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Leckground

The Civision of Comwnliance conducted a special inspection of the manage-
ment oystens smployed by the Jersey Central Power and Light Company (JC)
to obtain informsiion on the adequacy of these systeme to acsure the
saf2 oparation of tieir Oyster Creek boiling waier reactor facility,

The inspection, wiich is in addition to the Division of Compliance's
norual inspection program, was conducted becsuse of recent problemn
axperiencad at oparating reactors that can be attributed to lack of
management atiention. This licensee vas selected for the first inspec-
tion of this type because of their past performence record and to assess
the action taken by JC management in response to Compliance's enforce-
ment letter dated September 9, 1970,

Sinilar incpections of this type are planned for other operating pover
reactor facilities.

Objec:iives

The primary objective of the inspection was to obtain Information
vegarding the implewentation and effectiveness of the wmanageaent
cystsuc erployed by JC for their Oyster Creek fac’lity to zssure
coupliauce vith their license and for auditing and evaluating tne
ecefety of operations.

A secondary objective vac to determine the need for Lroedening the
scope of the Compliance inspection program at other oreratins nower
reactor fecillities.

Planning and Crgan‘zeticn

The increction toan was composed of threes senior sompliance ingspectora:

HMr. R. T. Carlson, Senior Reactor Inspector, CO:1l
Mr. J. G. Keppler, Senior Reactor Inspec:iicn Specialict. c03dQ
Mr., F. J. Nolan, Senior Reactor Inspection Specialist, CC:HQ

The major features of the inspection were as follows:

1. The inepectior kered on munagement aystens relating to nuclesr
safety.

2. The inspection recognized that some of the areas insvected lind
been reviewad, ai least in part, during the course of th: ncrusl
C0 iuspection prograa.



3. The inspectioa effort recognized that absolute standazds do not
exist at this time for evaluating management's performance.

4. The inspection findings were based on extensive interviews with
cognizant representatives of JC and General Public Utilitiesc (GPU),
supvlemanted by & review of pertinent documentation. As a further
check, cpecific exarples were selected and 'welked through” i
ordar to test the effectivensse of these menagement cvetaus,
Intervievs conducted within the operating organizatisn arcoopaseed
all levels of responsilility from the equipment omar-tor to the
Coupuny President.

5. The pertinent inspection findings have bcen discussed wi:th licensee
uJanageuwent represeatatives.

Utilization of Manpower

The ivapaction team spert 11 man-deye on-site and five van-days a% th:
nonaremsiat/2ngineering offices in Parsippany, New Jersey. Followin:
the inepsction, & summary mesting was held with Mr. R. 7. Bovier,
Presideat, JC, at his office in HMorristown, New Jersey. The ino.zc-
tion g7 counducted between October 1) and November 6, 1977.

Principel Percons Contacted

Jersey Central Power and Light Company

Mr. R. 7, Bovier, President

Mr. L. H. Sims, Vice President, Production Department
Hr. I. L. Finfrock, Jr., KManager, Nuclear Generating Stations
Mr. T. J. MeCluskey, Station Superintendent

Mr. D. A. Ross, Technical Supervisor

Mr. J. T. Carroll, Operations Supervisor

Mr. E. Riggle, Maintenance Supervisor

Mr. J. T. Sullivan, Assistant Technical Engineer

Mr., D. E. Kaulback, Radiation Protection Supervisor
Mr. R. Pelrine, Chemical Supervisor

Mr. R. McKeon, Shift Foreman

Mr. N. W. Cole, Shift Foreman

General Public Uiilities Corporation

Mr. W. Verrochi, Vice President, Design and Comstruc:ic: Tivicion
Mr. W. H. Hirst, Manager of Projects and Chairmanr of 7213
Mr. B. G. Avers, Quality Assurance Mznager



General Public Utilities Corporation (cont'd)

Mr., D. E. Hetrick, Manager, Plant Operations and Testing, and
Vice Chairman of GORB
Mr. J. Thorpe, Manager, Safety and Licensing

Conclueions

The results of this inspection of management eystems indicate to the
Division of Compliance that:

1. The management reorganization with JC, which took effect in
April 1970, has resulted in active and knowledgeable participation
in . srobleme by licensee¢ management.

2, Whereas increzsed menagement attention was being devoted at Oyster
Creek to improve the safety of operations and the noncoupliance
record for this facility, additional efforts are nzedz2d oy JC to
stabilize and thereby strengthen the onsite oparating organiza-
tion and to improve obeerved weaknesses in the perforuancs of the
reactor safety committees,

3., The recognizad aeed for a chauge in Compliance s inspection effort

end increzcsed emphasis in the areas of managerernt systzas zs th:iy
relat2 to the safety of operations vas demonstrat:a.

Inscection lLesults

The eignificant findings obtained from thir insnection of maragemact
systeus are wiven below. CUrganization cherts der’cting the "yater
Creek plant organizecion and the mcnagement orzenizztilou =3 i
functionaily ralates o the Nyster Creek fecility -r: grovid.id =a
enclosures 1 and 2 to this report.

1. Insnection at Site

@a. Problem Identification in Review of Plant Onerstion and
Testing

(1) Interviews with Massrs. McCluskey, Carroll, iwcs, eond
Riggle indicated there was close coordination of tuair
activities in tha day-to-dey operation of the2 fasnility;
hovever, iz sbeance of docwentation concaralug tae
handling »f e, 23cific ~roblems trace2d by tuz 4= 2ction
tecn wae considered ¢s being reflective of 2 .’33 dagras
of informnalicy.




General Public Utilities Corporation {cont'd)

Mr., D. E. Hetrick, Manager, Plant Operations and Testing, and
Vice Chairman of GORB
Mr. J. Thorpe, Manager, Safety and Licensing

Conclusions

The results of this inspection of management systems indicate to the
Division of Compliance that:

1. The management reorganization with JC, which took effect in
April 1970, has resulted in active and knowledgeable participation
in plant problems by licensee management.

2. Whereas increased management attention was being devoted at Oyster
Creek to improve the safety of operations and the noncompliance
record for this facility, additional efforts are needed by JC to
stabilize and thereby strengthen the onsite operating organiza-
tion and to improve observed weaknesses in the performance of the
reactor safety committees,

3. The recognized need for a change in Compliance s inspection effort

and increased emphasis in the areas of management systems 28 they
relate to the safety of operations was demonstratad.

Inspection Results

The significant findings obtained from thie inspection of management
systems are given below, Organization charts depricting the Cyster
Creek plant organization and thc¢ management orgenization as it
functionally relates to the Oyster Creek facility are provided as
enclosures 1 and 2 to this report.

1, Inspection at Site

a. Problem Identification in Review of Plant Operation and
Testing

(1) Interviews with Messrs. McCluskey, Carroll, Ross, and
Riggle indicated there was close coordination of their
activities in the day-to-dey operation of the facility;
hovever, the absance of documentation concerning the
handling of spacific problems traced by the insyection
team was considered as being reflective of a high degree
of informality.




(2)

)

C,) Sl

Thare was evidence to siow that ¢ vorking systau enisted

iu cthe day-to-day oparctions ot Cyeter Crsek for cle
identification of problems in the OUparetiors Superv oor’e
aveas of vaoponaibilicy, tenaive records werz Lalng
maintained end veviered. Thaaes records ware noted to
receive at least two lavers of veview., Although the aysten
for {Jantification of problew: wes found to bte effective iun
areas tootad, at least one icportant Imstauce was oricrved
vhers tihe comaunicaticn of prollems to tha uppropricia
levels of mcnagement above the Oparationr CJuparvisor was
inadaqueza (‘.e., & problem vith high oxygza coriznt in

the drywcll).

Similar cbaervations war: pade concerning rroblam Zentifi-
cation il respect to tha Tschnlcal Supervisor’s aress of
respornidbiliity {core phynice, coclant cherd:try, radiclogi-
cal cafaty): howaver, doily logo were uot reutinel; raviewed
by the Technical Superviscr. First lire supervicors rave
Lald reeponcivla for informing the Technical Suparvisor of
detected problew:. Ouo nota:morthy and favoradle obnerwazi
vas that the Tachnical Supervisor was parsinmally nsimtainiag
a3d recording drte on saveral cafz:t; ralatad paranacers to
uosaictor for tronde and lowng tavm cffects.

& dizecernidle lach of edminictretiva crgenizeticn wac
observad in the FMainternance Suparvisor'e areac of vecpon-
eibilicy. The inmepection t2am fourd no evidence of ¢
working syeten ralating to tha ravier of meintensnce
activitiss and aqulipmeut verformancsz, theraby roleiag
cussticono a2 to che timaly fdautificontion of problems in
theasz aranc.,

Mr. McCluekoy, Statlon Cuperintondeat, was in Waskingtern,
D.C. ou conjrany bDusinesr for the mejority of the eita
iunopecticu., BRosed on intervisws w’th the senior stalf,
the innpeciors concliudad thet tihe Stetior Sunariatendent
maintcined svv2illance of the duy-to-day operationa
primaril” by meanr of varbel briafiugs fronw the sauior
staff{. He, in turn, ic reoponaible far the further revio
of these problewms and comaunicaticns of same, as appro-
sriate. to higher menazement,



e,

Qavier snd Bveolustion of Ideatified ®roblame Iccludd

Tollowun

(1)

(2)

3

(3)

Action

Capending on the nature of the srcblez 1dintif’ad tro
inopectors found that problais pose thiough ona s =
etecne of fuforuel revic: emrouts to rec:’iug :'~::.-c
forual ccacideration. Taa licanes22 acknowladg:l clat
filteriny action wes imhersni 4n thic pracces.

The deteraination of the need for outside tac.risal
eiz’ztance in the resolutica of ifdent’fied prevlawo 1o
wade Ly the Station Superiniendent ezd/or meuczr- of hi
sen’cr staff. Inspection fiandings noted the: tho usiliza-
tion of cutside aseistance w2y or w2y not ve iandlad
through written correepondenca,

ine ravier end evaluation of ;roblems broughi %e she
at.cntfcn of the zenior gteff for comsidareilion ar2 not
docraented. My, McCluskey dect!dzs ' ether tho rretlaom
warrants forucl concideration by tha "OLC. Jur fnepastion
findings fndicated @ potential exists for cotterc o
racelve ouly inforusl comsidsvatic: 4i fadtr.eir shere
formal concidaration Ly thae FIINC, o:v ca, rs; Lo ia ordesr.
i3 lporactor: noted sevraral ilusta-cay wasra, 4n A-alr
Judgriut, chils ves cthe c2s2 {a.g., thaa 4zeda’s- o con-
tinue oporation “ithout the TID syetan: proulair 3mcour-
cerad with tus drywell oxyge. cuslyzar).

Tie woue iz 1542rns ~voblara weps foenl to a:vz vacelived
veviaw an’ evalustion by ol PORL. tha GuLdl. che hEJ
&8 pppropricie, iu cocordsnces vwich ths raqu;ra._rce of tha
Jechaicnl Specificotions.

‘5

“a t.orc provls o rhers faolles-up action W~ rasoumerlad,
ez follaring »an nated:

(s} Ter thocs problars that vere mot docusented, varifi-
c-tion of €>3llow-up sction alsc was not docimentad.

() ke foile -uu ceiion on thoce waitere ravie:sd
foruclly o thu PORC has Zenerzllr bian varifiad
infoimelly; however, rteps hava raconcly basn
izitizted by cthe Station Superintan’ent to for-
melize this verification procaacz,



(c) The follow-up action on matters reviewed formally
by the GORB, although more formal than that implied
in G.1.b.(5)(b) above, has not been consistent,
Here, also, steps have recently been taken by the
GORB to tighten up in this area.

¢. Availability and Utilization of Technical Support Personnel

(1)

(2)

(3)

Interviews with the Station Superintendent and his senior
staff indicated that authority has been delegated to these
people by upper management for the unlimited utilization
of consultants in support of plant operation.

It was noted that there continues to be considerable
reliance placed upon GE primarily outstanding contrac-
tural matters; however, consultants have been and are
being utilized in a number of areas related to the
safety of plant operation,

Based on discussions with senior plant personnel, it was
concluded that the role of GPU in the technical support
of the Oyster Creek facility is limited. The indicaticns
were¢ that the major problem is that, with few exceptions,
the people within the GPU support group lack familiarity
with the plant and are therefore not in a position to
contribute effectively. To the extent this subject could
be reviewed at the site, the observations made in this
area were in contrast to the statements made in Amend-
ment 52, page 16, to the Facility Description and Safety
Analysis Report. This reference states in part that:

"This group gives direct technical assistance
and guidance to the cperating staffs once the
stations go into operation.”

d. Performance of the FORC

(L

The membership of the PORC is as follows:

Mr., T, J. McCluskey, Station Superintendent (Chairman)

Mr. D, A, Ross, Technical Supervisor

Mr. J. Carroll, Operations Supervisor

Mr, E. Riggle, Maintenance Supervisor

Mr., D, E. Hetrick, Manager of Plant Operations and
Testing, GPU, (GORD Member)

Mr., D. Rees, Oyster Creek Project Manager, CPU (GORB
Membtar)



(2)

(3)

(4)

(5)

(6)

(T\

Facility records indica.. that there had been 66 PORC
weetings as of the time oi the inspection. Twenty-two
of the meetings were held during calender year 1970,

The inspection findings indicate that the more signifi-
cant problems have received formal review by tha PORC;
however, a check by the inspectors of some 10 items
designated as requiring follow-up action indicated that
there was no formal system to assure follow-up of these
items. Although the majority of the items were found to
have been given proper attention, two of them, both of
which required action on the part of the Maintenance
Supervisor, had not been completed satisfactorily. As
previously stated, action has since been taken by the
PORC to formalize verification of matters identified
for follow-up,

One responsibility of the PORC, as defined in the
Technical Specifications, is to "review plant operations
to detect potential safety hazards." This requirement

is quite general and while the inspections found the
PORC to be reviewing the more significant problems, there
have been some instances noted where, in the judgment of
the inspectors, these matters did not receive formal
review by the PORC (e.g., operation of the reactor with-
out the TIP system; test failures with the diesel generator
and 125 V d-c batteries). This matter had been pursued
previously by CO with the licensee with some improvements
noted,

Sixteen PORC meetings have been held between the time of
the previous site inspection and this special inspection,
One or both GORB members were in attendance at only four
of the 16 meetings (at a fifth meeting, one member was
contacted by telephone)., It should be noted that poor
attendance at the PORC meetings by the GORB representa-
tives has been a recurring problem.

A review of the PORC meeting minutes showed them to be
consistently lacking in sufficient detail to permit the
GORE to determine whether matters reviewed by the PORC
involved unreviewed safety questions. In addition, the
inspectors had some reservations as to whether all matters
reviewed by the PORC were identified in the meeting minutes.



(7) One area was identified whercin it wes not clear that
the licensee was meeting fully the intent of t.e Tech-
nical Specifications, i.e., with regard to the respon-
sibility of the PORC to investigate all reported
instsnces of violations of the Technical Svecifications,
Revisw in this area was not completed during this
inepection. This matter has been identif’ad for
follow-up by the aseigned inspector.

*v FPecforaance of the GORE - as Viewed from Site Inspociion

(1) It wes cecognized at the outset of this inspection that
Le primary review of the GORB performance would be made
&t the management offices. However, one important
observation made at the eite ic a concern tha: tha 20R°
may not be getting the complets picture on the nafety of
operations for their coneideration due to the incomrlete~
ness of the PORC documentation. Thic concern was amril-
fied by the poor attendanca racord of the assigred COURB
members at the PORC meetings.

f. Licensee's Review and Evaluation of Problems at Other roastore
Includig. Follow-up Action

(1) There wes no effective syster avident for incorpovating
lesscns learned frow experionces at other reactor faz’li: a-
into the operations at Oyster Cros", In thin raga”’
questions were asked of a number of personnel at all le 2lc
within the site organization regarding the recant roavw
rances at Dresden 2, Humboldt Day and LACBWR,.®* 211
personnel interviewed were aware of che Dreasder o -cair
rence. This particular incident did veceive apecia’
attention by management with respect te its anplice-
oility to Oyeter Creek. In contrast, not all of tnece
psople were cognizant of the experiance at iumboldt ray
and no one was evara of the occurrsnce at LACBUR.
Furthermore, several recent failures experiencaed witl,
engineered safety features at Dresden 2 were generally
unknotrn.

“Lrags.an 2 - Pepressurization Incident, Juma 5, 1972
Bunbeldt day ~ Loss of 0ffniga Pover, July 17, 1270
LACBUR - Depressurization Incident, May 15, 197C



(2) Discusasions with members of the senior staff indicated

that a number of mechanisme arc utilized to learn of
pertinent experiences at other facilities. These
include: Mr. Rees, and his various channels of
commuaication with other facilities and attendance at
pertinent professivnal meetivrgs (IEEE, EEI,6 otc.):
Atomic Energy Clearing House publications: monthliy
revorts that are exchanged with scme of the other
utilities; matters brought to JC's attention through
G3 or JC's consultants; information provised by
Compliiance; and Reactor Operating Experience raport-
(lir, licCluskey stated that, in his view, the latter
would be of greater bemefit if they were issued nore
timely). While 2 number of zources of information
anve been utiliszed, the efforto being expended in this
regard vere considered by tho inspectors to be ‘neffec-
tiva for the most part (based on item G.1.£.(1) above)
in that they were uncoordinated and with no organ’zed
apnrocch wvith respect to translation of follow-up
actions applicable to the Oyaster Creek operation.

Present Status, Plans end Criteriz Pelated to Plant Staffing

(1)

(2)

DMscussions vith the Station Superintendent and his senior
staff indicated that there has been o change in th2 think-
ing of upper nmanagement with regard to their understandin-
of the staffing needs peculiar to a nuclear power facility
va & conventional power plant., In th2 judgment of tie
inspectors this change in thinking has heen motivated at
least in part by tlha discussious held at the March 25, 1970
meeting botween JC and the AEC.

In regard to ita (1), changes made to date imclude tha
following:

(a) The edd’tion of 2 associate engineers and 1 sta’f
snginser to tha Tachinical Supervisor'sc stafl.
However, it i¢ noted that the posiition of Tachunical
Eugineer iz otill vacant.

(b) The addition of 1 ataff angir=ar o tha Cpurstisas
Suparvisor's steff for tha purpoce of oviur.aal
the overall surveillanc. testiag proguen.

(¢) The addition of two Aessistant Tachrniciars Lo serve
botia the Radiation Protecticn fuporvicoer o .0 & 3



CH

«10-

Chemical Supervisor. Al%o ons Instrument and
Control Technician has been added.

(d) aAn increase in the numbers of peopla in the
operating organization to allow raorganizing from
4 to 5 shift coverage following training and
operator licensing as eppropriate. 7This move is
axpacted to be completad prior to the and of 197C.

(3) Tha discussions also revealad plana to further augment
the plant otaff. This, at laast in part, is to serve
tha futuro staffing needs at Torliad Divar Unit 1. Ths
licansee eacphasized the intent Co avoid tlie problems
axparionced in the staffing of Oystar Creek.

(4) Hartofore, the actual assiguisnt of racooncibilities to
the senior members of the plent scaff dild aoct coincice
vall with the job dercriptions orovidad 4o the license
applicetion., Thic has been compounded Jy tha mumic: of
personnal changes made in theco positioas ciuce thc
issuance of the operating license. The insvectors nnc-l
that imprevement has beer made in this ragard, f.a., ci.
individual staff job descriptions lLava bacome more
definitive; however, further improvonent was four.d ¢z be
in order.

h. Implementation of Operator Petreining Progre

(1) A formalizad percomnel compstencs ond ratreoining ~rogram
had not boen ixmplemented at the tice of tlo inspaciion.®
A retraining prograu plan had beer droftad acsd ves mder
review by licencee management. Iiplacauscifor of tho
retraining program tvae oschedulad te ctact Hafl-ro (he ed
of the year, concurrent with the crpancfos of .u opare
ting staff to five shiftc. The ass’gid rizcter fucpectar
will follow~-up on this matter.

i. Reviey and rovel of Facility Changes irn Jcecorde.c: Ui AT
Ragulations (1C CFR 56.595

(1) Relstively few facility rodifications L-~' bazz 1nde &3
data vhich involved ¢ chzige to the fzeility fioo s

*The licensoe's letter to DXL on this cubject, datad /fnrdil 3, C7C,
estimated this program will bagin ir 1970,



5.

described in the Final Safety Analysis Report (FSAR).
Most of the changes that had been made were initiated
by GE.

{2) 1t was found that substantive changes to plant systems
vere being reviewed by the GORB in accordance with
Technical Specification requirements.

(3) Although an improved awareness had been exhibited by the
licensea to satisfy the requirements of 10 CFR 50.59,
the documentation relating to the safety evaluation of
these changes, in some cases, was found by the inspectors
to be marginally acceptable.

Systems for Assuring the Adequacy of Facility Procedures and

for the Training of Personnel in these Procedures

(1) The inspectors found that the licensee has a system which,
when fully i{mplemented, should sssure the adequacy of the
facility procedures on a continuing basis. The system
includes the assignment of responsibilities to individual
senior menbers of the plant staff. The shortcomings noted
ic this program at the time of the inspection were ac
follows:

(a) Each senior staff member assigns priority to his
responsibilities in this area depending on how well
he¢ 18 "on top of his job," e.g., essentially no
action hss been taken witl regard to procedures
assigned the Maintenance Supervisor.

(b) The PORC has been reviewing and approving procedures
as required; however, they were currently backlogged
with a considerable number of proposed procedure
changes that had been processed to the pcint requir-
ing their review and approval.

(c) A time interval for periodic review of procedures had
not been established.

(d) Not all procedures have been tested, including many
in the maintenance area. Many of these proce’ures
will be tested during the initial refueling ourage.
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(1) The requalification of personnel relating to approved
changes in facility procedures consists primarily in
the routing of the procedure to the pertinent persoun.i
for their review. A special form has been provided for
this purpose which the individual initials to signify
having read the raevised procedure. This systenm does
not assure complete understanding of the change or ite
basis, nor does it assure that the individual has in
fact even read the procedure. The inspectors acknowl -
adged that there are inherent difficulties in the
poeriodic assembling of operating personnel from alil
four shifte for group discussions on recent procedurc
revisions; howevar, the need to devclop a more effective
weans of requalifying personnel was apparent.

L., Syerew for Assuring Implementation of Required Surveillsuce
Taz: Program

(1) 4t thae ctert of the imeprction, Mr. MeCluskey ravieral
’ithh the inspectors the corrective actions that hed beer
taker by JC to improvs thair performance record at
Oyster Creek. K7, MeCluskey noted at this time that the
one araa where corrective measures had not been impl.c -
wentod fully was the area of survaillance testing. .-
C0 inspection confirmed the presence of continuiug
deficiencies in this area (discussed in CO Report
Ho. 21%9/70-7).

(2) The responsibility for asruring adequate implementatic:
of the surveillance testing program hac been divided
betveen operations, engineering ond maintenance.

Mr. KcCluskay stated that, in his view, this divided
responaibility had contriduted significautly to theu
previously identified inadequacinc in their program=
and that responsibility for surveillance testing wzs to
be delegated solely to operationc in November 1970.
Furthermore, Mr. McCluskey stated that a staff engincer
position had been created within the operations group
and that this individual was to be arsigned full time
in the area of surveillance testing and would have the
responsibility for carrying out the required prograu.

1/ Saverz] items of noncompliance witih Technical Specifications require-
ments in this area had been detected during previous CO inopections,
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(3)

'

Surveillance test results are reviewed at the Instrument
Foreman and Shift Foreman level, and are not routinely
revieved by the senior staff, Furthermore, it was noted
that the system for maintaining and reviewing surveillance
test results does not permit easy evaluation of changes or
trends.

Administrative Controls Relating to Plant Maintenance

(1)

(2)

The principal means employed by the licensee to control
plant maintenance work is a job order permit. These
permits may be initiated by alwost anyone within the
plant organization but all job orders ars processcd
through the operating organization and require formal
approval by the Operations Supervisor. It was noted
that the permit requires a determination of whether the
work will affect Limiting Conditions for Operation.

The inapectors' reviev indicated that all i{mmortant work
was being handled by this mechanism. Eowever, it was

noted that a potencial exietec for some worl: of a minor
nature to be performed without the use of a2 worl permit.

An audit of the jodb order file and other maintanance
racovds by the inspectors revealed the following
weaknesoses:

(a) Mot all completed job orders had beec: signed b all
responrible individuals as required.

(b) The sycien for maintaining and roviewing nmaintenr:..ca
test records fails to allov a determination of loi 7~
term trend: regarding equipment performance.

Management Direction 2:d Support ~ as Viewed from Site

Inspection
(1) 1In response to a direct question, the inspector:s wara

(2)

inforned by Mr. ieCluakey that management diracti .o
relating to the operation of Oyster Creck are primc. il
verbal,

Mr, MeClurkey notecd that he is in deily communication /¢!
Mr. Piafroci and otuivrs o swziny” ralating to tite oraru-
tion of the plant.
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(3) Uhen questioned ragarding what specific direction he
received as & result of the March 25, 1970 meeting
between JC and the AEC, iMr. McCluskey stated that
subsequently Mr. Bovier held a meeting of pertinent
management personnel at which Mr. McCluskey was presen:.
Mr. McCluskey stated that at this meeting he was instrucced
to (a) improve the company image with the AEC and to
(b) add depth and operating experience to the plant stafl.

Summary Meeting with Site Management

A summary moating was held by Mesers. Carlson and Keppler with
Messre. McCluskey, Ross, Carroll and Riggle at the conclusion
of the site inspection on October 16, 127). The objectives

of the inspection including the related planning and organiza-
tion, as discuseed in Sections B and C of this report, were
raiterated.

The major findings and observations reported in Sections G.l.z
through m. wera reviewed. In addition, the following gener:z!
observations wers made by the inspectors:

(1) The plant had been in operation for 18 months; however,
JC was still organizing their staff and systems which
should have been fully in effect prior to plant startup,
The surveillance testing program and maintenance program
vere cited as specific examples of the latter.

Mr. MecCluskey acknowledged this but pointed out that the
problen was not a result of inadequate efforts by JC to
augment the staff or te upgrade their programs at Oyster
Creek. He stated that significant efforis were being
expended by JC management to complete the staff at the
facility.

(2) Although evidence was noted of positive steps taken by
JC to improve their performance at Oyster Creek, tic
inspectors stated that they questioned whether what JC
has done is sufficiently adequate and timely when con-
sideved in light of recent experiences at operating BWR
facilities. Mr. MeCluskey stated that he heard tho
comments but had no specific rusponse. He indicatec chat
the comments made by th~ inspectors would be taken under
consideration.



(3) Contributing to the concerns stated above is a relatively
high degree of informality or looseness sensed in the
operating organissation, Mr. McCluskey stated that JC
cons idered a certain amount of informality deairable end
that they were opposed to operation by committee. He
added that he did not feel ths degree of informality was
excessive; however, in view of the inspectors' comments
and certein examples cited in this regard, Mr. McCluskey
indicated that further consideration would be given to
this concern.

2. Inspection at Management Offices

2., Management Review cf Plant Operation

(1) On March 25, 1970, a meeting was held by senior representa-
tives of the AEC with the President of JC to review
regulatory's concerns regarding the conduct of operations
at Oyster Creek. Subsequent to this meeting, several
important organizational changes were effected. These
are as follows:

(a) HMr. J. Logan, Vice President, chose the option of
early retirement.

(b) On April 28, 1970, Mr. R. H., Sims, Vice President,
assumed the responsibiiity for operation of the
Company 's Production Department. In this nosition
Mr. Sims has overall responsibility for JC's opera-
ting power plants.

(e} Mr. G. H., Ritter, Vice President and former Director
of the GPU Ruclear Power Activities Group, has been
assigned nev responsibilities unrelated to the
Company 's operating nuclear activities.

(d) Previously, Mr. G. Kelcec, as Manager of Generating
Stations, had responsibility for both nuclear and
conventional plants. Omn April 28, 1970, Mr. 1. R,
Pinfrock was named Manager of Nuclear Generating
Stations, and Mr. Kelcec was named Manager of
Conventional Generating Stations.

(e) A number of additions to the plant staff vere made.
(See Section F.l.g).



(2)

(2)

(4)
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Mr. Pinfrock is intended to be the focal point within

JC management for handling important matters related to
Oyster Creek, He told the inspectors that when Mr. Bovier
appointed him to this position he was verbally instructed
to give priority to strengthaning the Oyster Creek opera-~
ting and support function organiszations and to improve
JC's image with the AEC.

Discussions with dr. Finfrock indicated that he is in
deily telephone communications with Mr. McCluskey con-
cerning the status of the plant and current problems,

and that he has been spending one day each week at the
plant. In addition, it was learnad that he has routine
documented communications from the site that include ¢
daily plant operations summary, a monthly operations
statistical raeport, abnormal occurrence reports, minutas
of telecons with the AEC, and PORC meeting minutes.
Furthermore, lr. Finfrock has instructad plant manzgement
to inform him of any problem related to t'~ facility
license or any probles affecting plant capability.

Hr. PMinfrock estimstad that presently over 90 percext of
his time was being spnlied in support of the Oyster Creek
facility and that within the next year he expected to add
an assistant and four staff engineers. BPBased on discus-
sions of several actusl and potential problems &t Oyster
Coeek, the inspectora cancluded that “r. Fiafroc!: had
established ef fective administrative controls for main-
taining close surveillance of the opereting program,
Notwithstanding, the inspectors noted one instance where
Mr. Finfrock was not aware of a significant safety
related problem; i.e.,, one of several occasions where
high oxygen concentrations within the drywell were
experienced during operation,

Mr, Sims does not have a nuclear background or pravious
nuclear experience; however, he appeared to have an
active interest in the Oyster Creek facility and is
kept informed of significant developments daily through
Mr. Finfrock. In addition, Mr., Sims stated that he
visits the site on a monthly basis to get first-hand
knowledge vith respect to reactor operations and signi-
ficant problems being encountered.
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(3) Mr. Sius statad that lir. Dovior is keenly intorested in
significant davalopments at Oyster Creek and that he had
been reguested, followving the March 25 meeting with the
4EC, te bo kept informed on important matters.

(6) Discuscions vith Hessrs. Sims and Finfrock and a review
of apecific documantation rovealed that memoranda are
preperad Ly plant personnel and distributed to management
summerizing porcinent iaformation relatimg to all Compli~-
ancn inipoctions and tolephone inquiries. In response to
quastions conceruing what feedback JC management had
raceivod relating to the site portion of this inspection,
Hr., Pitfroc” stated that two wemoranda had been written
eummarizin; rartinent questions and observations made by
the inspeciors and that these were distributed to all
senior usnc: anant vepreasentatives including Mr. Kubns,
Presidant ¢’ GPU, at his roquest. The inspectors
veviovad thora nvanoranda with My, Pinfrock and found
then i~ ba coopreiensive and ressonably accurate.

b. Tecinical Suppor: of Plunt Operation by GPU

(1) Based on inforaation provided i{n Amendment 52 to the
b I plue ¢h: imprasoion comaunicated to regulatory
reprecancatives during verious pro-licensing meetings
(attonded by the inspectors) the inspectors wira of the
vieu ghat GPU would bo participating "heavily” in support
of the day-to-day oporacions at Oyster Crack.

(2) 1In viev of the sbove, th: inepactors <iocussed wit'
e, Plufrock the inage thay had received from senicy
eite porsonnel to the affact that the role that GPU was
playing in suppeve of Oyrier Creak wes linmitad.
Hr. Plafrock axpresced some surprise im this regard and
indicated that GPU was and had been involved in n number
of important sepacts of plant operation (e.g., fual
management, contvel rod drive modification, evaluation
of isolation coudenser trip poiut setting). Althougn
Hr., Mofrock's vomarks indicated that GPU wac irvoives
to a greatar axtaen: than the inspactere had thought,
based on the site inepection, this involvament wac ctill
short of what the inspectors had axpected tc ses.
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(4)

Interviews with Messrs. Verrochi and Finfrock indicated
that the functions and personnel of the former GPU :
Nuclesr Power Activities Group have been absorbed within
the newly-formed GPU Service Company. This technical
support function is assigne’ within the Design and
Comstruction Division under +. Verrochi. Mr. Verrochi
conveyed to the inspectors the impression that only a
swall portion of the Division's effort had been placed

on technical support to date and most of this had been
in the areas of design and construction; however, he
added that personnel were available for technical support
of the Oyster Creek facility, when needed, and that he
had instructed his Divieion managers tc provide assistance
to Mr. Finfrock in any way they could. Mr. Verrochi also
pointed out that, in recognition of GPU's current commit-
ments in the nuclear field, an operations planning unit
had been established within his Division. This unit,
vwhich is headed by Mr. Hetrick, will also have responsi-
bility within GPU for followiug reactor operations at
Oyater Creek on & routine basis.

The inspactors met with Mr. Avars to discuss the role
that he, ao llanager of Quality Assurance, has with
respect to maintanance or planned modifications at

Oyster Creek including specifically the applicability

of the AEC's 18 Quality Assurance Criteria (10 CFR 50,
Lppendix B). Mr. Avars stated that his group would be
involved in the in-service inspaction program scheduled
to be performed during the firet refueling outage, but
that he had no responsibilitr for quality assurance ae

it pertains to plant modifications or routine maintanance
et Oyster Creek. The inspectors notod that th Muality
Assurance group was not inwolved iu the proposed mn I{” -
catione to the scram reset civcuitry. In response tc
quastione frou the inspactors, lir. Avers also stated that
his group hac no responsibility for updating plent eystem
dravings. This indicated lack of automatic involvement
at Oyster Creek on the parz of tha Quality Ascurance group
wao discussad with MR, Pinfrock. Mr. Pinfrock appearad
surprised and said that he clearly underctood that the
Quality Ascurance group trould bo sctively involwved at
Oyster Crack. He statod that he would discuss the malisw
vwith Mr. Avere to claar suy ulsusdevetanding:.
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¢. Performance of the GORB

(1) The mamvership of the GORB is as follows:

v, W, H, Hirst, Manager of Projects, GPU {Chairman)

Mg, D, B, Hetrick, Manager of Plant Operations and
Testing, GPU (Vice-Chairman)

Pr. T. M. Snyder, General Electric Company

Per. W, A, Sutherland, General Electric Company

Yy, V. W, Lowe, Pickard, Lowe and Associates

Me. D. R. Reea, Project Manager - Oyster Creek, GPU

Mr., I. R, Finfrock, Manager, Nuclear Generating
Stecions, JC (non-voting member)

Mr, J. Thorpe, Safety and Licensing, GPU

(2) PFacility records indicate that there had been 19 GORB

(3)

(4)

meetings as of the time of the inspeccion, 16 of which
were hald subsequent to the issuance of the operating
licenss on April 9, 1969. All members have had a good
attendance record at meetings. A review of the more
recent meeting wminutes by the inspectors indicated that
matters scheduled for review at meetings were receiving
adequate attention by the GORB.

Mr. Hirst told the inspectors that although Abnormal
Occurrence Reports and Scram Reports are supplied tc¢ him
not all are routinely distributed to all GORB members:
howaver, he indicated that he saw to it that the impor-
tant ones were forwarded o aach member.

In view of the lack of detai) provided in the PORC meeting
minutes and the poor attendance record of the two ansigned
GORD mex™-rs at the PORC meetings, che inspectors inquired
as to other means vaing utilized by the GORE to learn of
important events ralatin® to Oyster Creek., Mr. Finfrock
stated that he has daily cowmunications with

Mesovo. Hetrick, Thorpe, and Rees concerning plant oparc-
tions. Also, Mr, Hetrick indicated that he has frequent
telephone contacte with site personnel to supplement iis
knowledge. It was learned that this supplementar; Lulov-
mation is not provided routinely to tha "outside' membave
of the GORB. The inspectorc questioned that thls apuruac
would appear to constitute an informal review of anfoty
related matters by a partial committeec as comparec o le
intended mora formal review by the full committoc,



(5)

(6)

(n

lessrs Pinfrock and Hetrick acknowledged that a certain
amount of filtering is inherent in this approach but
that cthey felt that all important matters were being
brought ¢c the atteation of the full committee.

The initial review of GORB related correspondence revealed
some nissing meeting minutes. Furthermwore, there appeared
to be & iach of written reports to the Company Fresident

of reported instances of violations of the Technical
Specifications, as required by the Technical Specifications.
During this initial review, Mr. Hiret was out of town. The
inspectors met with My, Hirst on November 6 and asked to
gee the GORE files. Mr. Hiret, after considerable effort,
was unable to produce the desired documents. This matter
hae been identified for followr-up by the assigned inspector.

The inspectors interviewed Mr. Hirst for approximately one
hour., It wasn't long into this interview before it became
readily apparent to the inspectors that Mr. Hirst's involve-
went, as Chairmen of GORB, was superficial. Furthermore,
Mr. Hirst's underscanding of his vole as Chairman of GORE
and tha role of GORD, per se, appeared to fall short of

that intended by the Tachnical Specifications. Thaae
waitors have also been identified for follow-up by the
ascigaed inspector.

T.e auarterly audits of plant operations required by the
Tochaical Specifications have not been performed by GORB,
but rather have Doen periormed by the GP' Quality Assurance
groun. The CORB members selact the areas to be audited and
at least ome of tha 20RD members is assigned to the aundit
team. The GORB clso has roquested raocently the GPU - QA
audit group to verify compiation of matters identifliad by
the GORB for follov~up, in en attemp: to formalize
verificaetion of thasz mattere. An internal audit report

is written following each audit which provides pertinent
findingr and recommendations forv corrective aciions
required, & rocord of action takan, and final signoff by
the QA engineer. A vovier of the awiit records by tie
inspactors indicated that the scopa of tie audits was
quita narrov (e.g., on2 audit coverad a reviaw of rur
veillance records for Limiting Safcty System Setpofiuls.
another coverad logged operating data partaining te
Limiting Conditions of Operatior) and that the audits
generally coverad one day.



d. Licsanser's Review and Evaluation of Problems at Other Reactors,
Including Follow-up Action

(1) In view of the information learned at the site and reported
in caragraph 6.1.g. of this report, the inspector? questioned
mansgement representatives whether any organized »uproach
had been developed ¢~ their part for learning of problems at
other facilities and reviewing their applicability to Oyster
Creek. Messrs. Finfrock and Hetrick indicated that they and
Mr. Rees have all tried to provide sssistance in this regard
buc acknowledged that there was vo focal point for assuring
the adecuate attention and related action regarding problems.
In subsequent discussions Messrs. Sims and Finfrock stated
tha: JC would inftiate action to utilize more fully the
mechanisms available to them in this regard.

e. Management Direction and Support Relating to Plant Operations

(1) It was apparent to the inspectors that upper management
became more 1uvolved with respect to activities at Oyster
Cresk following the Marsh 25, 1970, meeting between the
AEC and Mr. Bovier. The evidence of this involvement is
reflected in the following:

The alreadv accomplished augmentation of the plant
staff and the further changes (Parasgraph G.l.g.).

Creation of the position of Manager, Nuclear Genera-
ting Stations and filling the position with an
individual (Mr. FPinfrock) who had considerable
knowledge of Oyster Creek (Paragraph G.l.a.).

Assigning an individual (Mr. Hetrick) with concider-
able knowledge of Oyster Creek as Vice Chairman of
GORE (Paragraph G.2.c.).

Daily briefings on Oyster Creek at the Vice President
level (Paragraph G.Z.a2.).

Notification of the Compan President of ilmportant
metters relating to operations at Oyster Creek
(Paragraph G.2.a.).




3.

§ummary Meeting with Company President

A summary meeting was held by Messrs. Cerlson and Keppler with

Mr. Bovier at the conclusion of the inspection on November 6, 1970,
Messrs. Sims and Finfrock also participated in the meeting. The
objectives of the inspection, including the related planning and
organization, as discussed ip Sections B and C of this report,
wvere reiterated. The following additional introductory remarks
vere made by the inspectors:

2. Oyster Creek had not been singled out for this inspection and
similar audits were being planned of other licensees.

b. This meeting was being held with Mr, Bovier because the
inspectors had noted his personal involvement with Oyster
Creek and thought that he would be interested in the inspec~-
tors findings.

¢. The areas of inspection were subjective with no standard of
comparison. In this regard, the assessment was said to be
incomplete; i.e., it would be continuing as it encompassed
other licensees.

d. The inspectors commented on Compliance's favorable reaction to
JC's response to the enforcement letter of September 9, 1970.
Mr. Bovier expressed pleasure at hearing this and stated that
JC had made a particular effort to be responsive to the concerns
of Compliance.

The inspectors then proceeded to discuss the significant inspection
nbservations in a chronological sequence. These are as follows:

a. The inspectors told Mr. Bovier that they were aware of the
exietence and content of minutes that had been prepared by
Messrs. McCluskey and Ross following the site inspection and
which had been distributed to management, including himself,
The inspectors acknowledged that these minutes were compre-
hensive and reasonably accurate and, therefore, they would
defer further discussions on the site-related findings unless
Mr. Bovier desired further clarification. Mr. Bovier stated
he felt that he had a clear understanding of Compliance’s
findings and observations from the site and that he dil uot
require additional clarification of these matters.



b.

With respect to the iaspection at JC's management offices,
the cbservations made were presented in summary form as
follows:

(1) The inspectors stated they had a favorable reaction

{2)

(3)

regarding the current organization, particularly the
performance of those responsible for the operations
functions within management. The inspectors added that
this, in their judgement, represented a measurable
improvement over previous observations made in connec-
tion with Oyster Creek; however, it was pointed out
thet the changes made were relatively recent and that
observations over a longer period of time would be
necessary to determine the true effectiveness of these
chenges .

Mr. Bovier stated that he believed Jersey Central wac

now on top of their responsibilities and that they had

no intentions of relaxing management's involvement at
Oyster Creek. He indicated that he would continue to
look forward to Compliance's comments on their nerformance
with the passing of time.

The observed contrast between the technical support
&ctually being provided by GPU and the role that tha
inspectors understood would be served by GPU was
identified.

The inspectors pointed out that they did not know how to
handle this matter at this time.

Mr. Bovier offered no position regarding the observa-
tions made by the inspectors.

The inspectors discussed their views on the performance
of the GORB. The inspectors pointed out that the off-
site safety comittee was considered by the AZC to be

an important management tool and, based on observations
mede during the inspection, that JC management was not
deriving fully all the benefits that they cculd from the
GORB. Specific concerns discussed included the following:

(a) The shallowness of the audite - the inspectors
emphasized their personal experiences in this
regard.
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(b) The observed shortcomings with respect to the
¢ channels of communication available to the GORB;
f i.e., PORC meeting minutes; GORE member participa-
tion in PORC meetings; the potentiml for the GORBE
to be an "in-house" committee.

(¢) The lack of objective evidence regarding the required
formal communications between the GORE chairman and
Mr. Bovier.

The inspectors informed Mr. Bovier that follow-up inspections
of the GORB performance would be made by the assigned in-
spector.

Mr. Bovier stated that prompt action would be teken to improve
the PORC minutes &nd the participation by GORB members at
scheduled PORC meetings. He elso stated that steps would

be taken to strengthen the audits performed &t Oyster Creek.
While Mr. Bovier made no specific commitments concerning

the inspectors negative cbservations relating to the overall
performance of the GORB, he indicated his intentions to

look into the operations of the GORB.

(k) Tue inspectors noted thet meny problems wrre being
experienced at operating power reactors that could have
applicability to Oyster Creek. 1In this regard, the
inspectors summarized their negative findings, both at
the 81" * and within management, and stressed the
importance of having an organized approasch for evalu-
ating and following-up problems at other facilities.
Mr. Bovier indicated that JC would reexamine their past
practices and take the necessary steps to assure that
lessons learned at other reactors are properly incor-
porated at Oyster Creek.

¢. The inspectors stated that although, based on this inspec-
tion, they haed concluded that JC had initiasted positive
corrective measures to improve their performence at Qyster
Creek and that while measurable progress had been remslizec,
continuec close attention by management sppeared warranicu.

Mr. Bovier thenked the inspectors for their frank appraisal
and stated thet efforts would not be relaxed in their
endeavor to improve their performance.




H, Summary ldsting of Major Weaknesses

1.

Weaknesses exiated in the administration of the maintenance group
operation (Paragraphs G.l.a, G.1.j, end G.1.1)

2. The role of the GPU support group at Oyster Creek was limited
(Paragraphe G.l.c and G.2.Db).

3. WVeaknesses existed in the performance of the PORC (Paragraph G.l1.d).

4, Weaknesses existed in the performance of the GORB (including
specifically the audit function)(Paragrephs G.l.e. and G.2.c).

5. No effective system existed for incorporating lessons learned from
experiences at other reactors (Paragraphs G.1.f. and G.2.d).

6. Corrective measures in the area of surveillance testing had still
not been fully implemented (Paragraph G.1.k.).

Enclosures:

1. Oyster Creek Flant Organization
2. Oyster Creek Management Organization



Enclosure 1

OYSTER CREEK PLANT ORGANIZATION

Plant Superintendent

T. J. McCLUSKEY

I s |
Cperations Supervisor Msintenance Supervisor
J. T. CARROLL E. RIGGLE

EETUTRUU———— S NS——.

Shift Foreman

Technical Supervisor

(1 per shift) D. A. ROSS
’i
ﬁlcoat.nol Room Operutors : l
iy (2 per shift) ol
% | Radiation & Chemical Technical Engineers
Superviscrs

Equipment Operators

(2 per shift)

,



Enclosure 2

OYSTER CREEK MANAGEMENT ORGANIZATION

President

{
i
'

50
l . 5. HIRST, CHAIRMAN |

R. F. BOVIER

Vice President
Production

R. H. SIMS

MGR - Nuclesr
Generating Stations

I. R. FINFROCK

Oyster

Station Superintendent

T. J. McCLUSKEY

_ - - (Service Agreegent)




