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k ....+ / February 4,1992

Docket No. 50-333

New York Power Authority
ATTN: Mr. John C. Brons, President

and Chief Operating Officer
123 Main Street
White Plains, New York 10601

Dear Mr. Brons:

Subject: Diagnostic Evaluation Team Report for the James A. FitzPatrick
Nuclear Power Plant

This refers to your letter dated January 3, 1992, in response to my December
3,1991 letter forwarding the Diagnostic Evaluation Team Report for the
FitzPatrick Nuclear Power Plant, in your letter, you informed the NRC of your
agreement with the DET results and your commitments to address the identified
deficiencies and to improve overall performance at the FitzPatrick plant. We
acknowledge your recent initiatives to improve the operation of the
FitzPatrick plant and the Nuclear Generation department.

In addition to our existing inspection and performance monitoring programs, we
have established a FitzPatrick Assessment Panel to more closely monitor the
performance of the facility and to provide recommendations for the allocation
of NRC resources. This panel is composed of managers and staff in both the
Office of Nuclear Reactor Regulation and Region I. One of the principal tasks
of this panel is to conduct a detailed review of your fitzPatrick Results
Improvement Program. After the panel has completed its review, the NRC will
provide the New York Power Authority with specific comments and questions on
the Results Improvement Program. After your staff has had an opportunity to
review our comments, we will want to meet with your staff to discuss the
Results Improvement Program in more detail.

Although I am encouraged by your response, sustained success of the
F,tzPatrick Results improvement Program and permanent performance improvement
will depend on continued management commitment and involvement to follow
through on proposed corrective actions. The NRC will continue to closely
monitor station and related corporate activities until overall operation
improves and performance is on a sustainad positive trend. I would appreciate
your cooperation with my staff in conducting these future inspections and
assessments.
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You will be advised of any enforcement actions as a result of the Diagnostic
Evaluation by separate correspondence. Should you have any questions
concerning our inspection plans and assessments, we would be pleased to '

discuss them with you.

Sincerely,
_

s'
[ 4. '

mesM.Iflor
xecutive Director *

for Operations ;

CC.
R. Beedle, Executive Vice President - Nuclear
R. Converse, Resident Manager
G. Goldstein, Assistant General Counsel '

J. Gray,- Jr., Director, Nuclear Licensing - BWR
C. Donaldson, Esquire, Assistant Attorney General, New "ork Department of Law
Supervisor, Town of Scriba -

- '

Director, Power Division Depsrtment of Public Service, State of New York
K. Abraham, PA0 (2) '

'

Public Document Room (PDR)
Local Pubile Document Room (LPDR)

*

Nuclear Safety Information Center (NSIC)
NRC Resident Inspector
State of New York, SLO Designee
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FINAL REPLY:
--John C. Brons
NGw York Power Authority

TO : -

Jh.nas M. Taylor

FOR SIGNATURE OF: ** GRN ** CRC NO:

ROUTING:DESC:

: DIAGNOSTIC EVALUATION TEAM REPORT - JAMES A. Taylor
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January 3,1992
JPN-92 Oni

Mr. James M. Taylor
F.xecutive Director for Operations
U.S. Nuclear Regulatory Commission
11555 Rockvil!e Pike
Rockville, MD 20852

SUBJECT: James A. RtzPatrick Nuclear Power Plant
Docket No. 50-333
Diagnostic Evaluation Team Report

Reference: . NRC letter, J. M. Taylor to J. C Brons, dated December 3,1991, providing
the NRO's Diagnostic Evaluation Team Report on the FitzPatrick Nuclear
Power Plant.

Deer Mr. Taylor:

The New York Pcwer Authority agrees with the results of the Diagnostic Evaluation
Team (DET) prnvided with your December 3,1991 letter. This evaluation of the
Authority's James A. FitzPetrick Nuclear Power Plant, performed during September and
October 1991, identifies performance deficiencies at the plant, as well as insufficient
headquarters management support and oversight. The DET report provides us with
insights into the causes of the problems.

Senior Power Authority management and I have been aware of the decline in
FitzPatrick penormance and deficiencies in headquarters support during the last NRC
SALP review period. We evaluated the results of the NRC's SALP report, INPO
evaluations of the FitzPatrick and Indian Point 3 plants and headquarters, and other
studies including a staffing effectiveness study, a radiation protection program
assessment study and a self assessment of management effectiveness. These
assessments were evaluated with the goal of determining root causes and thereby
improving FitzPt,: rick's performance. The FitzPatrick Results improvement Program
(FRIP) and Nuclear Generation Business Plan were developed us!ng these assessments.

The results of the DET evaluation para'lel the NYPA assessments.- The NRC report
brings additional perspective to our findings and will help the Authority in its ongoing
programs to improve performance. The detailed observations provided by the DET have
been incorporated in the FRIP.

Improvements in the operation of the FitzPatrick plant will come about as a result of
five major initiatives taken at the plant site rod at headquarters in the Nuclear Generation
department. Thes,e five major initiatives are: Capital Improvements, Management

.
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Changes Engineering Changes, the Nuclear Generation Business Plan, and the
previously mentioned Results improvement Program.

CAPITAL IMPROVEMBiTS

The DET noted several weaknesses related in deficiencies in the physical working
onvironment. These deficion0ies includo inadequato maintenance and laboratory
facilities, insufficient office space to support headquarters personnel working at the site,
and inadequate communications and cooperation among sito and headquarters
personnel.

Capitalimprovements have been planned for some time as part of the FitzPatrick
site master plan. The master plan provides ior the construction of major support facilities
such as the interim radwaste storage building, the training foolity including the control
room simulator, three warehouses, and a sewage treatmer,t plant. Initial construction
activities for these facilities began in 1985. The next major building of the master plan to
be constructed is the new administration / support facility. Other capital projects which
will improve F;tzPatrick performance include an enhanced telecommunication capability,

. and an integrated, company wide computer actwork.

The Authority's Trustees provided specific approval for the administration / support
facility in April,1991. Engincoring has been completed and construction is scheduled to
begin in March,1992. Similarly, capital authorizations for the computer and
communications systems were made by the Trusteos in 1990 and 1991. All systems will
be oporational when the administration / support building is completed in 1993.

The new administration / support building will improve working conditions for the
staff. It will bring together in one location personnel and functions that had been spread
throughout the site. The now facility will provide adequate working space for members of
the plant staff and office space for headquarters personnel working at the plant. The new
facility will include expanded electrical and mechenical maintenance facilities and new
l&C and radiological laboratories. Working together under one roof will increase
teamwork, cooperation and communication among the plant staff.

The coordinated telecommunication and computer networks will bring together the
people and data of the Power Authority into a closer knit organization and strengthen
communication betwoon the plant and headquarters staff. Capabildies of the planned
network includo vidoo conferencing and electronic mail / data / document exchange
systems. Video conferencing will help briego the distance betwoon the headquarters
office and the FitzPatrick sito. For example, Authority personnel could have gmater
participation in mentings held at facilities other than their own to resolve issues quickly
and discuss courses of action on an immediate basis without the delays associated with
travel.

The integrated computer network currently being instalted will allow casler access
to relevant company data from any location. Elements of the now computer system
include common financial, maintenance, document control, and planning and scheduling
syst(,ms for the FitzPatrick and Indian Point 3 nuclear plants as well as for headquarters.
These systems will standardize and coordinate the planning, scheduling, and conduct of
work activities at the three locations. Electronic mail and documer' exchange between
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,a all NYPA locations will facilitate communication between tha personnel at the various
Authority facilities.

MANAGEMENT CHANGES

The Authority recognized management deficiencies at the FitzPatrick plant and
took the following actions to improve management effectiver.ess. Mr. Harry P. Salmon
Jr, was selected to boccme Resident Manager of the FitzPatrick plant. A graduate of the
U.S. Naval Academy, Mr. Salmon also camed a master's degree in personnel
administration and has completed a number of other graduate-level courses. He retired
from the Navy as a Captain after 28 years of service, during which he commanded a
nuclear submarine, a squadron of 12 submarines, and served in senior maintenance and
operations posts. His experience as an administrator over technically complex
operations makes Mr. Salmon well suited for the duties of Resident Manager.

During Mr. Salmon's ongoing training, former Resident Manager Radford J.
Converse is serving as the interim Resident Manager. Mr. Converse will retum to his.

permanent position of Vice President-Nuclear Support in the headquarters office when
Mr. Salmon becomes Resident Manager in early 1992.

Other management and organizational changes have also been made to & prove
organizational efficiency. The organizational structure of both the FitzPatrick aA Indian
Point 3 plants have been revised such that the wide span of control of the Superlatendent
of Power is now divided among three newly created General Manager positions. This will
increase management focus in the three key functional areas of Operation, Maintenance,
and Support Services while reducing the number of people who report directly to the
Resident Manager. The Resident Manager's position, as well as the positions of General
Manager-Support Services and Radiological and Environmental Services Manager were
filled with personnel hired from outside the Authority. Bringing in people from outside tha
company will bring new n,ethods and ideas to management activities.

Under the new organizational structure, all design and project engineering is
consolidated under headquarters control, with site Technical Services providing day-to-
day support to operations and maintenance personnel. A description of the revised
engineering organization is provided h the next section of this letter.

The New York Power Authority trustees and I have authorized 48 new permanent
positions to support operation of the FitzPatrick plant for 1992. Allocation of those
positions to thevarious plant departments are being made judiciously. To overcome
deficiencies in control room staffing noted by the DET, many of these positions are
allocated to the FitzPatrick Operations Department. We will add an additional Reactor
Operator to each control room shift crew, reinstitute the Shift Technical Advisor (STA) as
a separate position apart from the combined STA/ Assistant Shift Supervisor, and add
additional auxiliary operators. Other staffing increases allocated to the Training,
Maintenance, Instrument and Control, and Radiological and Environmental Services
departments will be used to improve planning and procedures,

in addition,20 other positions in the Nuclear Generation Department have been
created for persons in training. These positions will allow the Authority to develop
qualified personnel replacements prior to vacancies occurring. This will benefit the
operations department at both nuclear plants greatly smca the reactor operator license
replacement training prrsqmms take approximately 18 months and formerly were not held
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until vacancies existed in the licensed operator ranks. Now, future staffing needs can be*

anticipated and accommodated. Additional staffing will be provided as necessary to'

implement the FRIP and Nuclear Generation business plan.

The Authority recognizes weaknesses that existed in our management
development process. To address this problem, an aggressive managernent training
program has been implemented. Formal training in situational leadership and
management skills are now being provided to supervisory personnel. The management
skills train..eg program for first line supervisors has been in place for four years and has
run seventeen sessions. The middle managers training program was put in place in
April,1991 and has run five sessions. A training program for NYPA senior managers and
executives is also being developed. In addition, the Authority's Human Resources
Department is revising the performance review program to emphasize our commitment
to management and leadership skills. A job rotation program within the Nuclear
Generation Department is also planned to enhance the professional development of our
management staff. The Authority is committed to long term management and supervisor
skills tralaing programs to enhance the leadership abilities of our management
personnel.

A Nuclear Leadership Team (NL1) has been created to provide the impetus to
achieve excellence in all areas related to the Authority's nuclear power program. This
team consists of the Executivo Vice Fresident-Nuclear Generation, the three Vice
Fresidents at headquarters in the Nuclear Generation Department, plus the Resident
Managers of both the FitzPatrick and Indian Point 3 nuclear power plams. This team has
responsibility for all aspects of the New York Power Authority's nuclear program. A

. significant feature of the NLT is that both plant Resident Managers now participate in
decisions for both nuclear power plants. Formerly, each Resident Manager had
responsibility for his plant alone. The NLT will provide guidance and establish policies
that will result in improved operation of the Nuclear Generation Department as a whole.

The NLT is headed by a new Executive Vice President-Nuclear Generation. He
has been given the mandate to achieve excellence in nuclear plant performance and the
authority to implemen!the changes needed to accomplish this goal. He has my full
support and that of th i New York Power Authority Trustees in this effort.

ENGINEERING ORGANIZATIONAL CHANGES

The Authority determined that a number of organizational changes were necessary
to strenghen engineering support for the Authority's two nuclear power plants. The
major objectives of this r6 organization were to focus engineering responsibility and
accountability and to increase permanent staff to more effectively support nuclear plant
operation. To accomplish these objectives, a single engineering design authority was
established in the headquarters office, while the FitzPatrick Technical Services
department was revised to focused on plant day to-day operational issues. Key
organizational chnngas which strengthen engineering are discussed below.

A ne.v site engineering organization was formed whic. eports to the headquarters
Project Engineering div. tion. This organization relieves Technical Services of its former
plant modification, design, and direct engineering support responsibilities. This
orgsnization will be enlarged to 34 persons in 1992. Among this group's responsibilities
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,- are reduction of the plant modification backlog, closeout of existing plant modification %
and acceleration of the pipe support evaluation program. |

An engineering prioritization program is underway within the site engineering
section to estabssh and maintain a single comprehensive listing of requested and i

required engineering activities. A methodology has been established to prioritize
engineering activities. A work flow process consisting of an ' Engineering Prioritization
Flowchart" and a questionnaire for the originator of engineering requests will be used for
the initial program. The process of prioritizing the 1200 item engineering backlog has
begun. A new site eng!nocring tracking system and a process to estimate engineering
and installation resources and its application to scheduling work activities is also being
developed.

The PtzPatrick Technical Services Department will be an operational support
organization. Technical Services includes the system engineer group and the plant
performance group. The system engineering group is responsible for resolving day to-
day operational problems, reviewing and sponsoring recommendations from industry
operating experience data, and reviewing proposed plant modifications and other
technical evaluations. Performance engineering is responsible for the FitzPatrick thermal
and vibration monitoring programs, and for the pump and valve in.scrvice testing
prot 1s. Eight new engineering positions have been allocated to Technical Services
for 19s2. A similar Technical Services organizational structure will also be implemented
at the Indian Point 3 plant.

The separate engineering and design functions within the headquarters Nuclear
Generation Department were consolidated under a single manager. The Nuclear
Engineering and Design (NED) section is now responsible for all design engineering for
both nuclear plants, enabling us to have unified engineering practices at all three
locations. Responsibility for the fire protection programs are now under this section.
Permanent staffing within the NED section will be increased in 1992 for the following
engineering disciplines: fire protection (4 positions). set ooint control (2 positions),
hydraulic and HVAC analyses (2 positions), structurv mechanics (3 positions), and
electrical engineering (4 positions). A number of other new engineering and support
positions will be added in 1992.

The NED organization is in the process of establishing computerized engineering
modeling tools to ensure more effective and focused control for the design process.
Engineering tools being developed include the electrical distribution system model, the
c6!e and raceway model, and the fire protection safe shutdown (Appendix R) model.
The Authority is supplementing its engineering staff with approximately 20 contractors
under direct NYPA supervision to load data into these models and prepare implementing
procedures.

A separato configuration management section was established within the Nuclear
Engineering Division. Included in the responsibilities of this section is the Design Basis
Document (DBD) program. The objective of the DBD program is to reconstruct the
design basis of selected systems in the FitzPatrick plant by retrieving the FitzPatrick
design calculations and analyses from the original design organizations and
consolidating this information into an easily retrievable format. In addition, Nuclear
Engineering is revising procedures to ensure a uniform set of engineering, design, and
configuration control procedures; developing three dimensional CAD models of plant

~

systems to facilitate design within areas of the plant not normally accessible during
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. - operation; developing a centralized common database fw all plant documents; and*

maintaining databases of as built engineering rnodels.

An additlanal group will be established to control the day.to-day planning and
scheduling within the Nuclear Engineering Division.

NUCLEAR GENERATION BUSINESS PLAN

While corporate and department goals have been used in the past, the Nuclear
Generation Department did not have a unified business plan. This led to each division
within Nuclear Generation and the two nuclear plants developing individual goals and
operational philosophies. Development of the Nuclear Generation Business Plan began
in early 1991 with the objective of establishing coordinated goals for the nuclear
organization. The Business Plan will be our primary vehicle to focus our efforts and
achieve consistency between the Authority's two nuclear power plants. The Business
Plan identifies key business needs and forms a basis for determining resource needs.
The plan will provide everyone in the Nuclest Generation department with a single cicar
set of goals, and will identify each organizational un!t's role in achieving the goals.

The five objectives of the business plan are: nuclear and industrial safety,
professionalism, performance, regulatory compliance, and cost management. Work
groups addressing each objective were made up of representatives from both nuclear
power plants and headquarters, and included individuals from Nuclear Generation,
Training and Development, Human Resources, Budgets, Audits, and Management
information Services Departments. -

The Business Plan, consisting of strategies and action items, will be distributed in
early January,1992. During 1992, the Nuclear Generation staff will implement the action
items while the Nuclear Leadership Team tracks progress and provides feedback. The
p!an will be reviewed and revised annually, taking in account factors such as
performance, goais and objectives, and experience. The Business Plan will also provide
a foundation to determine the Nuclear Generation budget for the following year.

F112 PATRICK RESULTS IMPROVEMENT PROGRAM

The FitzPatrick Results improvement Program (FRIP) is an action plan for
upgrading the performance of the FitzPatrick and headquarters staff as a result of
specific issues raised in the NYPA and DET assessments. The goal of the FRiP is to go
beyond correcting deficiencies by improving operations to the extent that the FitzPatrick
plant becomes one of the best run nuclear power plants in the country, in all, the
program identifies more than 600 specific actions, each linked to the root causes and

,

contributing factors of the deficiencies. The program assigns responsibilities and
schedules for completing each of the actions. The Nuclear Leadership Team will review
and assess the progress towards meeting the objectives of the FRIP.

The 600 items of the FRIP have been classified into eight root cause categories:
Management Oversight, Direction and Suppon; Pesowces; Standards; Communications
and Teamwork: Industry Experience; Leadership and Monitoring; Accountability and
Attention to Detail; and, Planning and Scheduling for Maintenance and Engineering.

-6-
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The FRIP was provided to the NRC's Region | Regional Administrator Thomas T.'
i,
'

Martin, by RtzPatrick Resident Manager, Radford J. Converse, on December 19,1991
(JAFP 910834). Submittal of this letter in addition to the FRIP constitutes the Authority's
response to your request that the Authority " determine the actions needed to assure
timely resolution of performance deficier cies including your determination of root causes
and your plans to address them.' This letter also addresses the actions taken to
streregthen the engineering support for our nuclear plants ac you requested

The DET report makes note of a number of positive attributes concerning the
FitzPatrick plant staff. The plant operators are noted as having high level of experience
and knowledge of the plant and good manipulation of the controls. The malrstenance
staff is described as experierced, knowledgoable and profossional, leading to good
performance in the conduct of maintenance activities. The DET also recognizes
initiatives taken in Engineering including the Design Basis Document and Drawing
Improvoment programs. I am encouraged by these observations in that our people will
form the basis for imprcved performance.

NYPA senior management is committed to improving the operation of the James
A. AtzPatrick Nuclear Power Plant. Plant performance observed by the Authority
througn 1990 and 1991 was inconsistont with the standards the Authority sets for all its
operations. The DET report accurately and appropriately confirms the problem areas.
The Chairman and Trustees of the New York Power Atithority and I will provide the
leadership and resources necessary to return the FitzPatrick plant to a high level of
performance and to make FitzPatrick and Indian Point 3 industry leadors. I ecognize our
quest for e teollance wul not be easy and that it will not be accomplished overnight. The
DE' report acknowledges that the Authority has taken the first stops along this path.

If you have any questions, please c:ontact me.

Vor/ truly yours,

-

ohn C. Brons
resident

and Chief Operating Officer
New York Power Authority

JCB/JG

cc: See next page
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o, UNITED STATES

i NUCLEAR REGULATORY COMMISSION
n .g wAssiwatow. o. c. rosss

k . . . . . ,o# December 3, 1991

Docket No. 50 333

Power Authority of the State
of New York

ATTN: John C. Brons, President
and Chief Operating Officer

123 Hain Street
White Plains, New York 10601

Dear Hr. Brons:

This letter forwards the Diagnostic Evalt.ction Team Report for the FitzPatrick
Nuclear Power Plant. The team assessed the effectiveness of licensed
activities pet formed by the Power Authority of the State of New York (PASNY)
in achieving safe operation at FitzPatrick and determined the causes of
performance deficiencies. The tetm of 16 evaluators, led by a Nuclear
Regulatory Commission (NRC) manager was onsite at the FitzPatrick plant during
September 16 through 27 and October 14 through 22, 1991. Team members also
conducted evaluations at the Headquarters offices in White Plains, New York
during these periods. Findings were discussed with you and members of your
staff at an exit meeting on November 21, 1991, at your Headquarters offices.

To achieve an independent perspective the team was staffed with members having
no responsibility for the regulation of PASNf. Safety performance was
evaluated in the areas of operations and training, maintenance and testing,
engineering support, and the effects of management on this performance.

The team identified performance deficiencies in the areas of operations and
training, maintenance and tecting, and engineering support and found that
weaknesses in management had contributed to these deficiencies. Specifically,
the teau found that management was not aware of many problems; that plannir.g,
scheduling, and control of work was ineffective; material condition and
housekeeping was poor; the operator requalification training program was not
completed in many cases; that root cause determinations of equipment failures
were inadequate, that deficiencies existed in motor operated valves;
modifications of some safety-related systems had not been adequate; and that
there was insufficient Headquarters management support and oversight.,

I noted that many of these deficiencies had existed for several years, that
some had been previously identified by your staff and that previous corrective
actions were not effective. I remain concerned that work performed by
engineering contributed to three events that occurred during the short period

| that the team was onsite. In these separate events, the high pressure coolant
injection system, an emergency diesel generator, and one train of the residual
heat removal system became inocerable.

.
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-Power Autaority of New York -2-,

4

Although your staff had recently identified performance deficiencies similar
to those found by the team, progress toward resolution had just started. We
noted that-you recently initiated a results improvement plan, a business plan,
and organizational and canage:hent changes designed to correct many of these
deficiencies.

It is important that yoe and PASNY management carefully review the enclosed
reort, with special emphasis on the areas requiring additional management
attention. Following your review, I request that you determine the actions
needed to assure timely resolution of performance deficiencies and to address
root causes. I also reqc?st that you provide my office with your plans for
addressing root causes, including your plans for strengthening engineering,
within 60 days of the date of this letter.

In accordance with 10 CFR 2.790(a), a copy of this letter and the enclosure
will be placed in the NRC Public Document Room. Should you have any questions
concerning this evaluation, we would be pleased to discuss them with you.

Sincerely,
Original Signd By:

Jr.as M. Tador

James M. Taylor
Executive Director for Operations

Enclosure:
Diagnostic Evaluation Team Report

for FitzPatrick Nuclear Generating
Station

cc w/ encl:
Ralph Beedle, PASNY
J. Gray,-PASNY
Dept..of Public Service,

State of New York
State of New York,

Department of Law
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