw during the Tecember 1988
evaluation, I have "side barred" selected iteams of this nature .n
the attached field notes.

Should you Mave any questions on this matter, please contace
me Or have your staff contact Pat Beard (404/980-3214).

Sincerely,

T. Pate
Presiient

Enclosure

ce: John N, Austin, Jr.
Shields L, Caltroft
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X

Several licensed operators, nonellcensed operators, plant ations
supervisors, and shift technical a'visors were obwerved petlorning various
stivities in the antrol room ower 3 two day period,

QEFXTY:

1. whils conducting 7 6.6.1, *Core Spray Surveillance® procedure, te
control operator vas not able o locate the auxiliary operator (AO)
o forming the test outside the control room. ™e antrol operatog
used the jublic address Fyrtem %o contact the AO by
"Spressurize (¢, dcrmi. A loop.* Industry experience has shown
that use of the publlc address system to lsoue opex ational directions
“as resulted (n misoperation ‘ue to misintarpeetat iaon of the
directiona. ™13 (3 especially trus vhea the STounceaent does not
t:t . dvm should take thw action, and the eqipmant 13 not uniquely
{danty .

. e Operations Departrent keape all logtooks and log sheets (n panetl, .
Since these are leval documents, good oparating practice ls to msake
entries (n Dlack (nk,

3. While performing ST 6.6.1, the A depressurimd the region Setwesn the
(nboard ane outtoard discharge valwes Smfore the mntrol operator
stroked valve MO-l4«12A as required %y roosdure. ™ antrol cperatse
dlrectsd the A0 %o re-qressurize the required region and then aghed the
A0, "Are you reading the rocedue?®

fo When ST 6.6.1 vas complete, the A0 had to te called heck wslg the
covar steet of the procedure, wvhich (ndicated that “e >ad comp the
Feocsdure

S, The outside shift supmevisce stated that ™ seldom gets ocutside the
contral oM o 1ssist the nonel!censed oparators. hen questicned, ‘e
stated that M is tied up (n the control roem appeoving blocking arders
“mm‘-mmrmt forme (nto the computer. Whan “e does
leavy the amtral room, it 19 Just to sign the nonellcensed oper atoe

6. ™e shift tetnical advisoe (STA) on duty came up “ehind the contrel
OpRrator on the ruming unit and kicked him behind the knee causing the
control operatoc's legs to Suckle., On aother occasian, the ST threw

4 pad of :ua NOte peper at the operating wait's comtrel opecater,

“wither the shift super intendent, noe the antrol room supervisce vho

obmarved the counselled the STA on the need to maintaln a

xofess icnal a te in the control room, '

—

-L‘ .
1

{
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Nuciear Powaer

Operatong

April 18, 1986 Memorandum
FILE «- PHILADELPHIA ELECTRIC COMPANY

Zack T. Pate
Trip Raport: PECs.

1. Visited wtih John Austin, Shieldg Daltroff, and 'se Evarett on
April 9-19, 1988, Discussed seriousness of 3/18, %% rod misoparation
evant with Austin and Dalirodf, including importance of utitizing
operating experience st othes utilities in training operatore. Madae
particular refsrence to the ittached, stressing side-barred bullets
on page 2 of Newton trip report and recommandation §3 of 12/28/83
lettar to industry,

Will briaf on other aspects of visit at 8/16 staff mesting .

o~ ;“%;Ck i élﬂ

-~

adw
Attachment

. M. Beardg

« B, Conway
. Rosan
« Strahm




INP® -

Maze 1986 'W‘? s .Memorandum
!
K. A\|STYem via W, W, Wigl ]

s. L.\Novton jﬂ

Event Evaluation at Peach Bottom Atomic Power S*ation

Efi‘i

A visit to Peach Bottom Atomic Power Station was made on March 28,
1986, by S. L. Newton to evaluate the training implications of a
recent rod mispositioning event.

Piscussion

The accredited initial and continuing training programs for
reactor operators and senior reactor operators were revieved to
determine if the appronriate training material is included in the
training programs., The ‘raining records of the individuals
involved in the incident were alsc reviewsd to determine whether
or not they had received the training and whether they had been
evaluated on the material.

The following facts are considered pertinent:

© None of the four operators involved are graduates of thre /}(
accredited initial training progranms, y

© The initial training program lesson plans on the Rod
Worth Minimizer (RWM) and Rod Sequance Control System
(RSCS) contain pertinent information, including
technical specification requirements. Initial training
also includes simulator training utilizing the pertinent
procedures and check off lists for a reactor startup.
Howaver, the simulator training does not normally
ir:lude conducting startups with the RWM out of service;
such an option is not identified in the simulator
exercise guide. On the other hand, discussion with the
training coordinator indicates that it would be of
dubious value due to diffsrances between the plant and
the simulator.

© The initial training program OJT manual also contains
discussion topics and practical factors associated with
the RWM and RSCS, including functicnal tests and actions
required 1f the systems a2re out of commission.



March 27, 1986
Page Tweo

© A recent continuing training cycle (8853 {n the
September 198% tinme frame) was devoted Lo rod control
and included lessons on contrel rod worth, control rod
hydraulics, Reactor Manual Control System, Rod Worth
Minimizer, Rod Sequence Control System, Nuclear
Instrumeantaticn input to Rod Blocks, and technical
specifications associated with the above topics. The
shift supervisor and the Feactor operator attanded this !
training and achieved scores of 82% and 913y, respec- [ |
tively, on the associated test. The control room /'

respectively,

© There was no specific training conducted on INPO SCER
84-02. The training coordinator had identified it as
part of the monthly fequired reading package for
licensed cperators, but the Cperations engineer had
deleted it, The plant's respense to 84-02 was that the j
operator training program adequately includes the
@lements discussed. The visit confirmed this to be the

‘ Case, at least for the Programs as they exist today.

Recommendation

© Ensure that the plant specific sinulator currently under
construction for Peach 3ottom has the capability to
duplicate conditions Such as existed during the rod
mispositioning event, Include startups with RWM out of
Service as part of initial and continuing training
Programs when the simulator is available.

Sum_x_'x

Training, or lack of it does not appear to have been a major }Lb]
factor in the recant event., The accredited training programs
contain the apprepriate training material and fequirements such

that operators should e able to perfornm correctly under th

System conditions that existed,

SLN:saj



Mr. R, Pasrick McDormale
Vice Presicent

Nuclear Generation
Alabama Power Company

P. 0. Box 264]

Birmingram, Alabama 3829
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EXANL of cory SOnT
T® Al UTILITIES

t0 call your attention to a series of

recent events involving ‘mproper manipulations of contro) reds. In our jucge
ment, the nature and recurring pattern of these events warrant a4 spectal

netification of memdars dy lettar.

In recant months, severa) events invelving faproper cperations of reacter
control rods and associated protactive circuitry have occurred. These events

have 1avolved doth PWRs angd BwRs.

fssued via NUCLEAR NOTEPAC on December 22,

INPQ Sfgnificant Evant Report ($ER) 86-83,
1983, containg a preliminary suae

mary of such events. A copy 13 attached for your convenience (Atsachment A),

‘

Improper cperation of control rods and associated protective circuitry /{h~

can lead to fuel clacaing damage ar,
INPO {3 continuing to fnvestigate the
Ccerating Experfence Report (SCER).

in 3 worse case scenario, o care damaqe.
tvents and will develop a Stgnificant
However, the natyre and FeCUrTIng pattern

of the cperator actions discussed in the attached SER and 1n the referenced
documents indfcate 1 need for prompt attantion to thfs aread 2 ivo1Q & recur=
rence of simflar or potantfally more serfous evaents,

y Attachment B 15 a brief sat of rec
aents saction of the SER. In the foreh

ommendations that suoplement the come
coming SOER, aftar acaitiona!) dialogue

with the affected utilities and NSSS vendors, we will refine these recommens
catfons. In the intarim, we recommend use of the attached SER and recommen=
dations 1n fwplemanting appropriate utility or sita=specific measures that

dddress this area.

TP .dp
Attachments

Sincarely,

lack T, Pate
Executive Vice President

¢ce: Mr. Josaph M. Furley ﬂca’w Whnr= TO AU CEO s A
INPQ Board of O!r.c‘.'org —




3.

RECCMMENDED ACTICNS

Review current corporate and station policies and procedures
to ensure that they adequately address the potential adverse
situation caused by improper control rod manipulacions.

Such policies and procadures should specifly conservative
actions by cperating personnel to prevent possible fuel
cladding damage that can result from control rod misalignment

©r wmisoperation,

Review policies and procedures for recovery from control red
misalignment to ensure that recovery actions 4o not result in
4 viclation of power or flux distributicn or heat generation
“ate limits., For example, a reduction in reactor power and
pPrompt notification of cognizant reactor engineering personnel
should be considered prior to recovery from a control rod ,

misalignment ccndition.

Hold discussions of recent industry events invelving improper
control rod cperation with each operating shife,

Verify that training and retraining programs for licensed
cperators include appropriate coverage of material related to

these events.

il



Attachment G

PEACH BOTTOM
POST-EXIT POINT PAPER

NOVEMBER 12, 1986

The details of our recent evaluation of Peach Pottom were provided ta you“i
the exit meeting on November 7, 1986. An important Package of related fo!)owe-
up material was mailed to JOu on November 10, 1986, This paper summarizes the

information previously provided.

Although progress has been noted in a number of areas, there are stil) long-
standing fssues on which corrective action g not yet complete. The number of
open issues has not decreased significantly over recent years, 8y way of
f1lustration, the October 1986 INPO evaluation has a total of 23 related ang
Appendix | findings, compared to a total of 25 in the December 1985 evaluation
and to 26 fn the Decemder 1984 evaluation,

The overall indicators of plant performance at Peach Bottom continue to

compare unfavoradly with the industry as a whole.

The station has experienced severa) significant events in 1986, These events
are of particular concern. The station has also reported a large number of
other events that are indicative of a need for more effective management ang

supervisory oversignt of plant operations,



“hile higher performance standards are being estadblished by corporate and

station management, there are also indfcations that further effor: 'S neeced

to communicate and enforce these standards at the worker level, [ncreaseq
management emphasis on improving worker performance fs also needed to

demonstrate to the work force that high performance standarcs are deing set by ’J
Philadelphia Electric Company rather than by outside forces. ‘

Our overall assessment places Peach Bottom fin Category (4) of plant
performance.

In summary, continued top management attention is needed at Peach Bottom to
ensure that the improvement trend s maintained and to instil) a sense of

ownership of and commitment to these improvements within the Peach Sottom work

force.

With your support, we will schedule a follow-up progress check in 6 months and

the next Peach Bottom evaluation in 10 « 12 months,



Buman performance-related events reported (n Licensee Evente Reporss
vere revieved and categorized 4ccording to Selected key cencerns
ident{fied during the 1386 INPO evaluation, This ‘eview covers the
Period from January 1988 through October 1986, The results can -e

summarized as follows:

Category Number of Events

/
Inadequate management guidance and super- 20 /,!
visory oversight of plant operators (1986 ’
INPO Pinding OP,.2-2)

Deficient operational procedures or poor 4
operating practices (1386 INPO Pinding
Lack of proper labeling of plant equip~ S

ment and components (1948 INPO Pinding
OP.6-1, 1986 Appendix I)

Deficient station maintenance procedures 10
and failure to follow pProcedures (1986
INPO Pinding MA.6-))

The events involving human performance related problems arce
Summarized by Category below:



RECURRING PROBLENMS 1DENTIPIRD BY INPO AT PRACH BOTTOM

18s8ux 13/86 12/85 12/84
9‘—%
Goals and objectives not used to OA.2-) OA.2-1}

focus station efforte

ettt ———e. e —— ——— e . . e ———— = e

u.u‘§§;oat/ouporvl.ory involvement OP.2-2 OA.3-) OA.3-)
in day-to-day activities, Procedure MA.4-)
adherence b=
—= T e \ T = o = — — — s S N

Management Support of radiation RP_9-1 OA.3-2 RP_.1-1
Protection program

l::E:udot ®anusl control and use TS.6-1 OA.6-1 App. 1
rltuous-tor-duty policy App. 1 OA.9-1 OA.9-1
Upusat ions Sy ik AR LA b - - -

-~ Shite Supervisory involvement in oP.2-2 oP.2-1

Operations octlvltlo.°f%:) — o ] =
Madwaste operations need improvement oP.2-1 oP.2-) 2:.:—:

! Componant labeling incomplete App. I OP.6-1 App. I

oP.2-1

RP. 7~}



Attachment K
Institute of
‘ Nuclear Power
- Operations

et April 9, 1987 Memorandum

To Messrs. Utley, Hintz, Hampton, Kenyon
From lack T, Pate

Subiect
Gentlemen:

Thank you for agreeing to serve on an industry review panel for
Philadelphia Electric Company (PECo), Members of the panel include, in
alphadetical order:

Claude Cross Assistant to the President
Institute of Nuclear Power Operations

Jim Hampton Manager, Catawba Nuclear Station
Duke Power Company

Don Hintz Vice President, Nuclear Power
Wisconsin Public Service Corporation

Bruce Kenyon Senior Vice President, Nuclear
Pennsylvania Power & Light Company

Ed Utley Senfor Executive Vice President
Power Supply, Engineering & Construction
Carolina Power & Light Company

From my discussions and agreement with Lee Everett, chief executive
officer of PECo, the panel is expected:

1. To be made aware of the facts leading to andg surrounding the "sleeping
on shift® situation that led to NRC's shutdown order (an internal PECo
team assisted by consultants will ascertain the facts).

2. To review the recovery plan developed by PECo

- To make recommendations for modifications or enhancements to the
recovery plan,

Lee Everett, Claude Cross, and I estimate that three visits to
Philadelphia wil] be necessary to do the thorough job that we all desire,
Thus, ! estimate that about a man week of effort will be necessary, exclusive
of travel time,

Panel members were chosen with great care to ensure that we provide PECo
with the best possible assistance. C(laude Cross will have INPO resources at
his disposal, as necessary, and you may want to call on expertise from within
JOUr own organizations as the panel's work proceeds.

(The attachments to this memo are the same as those
mailed to the Board of Directors on April 2, 1987.)



Messrs, Utley, Hintz, Hampton, Kenyon
April 9, 1987
Page 2

We have not sought to provide you with a "charter" or other detailed
guidance, or to designate a chairman, From my own experience on a similar
panel, I believe you will find that your desired course of action will be
readily apparent as you review the situation and that your work will lead
naturally to recommendations that will be useful and valuable to PECo,

Claude will be mailing you material shortly that provides background on
the situation from an INPO perspective.

Thank you again for agreeing to this important assignment,

ITP:vpm
cc: J. L. Everett, !I1
C. C. Cross



Attachment |

230. marxet Street
$22-1

July 6, 196}

FROM C. L. Frits
10: J. M, Lenge, Presigent, 1CA

SUBJECT: Orug Testing

Presently, our Company is screening all Joo spplicents to
getect those who mey Ce using illegel Orugs. Inis proceduse hes
proven to De effective. Also, employees may be testeo if thers 48
sufficlent justificatlon Desed on cause.

As you kncw, s part of the Peach Bottom Restart Plan, all
policies are being reviewsad In orcer tO assure the best possidble
cperation of our nuclear fecilities. In the course of tnat review,
we Nave learnec that several other nuclesr utilities nave institutes
rangom Crug testing of nuclear emplcyees, You may 08 assuled that
our Company Mas no ‘plans of instituting sucn @ policy. we also have
learned, Nowever, tnat Other nuclesr utilities are requiring e ang
screen of urine collectec st the time Of the annval physical exem.

with this in ming, we plan on instituting & trial prograe
for orug screaning as @ part of the next series of snnual phrysicals
for ell smoloyees who ere Tegulerly 083igNeC to 8 NUCLOEZ Station
end who 1o in progressions wnich lead tO the nuclesr premius, of
who are In those Job classifications wnich nave been recelving o
nigher rete of base Pay Gue to thelr essignment et 8 nucless
fecility. If after 00 of time, it Can dDe cemonstra
there i3 no ve n aoyee ce
§85UYST That the snnual pnysicel crug testing v

vice Preslident

J. M. Austin, Jr.
<. W. Callagner
Ci., w, ¥, Hushion
" ) B ”Clellly

Coples to:



Attachment J

2301 Marwet Street

$22-1
oyt
Q&\\‘\““\\\:\\‘ July 27, 1587
FROM: . Ls Frits
T0: J. M, Lange, Presicent, I.G.A.

SUBJECT: Grisvance Procedure in Nuclear Operations

As a result of recent olscussions with you, it has been
agreed that our existing Grievance Procedure, as applied to
employees {n Nuclear Operations, shoulc be mooified as follows:

Employee problems or complaints should first be brought
to. the attention of immeciate supervision for resolutica. If the
employee is not satisfled with the response, he or she or the IGA
should submit the prodlem or complaint to successively higher levels
ef swpervision 0 the plant manage who will give a prompt
response. where possitle, ézﬁIs entiTe process should be completed
witnin 20 cays.

If the response 1is unsatisfactory, or if the above
process is not completed vitnin 20 Cays, the employee or the ICA may
flle a written statement of the grievance with tne i
the employing department, IGA representatives may be involved in
these steps, and a written response must be proviced within 20 days.

I the employee and/or the IGA are still not satisfied
Dy the response to the grievance, (t may be submitted in accorgance
with the established procegure to the vice president - Personnel &
Industrial Relations.

It s also agreed that this modified procedure will be
reviewed periodically to insure that it represents an lmprovement to
our existing procedure and as necessary, appropriate changes will de

made,
NSSSTRN
vice Presigent
CC: J. H, Austin Jr.
J. S. Kemper
J. W, Gallagher
G. M, Leitch
D. M, Smith
J. F, Franz, Jr.
E. P, Fogarty

0235Q-2



Attachment K

2301 Marxet Street

IR
::o" .:. : :r::. Presicent, I1.G.A,

SUBJECT: Suspension Appeals

As you know, for a nunber of years, we have nad a
procedure whereby the I1.G.A., for good cause, could request that a
suspension of an employee be held w until ‘a meeting to review the
appropriateness of that suspension was held with a representative of
the Personnel & Industrial Relations Department.

As a result of recent aiscussions with you concerning
the Peach Bottom Restart Plan, it has been agreed that tnis
procedure should be modified with respect to defined suspensions of
employees who are regularly assigned to a nuclear station ang who
are In progressions wnich leag to the nuclear premium, or who are in
trose Job classifications wnicn have been receiving a higher rate of
base pay due to their assignment at 2 nuclear facility.

The modification agreed won is that, in orcger to
provide for the timely imposition of a defined suspension for
"major® infractions Involving Job performance and behavior under the
disciplinary guidgelines by such employees, appeals by the I.G.A, of
such suspensions Imposeo on these employees by plant management will
De considered during, and or after the suspension.

vice Pres%oent

CC: Ji M. Austin, Jr.
J. §. Kemper
J. W, Gallaghrer
D. M, Saith
J. F. Franz, Jr.
€. P. Fogarty

0235Q-1



Attachment L 8/28/87

BRIEFING FOR SPECIAL COMMITTEE
OF PHILADELPHIA ELECTRIC COMPANY
BOARD OF DIRECTORS

1. BACKGROUND OM_INPO

-Cover from separate out)ine

2. INPO_INTERACTIONS WITH PECO

~Cover from separate out!ine

3.  SPECIAL INPO/INODUSTRY REVIEW PANEL REQUESTED BY PECD
AND_PREPARATIONS FOR THIS MEETING

-Shortly after recefving the NRC shutdown order on March 31, Mr, Lee
Everett contacted me and dsked that we form a specia) pane) that would:

0 Be made aware of the facts leading to and surrounding the
"sleeping on shift® situation that led to NRC's shutdown
order (an internal PECo team assisced Dy consultants would
ascertain the facts)

] Review the recovery plan developed by PECe

0 Make recommendations for modifications or enhancements to
the recovery plan



~-Pane! members include:

Claude Cross Assistant to the President
Institute of Nuclear Power Operations

Jim Hampton Manager, Catawba Muclear Station
Ouke Power Company

Don Hint2 Vice President, Nuclear Power
Wisconsin Public Service Corporation

Bruce Kenyon Senfor Vice President, Muclear
Pennsylvania Power & Light Company

£d Utley Senior Executive Vice Pres‘ < -t
Power Supply, Engineering & Construction
Carolina Power & Light Compamy

Members of the panel were selected to provide a broad but diverse
experfence base in nuclear and utility management. Pane! members were
chosen from utilities with superior records of muclear plant performance and
the individuals selected are among the best in the Industry. Exhibit 1
1s a copy of an April 9, 1987 memo that formally established the panel.
Over the past few months, the pane) has devoted considerable effort to
acquiring an understanding of the Peach Bottom and Philadelphia Electric
situation, and to formulating recommendatiors to assist in the recovery
effort. [ mention this early because discussions with fndividua) pane!
members comprised an important part of my preparations for this
meeting. These preparations inc'uded:

0 A detailed review of INPO activities related to Peach Bottom
and PECo over the last § years. Exhibit 2 1s a 1ist of the
visits we have made to Peach Bottom or PECo headauarters
during this time frame. Highlights of these interactions
have been praovided to this committee separately,



A brief review of NRC interactions with Peach Bottom,

including recent SALP reports and the March 31, 1987
Shutdown Orger.,

A review of the *Peach Bottom Commitment to Excellence
Action Plan® as submitted to NRC with John Austin's letter
of August 7, 1987,

A review of the June 17, 1987 MAC Report (now included ‘n
the Action Plan),

0 Discussions with members of the special panel as described
above, and selected other personnel outside INPO.

0 Discussions with senior INPQ staff.

While we have drawn on the observations of others, as 1isted above, the
conclusfons, opinfons and recommendations in this report are INPO's. 1
Specifically, we do not claim to be speaking for the special pane! and, in |
fact, will recommend later that you meet separately with the special panel |
for an update on their views. |

PRINCIPAL CONCLUSION: ‘

[ will come right to the point on the principal conclusion that
comes from [NPO's review, and then provide a basis for that conclusion.
Our principa’ conclusfon 1s as follows; although the Peach Bottom
Commitment to - xcellence Action Plan has many needed and desirable action
steps, and may well lead to NRC approval to restart:

The fundamenta) approach to muclear operational management at
Philadelphia Electric Company has not changed, and 1is unlikely
to change noticeably in the foreseeable future. The underlying
problems at Peach Bottom wi)l be slow to change because of the
absence of fundamental changes at corporate. C(hanges that do
octur as a result of the Action Plan are not likely to be
sustained.



In our experience at INPC, and 1n my persona) experience over a
1ifetime in the nuclear operational field, the operating crews at one
muclear plant are not very different from those at any other, By this |
mean that the inherent aptitudes, intelligence, skills, and desire for
pride in their work among operational personnel are about the same
natfonwide, [ say this from observing the crews at every commercial
11ght water plant in this country, and from observing many crews of
operators over a 20-year career in the nuclear Navy. Thus, | start with
the premise that the operators at Peach Bottom are not a unique
exception, and that the problems with the behavior and the lack of
professfonalism amcng the Peach Bottom operators are the result of the
tota® climate estat.1ished by management,

With this premisa in mind, I now refer to various sections of the
Peach Bottom Action Plan:

(1) Page 1-2 of the Executive Summary cites four root causes that
contributed to declining performance at Peach Bottom. One of
the root causes listed is the . , ."station culture, which had
fts roots in fossi] and pre-TMI operations, that had not
adapted to changing nuclear requirements.® In my view, this is
not a root cause, but rather is the expected result of the
climate established and accepted by management,

The other three root causes listed have to do with:
0 poor leadership by plant management
0 timeliness of training for replacement operators

0 slowness on the part of corporate management to
recognize the developing problems at Peach Bottom

S



These root causes, taken in total context, place the
responsibilfty for the Peach Bottom situation primarily on the
statfon (with only an acknowledgement of *slowness® on the part
of corporate). For those who are aware of INPO and NRC
interactions with PECo over tne past severa) years, this comes
aCross as an abrogation of responsibility by PECo corporate
management., We expect it wi)l come across in the same manner
to many personnel at Peach Bottom, including the operators.

(2) On'Poqc 1-4, the Action Plan:
0 outlines a course of training that will
"...heip licensed operators identify the underlying
attitudes which promoted unacceptable behavior in the
control room and change this behuvior,...*
and

0 sets forth conditions operators must accept, including

*...undergo follow up fndependent psychological
assessment,,.”

"...be required to personally commit to a new code of
professional conduct...*

Taken together, these statements further implicate the operators
themselves as the "root cause® of Peach Bottom's problems. Once
again, this 1s an incorrect conclusion and will send the wrong
message to the company's operators, possibly for years to come.

(3) Page 1-7 of the Action Plan calls for a Shift Operator
Monitoring Program. QC personnel will serve as shift
operations inspectors and will report directly to the QC
Supervisor., QC inspections of selected activities are one

O



(4)

(%)

thing---and are an accepted industry practice---but a QC person
assigned to each shift ful) time {s quite another matter., This
policy wil) send a message to operations personnel that they
are not trusted by senfor management,

Page 1-3 of the Action Plan calls for & new position of Shift
Manager. The Actfon Plan states that the shift manager
position:

«+.will be independent of the Shift Operator progression
sequence...

«+.w111 hold a degree in relevant disciplines.
««.wil] be rotated to and from other management positions.

++.provides needed management development and career path
opportunities for operations management personne)...

As written, this plan could effectively close the door of
opportunity for shift operators. The we (operators)/they
(management) syndrome that led to the Peach Bottom situation in
the first place will be exacerbated by this policy unless clear
provisions are added that allow and encourage the operators to
progress to the shift manager position,

The many other references to psychological screening in the
report further communicate an undesirable message to the
operator community. A logical question that the operators can
(and surely will) ask {s why not psychological screening for
the managers who supervise nuclear operations?



. A lated to Managemen

In our view the approach taken in the Action Plan, of which the
preceding are examples, fs symptomatic of some of the real root causes of
the situation at Peach Bottom. We conclude that the root cause analysis
and corrective actions must 1nclude and Address:

0 Leadership ang Management practices from the highest levels in
the company to the plant manager, as manifested by:

- The absence of an integrated dpproach to management of
nuclear operations---an excessive reliance on a MATRIX
dpproach. A capable nuclear line organization with clear
and direct 1ines of authority and with strong
accountability has not been developed,

- The establishment and acceptance of a relationship with
the Independent Group Association (IGA) that has weakened
management's authority to deal with personne] and related
fssues. Over the years, efforts to avoid the formation of
a formal bargaining unit have led to a situation that is
generally much worse than that in other utilities with

natfonal bargafning unfts. _ >p g¢ £ sow T fexq
asn~

- A prctectionist and overly paternal culture within the
corporate organization that dwells on past accomplish-
ments, rejects the need for change, places excessive and
undue emphasis on promotion from within, and tends to
place the blame for problems on somecne else,

Examples in support of this, and of the absence of real progress,
include:



(1) The nuclear operations organization does not have adequate
control over key activities that support Peach Bottom,
These include:

Maintenance

Personnel

Security

Outage management

Engineering

© O o o o

(2) The number of layers in the management organization
between the CEO and the Peach Bottom Station Manager is
excessive. (The Actfon Plan states that the Station
Manager "has direct access to the President on all matters
related to the restart® but as worded, this method of
bypassing several layers will terminate at restart.)

(3) The highlights of interactions with INPO, as previously
furnished to the Committee.

(4) The MAC report includes a number of relevant statements:

0 On page 6: “Comprehensive attitudina) changes of
a1l involved personnel, including management*, can
provide the motivation for sustained behaviora)
changes which will lead to improved nuclear
operations at Peach Bottom.®

° On page 4: “A lack of new managerial perspective
from outside PECo and additionally at Peach Bottom,
4 lack of new perspective from fnside the company.*

*Page 2 defines Management, as used in the MAC report, as the management
hierarchy as a whole.



© On page 13: *Many Peach Bottom employees and
management personnel appear to use the matrix
system as an excuse for lack of performance."

0 On page 8: "There has been a lack of
understanding and clarity about delegated
authority and accountability for plant
operations at different levels of the nuclear
operations management chain down to the shift
superintendent,"®

0 On page 4: ‘*Limited number of management role
models to expand PECo's management effective-
ness, especially in nuclear operations.®

-==and others in the 11st on the bottom of page 4 and the
top of page §.

(S) No evident management or significant organizationa)
changes were made at corporate as a result of the
sftuation at Peach Bottom (by comparison, extensive
changes were made at the station). This reflects the
attitude internally, and sends the message externally,
that all was well at corporate all along.

6. SYMPTOMS OF CONTINUING PROBLEMS

Unlike the Information or opinions just presented, much of the following
s based on second- or third-hand reports. All, however, 1s recent. The next
INPQ evaluation, which will allow us an opportunity for a firsthand look,
commences in late September.

a. Morale at the station has not changed much, if any. Many personne!
are stil1l in the "rejection* mode, rejecting new management
initiatives and policies.



b.

C.

d.

Shortcuts in efforts to prepare for the start-up are already being
perceived by station personne! in some instances.

An enormous effort 1s st11) required to get the proper and necessary
support for Peach Bottom from:

~Engineering

~Personne

-Security

The prevailing attitude in these key support organizations can be
characterized as:

“...that 1s a Peach Bottom ;roblem and Peach Bottom should
resoive 1t..."

A recent change in the Orug Policy governing station personne! was
announced by [GA personne! posting a letter from PECo's Vice
President of Perscnnel to the President of the IGA. This action
bypassed 1ine management and preempted the prerogative that line
management should have had to Inform Peach Bottom personnel of this
important policy change.

The Action Plan describes an important change to the disciplinary
policy governing Peach Bottom personnel (Page 3-15). Station
personnel are learning of this policy through hearsay or from copies
of the Action Planm, rather than through a proper line management
notification. This same comment applies to changes to the grievance
process (also on Page 3-15). The unwieldy organizational situation
that exists between Nuclear Operations, Personnel, and the I[GA leads
to these situations.

Recent INPQ Vice President participation in a training/orientation

session for Peach Bottom operators---observed absence of line
management participation.

- 10 -



7. RECOMMENDATIONS

Upgrade the Action Plan

b.

C.

d.

-Consider comments in this paper

-The Action Plan should be a "1iving document® unti)
consideradble upgrade/refinement 1s achieved

Meet with Special INDUSTRY/INPO Panel. Obtain their critica) review
and comments on the Action Plan.

Establish a permanent Outside Nuclear Oversight Body, as done by
many other utilities---examples provided.

Need fresh perspective on nuclear operations.

Culture at Peach Bottom cannot be expected to change with the existing
and continuing culture at corporate,

Don't let the drive to meet a start-up date result in shortcuts or
short shrift to important action items. Recall:

-Rancho Seco sftuation

-Pilgrim situation
Need an integrated corporate nuclear organizationa)l approach, with
clear, direct lines of responsibility, and with sufficient authority

over all key functions that are necessary for the proper operaticn
of a nuclear station.

o 11 »
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ZECH TO PECO: ‘| NEED TO SEE RESULTS' AT PEACH BOTTOM

Following are the comments of NRC Chairman Lando Zech at a Sepiember |4 commussion briefng ok
Philadelphia Electric Co.'s (PECO) "corwmiomeni~o-excellence plan” for Peach Botiom, which was shui by NRC
March 31 afier ik agency uncovered evidence iNat operaiors were sleeping on the job. Zech made My remarks
Jollowing a presensasion by PECO board Chawrman James L. Evereut and PECO Prenden: and Chuef Execunve
Offcer J H. Awsan Jr. Oiher PECO officials preseni ware 1.5, Kemper, senior wce presdens for engineenng &
production; 1.5. Gollaghe:. wice presdent nuclear operations; and Dick Swack, Peach Botom manager.

Lot ma just sey Srom ovy standpomt, this i ane of the
most enow meatings we heve had since | have besa on this
commuason for the past thres yesrs. It s voubling, very
roubling, & lesst 1 ma, © reslize that we could have such &

breakdown in discipline end the respact for suthority sod un-

dervtanding of their conunitnent w© safety  you have had,
Mr. Everett, & your Peach Bottom plamt.

[ have visited o lot of plants i our country, more than 80
of tham. | have vumimd & lot of pland oversess. Whenever |
visit the planm, | spend some time with the slent manage:
ment. [ rpand some tme with the operatars. [a my view,
most of our operstors me good across the country.

If there w sy difrence i the operesors, & hes besa mry
cxperivnce i U becasse of meagenent. Whe s plax s
mmaged proparty fom the wp down, your opersies ae
penenally preny good, maybs a litle becer. When you have
management prodlema, the oparsiosns have marnke problems,
dere wd prodlams of thew underrtunding of twar position @
he orgarngacm, The operaions reflect the management.

You wv hare todey: you have oM o8 adout your
problems “u the plant. " | wnclersonnd thae But | would subd-
MUl that YOUr corpormie managenant probloms e ot
senous. | hunk that the fact that you dida't know what was
§ong on is very sanous. Either you knew it and you com-
doned it whoch spparely you dicn 't or you dida't know &
st all In soy cova, sither one is seroos.

The fact thas we could have & simation 1ke D exsting
@ one of ow planty m ow country is very, very snious.

Now what are we gomg 1o do show it? What we you
joug o do abowt ic?

You've wid w hare wday some of yoor commtrent -to-
excallence plan. You've wid ae sbow & lot of things. | agres
the rook causes, you look o peopée mnd you look & mamage-
ment, but what does st really meem? You've got 0 get the
neat layer. What doss thit mesn? What are yow real com-
mitments W excellence? What are your real commitmments 1o
fuming thy sound?

Just because it's mn old plant, that doesn 't impress me.
We have old plnn that opersia very well. Wa have new
plants that oparate some bettey than others. But the old plant
has nothing © do A it

You've had mn atimudinal problem thers, it looks like for
8 long ur & end you dida't know enything about it. To me, it
really s senous, and [ don't know what © say here ot this
able wday, excep that we need  look al it very, very care-
fully. You need w comrvines this commiszion, give us the
confidence that your, as « CEO, and your orgsnuzation st

your whole wam shomld be sble 0 opersta this plant.

We arv responsible o the Amencan people, thus commus-
sion, end | intend © carry out my responsibilities, snd | know
my fellow commussionens do. wo. The public trusts us, We are
thew servants, &vd we're going 0 be the best servents 0 those
poople that ws can.

And it seaems © me that you, when we issue you o licanse,
You accept the trust end confidencs of the Amencan psople w
opersis that pla property. You haven't doce so. [t's & very
sances winaton s far w ['m concerned, snd | just don't know

what else © say © you hars today, excegx that | need personally

to hewr from you more than ['ve heard wday. | need results,

You've got & comumiunen-© «xcalleoce plm. Cartunly
some of the tings you've wid us sppear © e e right things
w do. But we need © see resulis. [ need 1 see results. ['m not
joing W sccept what you've wid me wday md be mywhaere
new suthorinng youw plant 1o restrt [ don't know wout my
fellow commismonars, bt I'm not ready ®. | need results,

Part of the problem. w for w [ cam sea, is lendership, nght
from the wp dowa. | mean that You've hi 1 senows nruation
$° o0 for & munber of years, it looks like. There has hemn
concern sbowl ik, mnd now we fiud complets (necention w dury,
u you have schnowlodged yourself 1t's just not sccepiable.

There is 00 secre © much of this ouclesr dusiness, excep
for hard work, discrpline. stantion © duy, competant perfor-
manca, follow procediares, & ree] honest-1-God commitment ©
safety. Theus are the things that are kind of besic charscteris-
ues, o 'w e | csn understand, 4 real mterest in technucal com-

S0 jost ot the plant u not good encugh for me. Your
operaton certamly made mustakes: thers's no questions about
that. And thay have Licenses by us, 0o, and | want 10 hear from
our stall as to how they're gomng © handle ha sisuation,

But you have s License, your company has 4 license from
this commuasian on behall of the Amencan government and the
Amencan people, and we have 4 nght, sn obligation, & respon.
sibnlity, w0 be confiden: that you will carry out hat respon-
sibuliry that you have. You are the plant operuar; we're the
regulator. We provide the framework of rules and regulations
and do the best we can 10 provide protection of the public
health mnd safety.

You opersis the plant: you constructed it you maintain it;
you operaie the plant. And we can't have plants where there s
this awch inattentiveness o anything.

S0 what confidence do we have that it's going 0 change’
That's what [ need w know.

INSIDE NR.C. - Sepcember 28, 1987



rying 10 win permission 1o restan. 1t means that any plant that gets in rouble better think about
mainienance,” the sowrce sud. “From now on it doesn't matier what the 1ssue is, the commission i
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Jobs. “He may have boen trying 10 imply that what would sausfy him would be s change & that level, " 1
one source sud |
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“T obviously can't speak for the chairman,” said NUMARC President Lee. “But it's been a loag,

difficult summer for him. "
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philosophy——excellence in operanons. " —8rian Jordan, Washington
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FROM : J. M. Lange S5
TO C. L. Fritz, Vice Presidgent, Personnel ¢ Industrial kelations

SUBJETT: Intimidation of IGCA Members and Their Representatives by the Manager
of Peach bottom Station

Admiral D. M. Samith, Manager, Peach Bottom Station, has on several
occasions, shown a disturbing tendency to atlempt to coerce, intimidate, and
restrain ICA members and their representatives, by means of <tnreats bootn
implied and direct, in the processing of grievances and the exercise of their
Tight to representation. On taree specific occasions he has made what appear
to Dbe retaliatory threats to the Executive Committeeman at Peach Bottom wnen
discussing our members' problems wnich were then at the pre-grievance stage:

, ° On May 12, 1987, Admiral Saith issued a
memorandum which, in direct violation of
Company Policy, informed, "All Shift
Operations Personnel" that he was piacing a
hold on all aprlications for transfer. Two
months later, acting at wmv direztion on a
cowplaint from the operators, E. K. Tucker,
Executive Committeeman, Peacn bottom,
discussed tnis 1ssue »ith Aamiral Sauth
who, although aamitting he had not reviewed
the Company's transfer policy prier to
issuing his oemorandum, reacted 15 a
negative and demonstratively angrv
fashion. He demanded to know who had
complained, guessed at the name, and
indicated that he would get rid of him and
anvone else wno did want to be part of tne
team, (i.e. anyone wno disagreed with him).

° On August 10, 1987, F. K. Polaski,
Operations Engineer, issued a written
Teprimand to a2 rumber of operators.
Although Mr. Polaski signed the reprimand,
T was actually given to the operators by
an emplovee of the Management Analvsis
Company during tne course c¢f tne, ‘''People -
The Foundation of Excellence” training
program. In this reprimand, wnich 1is a
form letter, the cperators are aavised that
ey must, "Sign this reprimand as
acceptance of it."

<



’ 3 Septemper ¢ Wt

Wen Mr. Tucher, apain at v direct.ion,
discussed °ne iepropriety of having PEJD
emplovees discipi.ned DbV contraciors ane
the violation of the Disciplinary
Guidelines engendered by the reguirement
Lhat the operators sign the reprimand uhoer
threat of losing the!” jobs, Aamiral Samith
was$ visibly wupset. he referred to the
possibility of the prets being right « i.e,
that all of the operators should have heen
replaced, and by his cemeanor and l. .guage
attempted to intamidate Mr. Tucker

0 The most serious example of Admiral Seith's
unacceptable behavior took place over the
weekeng of September 5 and 6 when he sought
out Mr. J. N, Ballantyne and made remarks
both threatening in tone and content
regarding his submission of a grievance,
He inforwed Mr. Ballantyne that, as
result of his grievance, Nclear Operations
Management was reevaluating vour Comm twent
to pay some of the senior Chief Operators a

' "personalized' supervisory rate with a view
toward taking it awav from them. This type
of behavior had been previously displaved
by the Admiral wnen Mr. Tucker had
discussed My, BRallantyme's grievance with
him. At that tipe he told Mr. Tucker that
the IGA, by accepting this grievance, had
lost all credibility with hus.

There are otner instances of Admiral Smith's overbearing and
unprofessional behavier towards the ICA representatives and the I0A membders at
Peach Bortom tlat luve had the same apparent intent. ] must cavtion you that
if he is permitied to continue in this panner, there could be very serious
implications for the future of the IGA's relationship vith Aamiral Saitd and
the management of ‘uclear Operations. Indeed if unchecked, Admiral Saith's
behavior could lead to legal action being drougnt vefore the Mational lLaver

Relation. Board.

I respectfully reguist that vou tike <hatever steps necessary 1o
apprise Admira, Samith of the proper way of dealing with the IGA and that you
instruct his to refrain from anv further attempts to interfere with the ICGA
pemders in thelr lawful exercise of their right to present grievances o

management.



¢, L. Prits ¢ 3. Septemper &, 1587

Ay alvavs, | am avare of the possibility that | mav be misinformed
and that 1 have heard oniv one sice of the story, tnerefore, let me renes m
offer 1o meet with vou and the appropriate management representatives from the
nuciear Operations Depa.tment t& discuss this and rejated concerns.

Your proopt and careful attention to this matter will ve greatiy
appreciated. :

F sanmmnd

tv" James M. Lange
President

§is
¢e: Executive Commi~lee

3747,



Attachment 0

PEACH BOTTOM
PERPORMANCE ASSESSMENT

ST 28 19§87
Zate)

Based primarily on the recently completed evaluation, :upo's
Assessment Of the cverall performance ©f Peach Bottonm Atomig
Power Station places it in the ! category,

Attachment A is a histogram ‘llustrating Peach Botsom Atens s
Power Station comparison o the current INPO assessment of all
other nuclear operating stat.ons. Attachmont B i3 a descriptiss
of each assessment category.

ke

ek T. Fate

In keeping with the INPO response

and commitment to the UNPOC report,
Leadership in Achieving Operationa!
£xcellence - The Challenge for all
Nuclear Utilisies, each CED is strongly

urged to furnish the attached ‘nformation
to his Board of Directors (or appropricte
commitiee of the Board).
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(1) Excellent

(2)

(1)

(4)

($)

Cverall performance is excellent, Indugesr
standards of excellence are net in sese
dreas. No significane weakresses noted,

Overall performance g exemplary. Indussr
standards of excellence are met in rany
areas. Neo significane wedxnesses noted,

Overall performance i1s in Keeping with
the high standards Fequired in nuclear
FoOwer. Howaever, imMprovements are reeded
*7 4 Aumber of areas. A few significans
wWeaknesses may exigse.

Sverall performance is generally in “eep.ins3
“ith the high standards expected for =.z.ea
FOwWer, but improvements are needed .0

4 wide range of areas. Significant weacres
dre noted in several areas.

Cverall performance does not meet e
industry standard of AcCceptadble rerformarce
The margin of nuclear safety i3 measurasly
reduced, Strong and immediate nanagement
action to correct deficiencies 18 require:.
Special attenticn, assistance and follows.;
are required.

NOTR: 1If a plant is found to be Cperating without an adegquate
margina of nuclear safety, INPO will request that the
plant be shutdewn, or Aot started up, as provided for
id an INPO fullew up procedure approved by its Board

ol Directors.

Attachment: B8



Brivate & Confidential 10/29/87

INPO EVALUATION OF PEACH BOTTOMN
CEQ PRIVATE REMARKS

The recently completed INPO evaluation of Peach Bottom revealed
4 number of significant deficiencies that need to be addressed
on an urgent basis. These deficiencies are largely reflective
of past management practices.

In those cases vhere a plant has been shut down for a consider-
able period of time, such as Peach Bottom, INPO sconmetinmes
defers making an assessnent of overall performance until the
plant can be cbserved in an operating status. However, in this
case (recognizing that Peach Bottom has been shut down since
April 1987) the team was able to observe sufficient activities,
including a number that reflect serious shortfalls in perfor-
mance, such that an overall assessment of plant performance
could be made. This assessment places Peach Bottom in the “8*
category, which {s a degradation in performance from the
previous "4" category. Ko{ factors influencing this degraded

1

assessment include the following:
° An ineffective cperating experience program
o The absence of an effective preventive maintenance
progran
o Failure to implement and/or maintain some key ele~

nents of accredited training progranms

° Inability to correct previously identifiad problens
as reflected {n the large number of recurring issues.

A factor influencing degraded performance in some areas ob-
searved may be the loss of plant technical knowledge and experi-
ence dus to the turnover of key personnel in operaticns and
station management.

Attachment 1 is a chronological list of recurring/ongeing
issues. Attachment 2 is a sumpary of the key areas needing
improvemant. These need to be addressed to assure that the
restart and cperation of Peach Bottom are conducted in a safe
and reliable manner. In this regard, ve request written
confirmation prior to startup that the following actions have
been completed:

(-} Ensure that a stable plant operaticnal line organiza-
tion is established vith sufficient technical exper-
tise in the key line management positions and with
clearly defined responsibilities,.



0 Ensure readiness of the control roem crevs L0 cperate
and to handle emergencies based on YOUr management’s
Assessnent of their performance in the simulator,

() Verify that important plant Systems and equ.pment are
in the proper condition and configuration to suppore
safe plant cperation (see plant findings MA S=1, MA
42, and TS 3-1; alse Corporate recommendation 2.1A;.
These actions should include:

1. Completion of overdue Preventive maintenance
on key equipment,

2. Checks of key systems to sae that all
changes have been properly evaluated and
reflected in applicable procedures and
drawings.

° Screen outstanding industry cperating experience
reports including recpened SOER recomnendations,
Accelerate implementation of corrective actions based
on this information

-] Izplement corrective actions for each of the findings
in the cperations area.

Your in-depth review of the deficiencies in the evaluation
report may determine additional actions that need to be come-
pleted prior to Startup to ensure the safe resunption of plant
operation,

Upen confirmation of the actions listed above, and with your
support, INPO will return prior to plant startup to observe
control room crev performance in the simulator and to conduct a
follov~up visit to the plant to check progress in the abeve
areas and readiness for cperation. Also, with your suppert, we
will plan to return for the next full evaluation within six
months after plant startup.



Arhhmnt [

RECURRING PROBLEMS IDENTIFIED BY INPQ AT PEACH BOTTOM wite[e?
1SSUE $/87 10/86  12/88  12/84

0815 angd odjective: not vse 0A.2-] 0A.2.1 0A. 2.1

to focus station efforts

nnna?omont/Suoorv1sory 0A. 3.1 0pP.2+2 0A.2.] 08 3.1
fnvolvement in day-to-day MA 4.] MA . 4.]

activities, procedure adherence 0P.2-]

Management support of 0A. 1.2 RP.9-1 0A, 32 RP. 1.1
radgiation protection program

Operations:

Tadwaste operations need App. ! 0P. 241 0P.2+3 0P .6.2
improvement RP 7.1
Component labeling incomplete fpp. 1 App. | 0P .61 App. |
Ineffective communications OP.6-] 0P 6«1

System

ousgkeeping, material control, fp. I App. I OP.6<2  OP.6.)
and cleanliress needs

improvement

Maintenance:

PYant material condition MA. 2.1 App. 1| MA 2] MA. 2.1
Maintenance work practice needs MA. 4] MA 4.] MA 4.)

higher standards - mtg. § supv.

involvement

Preventive maintenance program MA.S-] App. | MA . 6.

needs upgrading

Radiologica) Protection:
UncTear RP requirements for

RP. 1.1 RP . 3-1 RP. 1.1 RP.3-1
posting, frisking, RWPs, work RP. 3«1
practices
Improve exposure control RP.4-] RP 4.1 RP. 4.2 RP 4.}
practices
Contamination not controlled RP.9.1 App. ! RP 9.1 RP 8.1

at the source
Minimize solid radwaste RP.7-1 RP.7-1
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(PEACH BOTTOM)

The findings are the result of the team's evaluation As Compared 1o the performance
objectives. These findings were covered in more depth in dialogue detween team members
aAnd your personnel,

[ would like to emphasize the following key areas that need umprovement, Many of these
mmmwnﬂxtwmmwtm;mtmnku

©  Resolution of long-standing problems

c.

Personnel often did not adhere to operating procedures, maintenance
procedures, or required industrial safety practices. This has been a
recurring problem identified in previous INPO evaluations.

The operational readiness of key equipment s adversely alfected by the
lack of an effective preventive maintenance program,

Many examples of improper radiclogical practices Dy workers and health
physics technicians continue to occur.

Uncontrolled drawings, procedures, and unapproved operating instructions
continue to exist in operating areas of the plant,

Large portions of the power block rema.n contaminated or controlled as
potentially contaminated.



Effective implementation of some key station programs

—

a.

The operating experience Program needs significant upgrading, A high

number of

significant events have occurred at Peach Bottom, some of :~e

events were similar to events previously accurring in the industry,
Deficiencies identified during the evaluation include the following:

Twenty-five Significant Operating Experience Report
recommendations were reopened during this evaluation becaise
aCtions taken 10 date were unsatisfactory,

Industry operating experience pertinent to plant salety is not
routinely disseminated to appropriate station personnel,

The reveiw and implementation of corrective actions .dent.f ec
for some Ceneral Electric Service Information Letters, Nuclear
Regulatory Commission Information Notices, and INPQO
Significant Event Reports have not been timely,

The training accreditation process is not effectively implemented,
Deficiencies noted during the evaluation include the following:

)

Continuing training for training instructors and health physics
technicians and has not been effective in maintaining job-
related knowledge and skills,

Industry Operating experience s frequently rot incorporated .o
initial and continuing training programs,

The initial and continuing general employee training programs
have not been effective in correcting longstanding defic.encies
in radiological work practices.



) Lack of clearly defined responsidilities and assigned accountabilities for severa)
important station functions. This is reflected in the following:

& WVeaknesses were noted in the planning and coordination of major activities
SUCh as the unit 2 outage completion, maintenance, decontamination
ACtivities, and hydrogen water chemistry control program,

5. Weaknesses were noted in station programs for mmmmﬁg radiation
exposure and the volume of generated radicactive waste.

We hope you will analyze our findings in the exit package we will give you for posadie
indications of droad or generic problems, Corrective actions should address under(ying
Causes, not just the specific details noted in the findings.

We plan to mail the first draft of the report by the end of next week, The fincings
and recommendations in the report will be litt/e changed from those in the exit package,
Thus, to assist in getting the final report out in a timely manner, we would apprec.ate
receiving your responses by November 30 and SUEEest A response meeting during the week of
December 7, 1987,

y In accordance with INPQ's evaluation release policy, the evaluation report is treared
As confidential and we issue it only to the utility involved, A copy of the report is provi.ces
to our Board of Directors when the final report is mailed to the utility. In addition, for
NEIL members, a copy of the !inal report is provided to NEIL as directed by the vtility, We
prefer that copies of the evaluation report not be furnished to outside organizations, [f,
however, you should decide 1o release a copy of the report, we would appreciate being
informed in advance, A copy of our release policy is included in the exit package for your
information,

We also want to stress the need for control of the gistribution of the exit packages,
particularly with regard to outside organizations, The exit package contains details that
Could be misinterpreted by those who are unfamiliar with the INPO process and the package
i Considered to be INPQs private field notes. Accordingly, each page is marked as such and
we drovide you with a limited number of serialized copies. We ask that you appropriately
limit and control the distribution within your organization. INPQ intends i destroy all felg
notes related to the evaluation within thirty days after the final report is issued, We
request that you either return our field notes or destroy them within this same period.



Attachment P

Institute of
IN pm ] Nuclear Power
2% Operations

T Crem 78 B

b ree ~we
Atianta coga:c )oniv
Teleprone 952-3600

November 13, 1987

Mr. James L. Everett, [I]

Chairman and CEQ

Philadelphia Electric Company
99

F. Q. Box
Philade! PA 1910)

This letter forwards the recommendations developed during INPQ's corporate
assistance visit to Philadelphia Electric Company, conducted October $ through 9, 1987,
The attached letter report is a refined version of the material presented and discussed at
the exit meeting on October 29, (987,

} We ask that you review this report and provide responses 1o the recommendations by
December 4, 987, Separate responses are requested for each recommendation noted in the
report, Concise statements descrbing your actions are cesired. ;

in accordance with INPO policy, this letter report is provided only to you. If you
shoule decide to provide copies to the NRC, or to otherw se release the repcrt outside vour
organization, we request that you notify INPO in advance.

We observed an open attitude and desire to address problems, and appreciate the
cooperative response from all levels of your corporate staff,

Sincerely,

L

cack T, Pate
Pres.dent

ZTP/jje
Attachment: (as listed above)

cc/wt J. S, Kemper
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SUMMARY

The Institute of Nuclear Power Operations (INPO) conducted a corporate assistance visit o
Philadeiphia Electric Company from October § through 9, 1987, The visit was coincicent
with the INPO evaluation of Peach Bottom Atomic Power Station.

As a basis for the assistance visit, INPO used the August (983 Performance Objectives ang

riteria for Corporate Evaluations; these were applied in light of t exper.ence o Rk
team mem servations, and good practices within the industry. Information
was gathered from discussions, interviews, reviews of documentation, and the concurrent
Peach Bottom plant evaluation, The team focused on corporate support and monitoring of
nuClear station activities,

INPO's goal is to assist member utilities in achieving the highest standards of excellerce .n
nuciear plant operation. The corporate recommendations are based on apparent plant needs
and on best practices, rather than minimum acceptable standards or requirements,

Accordingly, areas where improvements are recommended are not necessarily indicative of

unsatisfactory performance.

Recommendations were made in a number of areas. The specific recommendations are
listed in this report under the applicable performance objectives. The recommencations
were presented to Philadelphia Electric management at an exit meeting on October 28,
1987, A number of the recommendations are particularly significant with the most
important addressing the need to establish strong and supportive management throughout
the nuclear organization to provide knowledgeable direction and effective monitoring and
assessment of performance at the stations.

It is recognized that the recent reorganization of the nuc ear functions at Philadelphia
Electric provide a groundwork for addressing many of the ssues in this report as well as
problems at the plants; however, stong continuing effort will be needed to successfully
impiement needed long-term corrective actions,



PHILADELPHIA ELECTRIC COMPANY

Response Summary



Page )

MANAGEMENT INVOLVEMENT AND COMMITMENT

PERFORMANCE OBJECTIVE A: Corporate management monitors and assesses nuclear
station operations and provides support, suidance, and assistance 10 ensure and enhance safe
and reliable operation, Corporate managers assi responsibilities for nuclear matters
have direct involvement in significant decisions that could affect their responsibilities.

ement commitment 1o the operation of the nuclear station(s) in a sale and proper
manner is evident from personal involvement, interest, awareness, and knowledge,

Recommendation (1.2A-1)

Establish strong and supportive line management throughout
the nuc ear organization. Concentrate improvement efforts
at the stations and the corporate organization in the following
areas

a. management direction

b,  management authority and accountability

¢.  monitoring and assessing performance

d. follow-up and determination of corrective action
effectiveness

e, coordination, communication, and teamwork

f. managing change, setling priorities, and provicirg
resources

The lack of effective performance in these areas detracts
from establishment and mantenance of high standards of \

performance in nuclear operations. Examples roblems in |
each of the management areas list e /

tollowing:

a. Management direction

I.  There has been a historical emphasis at
Philadelphia Electric on strong technical
competence but a lack of emphasis in
providing personnel with managerial and
supervisory skills training and coaching.
Also, a reluctance to deal effectively with
worker performance issues .n order 1o
improve station performance persists,

2. Management actions are too often driven by
actual or perceived requirements of outsice
organizations rather than internal motivat.on
to improve. For example, a corporate line



)
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6.
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manager stated that the number of
temporary modifications should be reduced
at Limerick Cenerating Station because
INPO does not like temporary
modifications. Additionally, review of
electrical loads was initiated because of an
upcoming Appendix R audit.

The responsibilities of individuals and groups
N VArious organizations are not clearly
understoud nor rewnforced in day-to-day
interactions by the management team. Also,
some corporate standards have not as yet
been issued or issuad as an approved
standard. For example, several requirements
and guidelines remain in a "trial use® status:
some of these were issued in 1985 ang 19%6,
and one in May |984,

The roles of some organizations or groups
are not clearly defined. For example, tre
role of the quality assurance organization to
conduct performance-based audits and
reviews is unclear to most quality assurance
and station personnel,

Recurring problems involving poor personre|
performance continue to exist at Peach
Bottom Atomic Power Station in areas such
as radiological protection, coordination and
scheduling of maintenance activities,
implementation of a preventive maintenance
program, material condition, and
housekeeping.

Some key functions fall short of desired
performance because, in part, responsibiiity
is divided among managers which resuits in
no one being responsible, For example,
training is the responsibility of four
independent organizations, As a result, sore
actions committed to as part of the
accreditation process are not effectively
implemented,

Relations and policy precedences established
with the Independent Croup Association have
unduly influenced some management
decisions. For example, selection of new
supervisors considers longevity as a ptime
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Qqualification criterion with insufficient
regard for individual performance and
potential to be & good supervisor. Although
it is recognized that Philadelphia Electric
management has initiated improvements in
this area, consideration s.ould be given 1o
determining the extent of actual or
perceived problems as feit at all levels of
management and supervision, Bas~don this
determinativ, z0cit:onal actions could be
taken 10 supplement the initiated
improvements,

b, Management authority and accountability

I, Peach Bottom Atomic Power Station has
been shut down since April |987, O er six
months later, little clearly demonstrable
action has been taken regarding co-porate
management's accountability for conditions
at the station, As a result, root cause(s) at
this level have not been fully addressed,

2. The responsibility and authority of the
outage manager has not been established to
ensure the manager in this position has the
ability to control outage work and to
effectively coordinate the efforts of all work
groups. In addition, individuals normally |
assigned as outage manager do not have |
seniority over the various work group
superintendents, Outages continue to exceed
planned durations, yet no one s held
accountable for this poor performance.

3. Approvals for purchasing (purchase orders
above $100,000) and employment actions are
held at the president/chief executive officer
level implying mistrust or lack of
accountability in the managers responsibie
for nuclear operations.

€. Monitoring and assessing performance

I, Methods of assessing operator activities at
the sta‘ions are unclear, and no criteria have
been developed to perform this function. As |
a result, corporate line managers and '
assessment groups have not been effective,
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Monitoring of maintenance relies on inputs
from the staticn staffs and some visits to the
stations by corporate personnel. Continvirg
maintenance problems indicate that these
MONITOring activities and assessments have
not been effective. A new program to assess
the stations in this area was developed but s
not yet implemented.

Personnel performance in radiological
protection has rarely been addressed in
radiological protection assessments or
Quality assurance audits. Problems in this
area continue to exist at Peach Bottom
Atomic Power Station as evidenced by the
results of the recent INPO plant evaluation
and to some extent at Limerick Cenerating
Station.

Key indicators in material management are
not monitored (e.g., percent stock not
svailable on demand, amount of expedited
material procurements, and amount of work
backlogged awaiting spare parts and
material),

Engineering and Research has no authority to
audit design control activities performed dy
the station staffs. Engineering and Research
Quality assurance personnel stated that they
attempt 10 coordinate activities with the
nuclear operations quality assurance
organization but do not perform any design
control audits of nuclear operations
activities, Plant changes have been installed
at Peach Bottom Atomic Power Station that
have Dypassed the design control process.

Assessments of radiclogical protection,
chemustry, and radioactive waste activities |
are being performed independently without ,,
management direction. As a result, the !
effectiveness of these assessments is

limited, and methodology for monitoring |
performance using these assessments is '
inconsistent, For example, radiological
protection assessments are sent to the

station managers, chemistry assessments are
.ent to the station chemists, and radicactive
waste assessments are not distributed,
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The independent salety engineering group
has been directed by management not to
MONITOr or assess personnel performance at
the stations, Petrsonnel performance
problems continue to exist in most areas at
Peach Bottom Atomic Power Station,

The nuciear review board generally does not
review management and worker performance
problems. The board usually limits reviews
to technical issues,

A commitment tracking mechanism is not in
place that readily allows continual status
monitoring of Philadelphia Electric
commitments. As a result, some previous
commitments are not tracked on a
continuing basis, and compliance s not
assured for as long as they are applicable,

Follow-up of activities and determination of
corrective action effectiveness

L

2

3

Many problems have been identified at Peach
Bottom Atomic Power Station; in many
cases, corrective action has been initiated.
However, determination of the effectiveress
of corrective action by managers has been
historically lacking and this contributes to
problems persisting.

Some assessments done by the corporate
organization have dentified problems, dbut
implementation of recommended corrective
actions has not beer timely or effective,
For example, a 1986 self-assessment of the
operating experience program identified
significant problems, but the recommenda-
tions have not yet been implemented.
Similar problems were identified in the
recent INPO plant evaluation,

Follow through in carrying out activities .s
not always performed, For example,
Engineering and Research provides
preventive maintenance recommendations
but does not assess the adequacy of
implementing these recommendations.

|
|

|

/f

|
4
(
|
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Coordination, communication, and teamwork

L,

3

‘.

Licensing personne! expressed difticuity in
performing timely coordinat.on of reviews of
licensing documents such as licensing event
reports due to Varying priorities and
sometimes due 1o the unresponsiveness of
the Sroup(s) assigned responsid lity to
perform the reviews,

Duplicate chemistry policies and standards
are being developed by Nuclear Operations
and Engineering and Research for no
apparent reason and with [imited
coordination,

Coordination is lacking between Engineering
and Research and the stations in the early
phases of modification development to
elfectively address operability and
maintanability considerations,

There is a lack of ownership between
Engineering and Research, Maintenance, ang
the stations regarding activities for which
there are overlapping responsibilities. For
example, several maintenance supervisors
Stated that the material condition of the
plant and the selection of work done is not
the responsibility of maintenance personnel
but rather the problem of the station staf!s.

Managing change, setting priorities, and providing
resources

L.

2

There has been a reluctance by Philadeiphia
Electric management to believe or accept
Outside assistance or to investigate effective
methods used by other utilities to resolve
problems and to improve nuclear station
performance. For example, although INPO
has performed many visits to Peach Bottom
Atomic Power Station, most
recommendations from these visits have not
been implemented,

Managers indicate that there has been a
history of added workload imposed on the
stations in response to corporate directives,
but that overall priorities were rarely



Recommendation (1.2A-2)
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considered at the corporate level and neeced
resources were rarely provided. Work
imposed varies from physical changes to the
plant to improvement initiatives in
functional areas.

3. Employment of management personnel with ‘
utility experience outside the company has |
traditionally been minimized. This has ‘
contributed to a lack of new ideas and |
managament styles within the company and a !
reluctance to change the status quo.

It is nco,mzod that the reorganization announced on |
October 9, 1987 can alleviate some of these issues. However, |
this will require careful implementation of the new |
organization, persistence, fresh approaches using proven
management principles, and significant management effort 1
INCluding monitoring and assessment to ensure that current |
problems, including those addressed above, are permanently
resolved. ‘

Strengthen corporate management commitment to ensure \
effective and timely use of operating experience at the 1
stations and in the corporate organization, Develop methods |
10 confirm implementation of required actions resulting {rom
operating experience information review, including
dissemination of information to appropriate work groups.
Track assigned actions and hold responsitle organizations
accountable for umely and elfective implementation, ,
Examples of problems noted include the following: )

&  [nadequate or incomplete lication of operating
experience information at Peach Bottom Atomic
Power Station is indicated by the following
examples:

l. Nine events related to previously issued
operating experience documents accurred :
between February 1985 and April (987, i

2.  During the most recent plant evaluation, 25
previously closed Significant Operating
Experience Report (SOER) recommencations |
were reopened because or ginal actions taken l
were not effective in addressing the ~
identified problem, \‘

d.  Timely action has not been taker to resolve
operating exper.ence information that may be
significant, More than 80 Ceneral Electric Service



Recommendation (|.24-3)
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Strengthen the implementation and use of goals and objectives

Page |0

Information Letters dating back as far as [973 are
pending review or awaiting implementation, More
than 160 INPQ Significant Event Reports issued
prior to 1986 are still pending review or awaiting
implementat.on,

A sell{-assessment completed in | 986 icentified a
number of programmatic weaknesses with the
operating experience program. A number of
corrective actions were proposed, However, the
most significant problem identified, a lack of
accountability and assurance that corrective
actions are performed and remain current, has not
been resolved. In addition, the self-assessment ¢id
not determine the performance impact by
reviewing the status of a sample of cloted SOER
recommendations 10 evaluate adequacy of the
actions taken.

The recent plant evaluation at Peach Bottom
Atomic Power Station (dentified that appropriate
station personnel were not familiar with the
information in a number of operating exper.ence
reports. In addition, numerous supervisors in
VArious groups in the corporate organization were
not familiar with how, or if, their personnel at
corporate and at the station received operating
experience information, Two corporate maragers
expressed that appropriate people will get the
necessary information but that it might take up !0
three years, Neither expressed concern with the
lack of timeliness.

Station representation at the Operating
Experience Assessment Committee meetings is
minimal, It was estimated by responsible
corporate personnel that attendance by anyone
from the stations, other than a shift technica!
advisor, was limited to once or twice a year,
Upper level corporate management was not aware
of this problem,

1o better focus corporate and station efforts to achieve
desired improvements. [t is recognized that a goals program
was implemented in the Nuclear vatioas Department in
|987. As the program matures, areas that should be upgraded
include the following:

Long-range planning has not been performed to
support the development of the Nuclear
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cover the time period starting at mid-year and
gpu:. to the following mid-year and the Nuclear

rations Department goals begin at the first of
the year and conclude at the end of the year. The
contents of each of these goals programs are
developed independently. As a result, there s no
direct tie between the goals programs, ang action
plans and supporting goals are not in place to
suppOrt some department manager goais.

Improve the chief operating officer trend report 10 provice a
more useful tool for senior managers to evaluate trends in
station performance and to direct corrective action where
necessary. Some trend graphs in the report do not provide a
clear or complete indication of actual staticn performance.
Other graphs show deficient performance without indicating
management corrective action. Examples of problems noted
include the following:

a.

.

C.

The SOER recommendations trend graph is not
useful and is difficult to read and interpret, The
SOER recommendations are considered closed
when assigned for action instead of when action is
effectively implemented which would be more
meaningful to senior managers since effective
implementation of SOER recommendations is a
problem. Additionally, the total nurmber of
recommendations, over 300, is not useful to senior
managers and masks the trend of open actions on
SOER recommendations, typically 20 to 50.

The graph of radwaste volume trends the amount
of radwaste shipped. This value is not reflective
of the large amount of radwaste stored on site at
Peach Bottom Atomic Power Station nor the
amount of radwaste generated. Including these
indicators in the trend graph would provide better
monitoring of actual radiological protection
practices at Peach Bottom Atomic Power

Station. Additionally, the industry median and
quartile values shown on the graph are based on
the volume of radwaste generated, not the amount
of radwaste shipped. This inappropriate
comparison can mislead reviewers,

The trend graphs for skin and clothing
contamination incidents do not include information
to explain the significance of the trends. There
were about |50 skin and clothing contamination
\ncidents at the Peach Bottom Atomic Power
Station each menth during March and April of
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I987. The Limerick Cenerating Station
experienced about |30 occurrences each month
during June and July of [987. The industry megian
value s 130 occurrences per unit per year. The
fact that the statione exceaded the industry annual
median value in less than two months is not
reflected or explained in the report.

4. A trend graph of preventive maintenance
activities is not included in the report to allow for
senior management review of preventive
maintenance work periormed and deferred,

During the Peach Bottom plant evaluation, it was
determuned that a significant number of
preventive maintenance work requests have not
been performed, and some issued in 1983 rema.n n
a deferred status,

e.  The trend graph of surface area contaminated at
the Peach Bottom Atomic Power Station has been
&t a constant level for the last three months,
although there have been significant efforts to
reduce contaminated areas. This indicates a
problem in the reduction efforts; however, no
actions ¢7 explanations were noted based on the
trend of the graph.

MAINTENANCE

PERFORMANCE OBJECTIVE A: Corporate management monitors and assesses
mantenance activities at the nuclear stationds) and provides necessary guidance and support
tomomdtﬂw\conhwnmbhphntopnnm

Recommendation (2.1A-|)

Implement a program to verify that important plant
equipment and systems are in the proper condition and
configuration to mppon'?’:ant operation at Peach Bottom
Atomic Power Station. This program should provide
confidence that deterioration has not accurred to plant
components due to uncorrected deficiencies and deferred
preventive maintenance. The program should also confirm
that sysiems or components have not been altered Dy charges
‘mplemented outside of established design controls, Examp es
of problems that underscore the need for this program are as
{3TTSwSY ey
3. Maintenance request forms and money tickets
(minor maintenance requests) have been used 1o
modify the plant without engineering review or
application of other design controls. In addition,
appropriate documents have not been updated ‘o
reflect all of these changes.
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5. A large number of preventive maintenance tasks
have been deferred or cancelled without
engineering or management review 1o determire
the impact on equipment reliadility.

€. There is a large number of outstanaing corrective
maintenance activities in various stages of
lanning, scheduling, performance, or closeout.
se items have not been Clearly categorized by
importance. In addition, many components have
multiple corrective maintenance activities
pending.

d. Many plant material deficiencies have not been
identified, documented, or corrected. During the
recent Peach Bottom plant evaluation, numerous
examples of not identilying deficiencies and not
correcting leaks and corrosion damage existed,

e. The level of detail provided to maintenance craft
in work packages often does not sufficiently define
the work scope, work instructions, or acceptable
materials. This can result in inappropriate
maintenance on plant equipment,

. During the recent Peach Bottom plant evaluation,
the motor-operated valve mainterance program
was found to have several deficiencies that may
affect motor-operated valve reliability, ldentif.ec
deficiencies inciude lack of puidance for
lubrication, failure to identify and correct the
cause of several valve failures, and lack of post-
maintenance testing that adequately duplicates
operating conditions,

Significantly upgrade corporate management involvement,
including support and follow-up, in the correction of long-
standitg station problems in operations and maintenance.
Actions to address identified problems in these areas have ~ot
been aggressive or timely, Severai problems identified as
early as 1980 are still not effectively resolved at the Peach
Bottom Atomic Power Station, Additionally, increased
corporate management involvement will enhance timely
resolution of identified problems at Limerick Cenerating
Station. Pruvide increased priority and resources, as
necessary, to effect timely resolution.

Examples of long-standing problems in operations include the |

followxﬁg:
e v so——
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Probiems with adherence to station procedures and
!:od operating practices were dentified at Peach
ttom Atomic Power Station as early as | 984,

During the recent!y completed plant evaluation,
procedure acherence problems noted included a
Jiesel generator cooldown that was not in
accordance with procedure and intentional
overfilling of a phase separator tank.

Control of drawings, procedures, &nd other
documents used by operations personnel was
dentified as a problem 2t Peach Bottom Atomic
Power Station in 1980, During the recent plant
evaluation, 22 of 23 drawings reviewed in the
radwaste control room were out of date by as
many as |3 revisions. Outdated or unapproved
drawings and procedures were also noted at
various locations in the turbine building and the
auxiliary boiler room,

Plant operating procedure deficiencies were noted

as early as | 984, Problems identified included

lack of procedure detail, failure to provide ‘
procedures for some evolutions, and presentation |
format that did not minimize human performance
problems. Human performance problems in
procedures were (dentified during the last

Limerick plant svaluation. Procedures did not

exist for some radwaste operations during the

recent Peach Bottom plant evaluation,

Cantrol room communication with operating
personnel in the plant was (dentified as a problem |
in 1980 at Peach Bottom Atomic Power Station, '.
Some planned corrective actions on the paging |
system have not been started. During the recent
Peach Bottom plant evaluation, an operator who
was paged in the plant could not contact the
control room for more than ten minutes due to
problems with the page and telephone systems.,

Examples of areas with recurring problems in maintenance
include the following:

a.

Lack of adequate identification, documentation,
and correction of material deficiencies was noted
at Peach Bottom Atomic Power Station in 1984,
Many material deficiencies noted during the
recent evaluation were not in the work control
system. [n addition, corporate personnel stated
that maintenance personne| were not responsible
for identifying material deficiencies.
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b.  Prioritization, scheduling, and coordination of
work activities were .dentified as defic.ent in
1984, During the recent Peach Bottom plant
evaluation, there were more than 6000 open
maintenance requests, 300 outstanding money
tickets (minor maitenance requests), and | 200
additional items requiring maintenance on various
lists, Numerous wor '« scheduling and coordination
problems were observed that prevented
maintenance activitien from being performed as
scheduled,

¢.  Implementation of an effective preventive
maintenance program any use of maintenance
history was dentified as acking in 1985, The
recent Peach Bottom plart evaluation identified
586 preventive maintenance activities that have
been outstanding since June 1986, These activities
were deferred without minagement concurrence.
These activities have not been prioritized, and
corporate management has not been apprised of
the importance of each being performed prior 1o
restart,

d.  Conduct of maintenance activities, including
g radiological protection practices, industrial salety
practices, and va.ve packing practices, were
identified as def.cient in |98, During the recent
Peach Bottom piant evaluation work practices dy
maintenance personnel that could spread |
contamination or result in personne! injury were ,’
observed. In addition, incorrect valve packing !
techniques were observed, ‘
l
|
t
!
|
!

e. Lack of adequate procedure and work instruction
detail was identified in 1986, In the recent Peach
Bottom plant evaluation, 48 of |00 maintenance
work request forms reviewed lacked detailed
instructions that were needed. [n addition,
procedural guidance had not been provided for
numerous maintenance tasks dentified as lacking
guidance,

Recommendation (2.1A-3)  Place increased emphasis on improving the management of
outage activities, Identified problems in controlling outage
scope, coordinating work group interfaces, and implementing
plant modifications need to be resolved, Strengthen the
interface of station and corporate activities through increased
senior management attention to and participation in outage
preparation and execution. Long-standing problems that
continue to exist include the following:
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a.  The responsibility and authority of the outage
manager has not been defired 1o ensure that he
can control outage work and e!fectively
coordinate the efforts of ail work groups. In
addition, the persons normally assigned to manage
the outage groups have not been able 1o exercise
authority over the various work group
super.ntendents,

B, The modification process does not always include
thorough investigation of actual field conditions
during the design phase. As a result, several
modifications have been delayed or reworked
during the outage due tc plant equipment
interferences,

€. Some engineering packages are not completed on a
schedule that supports o tage preparations.
Special review and approval are not required for
packages produced after the pre-outage dead! ne.

TECHNICAL SERVICES

PERFORMANCE OBJECTIVE A: Corporate management monitors nuclear station
performance and ensures adequate technical support of programs necessary for sale and

relisble station operation,

Recommendation (2,3A-1)

Cosure the responsibility for reporting and trending the
unavailability of key safety systems is clearly assigned and
inderstood by involved station and corporate personnel, In
addition, the responsibility for the dentificat.on and
correction of root causes of safcty system unavailability
should be assigned and communicated to appropriate part.es.
Problems with the monitoring of key salety system
unavailability are as follows:

& For approximately one year, Philadelphia Electric
has been participating in a pilot program to
monitor safety system unavailability for the diese!
generators, reactor core isclation cooling system,
and high pressure coolant injection system for
Peach Bottom Atomic Power Station. However, in
the case of Limerick Cenerating Station, the
station has not provided any data on system
unavailability for these three systems although
requested 10 do 50 by the corporate staff on
several occasions.
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b, The responsibility (or the identification and
correction of root causes of trends shown through
the system unavailability graphs has not been
formally assigned. As a result, the corporate staff
has distributed the system unavailability trend
graphs but has not followed up on trends to verdy
corrective actior ; yre ‘iken.

€. Results of the p ‘ot program have not been
evaiuated to ce*rvimine whether the prograin hzs
setved 1o aid in the identification of the causes of
Increases in system unavailability or whether a
similar effort should be used to address the
unavailability of other key systems,

LICENSING AND REGULATORY MATTERS

PEPFORMANCE OBJECTIVE A: The corporate nuclear licensing group provides support
necessary for the issuance and maintenance of nuclear stations operating license(s) and
ensures compliance «.th its provisions and other regulatory commitments,

Recommendation (2.4A-1)

Develop a method to track commitments and associated
status until intended actions are completed. Also, develop a
method to ensure completed commitment actions are not
inadvertently changed. Although there has been some
progress made toward developing a comprehensive
commitment tracking system, section managers and licensing
engineers are unable to maintain an accurate status of
Progress toward meeting committed actions. Additionally,
the corporate and station staifs are unable to ensure that
committed actions remain in place. Examples were noted
where "esponse actions to SOER recommendations were
removed after having been incorporated into station work
Practices ard training programs. Additionally, a major effort
to reverify the installation of equipment attached to block
walls in the plant was necessary because a previous
commitment to complete a review of these installations was
Completed but not effectively maintained on a continuing
basis.
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DESIGN ENGINEERING

PERFORMANCE OBJECTIVE A: The corporate organization provides the design
gngmm functions necessary to ensire safe and reliable nuclear plant operation through

or contract capability,

Recommendation (2.5A-1)  Implement the necessary controls 1o ensure efiective
configuration management of the nuclear stations. Aspects of
configuration management needing particular attention

include the fouow'm!:

a.  Design change controls do not ensure that minor
modifications, temporary circuit alterations, and
setpoint changes consider station design
requirements. Problems noted in this area inc!uce
the following:

ll

Analyses performed in |98] of the Peach
Bottom Atomic Power Station masonry wails
have been invalidated due tc . significant
number of items attached to the walls since
the original analyses were performed. The
analyses were not updated 10 reflect the
attachments adued during the
implementation of minor modifications, This
has required additional walkdowns and
analyses to verify adequate stability of the
walls under seismic loading. The walkdowns
have also (dentified walls that were
originally considered non-safety related but
are now considered safety related due to the
installation of safety-related attachments or
the installation of safety-related equipment
near a non-seismically supported wall.

Electrical load studies for Peach Bottom
Atomic Power Station are being prepared for
reanalysis fol!ow‘m! field walkdowns by an
engineer from the Engineering and Researcr
Department that identified instances of
undocumented loads being applied to
important electrical buses, Engineers in t-e
electrical division indicated the additioral
electrical loads were the result of
implementation of minor modifications ard
temporary circuit alterations.
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Recent raviews of temporary circuit
aiterations at Limerick Generating Station
have identified a number of instances where
these temporary changes were used o
implement permanent changes, As a result,
the necessa/y analyses and document upcates
were not completed for future use in
configuration management,

Instrument setpoints at Peach Bottom
Atomic Power Station are not controlled
systematically to ensure changes are
evaluated against system and component
design requirements, Conversely, the
instrument setpoints at Limerick Cenerating
Station are identified within an engineering-
controlled index with changes approved by
Engineering and Research to verify that any
change to a setpoint is consistent with the
methodology used to establish the previous
instrument setpoint.,

Controls to prevent unauthorized plant changes
are needed. Unauthorized changes noted at Peach
Bottom Atomic Power Station include the
following:

L

20

replacement of the 480 volt motor operator
on the 2ZA high pressure service water heat
exchanger outlet valve with a 230/240 voit
motor operator

removal of a portion of the counterweight
arm on the "A" emergency service water
pump discharge check valve to prevent
interference with a protective housing

an undocumented setpoint change when an
operiator pumping the waste siudge tank into
the "B" condensate phase separator tank
adjusted the high level trip setpoint to above
100 percent tank level to maximize tank
vwolume during the evolution

Design interface controls do not include adequate
reviews of multidisciplinary designs to address the
required design constraints. Problems noted in
this area included the identification of some
conduits and emnergency lights attached to the
masonry walls at Peach Bottom Atomic Power
Station that were designed by the Engineering and
Research electrical division but were not analyzed
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by the civil section prior to installation. These
additional attachments were identified during the
walkdowns performed to address other concerns
associated with the control of attachments to the
masonry walls.

d.  Sorne design information prepared by architect-
engineers s not readily available and consistently
used by the various sections in the mechanical and
electrical divisions in Engineering and Research,
Some sections have obtained calculations from the
original architect-engineer, while other sections
have not pursued this information. In addition, the
use of this information varies from section to
section with some sections using these original
calculations as “information only® material while
other sections consider the calculations
sufficiently accurate for use as verified design
input information,

e.  Some design calculations and analyses are not
controlled to identify those calculations that
currently reflect the plant configuration. Specific
problems were noted in verifying the recently
obtained architect-engineer calculations to ensure
they accurately reflect plant modifications. [n
addition, these recently obtained calculations have
not been correlated with analyses performed to
respond to more recent regulatory requirements,
such as electrical load study calculations that
were superseded Dy analyses performed to respond
to degraded voitage concerns.

f. Evaluation and assessment met'ds are needed to
ensure configuration controls are effective. The
responsibility for the performance of design
control audits that would address the effectiveness
of the controls in both the engineering and the
nuclear operations orgarizations is not defined,
As a result, the audits and assessments have not
adequately identified weaknesses in design
interface controls, such as those noted abcve in
the areas of minor modifications and temporary
circuit ajterations.

Continue to improve project work controls and resource
management to support both stations in the performance of
engineering studies and modification activities. Some
progress has been made in establishing an integrated living
schedule and screening backlogged modification requests to
prioritize actions, Also, some progress has been made in the
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scheduling of modification packages to achieve the desired
’oal of supplying all modification designs 1o the sites at least

Our months prior to the scheduled outage start date,
However, problems such as the following continue in these
areas:

a.  The prioritization and scheduling of engineering
responses to requests that do not require the
development of modification packages (i.e., spare
parts substitutions, vendor manual updates, and
support for inspection and test activities) do not
always support outage schedules and day-to-day
station work schedules.

b, The delivery of some modification designs is stiil
not completed prior to the start of the outage,
Approximately 30 percent of the modification
packages were not complete one month before the
Limerick Generating Station Unit | outage.
Approximately |5 percent of the modification
packages were not complete three weeks before
the Peach Bottom Atomic Power Station Unit 2
outage.

€. The identification of modifications resulting from
Engineering reanalyses sometimes is not provided
o the stations in a timely manner to support
scheduled modif.cation inscallation.

d.  The engineering manpower needs to support the
modification activities and 10 also adequately
respond to station requests for related engineering
assistance, such as equipment problerns and
‘ollow-up for field changes to modifications have
not been accurately determined. As a result, the
mechanical division of Engineering and Research
has contracted engineers in approximately 40
percent of its engineering positions, and the
electrical division has contracted engineers in
approximately 30 percent of its engineering
positions,

Recommendation (2.5A-3)  Continue to develop and more effectively use the process for
coordinating and prov:iding station inputs to modification
designs. Specific problems that need to be addressed include
the following:

a. The modification team approach is not
consistently used, and, as a result, station staff
Inputs are not effectively used to develop
modifications.,
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The responsibility for providing operability and
maintainability considerations to the designers is
not clearly identified to minimize the number of
rejections of design packages by the plant
operations review committees following final
design development,

Station review and approval of conceptual designs
are not conducted at a sufficient station
management level to verify the proposed
modification addresses the needs of the station,

HUMAN RESOURCES

PERFORMANCE OBJECTIVE B: Corporate management should provide for the career
development of selected personnel, recognizing the importance of nuclear plant operational

experience {or nuclear managers.

Recommendation (2.7B-1)  Implement a management development program to prepare
prospective managers for nuclear management positions. l ;
Provide necessary supervisory skills training and career paths '
for supervisors within the nuclear departments, These [ ;

b.

c.

programs should address the following problems:

The education, training, and experience
requirements for key nuclear managerment
positions have not been identified.

The development needs of prospective managers
for the key nuclear positions have not been
assessed, ar.d action plans to address these
individual needs have not been developed.

A program to broaden the experience of
prospective managers by rotating individuals
through various plant and corporate positions,
including those in quality assurance and licensing,
has not been developed.

The management and supervisory skills of
prospective managers have not been enhanced, and
existing company managament training programs
have not been used.

Supervisory training programs that consider the
unique responsibilities of a supervisor at a nuclear
generating station have not been developed.
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Elements needed in supervisory training include
adherence to procedures and policies, proper
salety and radiological work practices, proper
maintenance work practices, relationships with
xey station and corporate personnel, and the need
for supervisors to set a professional example for
workers,

Career paths have not been developed to provide
oppor tunities for capable operators to fill key
management positions such as shift manager,
operations superintendent, maintenance
superintendent, training manager, and site
manager. Additionally, individuals have stagnated |
in operator positions (i.e., shift superintendent,
shift supervisor, control room Operator, plant
operator, and auxiliary operator) which limits te
rotation of other individuals intc these positions 0 |
gain needed operating experience.

PERFORMANCE OBJECTIVE C: Corporate fitness-for-duty policies and activities should

provide adequate guidance and support to
‘uty programs at the nuclear station(s),

drug-free working environment,

Recommendation (2.7C-1)

ensure effective implementation of fitness- for-

These policies and activities should result in a

Upgrade Philadelphia Electric Company's fitness-for-duty
policy to provide stronger assurance that a drug-free working
environment is maintained. Differing management
interpretations exist with the policy as it pertains to off-site
use of illegal drugs. Elements of the policy that need to be
strengthened are as follows:

4.

b.

C.

The policy limits action taken to revoke vital area
access for confirmed sale or distribution of illega.
drugs off site or repeated drug use off site baseg
on the person being unfit for duty while at the
nuclear station.

Line management review and decision on the
suitability for return to work of a person who
undergoes rehabilitation for drug use is not
specified in the policy.

The policy does not specify that an appropriate
probationary period be established, with chemical
testing, for those persons returned to duty
following rehabilitation for drug use. The policy
provides no general guidance but does indicate
that action taken is considered on a case-by-case
basis and decided upon by the medical department,
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NUCLEAR SAFETY ASSESSMENT

PERFORMANCE OBJECTIVE A: The nuclear safety aspects of station activities are
independently assessed at the corporate level. Typically, these assessments are per formed
by the corporate nuclear safety revisw committee,

Recommendation (2.8A-|)

Provide the necessary management direction to maintain the
Peach Bottom Atomic Power Station Independent Safety
Engineering Group (ISEC) at its authorized staffing level,
Provide an appropriate period of membership, considering the
necessary initial training, to allow for a full contribution from
each member assigned to the group. Since the establishment
of the [SEG, about three and one-half years ago, the average
period of membership has been |0 months. This is signifis
cantly less than the expectatiors of some senior managers,
The ISEG statfing level is established at four members;
however, it has been as low as one or two members for short
periods of time. The lack of staffing and experience in the
ISEG has contributed to difficuities in effectively
implementing some aspects of the operating experience
program. Furthermore, the lack of statfing and experience in
the [SEG can impact its assi&md function to provide quality
inforrmation to the Nuclear Review Board. For example, the
ISEG report for the Nuclear Review Board meetings has been
most recently prepared by a senior corporate manager,

TRAINING AND QUALIFICATION

PERFORMANCE OBJECTIVE C: Corporate management monitors and assesses training and
qualification activities and provides guidance and assistance to ensure and enhance safe and

reliable plan\ operation,

Recornmendation (2.11C-1)

Review assigned training responsibilities to determine if the
existing assignments of responsibility and accountability for
training are adequate to mairtain accredited training
programs. This review should consider the advisability of
having a clearly designated single point accountability for
nuclear training as compared to the present assignment of
accountability that is diversified through four divisions within
the company., The review should also consider how the
elernents of accredited training can be maintained through
stronger monitoring and assessment by the existing Nuclear
Training Review Committee.

Some of the training programs and standards established

through accreditation that are not being fully or properly [
implemented include the ollowing:
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a.  Post-training effectiveness evaluations are not
being completed.

d.  Instructor technical proficiency is not effectively
maintained with structured in-plant time,

¢, Instructor evaluations are not conducted,

d.  Instructors have been assigned to instruct without
having completed instructor certification,

e.  Training modules (e.g., dosimetry clerk) were
developed without using the elements of a
systematic approach to training.

In addition to the above, develop and implement a plan of
assignment to nuclear training staff positions that will provice
and encourage rotation through these positions as an element
of professional and career enhancement. Currently, some
policies inhibir the desirability of accepting instructor
positions by p.ant-experienced personnel,

RADIOLOGICAL PROTECTION

PERFORMANCE OBJECTIVE A: Corporate management ensures radiolégicd protection
activities at the nuclear station(s) are effective in minimizing occupational radiation
exposure and controlling release of radicactivity and minimizing the generaticn of

radicactive waste,

Recommendation (2.12A-1)

Strengthen corporate efforts in monitoring and assessing
radiological protection activities at the stations to provide
assurance that worker performance problems are dealt with
promptly and effectively by station managers. Worker
performance problems such as improper frisking practices,
inadequate control of contamination, and insufficient
knowledge of work area radiclogical conditiors were observed
during the recent Peach Bottom Atomic Power Station
evaluation. There are also indications that worker
performance problems exist at Limerick Generating Station.
Recent chief executive officer monthly reports indicate
adverse performance trends at Limerick Cenerating Station .n
personnel and clothing contamination occurrences that have
not been investigated by the corporate organization,
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TRIP REPORT - MAINTENANCE

ASSISTANCE AND REVIEW TEAM

VISIT TO PEACH ROTTOM ATOMIC
POWER STATION

BACKGROUND AND PURPOSE

Mr. J. W. Gallagher, Vice President - Nucloar Operations, requested a
Maintenance Assistance and Review Team visit to perform a maintenance
overview at the Peach Bottom Atomic Power Statfon. The overview, using the
Guidelines for the Conduct of Maintenance at Muclear Power Stations (INPQ
85-038), was to complement and substantiate the current efforts o upgrade
the maintenance program at Peach Bottom Station. As a result of
preliminary reviews at INPO and discussions held with Philidelphia Electric
Compary's Messrs. Gerry Rainey and Jim 0'Mara, it was decided that the
team should focus an in-depth review on the areas or org:nization and
management, work control, conduct of maintenance, preventive maintemance,
procedures, and motor-operated valves. The plan developed from the
preliminary review {s included as Attachment B.

The visit, held between November 2-13, 1987, was conducted by Larry Ougger,
Jim Ti11s, Ernie Hayden, and Jack Kenney from INPO; Bf11 0'Dell from
Gereral Electric, a corporate peer evaluator Jim Frew, Director-Maintenancs
Construction and Facilities from General Public Utilities, Three Mile
[sland; and a maintenance peer evaluator Lou O'Neil, Supervising Engineer -
Nuclear from Pennsylvania Power and Light, Susquehanna Nuclear Power Plant,

The Philadelphia Electric Company team members ware Dick Smith, Vice
President-Peach Bottom; Gerry Rainey, Superintendent-Maintenance/Instrumen-
tation & Controls; and Jim 0'Mara, Maintenance Superintendent-Limerick.
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They played a vital role on the team by providing valuable insight and
direction during the team's visit, Jean Pierre Mercier on loan from
Electricite de France to EPR] accompanied the team as a technical observer
during the first week of the visit,

ON-SITE ACTIVITIES

An entrance meeting was conducted on Monday, November 2, 1987 to introduce
the team to members of the plant staff and discuss the purpose of the
visit, Attendees are 1isted fn Attachment C. Interviews were he'd with
approximately 60 station personnel including managers, superintendents,
planners, and craftsmen. Various corrective maintenance and other group
activities were observed. [n addition, vertical audits were performed in
selected technical areas. Information obtained from those activities was
used to identify areas and recommendations for improvement. Attachment 0
11sts plant personne! contacted during the visit,

Oatly team meetings were held. rhiladelphia Electric Company team members
participated in varfous interviews and observations. Other plant personne!
were fnvited to attend sessions when problem areas were discussed and
recommendations made. A final debrief was conducted with Dfck Smith, Vice
President - Peach Bottom; Marty McCormick, Plant Manager; and other members
of the Peach Bottom staff on Friday, November 13, 1987. Attachment £ lists
those personnel attending the fina! dedrief.

Station personnel openly discussed the issues and provided feedback as to
areas of most benefit. Excellent cooperation and support was provided by
Peach Bottom maintenance and supporting staffs.

SUMMARY

The Philadelphia Electric Company management clearly recognizes the
importance of improving all aspects of the Peach Bottom maintenance
programs. Site management noted that the team's work was helpful in
fdentifying actions to improve maintenance at Peach Bottom Atomic Power
Station,



Attachment A provides a discussion of al) areas noted for improvement with
details of existing conditions, desired conditions, and recommendatiens.
where possible, the appropriate supporting chapter from INPO £5-038,
Guidelines for the Conduct of Maintenmance at Nuclear Power Stations, fis
1isted following the description of desired condition, The following is a
summary of the fssues in need of improvement:

MANAGEMENT [SSUES

The most fmportant areas needing attention are as follows:

0  Significant effort s needed to define the fina) organization
structure, specify responsibilities, and establish the effective
group interfaces necessary for performance of maintenance
activities,

0 Expected standards have not been formalized and promylgated to
Facilitate effective supervisory involvement and personal account-
ability during the performance of maintenance activities.

0 Goals, objectives, action plans, and performance indicators have
not yet been formulated to guide the efforts of the new organiz-
ation,

[0 Betler horizontal and vertical communication is needed to encour-
age team work and assist station perscnne! in understanding their

role in the current site {mprovement initiatives.

Refer to Attachment A, pages | through 9 for details,

|
|

\



WORK CONTROL SYSTEM

Maintenance planning, scheduling, and coordination need significant
improvement.

0

Scheduling of outage and non-outage work is not always effective,
integrated, or coordinated.

An effective maintenance backlog management plan is not in

place. Many backlogged items are awaiting prioritization and some

have been designated as high priority for several years.

work package preparation is not being performed consistently,
Many packages do not contain important information such as
descriptions of intended work scope, detailed work instructions,

drawings, or tool and material 1ists. No statfon guideline exists

for the planner to use when assembling a work package.

A systematic, consistently applied post-maintenance test program
is not established at the station.

Oata needed to support scheduling, maintenance historyv, and
purchasing efforts is being collected in eight different data
bases. CEquipment informatfon is often incomplete and not consis-
tent among data “ases.

Health physics support of maintenance is not well cocrdinated
resulting in work delays. Workers often do not understand or
support the radiological protection controls.

Refer to attachment A, pages 10 through 25 for details.

,’



CONOUCT OF MAINTENANCE

High standards for industrial safety and work practices have not deen
enforced. Station personne) and contractors frequenrtly do not exercise
good industria) safety practices and radiological contro!) work practices
were observed that could result in the spread of contamination. In
addition, maintenance work practices in the areas of proper tool use,
foreign material exclusfon, and work site restoration and cleanup are not
always in keeping with good {ndustry practices. (Refer to Attachment A,
pages 26 through 30, for details.)

MOTOR-OPERATED VALVES

Preventive maintenance tasks have not been generated for balance-of-plant
motor-operated valves and existing procedures lack needed technica)
detail. Post-maintenance test requirements based on the maintenance
performed have not been established. A controlled setpoint data base
covering torque switch and limit switch s;ttings has not been developed.
In addition, technical training on motor-operated valve construction,
operation, and industry experience is sti)) needed for many craftsmen and
foremen. (Refer to Attachment A, pages 31 through 37, for details.)

PREVENTIVE MAINTENANCE

Management has not estadblished their expectations for the content and
control of the preventive maintenance program. An fntegrated equipment
st identifying the equipment and tasks to be performed, along with the
bases for these tasks, has not been established. The predictive mainte-
nance program s not sufficiently integrated with the preventive mainte-
nance program to predict equipment failures or minimize the performance of
preventive maintenance tasks where equipment performance is good. In
additfon, the lubrication program does not provide for timely 'ubrications,
Justification of substituted lubricants, and timely retrieval of lubrica-
tion history. (Refer to Attachment A, pages 38 through 44, for details),




PROCEDURES

Many of the existing maintenance procedures contain human factor deficien.
cles that can lead to performance problems. A uniform station process for
procedure development and writing has not been estadp)ished. Procedures are
frequently not verified or validated prior to fina) approval and field

use. (Refer to Attachment A, pages 4§ through 49, for detatls.)

MATERIALS MANAGEMENT

The spare parts improvement program needs significant emphasis in the areas
computer support, expediting of purchases, and maintenance of stocking
levels, Maintenance work 1s often delayed because spare parts are not in
Stock or have not been established as store items. Improved interfacing is
needed between the work planning and scheduling process and the parts
procurement effort to coordinate delivery dates with need dates and
expedite overdue deliveries. The various computer data bases used to
support the procurement effort are not well documented, contain incomplete
or fnconsistent information, and cannot be used in an integrated manner,
(Refer to Attachment A, pages S50 through S1, for details.)
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A, MANAGEMENT [SSUES

1. ORGANIZATION/RESPONSIBILITIES

Existing Condition

The final organizational structure and responsibilities for the new
“maintenance/instrumentation and controls organization have not been defined

and goals and expectations have not been established. As a result, the

Interfaces and responsibilities for maintenance/instrumentation and controls

and related support groups are not clearly understood.

Desired Condition
Organizational structure and responsibility assigrments for all maintenance
personnel should be clearly defined, issued, and fmplemented. Maintenance
personnel should understand their roles and responsibilities as Peach Bottom
team memders in supporting integrated station maintenance activities.
Perconnel should be motivated to "buy-in" on performance expectations in
(areas such as housekeepir), cleanliness, procedure compliance, and work
accomplishment. Individuals should be held accountable for their responsi-
bilfties. The newly defined organization should be staffed with qualified
personnel. The responsibilities and interfaces of groups supparting and
directing maintenance should de clearly defined, agreed to, and fssued.
(IMPQ 86-009, Guidelines for the Organization and Administration of Nuclear
Power Stations, Chapter [ and INPO 85.038, Guidelines for the Conduct of
Maintenance at Muclear Power Stations, Chapter I.)

Recommendat ions
2. Clearly define the maintenance/instrumentation and controls organiza-

tional structure. Establish a plan for transition to the new organiza-
tion and 1ssue an approved maintenance organization chart.

b. Define the responsibility assignments for maintemance/instrumentation
and controls. Obtain concurrence from the Peach Bottom staff

ol ATTACHMENT A



A, MANAGEMENT [SSUES

managers and issue the approved assignments. Structure the
responsidility assignments as listed below:

0 Affirm that the responsibility for implementation and control of
station maintenance rests with the Superintendent-Maintenance/
Instrumentation and Controls.

0 Oefine the role of engineers to support the conduct of daily
maintenance. Engineering expertise in technical areas such as
pumps, valves, valve actuators, bolting, ASME code, welding, and
electrical equipment should be included within the maintenance
organization,

Train the System Engineers and ensure that they are actively
involyed in work on their system(s). The engineers shou'd provide
guidance and support to maintenance on problems which are system
related, provide feedback to maintenance on the priorities of
backlogged work, coordinate system outage windows, and provide
fnput on the significance and priority of needed maintenance
identified as a result of performance monitoring or failure
analysis.

0 Assign the following programs and activities as the direct
responsibiliy of the Superintendent-Maintenance/Instrumentation
and Controls.

Work Control

Corrective Maintenance
Preventive/Predictive Maintenance
Work Planning

Maintenance Backlog

[gnition Source Control

Heavy Loads

Maintenance Training

Root Cause Analysis/NPRDS

.2- ATTACHMENT A



A. MANAGEMENT [SSUES

Assign the following programs/activities to suppert organizations:

Inservice Inspection Program

Parts Procurement

Snubber Program

Pump & Valve Program

Local Leak Rate Test Program
Environmental Qualification Program
welding Program

[ntegrated Plant Scheduling

Outage Scheduling

Structure the organization below the Superintendent-Maintenance/
Instrumentation and Controls dlong five major activity lines;
mechanical maintenance, electrical maintenance, fnstrumentation
and control, maintenance work package planning, internal schedul-
img, and maintenance services. Ensure each segment of the
organization has sufficient engineering support and staff capabil-
fty to conduct its day to day activities consistent with assigned
accountabilities and responsibilities.

Oefine the responsibilities assigned to the Project Manager in the
areas of outage scheduling and statien planning and scheduling as
4 coordination function to support the conduct of maintenance at
the station.

Clarify that the Maintenance Department has primary responsibility
for receiving, fnvestigating, approving, and planning maintenance
request forms (MRFs), as well as managing the maintenance request
form backlog.

Evaluate and establish appropriate ratic of first line supervisior
to craft. A proposed ratio would be one supervisor for six to
eight workears,
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) Evaluate and establish the appropriate the ratio of daily work
planners to craft. A proposed ratio would de une planner for two
first 1ine supervisors.

) Reduce supervisor administrative burden. Identify both directed
and assumed responsibilities and re-assign to appropriate depart-
ments as necessary, Streamline the maintanance work process where

possible.

Staff the maintenance department to support the newly developed
maintenance organization chart,

Oevelop an administrative procedure addressing the “Conduct of Mainte-
nance" which establishes the authority, responsibility, and accounta-
bi11ty for performing maintemance. Include standards of performance in
such areas as work practices, use of procedures, personnel safety,
quality control, radiclogical practices, and housekeeping.
Responsibility for conducting activities in accordance with these
standards should clearly rest with the 1ine organizations,

Conduct training to inform a1) maintenance personne! of the approved
responsidility assignments and *Conduct of Maintenance® standards so
they understand their roles and responsibilities in supporting station
maintenance activities.

Conduct a periodic check of performance against the approved responsi-
bi11ty assignments and maintenance performance expectations. Provide
feedback to station management for program refinement as necessary.

ACCOUNTABILITY/OWNERSHIP

Existing Condition

Maintenance craftsmen, lower leve! supervision, and staff have not yet
experienced significant organizational change within their immediate
organfzation. Changes that have been made are perceived as largely adminis-
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trative rather than needed for ‘mproved standards of conduct with regards t?
work practices, use of procedures, radiological practices, and identific-
ation of plant deficiencies. In the past, supervisors had not always bdeen
charged with long-term improvement of employees due t - rotational assign-
ments. Many supervisors and craft are not familiar with the commitment to
excellence plans or the extent that improvement efforts apply directly to
them,

Desired Condition

Maintenance personnel should be held accountable for assigned tasks.
Management and supervisory standards should be complementary to and in
agreement with the Commitment to Excellence Plan. Maintenance management
should be involved in day-to-day maintenance activities to establish and
upgrade standards and observe performance. Maintenance management and
supervisory personnel should routinely make field inspection tours of work
in progress and evaluate plant conditions relative to the performance of
‘maintenance. Maintenance personne! should be expected to identify and
report noted problems, (INPO 85-083, Guidelines for the Conduct of Mainte-
rance at Nuclear Power Stations, Chapters [, VII, and XIV and INPO 86-009,
Guidelines for the Organization and Administration of Nuclear Power
stations, Chapters [ and [1I.)

Recommendat ions

a. Hold maintenance personnel accountable for their responsibility
assignwents and the fmplementation of the ‘Eénduct of Maintenance"
standards, that are discussed above in section 1,

b. Establish the practice of daily first )ine superv sor field checks of
Jobs in progress.

c. Establish the practice of first line superviscr walk-downs of completed
Jobs.

d. Train maintenance supervisors in observation techniques to be used
during plant tours and reviews of work in progress.
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e. Consider adding the "Conduct of Maintenance" performance standards ints
the Peach Bottom employee performance evaluation process. The
performance review should address areas such as teamwork, radiological
work practices, exposure control, material contro), and housekeeping,
fn agdition to procedural compliance and safety.

GOALS AND OBJECTIVES

Existing Condition

The reorganization now in progress at Peach Bottom involves a rearrangement
of functional reporting responsibilities for craftsmen, staff, engineering
support, and supervision involved in maintenance activities. Work groups
that previously reported to separate corporate officers and operated under
their own guidelines have now been consolidated under the authority of plant
management. Goals and objectives have not yet been developed for the new
maintenance organization. As u result, implementing action plans are not in
place to guide the achievement of maintenance objectives.

Desired Condition

Goals should be established that clearly communicate the intended future
direction of the organization. Goals should be quantifiadble and challenging
but also achievable. Objectives and strategies should state the desired end
result with milestones and a time dimension defined to measure progress.
(INPQ 85-.38, Guidelines for the Conduct of Maintenance at Nuclear Power
stations, Chapters I and XIV and INPO 86-009, Guidelines for the Organiza-
tion and Administration of Nuclear Power Stations, Chapter [I1.)

Recommendations

a. Cevelcop goals, objectives, and appropriate implementing action plans
for the maintenance organization that incorporate the objectives of the
Commitment to Excellence Plan. Consolidate these goals, objectives,
and action plans into a specific document for use within the
maintenance organization. This document should be presented as a

maintenance enhancement program.
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Prepare indicators to monitor progress in accomplishing the maintenance
goals. Specify indicators that are meaningful to persomne! in the
course of their dafly activities. Indicators should be used as a
management tool for fnvolving all station groups in maintenance
improvement and for measuring maintenance effectiveness. Estadlish
quantifiable goals 1n areas such as the following:

number of forced outages

number of unplanned challenges to safety-related systems
Tost-time accident rate

station and equipment downtime

personne! errors

radfation exposure

repeat maintenance request forms (rework)

completion ratio of scheduled activities

completion ratio of scheduled surveillance and preventive mainte-
nance activities

corrective maintenance backlog

Commitment to Excellence Plan obligations

cvertime percentages

budget objectives and deviations

staffing level and the percentage of completad training for the
maintenance department

¢ © 0 o 0o © 0 o o

O O o o o

Ensure appropriate personnel, who have a part in achieving the goals,
are involved in formulation of the objectives and indicators. A1l
personnel should understand their role in supporting and achieving the
goals and objectives of the organization.

Review the developed plan with maintenance and supporting organizations
and provide routine feedback on status and progress toward the goals,
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4. COMMUNICATIONS/7EAMORK

Existing Cond!:ian

Horizontal anc vertical communication s not always effective resulting in a
lack of teamwork between and among station organizations. Additionally, the
implementation of the new organization on site has led to confusion
regarding the proper lines of communication.

Desired Cendition

Effective communications should exist horizontally and vertically throughout
the organization to facilitate teamwork, implement management guidance, and
provide feedback on personnel concerns and fdeas. The lines of communica-
tion should be defined and free of organizational obstacles. (INPO 86-009,
Guidelines for the Organization and Administration of Nuclear Power
stations, Chapter 1I).

Recommendat ions

a. Identify opportunities to enmhance communications at all levels.
Inftiate meetings, presantations, and other forums to address subjects
such as the Commitment To Excellence Plan, plant goals, maintenance
goals, maintenance performance indicators, current problems and

successes.

5. Ensure maintenance personnel understand their role in the Peach Bottom
Atomic Power Station, their involvement with the Commitment to
Excellence Plan, and the part that they are expected to play in the
successful implementation of current site initiatives.

C. Help personnel to see the benefits to them and the organization from
improved communications and teamwork. Explain why and how things are
to be accomplished and reinforce positive results.

d. Encourage teamwork and communication through the use of inter-group
activities such as plant tours by maintenance and maintenance support
counterparts. Encourage interactions among work groups at the various
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functional levels of the organization.

Publish a schedule of station meetings. Define the purpose, agenda,
anticipated duration, required attendance, chairman, time, and location
for each meeting.

Conduct in-house training of appropriate personne! in the proper manner
to organize and control a meeting.

Estabiish mechanisms to disseminate clarifications to site policies
and practices that are mot appropriate for inclusion in administrative
or technfcal procedures., Develop an administrative policy mamual for
station leve] directives approved by the site vice president. Issue a
policy manual for directives approved by the Superintendent-
Maintenance/Instrumentation and Control to complement the vice
president's manual,

Establish a consfstent maintenance shift turnover policy that facili-
tates effective communication between work crews. Consider using a
shift turnover log to afd supervisors and craftsmen. Turnover
information should be documented for Job tracking, post job review, andg
future planning. The turnover mechanism should ensure that the
oncoming crew is aware of current job status, procedure concerns,
personnel safety, radiological changes, parts problems, or special
conditions at the job site.
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1. - SCHEDULING

Existing Condition

Scheduling of outage and non-outage work at the station fs not always
effective, integrated, or comprehensive. The schedules established and used
are driven by corrective maintenance tasks and do not normally fncluge
preventive mafntenance or surveillance tests. Some maintemance groups do
not develop datly schedules for their work and many Jobs are not included in
the published schedules. [n additfon, the schedules normally reflect only
corrective maintenance tasks that require health physics support or opera-
tions permits,

The present schedules do not coordinate and integrate all the outstanding
tasks that may be performed within the boundaries of a system being isoiat-
ed. This could result in multiple isolations of a system to perform
maintenance and tests that could be performed during the same period. In
addition, the scheduled work fis frequently abandoned by the various mainte-
nance groups in response to urgent work directed to the groups during the
day.

Desired Condition

Oatly work scheduling should be comprehensive and coord‘nate the work of al!
groups at the statfon. The published schedule should be a zhort duration
rolling plan and should reflect the involvement of operations and other
support groups such as health physics and security. The schedule should
have the commitment of maintenance and operations persorne). The schedules
should be driven by surveillance and preventive maintemance tasks and
integrated with assocfated corrective maintenance activities. Each group
should have a short duration rolling schedule that accurately supports and
reflects the station schedule as well as the qroup’s present activities ang
resource commitments.
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The schedules should allow for unexpected emergency work; however, appropri-

ate designated managers should approve postponements and work stoppages o
accommodate the new tasks, (INPQ 85.038, Guidelines for the Conduct of

Maintenance 4t Nuclear Power Stations, Chapter VI),

Recommendations

a. Establish a central scheduling group. This group should develop ang
maintain the quarterly and daily schedules for plant activities,
Assigned personnel to this group should include operations,
maintenance, instrumentation and control, and health physics
experience. The group should also act as a central point for task
coordination and resclution of delays.

b. Oevelop a quarterly schedule driven by preventive maintenance and
surveillance tests that will ensure coordination of all work on related

‘ equipment, trains, and systems.

¢. Clearly define the authority structure for scheduling work and resolve-
ing schedule conflicts.

d. The schedule development process should reflect the operationa)
requirements of the plant based on a structured review of available
work Dy representatives of the operations department. This review ang
endorsement of the schedule should commit operations to have equipment
available for maintenance. Ensure that the approved schedule includes
both proper consideration of the ability to accomplish the work as
scheduled and consistent application of the priority system.

e. Incorporate routine maintenance and plant change modification work into
the quarterly schedule at least three months in advance of the required
start date.

f. Clearly identify the schedules for each unit and identify work that
affects both units in common,

T ATTACHMENT A



B. WORK CONTROL

.

Base 4 rolling five day schedule on the quarterly scheoule. In

addition to the practices )isted adove, features of the rolling ¢y

gy schedule should include the following ftems:

° The schedule should encorpass al) significart mainterance work
plant equipment Including corrective maintenance, preventive
maintenance, and surveillance tests. The schedule shouls alse
include work requiring inter-grouo coordination beyond hea'th
physics and operations.

0 The schedu®” should be sufficiently stable to permit effective
coordination between operations, maintenance, and ma‘ntenance
support groups.

) The schedule should integrate all work for related equipment,
*rains, ang systems,

0  The schedule should bde reviewed and sgraed to dy a)) groups

supporting plant cperations and maintenance dnd de approved by ¢

plant manager,

Recuire each maintenance and maintenance sudport group to develop a

relling tive day schedule that reflects ang complements the station’

rolling schedule an¢ fncludes al) of the group’'s present activities
rescurce commitments (e.g., shop work),

Designate the managere and supervisors w#hO May approve postporerent
stoppage of work to accommodate unexpected emergency work,

on

ang

arg

Routinely assess scheduling accuracy and deviations. [nitiate appro-

priate corrective action to improve operationa) and maintenance
effectiveness.,

Closely monitor schedule performance and take corrective action for
schecule geviations,
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1. Prevent excessive preventive maintenance deferrals, Consider estad.
11shing 4 plant policy permitting remova) of ecuipment from service
during plant operation to perform preventive maintenance activities.
Ensure that the policy properly considers the risk of plant transients
and 13 consistent!y enforced.

M. Review the statfon's forced outage scheduling program. Compare the

present program to INPQ 85.038, Guide!! for the Con f Mainte.
nance at Nuclear Power Stations, Chapter VI, and INPO 85-025, Good

Practice MA-308, Unscheduled Outage Planning. Consider such ftems as
distribution of the outage plan, parts support and pre-staging, ang
outage schedule review and approval,

2. MAINTENANCE BACKLOG

‘Existing Condition

A well defined and scheduled backlog management plan {s not in place. Over
2300 maintenance requests for corrective ma!ntenance and minor modifications
are in the backlog for both units, Of the backlog, almost 400 mainterance
requests are awaiting prioritization and over 370 maintenance requests
designated Priority 1 cate back to April 1964, Other maintenance requests
may not be appropriately prioritized. The  resent dacklog includes ftems
that are not corrective mainty ance and do mot reflect actua) equipment
deficiencies. Additionally, the dbacklog s not easily sorted to identify
the reasons a work request 1s on hold. It should de noted that a draft plan
for backlog reduction exists, but has not been approved for implementaticn,

Desired Condition

The work control system ;hould provide to station management and supervisgion
d means for fdentifying, trending, and statusing a1l valid maintenance
requests. Management of the backlog should include trending of the mainte-
nance request backlog and developing plans and objectives for effectively
maintaining dacklog at a controlled and manaeable level. The maintemance
request backlog should be reviewed periodically to ensure the maintenance
requests are still valid and appropriately prioritized., In adaition,
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maintenance requests on hold (f.e., lack of spare parts, engireering input)
shou'ld be eastly categorized for tracking, trending, and ‘dentifying areas

for emphasis, (INPO 85-038, Guidelines for the Conduct of N,int!h!ns! at
Nuclea: Power Stations, Chapters VI and Vi,

Recomnendat fong

a. Issve the draft Backlog Reduction Plan. Ensure the planm includes
objectives, schedulet, and milestones. Include controls to manage,
review, and effectively prioritize the maintenance requests and
equipment trouble tags developed. Also, be sure the plan provides and
defines the appropriate authority and responsibility for implement-
atfon,

b. Review the present maintenance request prioritization codes and revise
as necessary. Define and communicate the revised codes to the appro-

' priate personne) to ensure priorities are correctly applied and reflect
the true urgency for repair,

€. Closely examine the present maintenance reauest backlog. Reprioritize
and cance! raintenance requests as appropriate.

d.  Screen maintenance requests on hold, (e.g., parts, engineering, etc).
Assign the proper status delay computer code for each maintenance
request. Ensure future maintenance requests on hold include the proper
status delay codes and are tracked and trended.

e. Examine the use of maintenance request forms for non-maintenance
activities such as housekeeping. Develop a program to remove these
non-mafntenance tasks from the bdacklog 1ist,

3. QUALITY OF WORK PACKAGES
Existing Condition

work package preparation {s not being performed consistently for maintenance
activities. There is no station guideline for the planners to use when
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acsemdling 4 work package. Many work packages do not contain important
information such as intended work scope, detailed work instryctions, too's
and material 1ists, drawings, and manpower requirements., Many outage work
requests are not provided to the planning group in time to provide adequate
planning.

Desired Congition

Work planning should consistently {dentify the required support and detai’es
scoping needed td accomplish maintenance activities. Effective planning
consists of accurate definition of required work, provision of appropriate
instructions to reduce errors, and minimization of delays due to unaviiladble
tools, parts, and materfals, (INPQ, B85-038, Guidelines for Conduct of

Maintenance 4t Nuclear Power Stations, Chapter VI),
Recgg!!nggt1on;

4. Establish a centralized maintenance and instrumentation and contro!
work planning group to prepare work packages for outage and non-outage
work, A centralized group offers the benefit of improving coordination
of planning activities and provides a central point for obtaining
planning and scheduling information,

d. Develop a station guideline that specifies the information and work
scope requirements necessary for the work package. This guideline
should contain job planning functions such as:

0 definition of the problem and identification of the work scope
includ'ng field investigation if necessary

) fdentification of necessary parts, materials, tools, and equipment

0 provision of applicable procedures, instructions, and technica!l
references

0 specificat‘on of pre-job ALARA planning
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] review of component maintenance history

0 fdentification of required specia) plant conditions, initig)
conditions, or prerequisites

0 fdentification of quality, code, and technica) specification
requirements

0 assessment of regquired resources

Train personnel to prepare and review the work packages according to
the requirements of the new guide!ines,

[ncorporate a review of the prepared work packages dy supervision to
verify adequacy of work package imstructions and content.

Provide work requests to the planning group as work 1s identified to
allow maximum time to plan work and procure parts.

Include parts fdentification, verification, and reservation in the work
package development process.

Train planners on the full capabilities of the CHAMPS system,

Consider expanding the planned corrective action section of the
maintenance request form ar add additional sheets to allow for detailed
planning.

WORK REQUEST PROBLEM DESCRIPTION

Existing Condition

Work request prodblem descriptions are not always accurate and clear.
Verification of problem descriptions is not performed for al) work
requests. [ncomplete problem descriptions inhibit the planner's ability to
specify the scope of work to be performed. Significant delays are encoun-
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tered when maintenance requests are routed to the technica) group for
investigation,

Desired Condition

work request problem descriptions should be clear and accurate., The prodlem
description should provide accurate Information relative to the deficiency
description and the work being requested. Investigation of problems shoule
be processed fn a timely manner to allow scheduling of repair work. (INPQ

85-038, §u1!!11n!; for the Conduct of Maintenance at Nuclear Pgw!r §t,tf9n!,

Chapter Vi),

Recommendat fong

&, Train plant personne! on the requirements of administrative procedure
A-26A, "Procedure for Corrective and Preventive Maintenance using
CHAMPS®, for identification of plant deficiencies.

b. Emphasize to plant personne! the importance of providing accurate
prodblem descriptions on work requests.

€. Expand the responsibility for verification of the prodblen gescription
to include destgnated 1icensed plant staff engineers.

d. Expedite the transfer of the maintenance request form from problem
fdentification to work package planning,

e. Provide feedback to the maintenance reguest fnitiator when a mainte-
nance request 1s cancelled.

f. Eliminate the use of money tickets to perform maintenance.

3. Ensure maintenance request forms are again reviewed for adequacy of
section requirements if any changes are made to the maintenance
request.,
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§. POST-MAINTENANCE TEST PROGRAM

xistd ition

A systematic, consistently appliad post-maintenance testing program is not
established at the station., Inconsistencies exist when specifying post-
maintenance tests on the maintemance request forms. A procedure or guide to
ensure appropriate and consistent application of post-maintenance tests s
not availadble. Post-maintenance tests are a1so specified for "troudleshoot
and repair® maintenance request forms before the problem and corrective
actions are fdentified. Baseline data to afd in determining the acceptance
of a post-maintenance test is frequentiy not provided with the maintenznce
request form or work package,

Q!!’E!Q Qogg1§1gn

Safety-related equipment and equipment that s important to relfable station
‘operation should be tested in accordance with approved procedures and in a
manner that ensures the deficiency has been corrected. Post-maintenance
test procedures should contain acceptance criteria that aid in measuring the
performance of required equipment. Baseline data should be provided if

applicable. (INPO B5.038, Guidelines for the Conduct of Maintenance at
Nuclear Power Stations, Chapter VIII).

Rgmnd!t 1gn!

a. Develop and ‘mplement a post-maintenance testing guideline that
specifies requited testing and acceptance criteria for equipment
following maintenance. INPO Good Practice, MA-308, Post-Maintemance
Testing, could be of assistance in this effort.

5. Designate responsibilities for determining post-maintcnance test
requirements and reviewing results for acceptability,

¢. Train personne) designated to specify and review post-maintenance
testing on the requirements of the guideline,
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¢. Review post-maintenance test results against previous baseline data for
safety-related equipment and equipment important to re'iable station
operation. Ensure 2] tests have demonstrated acceptadle results.
Establish new base)ine data when appropriate.

¢, Defer specifying post-maintenance testing requirements unti) the extent
of the repairs are determined when specific repairs are unknown at the

time of technical review,
CONTRACTOR CONTROL

xisti ition

Contractor personne! are r)fed on to perform routine plant maintemance
activities. Maintenance personne! provide contractor coordination for work
activities but are not specifically trained in contract adminfstration or
‘advised as to the commercia) considerations affecting the work. Engineers
g0 not throughly understand the Philidelphia Electric Company authorization
and charge system, especially as 1t pertains to contractor (consultant)
personnel. Foremen are not well informed as to the scope of annua) service
contracts and as a result, frequent misapplications occur.

Desired Condition
Contract personne! should not normally be relied on for routine activities

to the extent that permanant staff does not develop required experience.
when used, they should perform maintenance under the same controls and high
wirk standards as expected of station maintenmance personne!. Utility
personnel responsible for implementation of contractor work should be
trafned to a leve! that contributes to effective work control and precludes
misapplication of the utility contracting format. (INPO 85-038, Guide!ines
for the Conduct of Maintenance at Nuclear Power Stations, Chapter vIil).
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Recommendat iong

¢, Estadblish training requirements for personne) who interface with
contractors. Contractor interface training should include items such
as work authorization, annual service contracts, claims dvoidarce, work
documentation, and safety practices.

b, Review the areas where contractor personne! have been utilized for
routine maintenance activities, Reevaluate staffing practices o
deterwine where revisions are appropriate,

DAILY PLANNING AND SCHEDULING MEETINGS

Existing Condition

Daily meetings are held to discuss the Unit 2 and Unit 3 outage schedules,
plans, and work to be done. The meetings frequent'. begin late. Personne!
often arriva late and depart before the end of the meetings. The meeting
agendas are not specifically defined in writing. Also, when the agenda is
initfally established at the bdeginning of the meeting, the agenda is not
dlways follows’.

The meetings often address status of work but do not d'ways properly
commuricate priorities, current problems, Job interferences, and requests
for support among station departments. Not al) groups at the station are
routinely represented at the meetings. Some representatives at the meetings
are not always prepared to discuss issues and may not be able to commit
resources or recognize the impact of station maintenance and modification
activities on the overall schedule.

Desired Condition

Noct1nqs'1nvovv1n9 routine job scheduling need to be held frequently to
properly communicate priorities, current problems, job interferences, and
requests for support among station departments. Meeting agendas should bde
established and closely followed for both the datly and weekly planning ang
scheduling meetings, These meetings should he chaired Dy 4 designated
‘ndividual wity authority in the work contro! process. Supervisors or
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resnonsible spokespersons from a1l maintenance discip)ines, operations,
quality contrel, radgiological) protection, technica) support, and the
warehouse should attend the meetings, Other personne! shou'd be invites as
needed. (INPO 85-038, Gufde!fnes for the Conduct of Maintenance at Nuclear
Power Stations, Chapter VI).

Recommendat ions

8. Begin meetings on time. Initiate the meeting formally and close the
door to the room to reduce distractions.

b. Emphasize to a1l meeting participants the importance of meeting
attendance and management's expectations for meeting conduct. Expecta-
tions should include the requirements that personnel be prepared (o
discuss their areas fn the meeting agenda, prohibit side conversatisns,
and discourage ‘ate arrival and early ceparture from the meetings.

€. Estadlish written objectives and generic agendas for al) recyrring
station meetings. Begin all meetings by briefly stating the meeting
objectives and reviewing the agenda. Ensure the meeting is run in
accordance with the agenda.

d.  Ensure that planning, scheduling, and coordin:.fon meetings are
oriented towards comr. iicating the performance of work rather than
discussing status of work satisfactorily in prooress. This would
include addressing priorities, current prodlems, job interferences, and
requests for support among station departments.

e. Ensure that all maintenance cisciplines, operations, quality control,
radiological protection, technical support, and warehouse supervisors
or their designated representatives are in attendance at the daily
planning, scheduling, and coordination meetings. Require that the
personnel in attendance represent the appropriate discip’ines for the
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meeting. Indivicuals attending the meeting should be experienced ang
have the authority to commit resources and make decisions as requires,

f. Place meeting handouts fn bins or on the meeting table where people canm
pick up the documents fnstead of handing out paper to everyone in the
room at the beginning of the meeting. Th's approach will save paper,
and everyone can reference the document they desire to use.

9. During the course of the meetings, be sure that everyone is aware of
which schedule/paper s being referenced and the specific line ftems
being addressed. Frequently, this 1s not accomplished and there fs
some confusion as to which paper and where on the document the reader
is.

h. Use one comprehensive checklist rather than segmented checklists when
: preparing for and discussing a project. Use of independent checklists
to address various portions of one major aciivity increases the

potential that activities fnvolving group interface will de
overlooked. The use of Independent checkists also makes coordimation
more difficult,

8. PLANT DATA BASES

xisting Condition

Data needed to support scheouling, maintenance history, and purchasing is
being collected in efght gifferent data dases. Cfauipment information is
often incomplete and not consistent among data bases. User unfamiliarity
with the systems 1imits accessibility to data. Forma) data dase controls
are not in effect.

Qesired Condition

The data collection program should clearly define those data elements that
need to be captured and the department responsidle for the quality of the
data. A single integrated data base management system should be used to
consolidate various computer files. The system information should include
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error checking on al) data input. Employees should know how to use the
system for gatfly planning and schedu)ing.

Recommendat 1ong

8. Assess the accuracy of existing data bases for their intended use ang
specify requirements for updating data bases in a timely manner,

5. Consider establishing a data collection program using the "Integratec
Data Base Management® technology. The program should include all cata
elements used in nuclear plant operations. Relationships between these
elements should be clearly definyd and documented in the program,

¢. Establish responsidility for administration of data. Ouplication of
data elements should be minimized.

d. Establish standards for specifying equipment identification numbers anc
descriptions. These standards should be used for error checking during
data input,

e. Review the existing equipment fdentification data bases. Resolve
discrepancies in information provided and complete the loading of
missing data.

f. Develop a user training program for all levels of users. Include
continuing training in the program. For certain positions, such as
planners, make the training program mandatory.

g. Control the input and revisions to the CHAMPS data base. Consider
using engineering staff to input and revise the data base information.

h. Review the present computer termina) avaflability and use. Expand tre
number and location of terminals available to the users if necessary.

f. Modify the CHAMPS program to highlight or automatically identify
repetitive fatlures or work on similar components.
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HEALTH PHYSICS SUPPORT OF MAINTENANCE ACTIVITIES

xisti ition
Health physics support of maintenance activities is not always well coorgi.
nated and sometimes results in work delays. Workers do not always under-
stand or support the radiological protection controls, Maintenance person-
nel perceive a lack of health physics support for work. Problems with
health physics support for maintenance activities frequently occur,
Radiologica) Work Permits (RWPs) must be requested at least 24 hours in
advance And are difficult to expedite. The use and applicacion of RWPs is
not always consistent and results in frequent delays.

Desired Cordition
Maintenance activities requiring health physics support should be coordi-

"nated to minimize delays and ensure exposure is as low as reasonably

achievable. Work groups should clearly understand and support the radielog-
fcal protection requirements. Health physics management ard supervision
should actively ensure thelr personne! suppart their customers, maintenance
and operations, and observe the publisned schedule. Health physics sunport
should de planned and provided expeditiously In advance of the tchedyled
work, RWPs should be consistently applied to ensure they are correct for
the Jjob, support planning, and reduce delays. Unavailability of health
physics personnel should be min‘mized during norma! maintenance work
activities. (INPQ 85-038, Guideiines for “he Conduct of Maintenance at
fuclear Power Stations, Chapter VI and INPO 85-004, Guide!lines for Ragdiolog.
lcal Protection at Nuclear P.wer Stations, Cha, ter 4111,

Recommendations

a. R few the maintenance/health physics interface and develop recom-
mendations for improvement in this area. Consider assigning a senior
maintanance worker and health physics technician to conduct this
review,

.24. ATTACHMENT A



d.

B. WORK CONTROL

Oevelop and communicate station health physics procedures that clearly
foentify the responsibilities of radfation workers and plant super-
visfon, Emphasize personne) awareness of the reasons for the radiclog-
fcal protection requirements and the ‘mportance of properly implement.
ing the programs.

Ensure RWPs are cocrdinated to .upport work scheduled on the five day
rolling schedule. Monitor the delays atsociated with health physics
support and determine the root cause. I[dentify and implement correc-
tive action, ]

Estab)ish guide)ires to ensure RWPS are applied consistently and
correctly. Communicate these guidelines to the RWP preparers, autho-
rizers, and users. Monitor implementation of the RWP program,

Review and monitor the process for access into and egress from areas
requiring RWPs, Incorporate and communicate changes to plant radioleg-
fca) control procedures.

Review the present health physics staffing and experience leve).
Ensure adequate health physics resources are svallable and properly
ellocated to support present and future work at the station.

Include a fieid on the maintenance request form for the supporting RWP
rumber. Cansider modifying the maintenance request from processing so
that Health Physics fs automatically notified of pending work when the
"FWP Required” "leld fs marked "Yes® on the screen.
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C. CONODUCT OF MAINTENANCE

1. INDUSTRIAL SAFETY

Existing Condition

Station personne! and contractors working on site freguent'y do rot exercise
good fndustrial safety practices. Examples cf industrial safety problems
include the following:

0 Hard hats and safety glasses with side shields are often not used as
required.

] Proper foot protection and protective clothing are not always worn,

‘o "Hearing protection required” signs are not posted where such protec
tion would normally be expected.

0 Observations indicate that supervisors often do not correct industrial
safety problems fn the field and sometimes do not wear specified
protective equipment.

Desired Condition
Station menagement should routinely endorse good industria) safety practices

during routine communication with al1 employees. Managers and supervi..rs
(first Yine supervisors in particular) should set the tone for safety Dy
consistently providing a good example for employees to follow. A1) station
personnel should be held accountadble for their safety performance., Defi-
cient performance should be reflected in performance appraisals. In some
Instances disciplinary action may be appropriate. Industrial safety
policies should be clearly written, readily available, and adhered to by all
personnel including contracto s and visitors. (INPO 86-009, Guideline for
the Organization and Administration of Nuclear Power Stations, Chapter vI).

.26 ATTACHMENT A



C. CONDUCT OF MAINTENANCE

Recommendat fong

8.  The corporate safety group should review current fndustrial safety
standards in effect on site for adequacy, and communicate & policy
regarding the standards to be applied to a'! Phildelohia £lectric
Company nuclear stations. Supplement the standards where necessary.

b. Trafn station personne) on the new policy and related standards.

¢, Conduct routine monthly safety meetings for al) station groups.
improve teamwork and consistency by selecting working-leve! representa-
tives from various work groups and assigning them to attend the safety
meetings of other work groups. Require the representatives to provide
structured feedback to their own respoct1vi work groups.

d. [nsure a1l vendors comply with the safe work rules outlined in the
Philadeiphia Electric Company “Vendor Safety Manual*.

e. Review existing maintenance department administrative guide'ines for
vendor contra] (Mag.- 9 Rev, 2) and revise as required, Estadlish the
guidelines as a station standard for vendor control,

2. RADIATION PROTECTION PRACTICES

Existing goqg1$1gﬂ

Observed radfological work practices could result in the spread of contamin-
ation. These practices included non-acherence to radfation work permit
requirements, reaching across contamination boundaries, not containing
potentially contaminated fluid, improper opening of doors for secondary
contairment, and improper handling of anti-contamination clothing.

Desired Condition

Control of work involving radiological protection is consistently accomp-
lished by establishing radiological standards and responsibilities, utiliz-
ing first line supervision and radiolagical protection personnel to monitor
performance of radiological work, and by adherence to procedures or permits
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that contain necessary radiological protection measyres and controls. (INPO
85-004, Guidelines for Ragiological Protection at Myclear Power Stations,
Chapter VIII).

Recommendat fons

t. Communicate radiologica) protection standards in General Employee
Training and ALARA briefings. Emphasize fndividual accountability for
proper radiological practices.

b. Review the radiological protection program relative to [NPQO 85-004,
Guidelines for Radiclogical Protection at Nuclear Power Stations,
Chapter VIII. Develop or revise the program to ensure the intent of
the guidelines s satisfied,

¢. Perform routine 1ine supervisor observations of maintenance, opera-
tions, test engineering, and instrumentation and controls work in
progress to emphasize weaknesses and opportunities for improvement of
radiological work practices.

d. Raview the implementing procedures for controlling work in radiological
controlled areas to ensure the procedures reflect the proper radiolog-
fca) protection practices specified in the radfation protecticn

program,

e. Increzse teamwork and encouragement of ALARA princinles by requiring
health physics and 1ine supervisors to jointly participate in ALARA ‘ob
briefings and review meetings., Assign higher level supervision to
attend critical meetings.

f. Provide opportunities for health physic: technician and maintenance
personnel interface during training sessions held on site or at the
Barbadoes Training Center,

g. Simulate sctua) radiological conditions with health physics technician
involvemest during mock-up training exercises.
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3. MAINTENANCE WORK PRACTICES

xisgti ndition

Maintenance work practices are often not in accordance with good industry
practices. Improper tool use s evident., Foreign materia) exclusion
controls are frequently not established for open systems and components.
Restoration of the wo k site to pre-job conditions 1s often not accomplish.

ed.

Qesired Condition
A1l personne) performing maintenance at tha station should conform to
clearly specified standards for maintenance. The standards should clearly
delineate management's expectations for maintenance in the areas of high
quality work performance, attention to detail, equipment and system protec-
tion, tool use, and use of procedures. Work sites should be clean and
‘orderly. Supervisors and foreman should monitor work in progress to ensure
mafntenance act’' ities are conducted n accordance with station policies andg
procedures and provide timely feedback to workers on deficiencies and work
well done. (INPO 85-038, Guidelines for the Conduct of Maintenance at
Nuclear Power Stations, Chapter VII).

Recommerdations

8. Specify and enforce management's expectations for the following:

pre-job briefings

proper component train and system verification prior to work
verifications of isolation/blocking

quality of workmanship

use of procedures, including sign-offs, and work hold points
practices for foreign materfal exclusion practices for open
systems and components

tool yse

work site cleanliness and order

post- job reporting, critiques, and paperwork

© © 0o 0o ¢ o
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CONDUCT OF MAINTENANCE

d. Conduct training for al) maintemance pcrsonn01 on expected standards
for the conduct of maintenance.
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0. MOTOR-OPERATED VALVES

L. PREVENTIVE MAINTENANCE

Existing Condition

Preventive maintenance activities are inadequate to ensure continued motor.
operated valve (MOV) relfability, Station MOV failures and fndustry
experience have not been used to update the preventive maintemance

program, Predictive maintenance technigues have not been develuped.
Responsibility for developing an overall MOV maintenance and testing
philosophy has not been assigned.

Qesired Condition

Predictive and pericdic maintenance should be used to effectively monitor
equipment performance and assist in prevention of failures. Industry
‘experience fndicates that substantia) relfability gains can be made by
employing predictive techniques on MOVS, These v2lves should de tested and
parameters such as running current, voltage, and fwitch timing checks should
be analyzed., Knowledgeadble Individuals must rev’ .. and analyze test data if
the predictive maintenance program 1s to be sucr: sfully used to fdentify
incipient failures. Industry experience such as NPRDS, Significant Event
Evaluation and Information Network Program products, vendor, and NRC
documents are ‘mportant elements of an expanded information base for use in
the analysis. (INPO 85-038, Guide)ines for the Conduct of Maintenance at

Nuclear Power Stations, Chapter [V and XVI).

Recommendations

8. Place all safety-related and relfability-related MOVs into the preven-
tive maintenance program., Review NRC bulletin 85-03 inspection results
to determine {f current preventive maintenance tasks are adequate to
minimize the problems found. Establish priorities for preventive
maintenance program implementation and frequencies based on MOV
application and environment.

b, Consider the use of the plant's "MOVATS® or other diagnostic equipment

-3l- ATTACHMENT A
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to trend the performance of these MOVS., The equipment must Le capad'e
of measuring stem thrust and provide current signatures that can de
compared to baseline data. Estadblish acceptance criteria for al)
predictive maintenance data, including maximum current allowed, switch
timing, and stem thrust,

¢. Assign an individua) overal) responsibility for establishing and
controlling the MOV program. This Individua) should de involved in
predictive and corrective maintenance information review, update of
preventive maintenance activities, review of procedures, review of
training plans, and incorporation of industry experience.

CORRECTIVE MAINTENANCE

Existing Condition

Forma) post maintenance MOV test requirements have not been established.
Testing 1s not always performed uncer maximum system differentia) pressure
or by the use of "MOVATS®, Limit switch settings are not recorded or
verified using a strip chart recorder. Troubleshooting procedures have not
been generated to aid craftsmen,

Desired Condition

Troubleshooting methods should be developed to address all motor-operated
valve failure modes and causes currently known by the industry. Trouble-
shooting procedures should o developed for each MOV moge), where appro-
priate, to properly guide craftsman efforts toward identification and
correction of underlying causes of failures. Diagnostic test equipment
should have the capability to measure stem thrust and current signatures.
Post-maintenance testing should be performed after any maintenance activity
that could affect valve operation to ensure operability of the valve during
maximum system differential pressure and flow conditions, (INPO SOER 83.3,
valve [noperability Caused By Motor-Operator Failyres).
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0. MOTOR-OPERATED VALVES

Recommendat fong
8. Generate troubleshooting procedures and/or conduct troud'eshooting

b,

c.

d.

training covering the various models of MOVs,

Ut1112e the plant's "MOVATS® for troubleshooting motor-operated valve
problems where torque switches require adjustment, motors require
replacement, or internal operator gear damage fs noted.

Include specific retest requirements into a4 post-maintenance test
guideline. Ensure that proper consideration is given to the plant
system conditions required for the test. The specified testing should
ensure the MOV will operate under conditions of maximum pressure and
flow. The results of post-maintenance testing should also de used to
make needed preventive maintenance program changes.

Consider the use of specific teams including craftsmen, foremen, and/or
technical staff engineers, for performing MOV maintenance. This
practice wil) accelerate the development of technical expertise ang
provide additional consistency during MOV maintenance.

Verify 1imit switches are set correctly by monitoring switch actuation
and motor current on 3 strip chart recorder and comparing the times of
switch actuations to critical points on the motor current trace.

PROCEDURES

Existing Condition

Motor-operated valve procedures lack some needed technical detail. General.
ly, the prodblems involve lack of acceptance criteria, unclear lubrication
requirements, insufficient torque switch installation details, and lack of
guidance on setting limit switches. [In addition, «ite and corporate
procedures exist for similar maintenance activities. These procedures vary
greatly in the detail provided.

One notable procedure problem involves the allowance of electrica) backseat-
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0. MOTOR-OPERATED VALVES

ing of motor-operated valves. The technique nvolves manually activating
the "open® contactor at the motor control center ¢nti) amperage ‘ncreases o
s1ightly above norma) running current, This end point is difficylt to
achieve since amperage peaks the instant back seating occurs, Industry
experience has shown that damege to the valve stem, disc, or back seat may

resylt,

Desired Condition
Procedures should be written for corrective And preventive maintenance.

Information provided in procedures should be clear and concise, sheuld
provide appropriate detail, and should minimize the need for
{nterpretation. (INPO 85-038, Guidelines for the Conduct of Maintenance at

Nuclear Power Stations, Chapter V),

Re ndation

9. Minimize the electrical back seating of motor-operated valves.
electrical back seating 1s required, evaluate the technigue of using
reduced voltage during back seating to reduce the torque applied by the
operator, This will minimize the potential for stem, disc, and back

If

seat damage.

b, Combine the site and corporate procedures into one set of site approved
procedures.

Provide acceptance criteria for test data and require all as-found and
as-left data be recorded.

c.

d. Incorporate additiona) technical direction for tasks such as limit
switch settings, lubrication requirements, and torque switch installa-

tion,
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0. MOTOR-OPERATED VALVES

QESIGN CONTROL

xigt! ition

A controlled setpo‘nt data base has not been developed for motor-operated
valves. Torque switch setpoints for non-safety related MOVS are obtained
from an uncontrolled design document. A controlled drawing for torgue
Switch settings on safety-related MOVs 1s being developed as part of the
current testing program, Setpoints have not been established or documented
for MOV Timit switches. Nameplate data is being recorded during maintemance
activities, but has not been placed into a controlled document. [n addi-
tion, final resolution on INPO SOER 86-2, Incorrect Closed Position Indica-

tion on Motor-operated Valves has not been obtained,

Oesired Condition

Controlled design information should be maintained on all motor-operated
valves. A setpoint 11st should include torgue switch setting and range,
Timit switch setting fncluding percentage of total valve trave!, and stem
thrust requirements, Other information that shou'd be controlled isc)udes
the type of grease to be used, nameplate data, and other Information
necessary to procure or replace operator parts and materials. (INPO SOER 83.
9, Yalve Tnoperability Caused by Motor-Operator Failures).

Recommendat ions

e, Establish and contro) setpoint data for al) motor-operated valves.
Include setpoints related to torque switch settings, limit switch
settings, and stem thrust requirements.

b, Generate additfona) controlled procedures or a controlled data base
where other pertinent valve information can be documented. Information
to be documentid should include the type of grease to be used, operator
nameplate data and other information necessary to procure or replace
operator parts and materials, Additioral information that could bde
documented includes specific information on interna) switch materials
and environmental service conditions for each valve,
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0. MOTOR-OPERATED VALVES

¢. Evaluate the modification of MOV wiring to 41low the torgue switch
dypass contacts to be adjusted separately from valve position ingica-
tion as referenced in SOER 86-2.

TRAINING

Existing Condition

Formal technical training has been provided to craftsmen and foremen, bdut
additicnal training s sti11) reeded. Initia) training consisted of one to
two days of instruction several years ago. Additional training was provided
to approximately forty percent of the craftsmen during recent training given
by an outside firm. However, the technical knowledge of the craftsmen
involved with MOV maintenance stil1 varies greatly,

Training lesson plans are not updated in a timely manner based on industry
'oporntinq experience. Site specific procedures are not referenced in the
lesson plans. In addition, lessons learned from inspec*ions of safety
related MOVS have not deen incorporated.

Industry operating experience is not consistently communicated to craftsmen
and foremen,

Trafning in the use of *MOVATS® {5 only provided to contract personne!
directly fnvolved with NRC dulletin 85-03 testing.

Desired Condition

Training should develop and maintain the knowledge and skills needed by
maintenance and operations personne! to effectively perform plant activities
and preveit occurrences experienced slsewhere in the industry. Plant
personne’ and feedback should be used to identify initia) and continuing
training program enrancements. Contimuing training should fnclude plant
procedures and contafn applicable industry experience from [NPO SEE-IN
documents, NRC bulletins, and other sources. (INPO 85-038, Guidelines for .
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the Conduct of Maintenance at Nuclear Power Stations, Chapter 1),
5!22!!!2!!&1231

8. Continue MOV technical training, such as that recently provided for a))
craftsmen, foremen, engineers, and operators involved in MOV related
activities. Provide refresher training on a periodic bas's.

b, Review available industry operating experience information for needed
revisions to training lesson plans, Ensure future revisions are

timely.

€. Incorporate lessons learred from recent inspections of safety-related
MOVs into the training programs and valve maintenance procedures.

d. Use site procedures during formal training., This increases craftsmen
Familiarity with the procedures needed for work at the station and
provides additiona) procedure validation.

e. Ensure industry operating experience is veing effectively discussed
during routine craftsmen meetings. Route this information to those

that could not attend the meetings,

f. Consider the use of Philadelphia t1octr1; Co. MOV experts during forma)
triining sessions,
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€. PREVENTIVE MAINTENANCE

I, INTEGRATED EQUIPMENT LIST

xigt! ition

An fntegrated equipment st has not been established to fdentify al
equipment, components, and structures to be included in the preventive
maintenance program. The basis for existing preventive maintenance tasks
and their frequencies s normally not recorded and often not known by
personnel. Many tasks are no longer performed and cannot be &ssessed as to
cost effectiveness, In addition, procedures often do not exist for many
preventive maintenance activities,

Desired Condition

An integrated equipment 11st should be developed that includes the basis for
“Inclusfon or exclusion of an item from the preventive maintenance program,
Included in this effort should be the analysis of failure modes and frecuen-
cles, the determination of failure causes, and identification of preventive
maintenance actions that could improve station reliadility and reduce
operating costs. (INPO 85-038, Guidelines for the Conduct of Maintenance at

Nuclear Power Stations, Chapter [V),
Recommendat iong

8. Generate an integrated 11st of equipment to be fncluded in the preven-
tive maintenance program. Record the basis for inclusion or exclusion

of equipment from this list.

b. Establfsh or revise preventive maintenance tasks for the )isted
equ1bunnt. Specify frequencies for performance of these tasks. The
basis for the specific task and frequency should be recorded. This
practice will provide justification for future program revisions. This
review is currently being performed on fifteen critica) systems and
should be extended later to all other plant systems. Consider incorpe-
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E. PREVENTIVE MAINTENANCE

rating relfadility centerec maintenance technigues into tre program,
EPRI reports NP-2416 on preventive maintenance and NP-4271, NP.478S,
and KP.5430 on relfadility centered maintenance may be of use in this
effort.

¢. Generate or revise procedures for all preventive maintenance activities
and ensure that the as-found and as-left information is required to be |
recorded to allow analysis of preventive maintenance program effective.
ness and revisions to the program., (Efforts are currently ynderway in
this area).

2. PREDICTIVE MAINTENANCE

xisti ition
The scope and mplementation of the predictive maintenance program are not
csufficient to predict equipment failyre and minimize corrective maintenance
ectivities. 011 analysis, thermography, vibration monitoring, and motor
insulatior testing are examples of techniques that are either not performed
or not integrated into the preventive maintenance program to maximize
overall maintenance program effectiveness.

Desired Condition

Preventive maintenance includes predictive, periodic, and planned mainte-
nance actions performed prior to equipment failure or to prevent equipment
fatlure. Predictive maintenance trends ind monitors representative para-
meters of equipment performance and uses techniques such as vibration
analysis, infrared surveys, and motor-operated valve testing., Periodic

maintenance s actfon taken on a routine basis. Planned maintenance is
performed based on predictive and periodic maintenance results. Effective
monitoring and dfagnostic methods are normally preferred to periodic
internal fnspection or equipment overhauls. (INPO 86-038, Guidelines for
the Conduct of Maintenance at Nuclear Fower Stations, Chapter [V).

Recommendat iong
a. Identify predictive maintenance techniques currentl: in use in the
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c.

d.

€. PREVENTIVE MAINTENANCE

industry, Utilize this information to specify prevent 've maintenance
tasks and frequencies. Consider expanding the use of technigues such
as 011 analysis, thermography, and diese’ engine performance
analyzer. (A maintenance guideline is in place to sontrol the vibra-
tion monitoring program,) )

Use predictive maintenance prior to ard following corrective mainte-
nance to help troubleshoot equipment problems and assess the effective-
ness of corroctive acticn«, Post-maintenance predictive tests should
4750 be used to estadlish new baseline data for commarison \ ‘h future
testing. Consider integrating personnel from the acoustic and dynamic
menitoring groups into corrective maintenance activities.

Integrate predictive maintenance activities into the preventive
maintenance program to minimize equipment overhauls and of! change
outs, This practice will also provide a mecharism for compariry
predictive results against actua! equipment deqgradation so that the
predictive tachniques can be refined over a period of -ime.

Ouring performance of predictive maintenance activities, record
applicable environmental and system conditions to allow predictive
mairtenance data to de effectively trended.

Train work planners and engineers on predictive technique capabilities
and when they are to be used for troubleshooting or as a post-mainte-
nance test following corrective maintenance.

LUBRICATION PROGRAM . JPERATIONS

Existing Condition

The lubrication program does not provide for timely equipment lubriLations,
Justification of substituted lubricants, or docurentation of results in a
readily accessible history program. In addition, the scope of required
lubrication activities is not corsistently understood throughout the
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organization. For example, personne! do not have a consistent understanding
45 whether an of) change is requireu, or whether credit can be taken for an
011 level check.

Desired Condition

fquipment 1s lubricated in accordance with vendor recommendations for the $
installed service and enviromment. A1 substituted 'ubricants are evaluaired

for suitability, Lubrication activities are documented and excessive o1) ;
usage or lubricant breakdown {s investigated.

Recommendations

€. Identify all equipment currently requiring lubrication. This should
Include a review of existing lubrication sheets ir addition to identi-
fication of equipment not covered by the current program,

Develop a controlled ludbrication manua) that Tists al! equipment

requiring Tubrication, the points to be lubricated, and the amount and
type of lubricant to be used.

Estadblish ubrication tasks in CHAMPS to implement e rejuiraments of

the lTubrication mancal. Remove obsolete tasks currently loaded in
CHAMPS,

Oevelop & lubricant cross reference appendix to the lubrication
manual. Equivalent lubricants must have a documented engineering

analysis that just ifes the lubricants' use and any restrictions to Se
foilowed such as radfation or mixing precautions.

Require update of the lubrication manual and preventive maintenance
tasks when modifications are made to systems or equipment, This

includes minor modificat‘ons suck as replacement of bearings requiring
lubrication with sealed bearings.

irain operations and maimtenance personnel on the use of the ludbrica-
tion manual and good lubrication practices.
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9. Update the CHAMPS system {f ubrications are performed as part of
corrective maintenance.

h. Trend of] usage on critical plant equipment to fdentify the severity of
011 leaks or other lubrication problems.

PROGRAM CONTROL

Existing Condition

Management has not established their philosophy and expectations for the
content and control of the preventive maintenance program. Followup te
ensure effective program implementation has not been effective. The CHAMPS
computer system is not consistently used by all groups and the scheduling cf
preventive maintenance tasks is not integrated to minimize equipment out of
‘servica. [n addition, the program ¢ not revised through structured and
consistent craftsmen feedback or as a result of system modifications.

Cesired Condition

Management must set the overall philosophy and goals for the program and
commit the necessary resources to meet them. Administrative and implement-
ng procegures should diract the program and gauge its effectiveness.
Performance measures or reports should be established to inform management
of progra= ‘mplementation status and to help fdentify needed program
changes. (INPO 85-038, Guidelines for the Conduct of Maintenance at Nuclear
‘Jwer Stations, Chanter XIV).

Recomendations

a. Establish a statfon guideline the lists what types of equipment should
be included in the preventive maintenance program. Decisions for
equipment inclusion should be based on considerations such as nuclear
safety, plant availability, pericnnel safety, requlatory and code
requirements, station experience id cost benefit.

5.  Update CHAMPS software to allow rescheduling of preventive maintenance
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tasks without artifically changing the frequency or last completion
date. In addition, update CHAMPS software, if required, to support
management reports needed to assess preventive maintenance program
effectiveness. .

Develop guidelines and provide training to users on the use of the
CHAMPS program. Examples of information to be provided should include

items such as the following:

0 Tist of mandatory information to be included in the program such
2: RWPs, equipment location, and procedure references

) methods for grouping preventive maintenance tasks to minimize the
number of times equipment must be remor d from service for
maintenance

0 method to take credit for preventive maintenance ictivities
completed during corrective maintenance

0 method to fdentify upcoming preventive maintenance activities that
should be scheduled with planned corrective maintenance

0 method for revising preventive maintenance tasks when changes are
needed

0 wethod for obtaining management reports (Examples of usefu!
information may include preventive maintenance manhours versus
corrective maintznance manhours and preventive maintenance task

deferrals.)
Record justifications for deferrals of all preventive maintenance
tasks. The maintenance manager or his designee should approve all

deferrals. Generate reports on task deferrals for management review.

Ensure craftsmen are aware of thefr vital responsibility to recommend
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changes to the program based on their work in the field, When crafts-
men recommend changes, feedback the results of these recommencations %o
the individual making the recommendation. A method to accomplish this
may utilize a standard comment form to be included with preventive
maintenance packages.

Ensure the preventive maintenance program is updated when required due
to modifications of systems or equipment., This is currently required
by administrative procedures, but is not effectively accomplished.

When permanently installed plant instrumentation is found out of
calibration, review previous tests that were performed using this
fnstrumentatfon. Oocument the analysis made concerning the validity of
the previously performed tests.

Assign a management individual overall administrative responsibility
for the preventive maintenance program. This control should include
mechanical/electrical, and fnstrumentation and contro! disciplines.
His responsibilities should include the following:

0 evaluation of preventive maintenance program effectiveness by
reviewing preventive maintenance deferral reports and equipment
failure reports

revision of adeinistrative guidelines where appropriate

control of the CHAMPS preventive maintenance program

assurance of consistency of approaches ocetween groups

review justification of preventive maintenance task and frequency

o O o o

changes

[nclude preventive maintenance in both station goals and department
goals.
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1. PROCEDURES DEVELOPMENT AND WRITING

Existing Condition

A uniforw station process for procedure development and writing has not been
established. There ure four writers guides being used for tie development of
procedures. Station maintenance pro-edures are written by engineers,
professional procedur2 writers, and in one group, experienced craft person-
nel. These personnel have not all recefved training on the requirements of
the writers guides. Recently written maintenance procedures do not contain
a1l the information specified in the writers guide. [n addition, clear
guidance does not exist on the use of procedures and instructions by station
personnel to accomplish maintenance activities.

,Desired Condition

Maintenance procedure development should be accomplished in accordance with
An approved writers guide. The writers should be trained to write mainte-
nance procedures and use technical input from craftsmen and engineers
experienced with the activity., Procedures should be written for and used in
411 safety-related work and for all non-safety-related work that could
result in a station transient, degraded station reliability, or a personne)
or equipment hazard. (INPQ 85-038, Guidelines for the Conduct of Mainte-
nance at Muclear Power Stations, Chapter V).

Recommendations

a. Develop and approve a station procedure writers' guide. This guide
should be used as tte overall administrative control for developing
procedures and instructions for the various discipiines. The guide
should contain guidelines and criteria for human factor considerations
consistent with [NPQ 85-026, Writing Guideline for Maintenance, Test,
and Calibration Procedures. Use appendices to incorporate special
requirements for the various disciplines,
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b. Train engineers, writers, and craftsmen involved in procedure writing,
on the guide's proper use and application.

¢. Involve craftsmen during the planning phase of procedures to ensure the
necessary topics and details are included in the procedure. In
addition, use craftsmen during the validation process.

a Considre ¢« %1 “ g1y c point f contac ‘o f ‘flivaie ang
LS the ' r: -« rograms,
.. he Jcrwmenty for the use of procedures or work instry . ti--
4 enan-e viie
“Ey . AU ICATIUN

'Ex1stingfcund1(1qn

Maintenance procedure verification frequently is not performed. Forma!
processes for procedure verification have not been established.

Oesired Condition

Procedure verification should be performed to ensure the incorporation of
proper format and tochnical accuracy in new or revised procedures. The
review should ensure that the format incorporates human factors principles
and other appropriate administrative controls. Verification should be dore
Dy one or more reviewers who were not involved in writing the procedure.
(INPO 85-038, Guidelines for the Conduct of Maintenanze at Nuclear Power
Stations, Chapter V).

Recommendat ions
a. Establish a form: «7¢ = cerification of new and revised
procedurs:. [Nt S : .ncy Operating Procedures Verification

Guidelfnes, shou . be used as a guide in this effort,
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b. Train engineers, supervisors, craftsmen, and contractors on the
verification process.

PROCEDURE VALIDATION

Existing Condition

Mairtenance procedure and instruction validation is not performed prior to
final approval, A formal program for procedure validation has not been
established,

Desired Condition

Procedures should be validated to ensure their usability and correctness.
The validation process should demonstrate tha® the procedure provides
sufficient and understandable direction to the craftsmen and that the
procedure s compatidble with the equipment or system being maintained. The
validation may be done in a shop, training environment, mock-up, simulator,
or during the first time use of the prociiure. (INPO 85-038, Guidelines for
the Conduct of Ma‘ntenance at Nuclear Power Stations, Chapter V),

Recommendations

a. Estabifish and promulgate a forma) procedure for maintenance procedure
and instruction validation. The procedure should include the valida-
tion method se'ected, assessment and resolution of identified devia-
tions, and documentation of the validation. [NPQ 83-006, Emergency
Operating Procedure Validation Guidelines, should he used as a guide.

b. Train maintenance engineers, supervisors, and craftsmen on the valida-
tion process.

Ce Establish a plan and a schedule to validate all maintenance procedures
as they are written and revised.
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d. Ut111ze craftsmen to perform validation of maintenance procedures.
PROCEDURE REVIEW AND REVISION

Existing Condition

The station adminfstrative procedure on periodic review of procedures does
not include a requirement to perform a human factors review against the
guidance in the writers guide. Many existing maintenance procedures contair
human factor deficiencies that can lead to performance problems.

Desired Codition

A1l procedures should be perfodically reviewed to identify content changes

‘hecessary to enhance format, human factors, or management philosophy., A

method should exist to ensure that technical specifications and other
licensing commitments are not changed or deleted during the proceduyre
revision and review process. (INPQ 35-038, Guidelines for the Conduct of
Maintenance at Nuclear Power Stations, Chapter V),

Recommendat fons

a. Establish the diennial review program for maintenance procedures
specified in the Commitment To Excellénce Plan.

b. Convert all procedures used by maintenance personne] to the format and
style specified in the writers guide.

¢. Incorporate a mechanism to ensure licensing or other commitments are
adequate and not fnadvertantly changed or deleted during procedure
review and revision,

d. Include a human factors review according to the procedure writers guide
as part of the procedure review and revision prncess.
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e. Change administrative forms and practices so that the revisions to
procecures are identified in the dody and the reason for the rev*sion
is stated on the revision forms.
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1, SPARE PARTS

.

Existing Condition

Many maintenance request forms are on hold awaiting parts. Maintemance
personne! report that out-of-stock narts are a frequent problem and that a
significant number of supply problems fnvolve parts that have not been
established as store ftems. Significant maintenance department resources
are dedicated to parts procurement. Estabiishment of stocking levels and
release of parts held in the emergency category often does not include
management review or oversight. Additionally, order tracking and expediting
delivery dates are not effectively coordinated with plant need dates.

The computer data bases that support procurement efforts (CHAMPS, ADABAS and
MAX [I1) are not functionally integrated, contain incomplete or cenflicting
‘equipment information, and are not well documented. Users are sometimes not
familiar with the capabilities of the existing systems.

Specific actions are planned to improve the implementation >f the spare
parts program and establish rulationa)l data bases; however, the time table
for accomplishing these tasks s approximately three years and efforts are
dependent upon updating the CHAMPS and ADABAS data bases to the latest

software revisions,

Desired Condition
Procurement activities should ensure proper parts, materials, and services

dre purchased to support maintenance activities and meet the requirements
for safe and relfable station operation. Parts stocking and issue problems
should be‘c?osely monitored and trend- 4., Spare parts should be ordered and
staged in a coordinated manner to su.urt present and future work activit-
‘es. Spare parts data bases should be accurate, complete, and well docu-
mented. (INPQ 85-038, Guidelines for the Conduct of Maintenance at Nuclear

Power Stations, Chapters VI and [X).

.50- ATTACHMENT



G. MATERIALS MANAGEMENT

Recommendat ions

b.

Ce

d.

Review the process for identifying, procuring, staging, and issuing
spare parts to ensure adequate support of maintenance. Provide
management direction and the necessary engireering resources to correct
fdentiried weaknesses,

Continue the Spare Parts Improvement Program Phases I to [V with
particular emphasis on in-plant equipment verification, data entry
verification, and controlling the process for establishing stock
Tevels.

Update CHAMPS and ADABAS software to the latest software revision and
document the revised system design and capabilities.

Provide formal training to planners and engineers on the use of the
spare parts programs,

Revise the station procedure for the material contrg! system 22 clarify
use of non-conforming materials and provide instruction cn complation
of the required documentation. Train personnel on the pricedure
changes.

Provide a method of feedback from buyers to maintenance :lai. -,
regarding delivery dates which do mot meet requisition need dotes.
Also, develop a method to identify and expedite past due deliveries of
spare parts on order.

Consider incorporating spare parts purchasing ectivities with the
modification process for new equipment installations. Cost savings
wouid be achieved by combining spare part orders with the initial
order. This would also ensure part availability during startup testing
and future maintenance activities.
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FEACH BOTTOM ATOMIC POWER STATION
MAINTENANCE ASSISTANCE AND REVIEW TEAM VISIT PLAN
NOVEMBER 2-13, 1987

TOPIC LIST RESPONSIBILITY
1. MANAGEMENT [SSUES Qugger
Frew
a. Resolutfon of Long-Standing Problems 0'Nei
Rainey

b, Goals/Objectives
¢. Supervisary/Management I!nvolvement
d. Defining/Enforcing Standards
e. Responsibility/Accountability
f. Root Cause Analysis
2. MATERIAL CONOITION Hayden
‘a, Deficiency ldentification/Tag Removal
b, Leaks/Preservation
3. WORK COMTROL Hayden
Kenney
a. Planning
b, Coordination
C. Scheduling
d. Backiog Management
e. Prioritization

f. Post-Maintenance Testing

g. CHAMPS Use/Control
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TOPIC LIST RESPONSIBILITY
4, LCONDUCT OF MAINTENANCE Hayden
0'De
4. Industria) Safety Q0'Mara
b. Foreign Materfal Exclusion
c. Post-Job Clean up
d. Procedure Adherence
e. Radiological Protection
§. PREVENTIVE MAINTENANCE Tills
Mercier
4. Praventive Maintenance Progr.m
b. Deferrals
¢. Backlog
6. PROCEDURES Kenney
0'0el
KL Human Factors Rainey
b, Development of Balance of Plant Procadures
¢. Vendor Manual Control
d. Control/Authorization
e, [&C Surveillance Test Rewrite
9. Temporary Procedure Change
h. GA Review of Procedures
7. MOTOR-QPERATED VALVES Tills
Gruber
4. Troublashooting
b. Root Cause
€. Post-Maintenance Testing
d. Work Practices
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NAME

« ANDERSON

AUSTIN

. CLupp
. DAVENPORT

DAWSON
FULVIO

« McCORMICK

MITCHELL
MITMAN
OLTMANS
0' MARA

. PATTON

POTOCIK
RAINEY
RYAN
SMITH

. DUGGER

E. HAYDEN

. KENNEY

PEACH BOTTOM ATOMIC POWER STATION

MAINTENANCE ASSISTAI CE AMD REVIEW TEAM

NOVEMBER 2, 1987
ENTRANCE MEETING

TITLE

ASSISTANT SUPERINTENDENT - 1&C
SUPERINTENCENT - CONSTRUCTION
SHIFT MANAGER

ASST. SUPERINTENDENT - MAINTENANCE
SENIOR ENGINEER MAINTENANCE
TECHNICAL ENGINEER

PLANT MANAGER

ENGINEER - OPS SUPPORT

SENIOR ENGINEER - RADWASTE

SENIOR CHEMIST

MAINTENANCE SUPERINTENDENT - LIMERICK
SUPERVISOR ENGINEER

SEXIOP ENGINEER - HEALTH PHYSICS
SUPERINTENDENT - MAINTENANCE/18C
ENGINEER - OUTAGE PLANNING

VICE PRESIDENT - PEACH BOTTOM

TEAM LEADER

MAINTENANCE EVALUATOR

MAINTENANCE EVALUATOR

ORGAMIZATION

PECO
PECO
PECO
PECO
PECO
PECO
PECO
PECO
PECO
PECO
PECO
PECO
PECO
PECO
PECO
PECO
INPO
[NPO
[NPO
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e nng ORGANIZAT LN

J. TILLS PROJECT MANAGER INPD

J. MERCIER MAINTENANCE ADVISOR EPRI/EDF

J. FREW MCLF DIRECTOR GPU NUCLEAR
L. O'NEIL SUPERVISOR ENG!NEERING PPRL

W. 0'DELL PROJECT DIRECTOR GE
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PEACH BOTTOM ATOMIC POWER STATION
MAINTENANCE ASSISTANCE AND REVIEW TEAM
NOVEWBER 2-13, 1987
PERSONNEL CONTACTED

NAME TITLE

G. ADAMS SAFETY ENGINEER

N. ALEXAKOS MAINTENANCE ENGINEERING

C. ANDERSON ASST. SUPERINTENDENT . 18C

€. BAILEY COOROINATOR - SPARE PARTS

0. BERTOCCHI TECH. ASST, - COMPLIANCE ENGINEER
H. BIRCH BECHTEL ENGINEER

R. BROWER ENGINEER - INSTRUMENT & CONTROL
0. BUCKLEY ENGINEER - PREVENTIVE MAINTENANCE
G. BURDSHALL ADVISOR TO 0. SMITH/G. LIPSCY

H. CARR FOREMAN - INSTRUMENT & CONTROL

0. CIBROSKI FOREMEN - MACHINIST

J. CLUPP SHIFT MANAGER

J. COOK TEST ENGINEER

J. COTTON SUPER INTENDENT - OPERATIONS

J. CURRAN PLANNER - FITTER

8. CURRY FIELD ENGINEER

J. DAVENPORT ASST. SUPERINTENDENT - MAINTENANCE
G. DAWSON SENIOR ENGINEER MAINTENANCE

T. FARRINGTON ASSISTANT FOREMEN - FITTER
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K.

FENIMORE
FULVIO
GEYER
GRANEY
HEMPSTEAD
JACKMAN
KECNE
LANGENMAYR
LEE
LENGYEL
LINO
LIPSCY
LOVEALL
MAXTON

. MAYD

MELLOR
MITMAN
McCORMICK
NULL
PESARCHIK
POTOCIK
POWERS

. RAINEY

RASHID

TITLE

SUB-FOREMAN - FITTER

TECHNICAL ENGINEER

ASST. ENGINEER - MAINTENANQE
SHIFT ASSISTANT - MAINTENANCE
EMGINEER - BECHTEL

TECHNICAL ASST, - SPARE PARTS
ENGINEER - INSTRUMENT & CONTROL
ENGINEER - CHAMPS

CONSULTANT - OUTAGE PLANNING
FIELD ENGINEER

ENGINEER - ACOUSTIC & DYNAMIC ANAL
SUPERINTENDENT - SCHEDULING
CONSULTANT

SUB-FOREMAN - FITTER

OUTAGE PLANNER

FOREMAN

SENIOR ENGINEER - RADWASTE
PLANT MANAGER

SUB-FOREMAN - MACHINIST

SAFETY ENGINEER

SENIOR ENCINEER - HEALTH PHYSICS
PROJECT MANAGER
SUPERINTENDENT-MAINTENANCE /1&C
TECH. ASST. - PREDICTIVE MA[nT.
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NAME

« ROGENMUSER

RYAN
SHORTES
SMITH
SMITH

« SPEAKMAN

STOTT
THOMAS
TIEPNEY
TURTURICI
WALK
WHITE
WILSON
YOUNG
YOUNG

TITLE

ENGINEER - PREVENTIVE MAINTENANCE
ENGINEER - OUTAGE PLANNING
FOREMAN - ELECTRICAL

TECHNICAL ENGINEER - I18&C

VICE PRESIDENT, PEAC” BOTTOM
SUB-FOREMAN - MACHINIST

ENGINEER - IMTTRUMENT AND CONTROL
ENGINEER - PREVENTIVE MAINTENANCE
ASSISTANT FOREMAN - MACHINIST
ASST. FOREMAN - FUEL FLDOR
BECHTEL PROJECT START UP SUPERVISOR
ENGINEER - PREVENTIVE MAINTENANCE
SUPERINTEMOENT - OUTAGE PLANNING
SYSTEMS ENGINEER - HPCI

FOREMAN - ELECTRICAL
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PEACH BOTTOM ATOMIC POWER STATION
MAINTENANCE ASSISTANCE AMD REVIEW TEAM
NOVEMBER 13, 1987

EXIT MEETIMNG

NAE TITLE ORGANI ZAT ION
C. ANDERSON ASSISTANT SUPERINTENDENT - [&C PECO
G. DAEBELER CTE COORDINATOR PECO
J. DAVENPORT ASSISTANT SUPERINTENDENT - MAINTENANCE PECO
G. DAWSON SENIOR ENGINEER MAINTENANCE PECO
G. LIPSCY SUPERINTENDENT - SCHEDULING PECO
M. McCORMICK PLANT MANAGER PECO
T. MITCHELL ENGINEER - OPS SUPPORT PECO
J. Q'HARA MAINTENANCE SUPERINTENDENT - LIMERICK  PECO
K. POWERS PROJECT MANAGER PECO
G. RAINEY SUPERINTENDENT - MAINTENANCE/1&C PECO
0. SMITH VICE PRESIDENT - PEACH BOTTOM PECO
J. WILSON SUPERINTENDENT - OUTAGE PLANNING PECO
L. DUGGER TEAM LEADER INPQ
E. HAYDEN MAINTENANCE EVALUATOR INPO
J. KENNEY MAINTENANCE EVALUATOR INPQ
T. SULLIVAN VICE PRESIDENT ENGINEERING [NPO
J. TILLS PROJECT MANAGER [NPQ
J. FREW MCLF DIRECTOR GPU NUCLEAR
L. O'NEIL SUPERVISOR ENGINEERING PPEL
W. Q'DELL PROJECT DIRECTOR GE
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