September 9, 1987

MEMORANDUM FOR:  Robert M. Gallo, Chief
Operations Branch, DRS

FROM: Larry J. Wink, Operations Engineer, BWR Section,
Operations Branch, DRS
SUBJECT: NIAGARA MOHAWN, NINE MILE POINT 2,

ASSESSMENT OF LICENSEE PERFORMANCE (TEST CONDITION 1)

Attached please find the DRS Interim Assessment for Niagara Mohawk, Nine Mile
Point=2. The assessment period 1s from July 20, 19&7, through August 12, 1987,
A DRS finspection s currently planned for the week September 14, 1987, and
additional assessment or observation will be provided to you as soon as
possible after the inspection. 1If you need more information regarding this
assessment or have questions, please call me on extension 5184,

Larry J. Wink, Operations Engineer
BWR Sect{ .. Operations Branch, DRS
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ASSESSMENT OF LICENSEE PERFORMANCE
NIAGARA MOHAWK POWER CORPORATION
NINE MILE POINT NUCLEAR STATION, UNIT 2
PERIOD: JULY 20, 1987 = AUGUST 12, 1987
(TEST CONDITION 1)

INSPECTION ACTIVITIES

The Test Programs Section conducted two inspections during the peri-d July 20,
1987, through August 12, 1987, The inspections invelved 94 direct fnspection
hours by two regfon-based inspectors. The period covered activities from the
completion of the test results evaluation for Test Condition Heatup through the
completion of testing in Test Condition 1. No violations were identified.

PERFORMANCE ASSESSMENT

1.

MANAGEMENT CONTROL

Management oversight and contrel of activities has continued to be
adequate and effective with improvement noted from ‘he initial low power
testing phase. [Increased management monitoring of control room activities
has been observed during major plant evolutions and tosts. Strong
management attertion continues to be focused on the safety implications of
technical problems but engineering support for the resoiution of problems
has been less than adequate and has significantly hampered the progress of
the overal)l power ascension progrsn.

The effectiveness of the daily management meetings hus generally improved.
One significant improvement was achieved by changinu the time of this
meeting from 8:30 a.m. to 9:30 a.m. This allowed th» Work Status meeting
to be held prior to the management meeting and has improved the quality of
information available to plant management. Instances continue to be
noted, however, in which poor communications have hampered effective
management of daily activities. In one case, following the initial
turbine roll, the GE LSTG engineers were allowed to leave tie site without
an effective turnover of information concerning required actions to
support additional turbine testing planned for later that day .,

PLANT OPERATIONS

Overall plant operations continue to be conducted in a consistently
conservative and safety conscious manne~, Perforrance of Operations
personnel during testing has been excallent. The station shift
superintendents have maintained good control over testing activities and
have made significant contributions to the effective performance of major
testing evolutions.
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Control Room access has been adequately controlled and, even during

periods requiring heavy man=loading in the Contro) Room, the activities

were well coordinated, One weakness noted involved the timeliness of

operator's response to ainunciators, Operators have been noted to allow

relatively long (greate. than 30 seconds) periods of time to elapse

hetween the audible annunciator alarm and their scanning of the visua)
‘unciator panels to determine the nature of the problem. A possible
vor contributing to this casua) response {s the number of repetitive,
.isance" annunciators received from certain BOP systems.

POWER ASCENSION TEST PROGRAM

The Power Ascension Test Program continues to be well implemented. The
working interface between test and operations personnel is now fully
developed and 1s extremely effective. The quality and timeliness of
engineering support provided to the Payar Ascension Test program has
declined significantly durinn L.e current period.

Three major power asc.asfon tests were witnessed during Test Condition 1.
A1l testing was craducted 1n a very well organized and control’ed manner.
Shift briefinge prior to testing continue to be comprehensive and
effective. Coordination during tests was excellent and all personnel
demonstrate that adequate training had been provided on their individua)
assignments and responsibilities.

Power asconsion test results packages reviewed during the current
assessment period included the balance of th: Test Condition Heatup
results and most results from Test Condition 1. A1l packages reviewed
were complete and clearly documented. Test exceptions have been pursued
aggressively for resolution and few open exceptions were carried forward
to Test Condition 1. A1) testing deferred from Test Condition Heatup was

reviewed for safety significance by SORC and approved by the General
Superintendent,

ENGINEERING SUPPORT

The quality and timeliness of engineering support provided for operations
and testing has declined significantly during the current assessment
period. The root cause of the poor engineering support is not known. The
most likely possibility is that the number of problems currently requiring
attention is straining the available resources. Effective communication
does not exist between site personnel and the engineerirg support group.
The Power Ascension Test Program Group has requestad that engineering
assign a permanent on-site liaison to work with them on the expeditious
resolution of identified problems.
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The lach of adequate engineering support was clearly evident during the
problems experienced with the Offgas System. Senior operations personne)
were assigned to resolve design and insta)lation deficiencies in this
system, !nginetr1ng was aware of many of these problems but did not
become actively fnvolved fn their resolution for almost two weeks.
Engineering fatled to assume the lead rol) and a)lowed operations
perscatiel to fdentify the problems and propose resolutions Engineering
support was confined, almost exclusively, to the generation of mod
packages to implement fixes identified by operations personnel .

5. QUALITY ASSURANCE PROGRAM IMPLEMENTATION

The CA surveillance program for power ascension test activities continves
to be effectively impiemented.

6. ORJANIZATIONAL INTERFACES 3

There has been an overal) improvement in the interfaces among the various
groups fnvolved in the operations and testing of the unit, However,
instances rontinue to be noted where poor interfaces have hampered the
effective mnnc?emont of the unit and have contributed to the delays
experienced. The problem fs particularly noticeable when multiple groups
are involved in problem resolution and the lead responsibility has not
been clearly assigned or has been assigned inappropriatels.

For ex>mple, during the initia) attempts to place the Offgos System {»
service, Operations was tasked with lead responsibility. As it became
épparent that the problems included de.ign and installation deficiencies,
Operations retained the lead and attempted to resolve these engineeriryg
problems. DOuring the first coordination meeting to assess progress and
obtatn engineering support, numerous disagreements were noted among the
varfous participants in tne troubleshooting efforts, These disagreements
arose because of the anecdotal nature of the observations with an apparent
lack of documentation of the troubleshooting actions taken and the resylts
achieved.

7. ENFORCEMENT WISTORY

No violations of NRC requirements were identified during the current
assessment period.

CONCLUSION
The licensee continues to conduct a deliberately paced testing program with a

good perspective on nuclear safety. Management oversight and control has
improved from the previous assessment period.
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Strengths noted during this period 1ncluded professional and highly competent
operators, & well coordinated and smoothly functioning test program
organization and fncreased management monitoring of control room activities
during ma, » evolutions,

Areas which require improvement fnclude: Engineering support for operations
and testing, intergroup communications and overal) coordination between groups
involved 1n troubleshooting efforts.
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ENFORCEMENT CONFERENCE
OCTOBER 8, 1987

AGEADA
INTRODUCTION -~ TEL

(HRONOLOGY -~ RBA
HANAGEMENT INVOLVEMENT -- TEL

EVALUATION OF [SSUES

A NISSED SURVEILLANCE AND UNKNOWN TOTAL RUN TIME -- RBA
B, FAILURE TO INFORM 5SS -- RBA

Co PRONPT AND EFFECTIVE ACTION OF IDENTIFIED CONCERNS -- CV

(ONCLUSION -~ Cv¥

a



ENFORCEMENT CONFERENCE
(CTOBER 8, 1987

CHRONOL0GY

EVENTS CINCLUDING TECH, SPEC, SHUTDOWN)
AGREE WITH NRC PRESENTATION OF CHRONOLOGY IN INSPECTION REPORT

MANAGEMENT INVOLVEMENT
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MANAGEMENT [NVOLVEMEN]
NOTIFICATION

DECISION TO CONTINUE SHUTDOWN
- INADEQUATE UNDERSTANDING OF CAUSE

- TRAIN “B" STATUS VAGUE (UBSEQUENTLY RESOLVED)
- PREVIOUS NRC IDENTIFIED CONCERN
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MIS3ED SURVEILLANCE AND UNKHOWN TOTAL RUN TIME
CAUSE

[NADEQUATE PROCEDURES

TIMELINESS OF ADDING HOURS

INADEQUATE CLERK TRAINING

MANAGEMENT FAILURES

- FAILURE 1O ASSURE TIMELY AND ACCURATE CALCULATION OF RUN TINES
- PAILURE 70 HAVE ADEQUATE SYSTEM 10 KEEP APPRISED OF RUN TIMES

(ORRECTIVE ACTION

PROCEDURE REVISIONS

PLANT MODIF ICATIONS

INPROVED TINELINESS OF COUNTING

CALC#LAT%ONS PERFORNED BY OPERATING SHIFT KEEPS SS APPRISED OF
UN TIMES

L0G SHEETS INCORPORATED IN OPERATING PROCEDURES AND USED 70
DOUBLE CHECK AUN TIME METERS
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ALLURE T0_[NFORM SSS

CAUSE
UNCERTAINTY REGARDING DATA VALIDITY
FAILURE TO PRONPTLY FOLLON-UP DATA ANALYS!S

(ONCLUSION THAT 720 KOURS WAS EXCEEDED ONLY SLIGHTLY WITH A
SMALL NUMBER YET T0 ADD

CORRECTIVE ACTION
PROCEDURAL CHANGES NILL PREVENT REOCCURRENCE OF PARTICULAR EVENT

WILL REINFORCE THROUGH TRAINING NECESSITY OF TIMELY RESOLUTION
OF POTENTIAL PROBLENS
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LACK_OF PRONPT AND EFFECTIVE ACTION

CAUSE
OYSTEMS IN PLACE INADEQUATE (NOT INITIATED AT NRC EXIT)
SYSTEMS IN PLACE INFORMAL/FRAGNENTED
SUFFICIENT RESQURCES AND PRIORITY NOT APPLIED
CORRECTIVE ACTION
RE-INPLENENT SYSTEM USED DURING UNIT 2 CONSTRUCTION
R, B, ABBOTI TRACK NRC ACTION [TEMS ON SITE COMPUTER SYSTEM

R, B, ABBOTT CONTINUE WEEKLY MEETING WITH RESIDENT INSPECTORS,
WITH LICENSING IN ATTENDANCE
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