UNITED STATES
NUCLEAR REGULATORY COMMISSION
WASHINGTON D € 20686

February 4, 1992

-
)

Docket No. 50-333

New York Power Authority

ATIN: Mr. John C. Brons, President
and Chief Operating Officer

123 Main Street

white Plains, New York 10601

Dear Mr. Brons:

Subject: Dio'nostic 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 thc 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 1m€rovoment
will depend on continued management commitment and involvement to folliow
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. 1 would appreciate
your cooperation with my staff in conducting these future inspections and

assessments.
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New York Power Authority 2

You will he advised of any enforcement actions as a result of the Diagnostic
Evaluation by separate correspondence. Should you have an{.quostions
concerning our inspection plans and assessments, we woulc pleased to
discuss them with you.

Sincerely,

-

mes M. lor
xecutive Director
for Operations

Beedle, Executive Vice President - Nuclear

. Converse, Resident Manager

. Goldstein, Assistant Genera) Counsel

Gray, Jr., Director, Nuclear Licensing - BWR

. Donafdson Csquire, Assistant Attorney General, New ork Department of Law
Supervisor, Town of Scriba

Director, Power Division, Depirtment of Public Service, State of New York
K. Abraham, PAO (2)

Public Document Room (PDR)

Local Public Document Room (LPDR)

Nuclear Safety Information Center (NSIC)

NRC Resident Inspector

State of New York, SLO Designee
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123 Man Street . .
White Plaing, New Yors 1060°

914 681 6240

Presgent
ang Cne! Operanng Office

» OWM NMI John C. Brons
<& Authority

January 3, 1992
JPN-§2.001
Mr. James M. Taylor
Fxecutive Director for Operations
U.S. Nuclear Regulatory Commission
11555 Rockvil'e Pike
Rockville, MD 20852

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

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

Decr Mr. Taylor.

The New York Pewer Authority agrees with the resuits of the Diagnostic Evaluation
Team (DET) provided with your December 3, 1991 leiter. This evaluation of the
Authority's James A. FitzPetrick Nuclear Power Flant, 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 tne causes of the problems.

Senior Power Authority management and | have been aware ¢! the decline In
FitzPatrick pertormance and deficiencies in headquarters support during the last NRC
SALP review period. We evaluated the resuits 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 andi a salf assessment of management effectiveness. These
assessments were evaluated with the goa! of determining root causes and thereby
improving FitzP: irick's performance. The FitzPatrick Results Improvement Program
(FRIP) and Nuclear Generation Business Plan were developed us.\g these assessments.

The results of the DET evaluation parallel 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 deiailed 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 #d at headquarters in the Nuciear Generation
department. These five major initiatives are: Capital Impiovements, Management
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Changes, Enginearing Changes, the Nuclear Generation Business Plan, and the
previously mentioned Results Improvement Program.

CAPITAL IMPROVEME! TS

The DET noted several weaknesses related 1» deficiencies in the physical working
environmant. These defisiencies include inadequate maintenance and laboratory
facilities, insufficient office s pace 1o support headquarters personnel working at the site,
and inadeguate commurications and cooperation among site and headquarters
personnel.

Capital improvements have been planned for some time as part of the FitzPatrick
site master plan. The master plan provides for the construction of major suppor facilities
such as the interim radwaste storage building, the training far.ility including the control
room simulator, three warehouses, and a sewage treatme’ . plant. Initial consiruction
activities for these facilities began in 1885. The next major building of the master plan to
be constructed is the new administration/support facility. Other capital projects which
will improve FitzPatrick performance include an enhanced telecommunicaiion capability,
and an integrated, company wide computer network,

The Authority's Trustees provided specific approval for the administration/support
facility in April, 1991. Engineering has been completed and construction is scheduled 1o
begin in March, 1892. Similarly, capital authorizations for the computer and
communications systems were made by the Trustees in 1990 and 1991, All systems will
be operational when the administration/support building is completed in 1993,

The new administration/supporn building will improve working conditions for the
staff. It will Dring togather in one location personnel and functions that had beei spread
throughout the site. The new 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 mechanica: maintenance facilities and new
I&C and radiological laboratories. Working together under one roof will increase
teamwork, cooperation and communication among the plant staff,

The coordir ated telecommunication and computer networks will bring together the
people and data of the Power Authority into a closer knit organization and strengthen
gommunication between the plant and headquarters staff. Capabiliies of the planned
network include video-conferencing and electronic mail/data/document exchange
systems. Video-conferencing will help Sriage the distance between the headquarters
office and the FitzPatrick site. For example, Authority personnel could have graater
participation in meatings held at faciiities 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 beiiig instalied wil! allow easier access
to relevant company clata from any location. Elements of the new computer system
include commor financial, maintenance, docurnent control, and planning and scheduling
systems for the FitzPatrick and Indian Point 3 nuclear plants as well as for headquarters.
These systems will stanclardize and coordinate the planning, scheduling, and conduct of
work activities at the three locations. Electronic mail and documer exchange between



all NYPA locations will facilitate communication between the parsonne! at the various
Authority tacilities.

MANAGEMENT CHANGES

The Authority recognized management deficiencies at the FitzPatrick plant and
took the following actions 10 improve management effectiveress. Mr. Harry P. Salmon
Jr. was selected to become Resident Manager of the FitzPatrick plant. A graduate of the
U.S. Naval Academy, Mr. Saimon also earned 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, 8 squadror: of 12 submarines, and served in sanior maintenance and
operations posts. His experience as an administrator over technically compiex
operations makes Mr. Saimor, woll suited for the duties of Resident Manager.

During Mr. Salmon's ongoing training, former Resident Manager Radford J.
Converse is serving as the imerim Resident Manager. Mr Converse will return 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 10~ Jrove
organizational officiency. The organizational structure of both the FitzPatrick ai.. indian
Point 3 plants have been revised such that the wide span of control of the Superi tendent
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 £ppont 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 Environmenial Services Manager were
filled with personnel hired from outside the Authority  Bringing in people from outside the
company will bring new methods and ideas 10 management activities.

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

The New York Power Authority trustees and | have authorized 48 new permanent
positions to support operation of the FitzPatrick plant for 1992. Allocation of these
positions to the various 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 FitzFatrick Operations Department. We will add an additional Reactor
Operator 1o each control room shift crew, reinstitute the Shift Technivai Advisor (STA) as
a separate position apart from the combined STA /Assistant Shift Supervisor, and add
additional auxiliary operators. Other staffing increases aliocated to the Training,
Maintenance, Instrumeiit and Control, and Radiological and Environmental Services
departmen’s will be used 10 improve pianning and procedures.

in addition, 20 other positions in the Nuciear Generation Departrnent have been
created for persons in training. These positions will allow the Autharity o develop
qualified personnel replacements prior to vacancies occurring. This will benefit the
operations department at both nuciear plants greatly since the reactor operator license
replacement training programs take approximately 18 months and 1ormerly were not held
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until vacancies existed in the licensed operator ranks. Now, future siaffing needs can be
anticipated and accommodated. Additional staffing will be provided as necessary 10
implement the FRIP and Nuclear Generation business plan.

The Authority recognizes weaknesses that existed in our managemant
development process. To address this problem, an aggressive management training
program has been implemented. Formal training in situational leadership anc

skills are now being provided to supervisory personnel. The management
skills train..ig program for first line supervisors has been in place for four years and has
run seventeen sassions. The middle managers training program was put in place in
April, 1991 and has run five sessions. A training program for NYPA senior manage's and
executives is also being developed. In addition, the Authority's Human Resources
Department Is revising the performance review program to emphasize our commitment
i» management and leadership skills. A job rotation program within the Nuciear
(eneration Department is also planned to enhance the professional deveiopment of our

staff. The A.thority is committed to long term management and supervisor
skills training programs to enhance the leadership abllities of our management
personnel.

A Nuclear Leadership Team (NLT) has been created to provide the impetus to
achieve excellence in all areas related to the Authority's nuclear power program. This
tcam consists of the Executivi; Vice Fresident - Nuciear Generation, the three Vice
Fresidents at headquarters in the Nuclear Geieration Department, plus the Resident
Managers of both the FitzPatrick and Inctan Point 3 nuclea: 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 resuft in improved operation of the Nuclear Generation Department as a whole.

The NLT is headed by & new Executive Vice President - Nuclear Generation. He
has been given the mandate 1o achieve excelience in nuciear plant performance and the
authority to implement the changes needed to accomplish this goal. He has my full
support and that of th » New York Power Authority Trustees in this effort.

ENGINEERING ORGANIZATIONAL CHANGES

Thy Authority determined that a number of organizational changes were necessary
to streng ‘hen engineering support for the Authority's two nuclear power plants. The
major objectives of this reorganization were 10 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-tc-day operational issues. Key
organizational changes which strengthen engineering are discussed below.

A new site engineering organization was formed whic  ~ ports 10 the headquarters
Project Engineering division. This organization relieves Technical Services of its former
plant modification, design, and direct engineering support responsibilities. This
organization will be enlarged to 34 persons in 1992 Among this group's responsibilities




are reduction of the plant modification backiog, closeout of existing plant modifications,
and acceleration of the pipe support evaluation program.

An engineering prioritization program is underway within the site engineering
section 10 estal'sh and maintain a single comprehensive listing of requestad and
required engineering activities. A methodology has been established to prioritize
engineering activities. A work flow process consisting of an *Engineering Prioritization
Fliowchart® 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 engineering tracking system and a process 10 estimate engineering
and installation resources and its application to scheduling work activities is also being
developed.

The F1zPatrick Techrical Services Department will be an operational suppont
organizatici.. Technical Services includes the system engineer group and the plant
performance group. The system engineering group is responsible for resolving day-1o-
day operational provlems, reviewing and sponsoring recommendations from industry
operating experience data, and reviewing proposed plant modifications and other
technical evaluations. Performance er:gineering is responsible for the FitzPatrick thermal
and vibration monioring programs, and for the pump and valve in-service testing
pro¢ 1. Eight new engineering positions have been allocated 1o Technical Services
for 19w2. A similar Techniczl 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 nuciear 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 1892 for the following
engineering dicziplines: fire protection (4 positions) set noint control (2 positions),
hydraulic and HVAC analyses (2 positions), structur. ' 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 1o ensure more effective and focused control for the design process.
Enginuering tools being developed include the eiectrical disrribution system mode!, the
c2ule and raceway modei, and the fire protection safe shutdown (Appendix R) model
The Authority is supplementing its engineering staff with approximately 20 contractors
under direct NYPA sunervision to ioad data into these models and prepare implementing
procedures.

A separata 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 prograrn is to reconstruct the
design basis of selected systems in the FitzPatrick plant by retrieving the FitzPatrick
design caiculations 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 fu all plant documents; and
maintaining databases of as-built engineering models.

An additinnal group will be established to control the day-10-day planning and
scheduling within the Nuclear Engineering Division.

NUCLEAR GENERATION BUSINESS PLAN

Whiie corporate and depariment goals have been used in the past, the Nuclear
Generation Department did not have a unified business plan. This led 1o each division
within Nuclear Generation and the two nuclear plants developing individual goals and
operational philosophies. Development of the Nuclear Generation Businass Plan began
in early 1991 with the objective of establishing coordinated goals for the nuciear
orgunization. The Business Plan will be our primary vehicie 1o focus our efforts and
achieve consistency between the Authority's two nuciear power plants. The Business
Plan identifies key business needs and forms a basis for determining resource needs.
The plan will provide averyone in the Nuclesr Generation department with a single clcar
set of goals, and will identity each organizational unit's role in achieving the goals.

The five objectives of the business plan are: nuclear and industrial safety,
pretessionalism, 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, 1982. During 1892, the Nuclear Generation staff will implement tne action
items while the Muclear 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 1o determine the Nuclear Generation budget for the following year.

FITZPATRICK 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 exter! 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 ¢f the FRIP have been classified into eight root cause categories:
Management Oversight, Direction and Support; Resol- ces; Standards, Communications
and Teamwork: Industry Experience; Leadership and Monitoring: Accountabllity and
Attentinn to Detail; and, Planning and Scheduling for Maintenance and Engineering



The FRIP was nrovided to the NRC's Region | Regional Administrator, Thomas T,
Martin, by FitzPatrick Resident Manager, Radford J. Converse, on December 18, 1891
(JAFP-§1-0834). Submittal of this letter in addition to the FRIP constirutes the Authorily's
response 10 your request that the Authority *determine the actions neede. 10 assure
timely resolution of performance deficiercies including your determination: of root cavses
and your plans 10 address them.® This letter also addresses the actions taken 10
strengthen the engineering support for our nuciear 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 mairtenance
staff is described as experiersed, kn~wiedgeable a d professional, leading 10 pood
performance in the conduct of maintenance activities. The DET also recognizes
intiatives taken in Engineering including the Design Basis Document and Drawing
Improvement programs. | am encouraged by these observations in that our people will
form the basis for improved performance.

NYFA senior management is commitied to improving the operation of the .'ames
A. FitzPatrick Nuclear Power Plant. Plant performance observed by the Authority
througn 1990 and 1991 was Inconsistent with the standards the Authority sets for all its
operations. The DET report accurately and appropriately confirms tha problem areas.
The Chairman and Trustees of the New York Power Aithority and | will provide the
leadership and resources necessary 1o return the FitzPatrick plant 10 a high level of
performance and to make FitzPatrick and Indian Point 3 industry leaders. | recognize our
quest for € wcellence will not be sasy and that it will not be accomplished overnight. The
DE™ report acknowledges that the Authority has taken the first steps along this path.

if you have any guestions, please rontact me.

Very truly yours,

( [President
" and Chief Operating Officer
New York Bower Authority

JCR/JG

cc: See next page
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> Y UNITED STATES
A NUCLEAR REGULATCRY COMMISSION
: WASHINGTON, D C. 20686

December 3, 1991

Docket No. 50-333

Power Authority of the State
of New York
ATIN: John C. drons, President
and Chief Operating Officer
123 HMain Street
White Plains, New York 1060]

Dear Mr. Brons:

This letter forwards the Diagnostic Evalu.tion Team Report for the FitzPatrick
Nuclear Power Plant. The team assessed the effectiveness of licensed
activities performed 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 teim of 1€ evaluators, led by a Nuclear
Regulatory Commission (NRM) 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
siaff at an exit meeting on Movember 21, 1991, at your Headquarters offices.

To achieve an independent perspective the team was staffed with members having
no responsibility for the regulation of PASNY. 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 te.ting, and engineering support and found that
weakiesses in management had contributed to these deficiencies. Specifically,
the teaw found that management was not aware of many problems; that planning,
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. | 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 diese® generator, and one train of the residual
heat removal system became inoperable.

Quw?”""



December 3, 1991
Power Autuority of New York -2

Although vour 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,

;ng‘ozqan:zationtl and management changes designed to correct many of these
eficiencies.

It 1s important that yov and PASNY management carefully review the enclosed
rrnort, with special emphasis on the areas requiring additiona) managemen?
atiention. Following your review, | request that you determine the actions
needed to assure timely resolution of performance deficiencies and tuv address
root causes. I also rec °st that you provide my office with your plans for
addressing root ceuses, 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,

Orlginal Signed By:
Jamss M. Teyiw

James M. Taylor
Executive Director for Operations

Enclosure:

Diagnostic Evaluation Team Report
for FitzPatrick Nuclear Generating
Station

¢c w/encl:
Ralph Beedle, PAS!Y
J. Gray, PASNY
Dept. of Public Service,
State of New York
State of New York,
Department of Law
Richard A. Plasse,
WRC Resident Inspector
State of New York,
SLO Designee
Public Document Room
Local Public Document Room
Nuclear Safety Information Center
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