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I1 e Orcant:ation for Technical Supeort i{{I h ,

J:)
|

-r

t !
he senior engineering personnel f rom CPUSC, Mac-Ed JCP61 and Pickard, '

i
Lwe , & Carrick Inc. reporting to the site on March 23 and 29 to assess the

situation determined the need for the round the clock technicsl support.

Nelve (12) hour shif ts were started on the evening of March 29 and while the

resources are dif ferent, and the organi:stions1 structure so ewhat altered,
c i

this steund ,the clock technical support function has been caintained ever since.
f

As< j. . , . reported to the site during the first seven days sfter the accident'_...,:

t w ~ t >e-~~~~ '
(?hase I),they & w 4were assigned to one of the tvg shif ts.A nitis11y all r:_y r-;c~~~ ,,;2 :s ,m - -1.~ ~ te- y. ~.EJ +jn~~ "' '--- a = . .

m utilised to solve im=ediate technical problems as discussed in Section E ,

i

fe, c.*

It gradually becs=e apparent that the workloadw pm ybe compartrentallied p2
y ouGO rw

and subgroups sprsng up to write procedures, investigste systro probic=s, [inter- '

x.
face with operations, interfsce with outside organizations snd to plan. By d.w.&Ek.~CMr.~y OJC=C/2/ &
Sunday, the ad hoc technical support or e n ! lik N .; : % . k '|n ?.; Q F m S W ,s & -''..*gsnitstion h c

.

}- AQ|(olw 4<~ . Y;-C~:% esdually smes the basic organizational ' responsibilities were defined, and it9 is % q
ti /

%, {/ during this period that the whole concept of the organizstion for the technical
I y .

kd (

support organizstion became apparent. It was a creation of the necessities of 7, .' ,

e

t.the situation. Por this reason the ulti=ste development of the technicsl support (' }
w *.

orgsnization (Phase II) is really seen in retrospect to be quite suited to the
{

,

\
pecble=s at hand, and while implementation problems abounded throughout the 4

[
'

I A t

development over the first month, the concept was never questioned or for thatc

} p{
! matter even doubted as the propwr organizational concept for trying to nanage the ). i .

'. A
9 4 A
! resources avai'able.
! i J.,

a: :i ,' ne first phase (the first seven days) is iaportant for this reason and for 7-!
i several others. L* ,

, [. ,

| 1. It is during this period that the capability of the Coneral Pt.blic ;,3
e

T.
( Utilities System was brought to bear, and it was the only available capability ( g
N 1 TF on such short notice. The technical expertise imediately assigned was 2
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considerable and many of the initial team =cmbers assuced the responsible

positions in the long ters technical support group that handled the =.sjor

organizational problems and technical problems until the plant was stabilized

on natural circulation in late April.

Ihe re=sining CPUSC & JCp51. nuclear resources were effectively organi:ed at

OPUSC headquarters to add additional support.

2. Most, if not all of the technical problems that would need to be solved

within the next thirty days were identified, and assessed as to their si;;ifi-

cance and their priority for solution. These priorities were clearly trara-

mitted between the shif ts that initially worked and then ultimately between

the groups that developed during the Phase II technical group developcient

as well as to the manage =ent. organization which was being created and to the
,

NitC so that all vere in concert.

3. It was during Phase I that the need for extensive cot:munication interfaces
.

was deter =ined and action.vas taken 1:=ediately to establish these' interfaces.
~%& 4 M} c.56 eQGo s -; -- --m

4 As discusse before, withis the first two days, the magnitude of the
->

proble s, the i= balance berveen the nu=ber of problems co be solved and the k
^# \ '.

resources at hand and therefore, the need for extensive and very pcwerful 'f. . . i.*

*1\
technical resources was discovered and trans=itted to off-site organi:ations"( t r(\

I !){ @$
1 *

so that the industry-wide manpower mobilization could be started.

I }
.1' k
i,5. It was recognized that all of the available resources were being ab-

i17''

sorbed into near tera problem solving and that very little time was being s % ;

f* *' A

spent on planning. T' b
.I O t

6. The need for contingency plans was realized and generalized ones were 7 h
*

w* s

* >f h
icreated that became the framework for extensive contingency plan and er.er-

c<

gency procedure development later on. 'p , i r*N
s
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All of these factors contributed significantly to the organizational concept

for the for.al Recovery Organization (Phase III). But even before the TMI

Recovery Organization (See Figure 4X) was i=plemented on April 4, a nu=ber of

& j ef-ftG. Is5'
.#"

/ ~. S! Q
/

steps had been taken towards (hst end..-((1 7e L ..2 b ,*P - * s, M ;![.
-

* "q,*
(' # . Q,

--
.

'
,

*p-
On March 31, Task Forces were set up in the of fices of the three re=aining Ti~

t.
SSSS vendors, General Electric, tiestinghouse, and Co:-bustion Engineering and {c"'

, ..
direct-line phene connections and telecopying equipment were established be- 5 *.

': --

tveen thes and the Technical Support Organization (Tech Support) . St.V's resources ]
L ar.

had been so organized since the first day and the direct coe:::unication had been (.
LT

established by March 30. yw -

Of fice f acilities i=::wdiately of f-site h necessary co .munications , pc .er q. ) ,3

^/ security rf _piU [^ being rapidly established into the no:e well T ',.
t~

>

/ - - - dp, d.m . 4.sA ereeating

{ m.,~

*known Traile

'aBigh powered technical resources were being organized into an independant mW.: . t
" think tank eventually known as the Industrial Advisory Group (IAC) and were beis4 4 ;. I

! .

h;.'
I

housed in a building. remote f rom the site. Their purpose was to brainstors the
%.

) plant situation to better cefine the plant status, identifypotentialproble=s[, 2 <

,

&& *

and courses of action and to review pisnned -'' - icm; fc r unexpected problems. ij m c, '
By Saturday, March 31, the IAC consisted of about 30 people from 10 organir:,tions.\ .

\ .

N F"Eventually, over 110 people participated and while the majority were f rom nuclear f

$? Di

industry suppliers and consultants, 29: vere from research and educational in- %', (
Q L:

! \,/yOstitutions, 12: were from utilities and 7: were from government. This group I
i

\r. r_w
f unctioned as an integra$ art of the TMI Recovery hrganizat on m i .- -.) f ,_ I'l

i

- M C.J! ~,:ti ya % ^ 1 e~ Tm St.}xn= c.;11.,u ' ras nee- disbandedM May 6, af ter the plant was stabilized in * ,S .l . ./_ - _

I

cir/cul tion node. fT ,$< h b N , | ? }iwk"U~~, -ts/V?
J''6atura

As disc ssed in the previous section on anpower resources, the call had
A

gone out agd the, industry was responding with talented technical personnel. The
,-
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organizational structure vas forr.sl3f announced by the President of CPU on
?

*j April 4, and the TMI Recovery Organization coreenced (i.e. Phase II). Figure!

!g idrntifies the organizational co=ponents.

The Plant Modification Croup designed, engineered, procured .ind installed

modifications identified by the other groups. The make up of the group included {
l

esgineers , designers, construction supervision and craf t labor.

The Vaste anate entw Group was responsible for the control and processing

of those radioactive vastes isolated in tanks and for the nonitoring and reduction

of those being continuously or intermittently released to the atmosphere.

The Met-Ed Plant 06erations Crous consisted of the TMI-2 operating staff,
AV

significantly aug=ented by TMI-IVaA3 other personneljand they were responsible

for continued operations. =sintenance, health physics and security. *he normal

review and approval of modifications,Tonducted by operations continued to be

done on an expedited basis.

The C7U Technical Sunport Croup continued the functions previously being

perfor=ed in Phase I as discussed earlier. F.xpanded responsibilities included

licensing, formal codification design criteria specification and technical
planning.

*he Technteal Vorkint Croup was a asnar,ement control methanism consisting

of representatives from each organizational unir AB&W and the NRC, and was&
headed by the CPU Cperations Manager. This group met tvice daily for briefings

status and planned e"^Se w . All input necessar/ to permit decisienson current ' " :.

by the C7U Cperations Manager was =ade available and reviewed and the decisions

on approved evolutions were made at these meetings. In this way all input
J

necessary as well as all requirerents for action be. support or cooperation were

identified for all. A continuing task assignment and scheduling activity
. A

J supported this Vorking Group. l
1
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Within the CTU Tech Support Group and the h*aste .anagemant Croup substructures.w

C7U personnel becare the mainstays as other organi:stions' personnel were rotated

in and out as necessary. Task groups were assigned responsibility f or the technical

proble.s discussed above and specific technical input and analyses were requesta
i

from organi:stions throughout the country by means of a technical coe.,unications

center within the CPU Tech Support complex. Finally, the need for technical

planning 4-d centin6ency planning identified in Phase 1 became the responsibility
(+ Mof a Technical Planning Group adee the CPU Tech Support Group. Spectfic resources

. e
-* V Wwere assigned these D and more than /.19 contingency plans and emergency.

i

procedures were developed. An example of theer technical technical planning

activities is contained in Section , Base Plan for Cooldown.

This Recovery Organization, concieved out of necessity was ef fective be-
j

cause suf ficient thought was given to provide a logical problem solving f rarie-

worir, and simply defined functions. k'hile there were constant proble s of

rapidly changing manpower resources, constant demands for data for the govern-
,

5 and the public, some duplication of ef fort due to evolving understandingment

of functions and significant stress caused by technical and personal concerns,

the organization was able to keep pace with the denands for problem solving for

the plant recovery and at the same time comit enormous resources to the

problem of contingency planning, procedure development, training, docurentation,

equipment procurerent, system design, accident assessment, radioactivity con-

tainment, radioactivity discharge monitoring, and all of the logistics associated

hwith this enor=cus nanpower buildup and problem solving activity. %hile CPU
t

has ror received euch public credit for what it accomplished in those first few .p,

a true study of the accomplish f.9 ,,,*,-i
8weeks after the accident, themuthors believe that

0 ;c?iC.D mW
oents of the C?U m - x; and other -- ~ ::: brought to bear during that period .;.

_,.
t

f.f.
will speak well of the capability of the General Public Utilities System, and

,

<

. M ve are proud to have been a part of what we consider a highly professional and
. :

3 ef fective ef fort under the worst possible circunstances.
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