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ROTH S. LEDDICK
Senct Vice President

Nuclear Opera?bns

W3P84-1035
3-A19.09.04.02

Mr. Zack.T. Pate
President
Institute of Nuclear Power Operatior.s ,

>4100 Circle 75 Parkway
Suite 1500
Atlanta, Georgia 30339

,

Dear Mr. Pate:

This letter forwards an updated status of several of Louisiana Power &
Light Company's responses to recommendations 1 developed by INPO during the
corporate assistance visit conducted from December 12 through December 16,
1983.

t. *

In our previous letter to yout on this sub,tect dated February 17, 1984, we
stated that we would periodically update dt status of each open item until'

its clfsure.

The Atta:hment to this letter will provide you with an updated status on
seven of the seventeen open recommendations remaining. ,

Should you have any questions, please contact myself at 504-464-3307 or
F. J. Drummond at 504-363-8780.

,

You very truly, (
'

,

, c t 4 .
s

R. S. Leddick

RSL/EJS/jal
- ( ~s

i
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J. M. Cain, F. J. Drummorui, T. F. Gerrets, N. S. Carns, D. E. Dobson,cc:
R. P. Barkhurst, Z. A. Sabri, C. A. Ponder, 'f. C. Welson,'
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MANAGEMENT INVOLVEMENT AND COMMITMENT

~

. Recommendation (1.2A-2) Continue development of the Availability
Improvement Program which provides for monitoring,
trending, and analysis of selected plant data.
INPO's Good Practice OA-102, " Performance
Monitoring," could be of assistance.in this effort.
This program should be designed to permit senior
managers to readily focus on-potential problem
areas and assess progress toward goals. Interim

,

reporting in areas pertaining to licensing matters,
radiological protection, and items important to
safety such as reactor protection and emergency'

safeguards systems actuations, should be in place
by fuel loading.

'

LP&L Response: An Executive Directive was approved March 1, 1984-

outlining the objectives and philosophy of the-

Availability Improvement Program (AIP) for Waterford 3.
The initial AIP scope / study plan has been developed<

and is under review at present. This plan defines
tasks, methodology, resources, and information ~

,

needed to perfons.the tasks; and includes a two
year. timetable with milestones for projected
implementation. Approval of the AIP scope / study
plan is scheduled for late April 1984.

L The Senior Vice-President of Nuclear Operations via
his letter of January 18, 1984, issued an-Executive
Directive detailing Louisiana Power and Light Company's
commitment to develop and implement the " Performance
Monitoring-Management Information" program for
Waterford 3 by March, 1984 in accordance with
INPO's Good Practice OA-102. The first Monthly
Management Information Report for Waterford 3 on
Performance Monitoring was issued on March ~19,-1984.
The report contained 8 performance indicators on
which the information was readily available. It'is
intended to progressively expand the contents of the

,

i Monthly Management. Report as operational data from
Waterford 3 becomes available.~ The responsibility.to
prepare and. issue the Monthly Management Report for
Waterford 3 has been assigned to the Nuclear Services
Manager, a Senior Nuclear Manager at Waterford 3.
The preparation of~the Monthly Management Report:for.
Waterford 3 is being proceduralized via a Nuclear
Operation Administration Procedure, which has been-
drafted and is awaiting formal approval by the Senior
Nuclear Managers. The April, 1984-Monthly Management- -j
Report was issued on' April 11, 1984 and contained i

information on 13 performance indicators. |

.

.-

, - . - - -. . .- . , , - - -



.. _ -

.

Page 2 of 5
, ,

,

.. .
.

CONDUCT OF OPERATIONS.

,

Recommendation (2.1A-1) Review administrative procedures and revise as
necessary to provide adequate guidance and
authority for personnel to perform assigned
functions. Procedures should provide details'

sufficient for job task and staffing requirements
within each department and should specify
interdepartmental involvement where applicable.

'

LP&L Response: As described in the original response, a compre-
hensive review and upgrading of Nuclear Operations
Department corporate staff administrative procedures
is underway. The revisions are bringing the
procedures to a condition that reflects the current
organizational structure, and should assist all
staff members by providing a clear definition of
individual responsibilities. In conjunction with -

this procedure effort, Executive Directives are
used to identify interdepartmental responsibilities
for monitoring specific-nuclear station operations
and to initiate descriptive manuals to cover broad
subject areas, for example ALARA, in which the
scope and departmental interface requirements are
extensive.

Controlled Nuclear: Services Procedure and
Instruction Manuals, containing the upgraded

4 administrative procedures and instructions have
been distributed throughout the plant site and.

corporate offices to ensure easy access by user'

! personnel. The previous procedures in the
; Administrative Procedures Manuals are recalled as-

the new procedures are approved.

TECHNICAL SUPPORT

Recommendation (2.3A-2) Review the Station and Project Management
Modification Administrative Procedures for adequacy;.

and to ensure effective interface, coordination,
and provisions for off-normal hours communication.

P Recent organizational changes have not been
reflected in current procedures.

LP&L Response: The manner-in which Station and Project Management
Modifications are packaged, coordinated and.

. implemented has recently been modified.-

Administrative procedures have been reviewed for
adequacy, to assure effective interfaces and to
reflect. recent organizational and modification
process changes. Procedure changes hcve been
completed, approved and in the process of-
implementation for: Control'and Assignment of

. .. . - - . . - . - - -
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Station Modification Packages, Preparation of
Station Modification Packages, Technical
Verification, and Station Modification Package
Update. The procedure for the Control and
Processing of Staff System Deficiency List Items
has completed the preliminary review cycle, the
comments have been incorporated, and is in the
final approval cycle.

Mechanisms are in place that allow for
communications during off normal hours.

RADIOLOGICAL PROTECTION

Recommendation (2.7A-1)- Expand efforts to fill vacant positions on the,

Corporate Radiation Control staff. Only two of the;

four authorized positions are currently filled.
Full implementation of the corporate radiological
protection program appears to be contingent on
filling these vacant positions.

LP&L Response: Since January, 1984 five candidates have been
interviewed and two. offers were made. One of the
two. offers was declined and the other was accepted
by Mr. Harvey Lesan who reported to work March 19,
1984. The remaining vacancy is. expected to be
filled May 28, 1984.

Recommendation (2.7A-2) Expedite development of radiological protection
goals as required by Nuclear Operations Executive
Directive ED-008 "ALARA Policy Statement" and
Nuclear Administrative Procedure NAP-259 " Annual
Dose Estimates / Goals and Analysis." These goals

: should be promulgated prior to start-up, along with
associated action plans for each applicable plant
department.

,

LP&L Response: The annual ALARA dose estimates and goals were
presented to and accepted by the Waterford 3 ALARA
committee on March 20, 1984. The Corporate ~ ALARA
manual has-been revised and will be transmitted to
the ALARA comunittee for comment by. April 13, .
1984. NSP-245 "Alara review" is currently in the
final.. review process and should be approved by

*

April 13, 1984.

CHEMISTRY

s '
Recommendation (2.8A-1)~ Implement on-site chemistry surveillance by the

corporate Chemistry / Radiochemistry Section staff in
the manner currently specified by Nuclear-
Administrative Procedure nae-282, " Monitoring."
This procedure requires the corporate staff to

,

|

i

|,
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periodically observe plant chemistry activities.
Although the plant is performing chemistry
activities, corporate observations of these
activities have not yet.been st.arted.

LP&L Response: Per conversations with Mr. R. E. Allen of the {
Waterford-3 Chemistry Department, the data |
management program was not put into the plant j
computer by the March 1, 1984 target date, due to '

the lack of space in the computer memory.
Purchasing an IBM personal computer was considered
as an option, but this was ruled out and removed
from the 1985 chemistry budget. The chemistry

- department is considering other possible
alternatives. In the meanwhile, data management
will be manually done and the Nuclear Support
Section will review the data. NSP-271 is still
in the review / approval cycle.

ASSURANCE PROGRAMS

Recommendation (2.9B-1) Develop a graduated quality program designe.d to
maximize the operational performance of selected
non-safety-related syster'+ and equipment important
to plant reliability. A_ vities to consider under
this program should include system / equipment

,

operation, maintenance, modification, procurement,
{performance monitoring, and chemistry.
'LP&L Response: The Senior Vice President - Nuclear Operations

approved a complete rewrite of the Quality
Assurance Manual ~for the operations phase of
Waterford 3 on January 20, 1984. This manual is
divided into two sections. Eection I contains the
QA program described in FSAR.fection 17.2 and
primarily addresses 10CFR50' Appendix B and USNRC
Standard Review Plan (NUREG-0800) for the
safety-related features of ' he plant. Section II
of the manual will contain other QA policies as
defined by the Senior Vice President - Nuclear
Operations. Section I of the manual is complete
and was issued on February 23, 1984.

At the time of the'first response seven (7)
QA Policies within Section II of the Quality-
Assurance Manual were listed as examples of those

Iunder development with a projected ist.ue date of |

April 1984. Since then,.six (6) others have been
-added.

It is anticipated that all thirteen (13) Chapters
- will be issued by_ June 1984. Other Chapters will
continue to be added as the need is identified.

.

m___._m__ - - - - --
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Listed below are the titles of the thirteen Special
Scope QA Policies for Section II of the QA Manual |
identified at this time.

'

Chapter # TITLE

1 Fire Protection
2 Housekeeping & Cleanliness Control
3 Radiological Environmental Monitoring
4 Emergency Preparedness ]
5 Security
6 Rad Waste Man'agement
7 Nuclear Material Control and Account- i

ability
8 Indoctrination & Training
9 Reportability to NRC

10 Reliability
,

11 Computer Software QA
12 ALARA
13 Radiation Protection

It should also be noted that LP&L is participating
in the Utility Safety Classification Group dealing
with the "Important-to-Safety" issue and the graded
QA programs necessary for important to safety -
systems / equipment.

.

S
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MIDOLE 300TH
unurES SYSTEM February 17, 1984

W3P84-0357
3-A19.09.04.02

-Mr. E. P. Wilkinson
President
Institute of Nuclear Power Operations
1100 Circle 75 Parkway

-Suite 1500
Atlanta, Georgia 30339 w

\Dear Mr. Wilkinson:
,

This letter forwards Louisiana Power & Light Company's responses to
recommendations developed by INPO during the corporate assistance visit
conducted from December 12 through December 16, 1983.

mr
It was our intention to address each INPO recommendation by stating our i

position or actions required and our time table for-implementation of those\ ,

actions. In addition, we will b9 periodically updating the status of each :

open iters until it's closure. T

LP&L truly appreciated the assistance and cooperation of the INP0 team
which conducted the visit.

Should you have any questions, please contact myself at 504-464-3307 or
F. J. Drummond at 504-363-8780.

-Yourg very truly,-

A,e .s

g- ..

R. S. Le tek

RSL/EJS/jal

~ Attachment-

cc: J. M. Cain, F. J. Drum =ond, T. F. Gcrrets, N. S. Carns,'D. E. Dobson,
R. P. Barkhursti Z. A. Sabri, C. A. Ponder, W. C. Nelson, Central Records,

' Nuclear Records

NS40130A

,
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ORGANIZATIONAL STRUCTLTE

PERFORMANCE OBJECTIVE: A. The. corporate organization of a nuclear utility
should be established in such a manner that the functions, assignments, and
responsibilities of individuals are clearly defined and understood. All

major aspects of the nuclear operation should be covered with emphasis on>

safety and reliability.
.

Recommendation (1.1A-1) Revise the current organization to shift the
Nuclear Safety Group from Projects to Nuclear
Services. This would place the Nuclear Safety
Group under the manager responsible for emergency
planning, licensing, regulatory compliance, and
nuclear support.

LP&L Response: The Nuclear Operations Department Organization is
being revised to implement this recommendation.
The action required to shift the Nuclear Safety
Section from Projects to Nuclear Services will be
completed no later than June 1, 1984.

Recommendation (1.1A-2) Consider ass'igning a Waterford 3 site manager to
coordinate site activities when the Senior Vice
President and part of the corporate staff move off
site. Many activities will remain at the site
after the construction is completed; however, no
one is currently scheduled to coordinate these
activities with the plant staff.

LP&L Response: This recommendation has been evaluated and it is
our judgement that the existing organization will
function effectively, in the short term, without a
Site Manager. However, after commercial operation
is achieved, serious consideration will be given to
assigning a Site Manager.

MANAGEMENT INVOLVEMENT AND COMMITMENT

PERFORMANCE OBJECTIVE: A. Corporate managers assigned functional
responsibilities for nuclear matters should have direct involvement in
significant decisions that could affect their responsibilities. Management
commitment to the operation of the nuclear station (s) in a safe and proper
manner should be evident from personal involvement, interest, awareness, and
knowledge.

Recommendation (1.2A-1) Re-emphasize to corporate personnel their
responsibility to actively monitor plant
operations, identify problems, and work with plant
. personnel to develop corrective actions, in
addition to assisting the plant in areas as
requested. Ensure that plant personnel fully
understand the role of corporate personnel and

.
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work with corporate personnel to achieve desired
results.

LP&L Response: LP&L corporate managers who have functional
responsibilities for nuclear matters have

,

continuous direct involvement in decisions that
affect their areas of responsibilities. Focal
points of this involvement are the staff meetings
conducted by the Senior Vice President - Nuclear
Operations and weekly Senior Managers Meetings,
attended by senior plant and corporate managers as
well as key supervisory personnel from all areas of
the Nuclear Operations Department. The agenda for
the meetings represent a comprehensive review and
monitoring of plant status.

The Nuclear Operations Department staff, including
corporate and plant personnel, have been apprised
of the INPO recommendation, and the need for a
close cooperative effort between plant and
corporate personnel in addressing problems and
prescribing. corrective actions, has been
re-emphas'ized.

Increased attention has been directed toward the
interaction between the plant and
corporate personnel,' during the upgrading of the
a'dministrative procedures. Those procedures define
the interface between the plant and support
services staffs, and the re-examination / revision

process has assisted in clearly defining
responsibilities as well as identifying areas of
necessary cooperation to meet mutual goals.

Subsequent to commercial operation the.make up of
the corporate nuclear staff will be subject to
close review with the intent of insuring all areas
requiring supervision are filled with experienced,
qualified staff personnel.

Recommendation (1.2A-2) Continue development of the Availability
Improvement Program which provides for monitoring, i

trending, and analysis of selected plant data.
INPO's Good Practice OA-102, " Performance
Monitoring," could be of assistance in this effort. |
This program should be designed to permit senior -
managers to readily focus on potential problem
areas and assess progress toward goals. Interim
reporting in areas pertaining to licensing matters,
radiological protection, and items important to
safety such as reactor protection and emergency
safeguards systems actuations, should be in place
by' fuel loading.

- - ._ - -
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'LP&L Response: An Executive Directive has been prepared and is
under review outlining the objectives and
philosophy of the Availability Improvement Prcgram

(AIP) for Waterford-3. The initial AIP scope / study
plan has been developed and is under review at
present. This plan defines tasks, defines
methodology, resources, and information needed to
perform the tasks; and includes a timetable with
milestones for projected implementation.

A letter from the Sr. Vice President of Nuclear
Operations was distributed on January 18, 1984
detailing LP&L's commitment to INP0's Good Practice
OA-102, " Performance Monitoring". A Monthly
Management Report concerning performance monitoring

1 and management information will be issued beginning
in March of this year. The March, 1984 report will
consist of currently available information. It is
intended to progressively expand the contents of
the monthly report as operational data from
Waterford 3 becomes available.

CONDUCT dF OPERATIONS

PERFORMANCE OBJECTIVE: A. Certain aspects of the conduct of nuclear
station operations should be monitored by corporate management. As a result
of this effort, support, guidance, and assistance should be provided to the
nuclear station (s) as required to ensure and enhance plant safety and
reliability.

Recommendation (2.1A-1) ReviewNdministrativeproceduresandreviseas
necessary to provide adequate guidance and
authority for personnel to perform assigned
functions. Procedures should provide details.

sufficieut for job task and staffing requirements
within each department and should specify
interdepartmental involvement where applicable.

LP&L Response: A comprehensive review and upgrading of Nuclear
Operations Department corporate staff
administrative procedures has been initiated. The
revisions are bringing the procedures to a
condition that reflects the current organizational
structure, and should assist all staff members by
providing a clear definition of individual

~

responsibilities.

In conjunction with the procedures effort Executive
-D ectives are used to identify interdepartmental
responsibilities for monitoring specific nuclear
. station operations. In addition, the Executive
Directive system will be used to initiate
descriptive manuals to cover broad subject areas,
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for example ALARA, in which the scope and
departmental interface requirements are extensive.

These procedures will be upgraded in sufficient
time to support the operations of Waterford 3.

MAINTENANCE SUPPORT

PERFORMANCE OBJECTIVE: B. Corporate management should ensure that-

adequate personnel are supplied from corporate resources or contractors to
provide support for the station (s).

Recommendation (2.2B-1) Clearly define the responsibility and authority
for maintenance activities on systems that have
been transferred from construction to the plant and
have either outstanding deficiencies or require
modification. The maintenance on those systems
upon which start-up is dependent should be
incorporated into an integrated schedule and
carefully tracked to completion by corporate
management.

LP&L Response: Responsiltilities and authorities for maintenance
'

and modification activities on systems that have
been transferred from construction to the plant
staff are defined in Plant Operating Manual
Procedures. System deficiencies, required
atodifications, preventive maintenance, surveillance
tests, and punch list items are tracked and
scheduled by the Plant Planning and Scheduling
group. Major requirements which have possible
impact on plant fuel load and startup are tracked
by the Project Planning and Scheduling group.

*

Integrated project schedules are routinely reviewed
by Corporate Management.

TECHNICAL SUPPORT

PERFORMANCE OBJECTIVE: A. The corporate engineering / technical staff
should be sufficient to carry out the engineering and/or engineering review
functions necessary to ensure safe and reliable nuclear plant operation.

Recommendation (2.3A-1) Expedite plans and implement actions for drawing
control and drawing update programs to be used
during commercial operation. It is anticipated
that the current as-built drawing update program'
will not support the rapid rate of system turnover
presently scheduled.

LP&L Response: Our program for drawing control and drawing |

updates to be used during commercial operation is
under review. The-review and appropriate
corrective action is targeted for a completion by i

June 1, 1984. This item will be tracked as part of |
Iour completion plan checklist.

i

, _- -
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IRecommendation(2.3A-2) Review the Station and Project Management
Modification Administrative Procedures for acequacy
and to ensure effective interface, coordinatica,
and provisions for off-normal hours communication.
Recent organizational changes have not been
reflected in current procedures.

LP&L. Response: The manner in which Station and Project Management
Modifications are packaged, coordinated and
implemented is being modified. Once the process is
clearly determined, the procedures will be updated
to identify interfaces and coordination consistent
with the current organization. This should be
accomplished by March 31, 1984.

Mechanisms are in place that allow for
communications during off normal hours.

MATERIALS MANAGEMENT

PERFORMANCE OBJECTIVE: A. Corporate support of materials management of
the nuclear station (s) should ensure that necessary parts and material are
available when needed. -

Recommendation (2.4A-1) Expedite the transfer of responsibility for rapid
procurement of high priority parts and materials an
the acquisition of spare parts from EBASCO to
Louisiana Power & Light purchasing. Continued
reliance on a contractor for assistance in these
critical areas could weaken corporate control of
materiais management and impact nuclear station
support.

LP&L Response: Louisiana Power & Light is currently responsible
for acquiring the majority of spare parts being
ordered and, effective January 23, 1984, LP&L
assumed responsibility for purchasing a portion of
the high priority parts and materials required to
support Fuel Load which were previously being
obtained through Ebasco. It is intended that LP&L
will continue to assume increasing responsibility
for all Waterford 3 related purchasing through a
phased transition with primary responsibility being
achieved by January,1985. However, it is planned
that Ebasco will continue to provide an option for
some procurement support, particularly in'the area
of purchases in support of station modifications,
for a considerable period of time.

TRAINING AND QUALIFICATION

-PERFORMANCE 0BJECTIVE: A. Senior corporate management attention. and
support should be given to the program of developing experienced, trained,
and qualified personnel required for the operation and support of the
utility's nuclear station (s).
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. Good Practice'(2.5A-1) The following Good Practice was noted: An'

excellent continuing professional training program
has been developed for the Nuclear Operations
Quality Assurance Group. This program is intended
to enhance the inspecting, interviewing, and'

general management skills of QA personnel and has
been well received by QA personnel.

PERFORMANCE OBJECTIVE: B. The corporate manager with principal
' responsibility for training in nuclear matters should ensure adequate'

= support for and coordination of station and off-site training activities.
.

Recommendation (2.5B-1) Develop and implement a structured training
program for corporate personnel to enhance their
ability to perform their assigned jobs and to train
backup personnel. Examples of areas to be ,

i addressed include the following:

a. management and leadership training for
managers and supervisors

i b. plant systems training for engineers and
*

personnel associated with modification design,
licensing, safety reviews and evaluations,
maintenance, chemistry, and' radiation
protection

c'. ANSI standards, codes, regulations, and state
requirements

'.

d. plant and corporate procedures and policies

e. plant operations principles<

LP&L Response: LP&L corporate : nuclear personnel are actively
involved in the support and direction of the
construction and startup activities. LP&L Nuclear
Management believes that the hands on experience
gained during this phase of the startup activities
is extremely valuable and should be maximized. A
structured training program is now-under
development by the Training Evaluation and
Assurance Organization. The program is based on a
training needs_ assessment. This will assure that
variation in'the experience level and education of
individuals are. considered in structuring the
needed training. The program is composed of
general training,;eg., GET, plant systems and
specialized training, which is dependent on the job
responsibility of the_ individual. The full

I implementation of this' training program is
' : scheduled after commercial operations.

t ,

t

A

, cs , -s - eg- ,,-,a r- w
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a) Louisiana Power and Light has an ongoing program
in this area, the Supervisors Development Program,
that has been supplemented with NRC required
aberrant behavior training. Completion of this for
supervisory staff has been delayed due to the
start-up effort. Supervisory and management
personnel will be scheduled to complete this
training as soon as the start-up effort is
complete.

b) Plant Training has a program for teaching General
Plant Systems that was given to a wide range of
personnel. Since the program was designed to be a
basic plant familiarization course, most engineers
-criticized it as too basic. This program will be
modified to meet the needs of the above group.
Full implementation of this program will be after
Commercial Operations.

cl s_ Training has evaluated several courses available
in this area. Most are designed to meet the needs
og the licensing engineer and run about ten hours.
This type' of course will be modified to fit the
needs of the groups listed in 2.5B-1b above.

d) Training in this area will be evaluated to
astertain if current administrative methods are

g adequate,
~

i

e) During} ate 1982andearly1983,Trainingprovided
a ' course in plant operating principles, using a4

commercial compact simulator. Selected engineering
personnel were'then.sent to' Windsor, CT for further
training on the CE full scope simulator. This

- program was very well received and its continuation
will be investigated.

In addition to the above programs, LP&L is
initiating a program of professional development
including near or on-site resident credit classes.
This program is designed to meet the needs of those
who find it difficult to take advantage of local
school offerings.

RADIOLOGICAL PROTECTION

PERFORMANCE OBJECTIVE: A. Radiological protection activities at the
nuclear station (s) should be actively supported and monitored by corporate
management. Corporate policy,~ guidance, and assistance should be provided-

to the stations to improve radiological protection.

Recommendation (2.7A-1) Expand efforts to fill vacant positions on the
-Corporate Radiation Control staff. Only two of the
four authorized positions are currently filled.

, - - -
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Full implementation of the corporate radiological
protection program appears to be contingent on
filling these vacant positions.

-LP&L Response: The Nuclear Support Manager and the Radiation
Control Unit Coordinator are currently actively ,

interviewing candidates for the vacant positions.
Offers are presently being made to qualified
individuals and the vacancies are expected to be .

filled by April 1, 1984.

Recommendation (2.7A-2) Expedite development of radiological. protection
goals as required by Nuclear Operations Executive
Directive ED-008 "ALARA" Policy Statement" and
Nuclear Administrative Procedure NAP-259 " Annual
Dose Estimates / Goals and Analysis." These goals
should be promulgated prior to start-up, along with
associated action plans for each applicable plant
department.

LP&L Response: Mr. Pete Snell of Middle South Services has 1,een

temporarily , assigned to the Radiation Control Unit
to. assist *in the implementation of ED-008. Mr.
Snell is currently revising the Corporate ALARA
manual and NSP-245 "Alara Review", to conform with
recent changes in the corporate organization. The -

-annual Alara dose estimates and goals will be
p"romulgated by March 15, 1984.

Recommendation (2.7A-3) Expedit implementation of the on-site review and
appraisal program for radioactive waste and
radiological protection by the Corporate Radiation
Control Group. Such appraisals have proven useful
at other plants prior to start-up to identify
potential radiological problems. Examples of such
appraisals include the following:

a. identifying components-and valves where minor
leakage could contaminate large. areas of the

. plant

b. ' determining the retention of plant personnel
knowledge of radiological protection

'

procedures'and practices

Correcti n'of problems before the plant becomes
radios.ctive'could save intensive time'and cleanup
costs later.

LP&L Response: Implementation of the on-site review and appraisal
' '

. program is expected to be complete sixty (60) days-
following complete staffing of the Radiation.

1 Control Unit!(i.e.,JJune-1, 1984).
>;,

l .' _, ,

a
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- necommendation (2.7A-4) Implement the plant radiological protection
program prior to start-up. Activities such as
posting potential radiation and contamination
areas, establishing access controls, implementing
the dosimetry program, requiring personnel to wear
the anticipated protective clothing, and
implementing radiation and contamination surveys
should provide early warning of problems prior to
the plant becoming radioactive. Also, consider
providing a brief refresher course in radiological
protection for plant personnel.

LP&L Response: LP&L Letter W3H84-0015, dated February 7, 1984
addresses the subject of implementation of the
Radiation Protection Program. This letter and the
enclosure, Health Physics Implementation Plan,
associated with it have been attached to this
document for your information.

CHEMISTRY

- PERFORMANCE OBJECTIVE: A. Chemistry activities (PWR primary and secondary
and BWR reactor and auxiliary systhms) at the nuclear station (s) should be
actively supported and monitored by corporate management. Corporate policy,
guidance, and assistance should be provided to stations as needed to ensure
proper chemistry control.

Recommendation (2.8A-1) Ihplement on-site chemistry surveillance by the
corporate Chemistry / Radiochemistry Section staff in
the manger currently specified by Nuclear
Administrative Procedure NAP-282, " Monitoring."
This procedure requires the corporate staff to
periodically observe plant chemistry activities.
Although the plant is performing chemistry
activities, corporate observations of these
activities have not yet been started.

LP&L Response: NAP-282, " Monitoring", will be initiated after
implementation of the chemistry data management
program. The implementation target date is March
1, 1984. Nuclear Support Procqdure, NSP-271,
"Cbemistry/ Radiochemistry Unit Organization and
Responsibilities", is now being revised to include f
the monitoring responsibilities of the
Chemistry / Radiochemistry Unit. After issuance of
NSP-271, NAP-282 will be deleted.

Recommendation (2.8A-2) Re-establish monitoring of chemistry analytical i

measurements by the corporate Chemistry /
Radiochemistry Section staff as specified in
in Nuclear Administrative Procedure NAP-282,
" Monitoring." Data on chemistry analyses have not
been reviewed by the corporate staff ~ since July
1983.
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LP&L Response: Please see response to Item 2.8A-1. Informal data
inspections have been made at Waterford-3 for
information purposes, since July, 1983.

Recommendation (2.8A-3) Improve communications between the plant and
corporate staffs in chemistry matters. Examples of
needed improvements include the following:f

a. The corporate Chemistry / Radiochemistry Section
staff was not aware of problems the plant
chemistry staff considered significant.

b. The plant chemistry staff has not provided the
corporate staff monthly chemistry data reports
for the last four months. Administrative
procedures require corporate staff review of
these data at least monthly.

c. There have been few requests for corporate
chemistry assistance from the plant.

LP&L Response: a. The Nuc, lear Support & Licensing Manager,
. Nuclear Support Manager and the
Chemistry / Radiochemistry Unit Coordinator have
discussed the situation with the new Plant
Staff Chemistry Engineer. These discussions
have resulted in better understanding of the
plant problems and needs for assistance. This-

mutual understanding will help to improve
communications between the organizations.

b. Please see response to Item 2.8A-1. The
monthly chemistry logs in question had been
requested before the INP0 interview. These
logs have now been received.

c. Please see response to Item 2.8A-3.a.

ASSURANCE PROGRAMS

PERFORMANCE OBJECTIVE: A. Operating activities, events, trends, and
results having nuclear safety significance should be assessed by independent
review, audit, or analysis.

Recommendation (2.9A-1) . Consolidate the review, dissemination and tracking
of incoming operations, maintenance, and technical
information under one group. Currently this
function is accomplishad by several corporate
groups on site. Consolidation will enhance the~
ability to complete appropriate actions.
Information that should be included in this effort
include the following:

a. SEE-IN program information

I
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b. regulatory information such as bulletins,
notices, circulars, letters, regulatory
guides. and 10CFR21 reports

c. vendor infor:::ation such as service information
letters, technical letters and NSSS
information

d. inspection reports from code and regulatory
organizations

LP&L Response: It is planned that all incoming operations,
maintenance and technical, etc., documentation be
received at a control location. That location will
be responsible for forwarding the documentation to
the appropriate office for review, information, or
action and also for logging and tracking the
documentation in a computerized system. It is
estimated that this will be in place the third
quarter.of 1984.

Recommendation (2.9A-2) Consider providing additional Combustion
Engineering operational experience to the Safety
Review Committee (SRC) by exchanging senior
personnel within the Middle South System. For
example, the Plant Manager or Assistant Plant
Manager from Arkansas Nuclear One (ANO) could add
experience to the Waterford 3 SRC, and the
Waterford 3 Plant Manager or his Assistant Plant-
Manager.,could likewise serve on the ANO SRC.

LP&L Response: Although the current membership of the Safety
Review Committee (SRC) does provide considerable
Combustion Engineering experience additional
expertise in this. area would of course be
beneficial. Discussions have been held regarding
exchanging members with Arkansas Power & Light
Company. Preparations for fuel loading and
associated activities preclude exchanging Plant
Managers or Assistant Plant Managers at this time.
The availability of appropriate personnel will.
continue.to.be reviewed towards arranging;a
mutually beneficial exchange.

PERFORMANCE OBJECTIVE:' B. Day-to-day activities associated with the.
nuclear. station (s)~'should be observed and monitored under a continuing
program designed to ensure'the highest quality of personnel performance,
worlunanship, and attention to detail. The program'should be applied, in an-
appropriately graduated way,' to the ' entire nuclear operation.- Typically,
the major part of this. program is conducted by the utility's quality _
assurance organization.

Recommendation'(2.9B-1) Develop aLgraduated quality program designed to

, .
,
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maximize the operational performance of selected

|- non-safety-related systems and equipment important
'

to plant reliability. Activities to consider underg

this program should include system / equipment
operation, maintenance, modification, procurement,
performance monitoring, and chemistry.

LP&L Response: The Senior Vice President - Nuclear Operations
approved a complete rewrite of the Quality
Assurance Manual for the operations phase of
Waterford 3 on January 20, 1984. This manual is
divided into two sections. Section I contains the
QA program described in FSAR Section 17.2 and
primarily addresses 10CFR50 Appendix B and USNRC
Standard Review Plan (NUREG-0800) for the I
safety-related features of the plant. Section II j
of the manual will contain other QA policies as j
defined by the Senior Vice President - Nuclear
Operations. Section I of the manual is complete
and should be issued by the end of February, 1984.
Section II is still under development and is
expected to.be issued in April, 1984. Examples of
"other QA' policies" being developed for Section II
are:

o Fire Protection
o Environment Monitoring

"
o Emergency Preparedness
o Security
o, Radioactive Waste Management i

o Reliability
,

o Computer Programs Quality Assurance !

It should also be noted that LP&L is participating
in the Utility Safety Classification Group dealing
with the "Important-to-Safety" issue and the graded
QA programs necessary for important to safety
systems / equipment.

INDUSTRIAL SAFETY-

PERFORMANCE OBJECTIVE: A. Activities related to industrial safety at the
nuclear station (s) should be supported and monitored by corporate
management. Corporate policy, guidance, and assistance should be provided
to the station (s) as needed to ensure the safety and health of each-
employee.

Recommendation (2.10A-1) Establish a strong-corporate involvement at the
site in the area.of industrial safety. Duplication-
of effort exists-due to a lack of coordination and
communication between corporate and site personnel.
Additionally, lack of strong direction by corporate
industrial safety management has resulted in

o

[i.44 1 .



Page 13 of 13
'o ,

*
.

.

arbitrary decisions by site personnel affecting
industrial safety.

LP&L Response: The LP&L Personnel Depart:nent Safety Section is
evaluating this recommendation and will take
action, as appropriate to ensure an effective

,

Industrial Safety Program at Waterford 3. )*

LICENSING AND PIGULATORY REQUIPIMENTS

PERFORMANCE OBJECTIVE: A. The corporate nuclear licensing staff should be,

i sufficient to carry out the functions necessary to support the issuance and
maintenance of the nuclear station (s) operating license (s) and any
additional required regulatory licenses or permits.

Recommendation (2.11A-1) Consider the transfer of all regulatory )
responsibility to the licensing section of the
Nuclear Services Department. This action will
ensure single point accountability for all
regulatory correspondence and commitments. These
responsibilities are currently split between the QA '-

manager and ,the Nuclear Services manager. This
dual responsibility does not maximize the
development of expertise in resolving regulatory
Concerns.

LP&L Response: To improve the definition and coordination of
communications with the NRC and other regulatory

'agencies and to enhance LP&L's ability to carry out
the functions necessary to support the issuance and
maintenance of Waterford 3 licenses and permits,
LP&L intends to implement the INP0 Recommendation.
To provide single point accountability for all
regulatory correspondence and communications, a
plan will be developed for the orderly transition
of responsibilities from Quality Assurance and
Plant Staff to the Nuclear Services Department,
specifically the Nuclear. Licensing Section.

In order to minimize adverse impact at this
critical stage in the construction completion and
licensing of the Waterford 3 project,
implementation of the shift in responsibilities
will be targeted for after receipt of an operating
license. This is considered an appropriate
timeframe to allow for re-definition of the
organizational units; transfer or hiring of
personnel and preparation or revision of required
procedures.

NS40130SPG
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SGJECT: Eealth ?hysics I:ple=encacion ?lan

L~ nile fuel loadiss will be a major milestone for 'Jacerford 3 and v111
surely be a =ajor public relaticas event for louisiana ?cvar & light.
the radiolcgical i=plications are essencially siniscule. A: the prasenc

ti=e, che spent fuel pool is posted as a Radiacion Ccncrolled Area (RCA).
*=ediately prior to the scar: of fuel leading, va vill post the refueli=g.

canal as a RCA. . Access into the refueling canal vill require a Radiation

'Jork Persic (RWP) thus only qualified radiacion workers vill'ce allowed
access to the bot:om of the refueling canal. Ihis will allev the =ul:itude
of interes:ed planc and co=pany personsal as well as other "i=portant

:.

vist: ors" :o have access to che edge of the refueling canal to viev the
fuel loading process. Once the last fuel assembly is placed in the core,

~

the RCA posct:g for the refueling canal and spent fuel pool vill be re=oved.
,

Is order to prepara planc and contractor personnel for actual imple=en:2 tion
of cocal radiological access co'acrol, af:er fuel loadi=g but well before
initial critics 11ty, the planc RCA boundaries vill be posted for ": raining"
purposes. All personnel vill be expected to access the RCA via :he -4' EP

control point, hcvaver no RWP's will be enquired nor vill anyone be denied
Hopefully, people vill get into che :cucine of encaring and ext:ing

*

I access.
the RCA from :he nor=al RCA access point.

.

*:=ediately prior to initial critics 11ty, the RCA vill 'ce posced "for real" '
and the Wa:arford 3' Esalth Physics Program vill be implemenced is its encir'ecy.

,

' '

Access to the RCA vill be strictly via the -4' access poinc RUP's vill *oe

required for entry and anyone entering che RCA sust be a qualifiad radiacion
"

worker and have been issued a T13. Access to :he reac:or building vill be'

controlled is accordance .vi:h EF-1-213. Reactor Cen:si=ent 3uilding ?:ver ,

I. cries. Additional radiolosteal postings sad :aquire= acts vill be based
upon E? 'su: tays. It is ancicipa:ad : hat, f:cs :he ci== of inicial cri:icali:y
up through about 1.1 pcuer, che vast =ajcrity of RCA enc:1es vill be' done ria

*

.

-E.
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5:: ding ?.WP's (SMi?'s). Tae :nly ancaptions vill *:e f:: vork which
- involves breaching any pocan:ially radicac:1ve systans which will raquire
a L7 specifically for : hat job. As va encer into pcuer ascension :esting,
the use of SRWP's will drop vich a corresponding iseraase is 57's
particularly as radiation and con:2mNtion levels i= crease vi:h hi;*ner
power levels. .

.

I If'
"R.W. Kenning

Radiation Protection Superintendent
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