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I. INTRODUCTION AND SUMMARY

''''
In response to the United States Nuclear Regulatory

Commission (NRC) Rsgional Administrator's August 27, 1986 letter

to Boston Edison Company, this report contains an overview.and

summary of Boston Edison's Restart Readiness Self-Assessment

(RRSA) for the Pilgrim Nuclear Power Station (PNPS). This
' Introduction and Summary presents an overview of the RRSA

conclusions and a brief description of: (1) the events leading

up to, and establishing the context for, the RRSA; (2) the

.

process used to develop and implement the RRSA; (3) the contents
.

and organization of this report; and (4) the results and con-

clusions of the RRSA.

A. Overview of RRSA Conclusions
ha

The RRSA has confirmed the appropriateness and validity

of Boston Edison's Restart P]an which was submitted by Boston

Edison on July 30, 1987. The NRC acknowledged the viability of

the Restart Plan, and accepted it as a suitable framework for

responding to the NRC's request for a self-evaluation of restart

readiness.

The RRSA has identified the following matters relating

to plant and equipment performance, operations performance, and

management and organization which show significant improvement

but which require completion of specific, well-defined actions

for restart: material condition and cleanliness; maintenance;

planning and scheduling; plant testing and readiness; system

'
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lineups; operations performance; formality of communications;
O
(/ procedure adequacy; drawing completeness and accuracy; and

institutionalization of site work practices. Schedules for

actions to address these matters will be provided to ths NRC by

separate correspondence requesting commencement of the NRC's team

inspection.

The RRSA found an improved performance trend in the

functional areas of radiological controls, surveillance, fire

protection, security, and assurance of quality, all of which were

identified as areas for increased attention by the NRC's 1986

Systematic Assessment of Licensee Performance (SALP) report (86-

99). Subject to closure of the remaining actions identified by
PNPS line management, Boston Edison will have resolved the issues

identified in the SALP 86-99 report..g

\-' The results of Boston Edison's independent performance

evaluations indicate that the peer evaluation process and the

Quality Assurance (QA) surveillance monitoring program have

proven to be valuable tools that facilitate the assessment

process and are usefe.1 adjuncts to existing line management

monitoring processes.
.

The plan for transition from the restart organization

to a long-tern nuclear organization has been developed and

essential elements of the long-term organization have been

implemented. Substantial nuclear management experience and

expertise have been added to the organization in key positions;

O
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although full Boston Edison manning of the expanded maintenance
/

\v/ section is still required.

The RRSA confirmed the appropriateness and validity of

the bases for self-assessment of readiness that were established
in Chapter V of the Restart Plan. Those bases for assessment of

readiness for restart have been substantially met.

Boston Edison has concluded that, upon completion of

the actions identified in the RRSA and the Restart Plan, PNPS

will be ready for safe and reliable restart and continued

operation.

B. Backaround

Since August 1986, Boston Edison has been engaged in an

extended outage, during which PNPS has been refueled, substantial
t
\ physical and procedural modifications have been made to enhance

safety and reliability and to assure compliance with increased

regulatory requirements, and remaining physical work and

sequenced testing have proceeded and continued toward a final

state of readiness for restart.

On a parallel path and throughout the course of the

outage, Boston Edison has undertaken extensive efforts to assist

cognicant Commonwealth of Massachusetts and town agencies in -

upgrading offsite emergency plans and preparedness for PNPS. The

physical and procedural modifications and offsite emergency

planning efforts are the subject of separate correspondence and

reports.

n
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_ On another parallel path, a series of self-assessments

s ,) by Boston Edison has resulted in programs, plans, and actions tos

meet rising standards of excellence, to improve management of

PNPS activities, and to assure safe and reliable restart and

continued operation of PNPS. This report focuses upon Boston

Edison's RRSA process and management's evaluation of these

programs, plans, and actions.

The RRSA process which is reflected in this report had

its genesis in internal reviews and a fundamental decision by

Boston Edison to proceed into a refueling outage which had been

scheduled to start at a later date and, in parallel, to make a

major commitment to develop and implement programs, plans, and

actions to meet rising standards of excellence, improve

management, and assure safe and reliable restart and continueds

\"- operation of PNPS. The resulting Boston Edison nuclear

management reviews produced programs, plans, and actions to

reduce work backlog and to address and resolve issues in certain

areas where the NRC had expressed ongoing programmatic concerns.

Further review by the highest levels of management led to hiring

as Senior Vice President - Nuclear an individual with substantial
expertise and experience and a proven track record of success in

naval nuclear power operations and m9nagement. I

By March 1987, the new Senior Vice President - Nuclear
I

was in place at the PNPS site and took charge of the restart

effort. Under his direction, Boston Edison then undertook a

series of assessments leading to the Restart Plan, which was

'
/~T
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(D _
submitted to the NRC on July 30, 1987, and culminated in the RRSA

_

( ,) to which this report is addressed. This seiles of assessments
included:

(1) An evaluation of the management' practices at PNPS,

which was later summarized and presented to the

NRC by the Senior Vice President - Nuclear at a

September 24, 1987 public meeting. It identified

the need at PNPS for improved standards, plans,

and controls, including methods of measuring

performance against those standards, with

particular emphasis on recognizing and meeting an

evolving and rising standard of excellence in

nuclear activities. This emphasis on attaining

standards of excellence set the benchmark and tone

for subsequent assessments. It also identified

and confirmed a set of basic strengths at PNPS.

These included competent reactor operators and a

strong engineering capability, with the latter

evidenced by the results of the safety system

functional inspections conducted by both the NRC

and Boston Edison, and by the rating of "1" in

SALP 86-99 for engineering support in February

1987.

(2) An evaluation of the programs, plans, and actions

necessary for restart by Boston Edison's senior

Nuclear Organization management, which was later

O
I-5
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1

4
embodied in the July 30,l 1987 Restart Plen. The

_ v,O-x_/. Restart Plan integrated and described the>

g

necessary programs, plans, and actions, and also-<

4

defined the specific bases that Boston Edison
-

management had determined to be appropriate for:

(1) addressing programmatic concerns expressed by

the NRC prior to the outage; and (2) assessing

readiness-for restart.

(3) In-depth assessments of maintenance and

radiological controls, which have ressulted in the

development and implementation of improvement

action plans covering both restart-related and
s

long-term actions, and which Boston Edison is
,

'

managing to completion.

O ~ Investigations and critiques of specific events at(4) -

PNPS that have resulted in the development of

actions designed to prevent recurrence of such

events and to otherwise improve the management of

nuclear activities. Examples of these events

include the November 1987 loss of power event, the

November 1987 work control events, and an ongoing
|

investigation of recent inadvertent Engineered
i Safeguards Feature (ESP) actuations.

The assessments described above are the "building

| blocks" which support the RRSA. They are, however, not the only

activities that Boston Edison has undertaken to achieve and

O'
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maintsin excellence at PNPS. This overview does not fully

describe the process of introspection, problem identification,

and problem solving that is being implemented throughout the
Nuclear Organization at PNPS. It is Boston Edison's intention
and resolve to continue the self-assessment process at PNPS, to

drive this initiative down and across the entire Nuclear
organization, and to make it a part of everyday operations.

C. The Procers of Self-Assessment

The RRSA was conducted by Boston Edison Nuclear

Organization Management under the auspices of the Management

Oversight and Assessment Team (Team). The eight Team members

are:

(1) Senior Vice President - Nuclear; Team Chairman

(2) Station Director

(3) Vice President - Nuclear Engineering

(4) Special Projects-Director

(5) Quality Assurance Manager

(6) Nuclear Engineering Manager

(7) Assistant to Senior Vice President - Nuclear
(B) Assistant to Senior Vice President - Nuclear

The Team used various sources of information to conduct
its review. These sources of information included:

(1) Physical walkdowns accompanied by those

responsible for particular systems, components, or

areas in order to assess system and area readiness

O
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and to assess the knowledge level and standards of
p(,) the responsible individuals;

(2) Interviews with those directly responsible for

performing work in order to evaluate the extent to

which the working level personnel have adopted and

are meeting the appropriate standards of perform-
ance;

i

(3) Review and evaluation of reports and documentation

concerning programs, plans, and actions necessary

for restart and continued operation in order to
3

assess their progress ar4d status;

(4) Interviews with, and presentations by, line
management in order to provide a basis for

assessing the readiness of line management to

support restart and continued operation;

(5) Observations of operating crews on the simulator;

and

(6) Review of the observations of independent

performance evaluations by the peer 6 valuation,

management uonitoring, and QA surveillance

programs.

The line management interviews and presentations covered

the major Nuclear Organization elements. The managers inter-

viewed, and their respective subject areas included:

(::) !
I-8
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Plant Operations Section Manager Operations-
,_ .

(/2

Plant Manager Assurance of Quality-s_

Systems Engineering Division Systems Engineering-

Manager

Assistant to Senior VP Plant Condition Change-

- Nuclear Checklist #6
Design Section Manager Engineering Evaluations-

for Restart Testing

Quality Assurance Department Quality Assurance-

Manager

Regulatory Section
Manager Regulatory Compliance-

Station Director Site Organization-

Radiological Section Manager Radiological Controls-

Plant Support Department Manager Plant Support-

Security Section Manager Security-

() Planning and Outage Department Planning and Outage Management-

Manager (Acting)

Program Manager, Special Projects Peer Evaluati7n Process-

Technical Section Manager Surveillance / Technical-

Maintenance Section Manager Maintenance-

(Acting)

Facilities Division Manager Plant Decontamination-

Nuclear Engineering Department Engineering-

Manager

Emergency Preparedness Department Emergency Preparedness-

Manager

Fire Protection Division Manager Fire Protection-

Nuclear Training Department Training and-

Manager Qualification Effectiveness

O
I-9
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The Team's RRSA review commenced with two weeks of
,0
!g,/ preliminary reviews with line management. This was followed by a

month for implementation of ongoing actions which received

increased focus and emphasis as a result of the preliminary
reviews. The Team then undertook en intensive two-week review

during the period April 19 to May 2. The RRSA concluded with

approximately three more weeks devoted to consolidating,

evaluating, and reporting results, and ensuring that appropriate
corrective actions are under way.

The Team's assessment of PNPS readiness for restart was

founded on the seven bases described in the Restart Plan.

Information used to measure performance against the bases was

also obtcined from an assessment against the NRC's last SALP

Report (86-99), personal observations, interviews by Team
i

s/ members, and assessments of performance on specific restart

action items designated in programs such as the MateriL1

Condition Improvement Action Plan (MCIAP), the Radiological

Action Plan (RAP), and the Restart Regulatory Responses. The

Team's review also confirmed the validity of the assessment bases

set forth in Chapter V of the Restart Plan. During the course of

testing and power ascension, the Team will continue to conduct

self-assessments at designated Assessment Points, as described in

the Power Ascension Program submitted to the NRC on October 15,

1987.

.

,
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D. Contents and Oraanization

f)i /x_ The contents of this report are organized along the
following lines:

Chapter II - Line Manager Assessments of Readiness for

Restart. Tha discussion presents: (1) matters identified by

management relating to plant and equipment performance,,

./
'
j operational performance, and management and organization which

require specific, well-defined action for restart, and (2) an
,

evaluation of readiness in the context of SALP 86-99 results.
Chapter III - Independent Performance Evaluations in

use at PNPS. The discussion presents: (1) a description of

three independent performance evaluation processes; (2) a summary
,

of the results of the evaluations; and (3) a summary assessment

of those processes.

Of

Chapter IV - Organizational and Personnel Changes. The

discussion presents: (1) a description of the long-term organi-

zational structure; (2) a description of the personnel and

experience level additions; and (3) the evaluation of organi-

zational structure and personnel changes.

Chapter V - Bases for Self-Assessment of Readiness for

Restart. This Chapter contains a summary of the results and

conclusions (including identification of any additional necessary

actions) of Boston Edison's RRSA, as measured against each of the

bases for assessment set forth in Chapter V of the Restart Plan.

Chapter VI - Conclusions. This Chapter summarizes the

conclusions of the RRSA.

O
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E. Summary of Results and Conclusions

(<m) The major conclusions of the RRSA and, where appli-,

cable, the matters identified by the RRSA which require specific,
well-defined action before restart, are summarized as follows:

1. Chapter II - Line Manager Assessments of
Readiness for Restart

a. Examination of the plant and equipment

performance, operational performance, and management and organi-

zational matters by line management identified the following
major positive indications and specific actions for restart:

(1) Material Condition and Cleanliness -

With regard to cleanliness, responsibility for housekeeping in

defined spaces and for the condition of individual plant systems

-) have been assigned. Management participation in inspections with

space owners will verify application of proper standards. With

regard to material condition, the current process for reporting

deficiencies and initiating corrective action is unduly

paperwork-intensive. A more efficient mothed, which uses a

single form to initially document deficiencies and a single

organizational unit to evaluate and initiate corrective action

and follow-up action by cognizant Nuclear Organization elements,
!

is being developed.

Action: The first portion of this process - a

single reporting form and a corrective action clearing house -

will be initiated prior to restart.

|

! O
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(2) Maintenance - As discussed in Chapter

(O V.c. below, applicable performance indicator trends show that,j

with continued management attention directed to total Maintenance

Requests (MRs), restart MRs, and security-related MRs, Boston

Edison has gained control of the maintenance backlog. A

comprehensive improvement plan for maintenance has been

implemented. The Maintenance Section has been restructured to

concentrate its responsibilities upon production work, with

increased planning and technical support provided by the Planning

and outage Department and the Systems Engineering Division (SED).

In addition, a new position of Deputy to the Maintenance Section

Manager was created and filled by an individual with approxi-

mately 25 years experience in production and planning for nuclear

_ repair, overhaul, and refueling work.
' ,) Action: Priority actions are directed to filling\s

32 newly authorized, permanent Boston Edison positions within the

Maintenance Section that are now staffed on an interim basis by
contractors. Strong efforts are being made to complete this
staffing before restart. Ten of the positions are designated for

supervisors and work planners and these have highest priority.
The Station Director and Plant Manager will continue to exercise

close oversight of the maintenance function through restart, i

power ascension, and initial power operation to assure that

I-
management control is maintained and improved. In this regard,

particular emphasis will be placed upon training and monitoring

I-13
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j

of responsible organizational elements to i.ncrease theirs

- familiarity with and attention to the work control process.

Additional items scheduled before restart include: (a)

issuance of an improved / updated Maintenance control Manual, which

will formalize many of the improvements presently in place; (b)

revising the troubleshooting procedure to more clearly document

work activities during and subsequent to a troubleshooting task;
and (c) capturing remaining improvements in appropriate formal
PNPS documents.

(3) Plannina and Schedulino - Further

development of the capability to construct detailed, fully

integrated maintenance, surveillance, and testing schedules is
planned as part of MCIAP long-term actions. The necessary

posi+ ions for execution of this plan are included in the

permanent organizat*.on.

Action: (a) Continue the process for hiring

personnel.

(b) Develop an tategrated schedule for

remaining surveillance and testing to meet restart using an
inter-disciplinary team.

(c) Continue addressing remaining

maintenance work required for restart in the Plan-of-the-Day and

assure that resources are focuse.d on meeting scheduled dates.

(4) Plant Testino and Readiness - As part of

the final preparations for restart, reviews of testing for plant

equipment and systems are in progress to confirm that safety

O
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i

,

'
I

systems and selected power generation systems have been

(Q) l

s_ adequately tested to assure their readiness for reactor |

operations and to substantiate the scope of planned power
,

ascension dynamic testing.

Action: Complete reviews, sequence, and schedule

any additional testing identified by these reviews for completion
prior to restart or during power ascension testing.

(5) Eystem Lineues - procedures and

practices now used to establish and control valve position,

including procedures for valve lineup, labelling and systems

tagout, are currently under review.

The station tagout procedure, although providing adequate

safety protection for equipment and personnel, needs revision.

This station procedure authorizes several different tags (red,
yellow, Watch Engineer, test). The instructions which govern the

use of particular tags need to be revised to eliminate the

possibility of any ambiguity or overlap.

The valva lineups for instrumentation in the plant require

improvement. The lineup sheets are not instrument- or work-

specific, and do not identify all desired valves. The valve name

tags for instrument isolation and vent valves do not always

contain desired information (e.g. instrument number).

Action: (a) Prior to restart, complete reviews

and any necessary changes to provide improved control over valve

position and to enable operators to more readily determine valve

position status.

O
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(b) Prior to restart, revise the tagout

V procedure to limit the types and clarify the uses of specific
tags.

(c) Prior to restart, develop a plan to

implement the INPO good practices for valve lineups and labelling
in regard to instrument isolation valves.

(d) Prior to startup develop instrument-

specific valve lineup sheets for all safety systems and critical
Balance of Plant systems.

(6) Operations Performance - NUREG-1275

highlights the need for actions to minimize performance errors

commonly encountered during initial plant operations in general,

and following a long outage period in particular. Steps to

address fundamental NUREG-1275 issues are an integral part of

both the operator training program and the Power Ascension

Program. Examples of some additional steps initiated by Boston

Edison to address NUREG-1275 concerns aret 1) extensive operator

training on the simulator; 2) walkthroughs of certain complicated

tests; 3) extensive operator involvement in post-modification

tests; and 4) formalized Control Room communications. In

addition, several short-term corrective actions have been taken

in response to three recent events involving NUREG-1275 issues:

the work stoppage in November 1987, the loss of offsite power in

November 1997, and recent occurrences of inadvertent ESF

actuations. The rate of unplanned ESF actuations is unacceptable

O
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to PNPS management. A multi-disciplinary study of the ESF
(~N
(s_) actuations was recently completed and is under review.

Action: Complete the review of the ESF actuation

study and initiate positive actions to reduce the occurrence of

unplanned ESF actuations.

(7) formality of Communications - The

accuracy of communications between Cont. 1 Room operators has

been improved as a result of increased formality and specificity.
Training is currently in progress in conjunction with annual non-

licensed operator requalification training to formalize

communications among non-licensed operators and between non-

licensed operators cnd the Control Room personnel. The Training

Department has developed lesson plans for formalized communi-

cations training of Instrumentation and Control (I&C) technicians

and other personnel who may be involved with surveillance and

test procedures. This training is being given to technicians in

the initial I&C technician training program and will be extended

to previously qualified personnel in the future.

Action: No additional actions are required for

restart, although Boston Edison will initiate steps to apply

appropriate portions of the standards for Control Room

communications to I&C and other personnel identified for

improvement.

(8) Procedyre Adeauacy - Boston Edison's top

priority in the area of procedures was focused upon the devel-

opment and validation of Emergency Operating Procedures (EOPs) in

O
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accordance with Rev. 4 of the Boiling Water Reactor (BWR) Owners,_

( / Group Emergency Procedure Guidelines (EPGs). Development andsms

validation of the EOPS and the associated satellite procedures
have been successfully completed. Independent reviews and an

inspection by the NRC have confirmed that these efforts have

succeeded. Training of operating crews on the simulator using

the EOPs has been effective and the independent reviews and the

NRC inspection have similarly confirmed the success of those

efforts.

Action:

(a) Validate procedures revised during

RFO-7 which are necessary for power operations.

(b) As described in Chapter III of the

Restart Plan, Boston Edison plans to implement a long-term

.' program for upgrading the human factors elements of PNPS

procedures.

(9) Drawina Conoleteness and Accuracy -

During the initial stages of the self-assessment, Boston Edison

identified a need to evaluate the completeness and accuracy of

Priority A Control Room drawings. A surveillance by the Quality

Assurance Department (QAD) was promptly initiated. Even though

EBoston Edison's historically effective modification management

program and electrical and mechanical drawing update walkdowns
,

afforded reason for confidence, the surveillance was initiated to,

independently evaluate the plant draw 3ng update process. The

surveillance has been completed and two deficiency reports were
1

O
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issued. Preliminary investigation by line management indicates

() the deficiencies in Priority A drawings are minor in scope, not

safety significant, and can be readily addressed before restart.

Action: Resolve deficiency reports prior to

restart.

(10) Institutionalization of Site Work
Practices - A number of practices have been implemented and/or

improved as a result of Boston Edison's emphasis on meeting

rising standards of excellence. While the practices are positive

signs, many have not been formally proceduralized. Attention is
,

now being directed to formally institutionalizing those practices

so that they become permanent, controlled elements of Boston

Edison's work.

Action: Prior to restart, begin actions to

institutionalize practices involving:

(a) planning, scheduling, assignment,

pre-job briefing, and control of maintenance; and

(b) the event investigation and ,

critique process, including the process for determination of

underlying causes, and assigning and accomplishing identified

actions.

After power ascension, efforts will be

directed to institutionalizing the peer evaluator process, and

developing a long-term, issue-oriented data base.

(11) Lona-Tern Improvement - Boston Edison

management attention will remain focused on long-term activities
.
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designed to build upon the improvements made during RFO-7 which

() are addressed in this report. Boston Edison will continue to

monitor its performance against rising standards of excellence,
.

fashion appropriate critical self-analyses, and implement actions
aimed at achieving continued improtement. Resources will be

aligned to support these actions based upon a long-term plan and
budget.

b. Examination of the current state of readiness
in light of the major SALP 86-99 issues indicates:

(1) An improved performance trend in all

areas which were rated a "3" in SALP 86-99 (radiological

controls, survei r ca ,e, fire protection, security, and assurance

of quality).

(2) All SALP functional areas have been
) evaluated and, subject to closure of the identified actions

remaining, Boston Edison will have resolved the issues identified
,

in the SALP that are necessary for restart.

2. Chapter III - Independent Performance Evaluations

The peer evaluation prereas has provided a mechanism

for helping to assess the raadiness of PNPS and PNPS personnel

for initial criticality and power ascension, identifying specific

j issues which require management attention.

The Team has concluded that the peer evaluation process

and the QA surveillance monitoring program are valuable tools

I-20
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that facilitate the assessment process and are useful adjuncts to
) existing line management monitoring processes.

3. Chaoter IV - Orcanizational and Personnel Chances

Boston Edison has taken substantial action to restruc-
ture its organization and augment the experience and expertise of
its key management personnel. The major points that emerge from

Boston Edison's evaluation of organizational and personnel
changes are:

(a) The plan f;r transition to a long-term organi-

zation has been deve'_oped and essential elements of the long-term

orgtnization have been implemented.
'

(b) Substantial management experience and expertise

/',i have been added to the organization in key pcsitions. A strong,

NI effective management team is in place; although full Boston
'

Edison manning of the expanded Maintenance Section is still

required.

(c) Particular attention is being directed toward

ensuring that recent actions to reorganize, augment, and upgrade

the maintenance organization are effectively implemented.

(d) Important items which will receive continued

attention are: (1) making permanent appointments (through

hiring or promotion) to the positions of Planning and Outage

Department Manager and Maintenance Section Manager; and'(2)

defining and authorizing the full personnel complement of the

Nuclear Organization. A plan to fill the function of Radiation

bG
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1

Protection Manager with a Boston Edison employee meeting the
7

qualifications of Regulatory Guide 1.8 will be developed and( /

implemented.

4. Chapter V - Bases for Self-Assessment
of Readiness for Restart

~

The process and results of the RRSA have confirmed the

appropriateness and viability of the Restart Plan. In its letter

to Boston Edison, dated Mdy 6, 1988, the NRC acknowledged the

viability of the Restart Plan, and accepted it as a suitable

framework for responding to the NRC's request for a self-

evaluation of restart readiness. Only limited changes to the
,

Restart Plan description are necessary to reflect current

implementation at PNPS. These changes are reflected in Chapter

() IV below, (changes to organizational structure and personnel),

and in Chapter V.A.1., V.B.1., and V.D.2. below, (changes to

Restart Plan Chapters II, III and IV). Changes to the Restart

Plan, Vol. 2, Appendix 10 are identified in Appendix 11 of Vol.

2, Rev. 2.

The RRSA has also confirmed the appropriateness and

; validity of the seven bases for the self-assessment of readiness

for restart that were established in Chapter V of the Restart
[

i Plan. Boston Edison's progress in meeting each of these bases

was evaluated during the RRSA. The results of Boston Edison's,

i s

assessment of its restart readiness, as measured against each of! -

l

! the bases set forth in the Restart Plan, are summarized below:
|

(-)!

s_-
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,, s (1) "Management will have executed its plans for
t RFO-7 work."
\s

CONCLUSION: Major modification work scheduled for

the outage is complete. As discussed in Chapter IV of this

report, the plan for transition to the long-term organization has

been developed and essential elements of the long-term organiza-
tion are in place. Positive signs that a real commitment to

excellence has penetrated the organization include: operator

performance in responding to off-normal events on the training

simulator; improved operator decorum and formality in the Control

Rcom; and the increasingly effective interface between the

Systems Engineering Division (SED), Operations, and Maintenance,

between Radiological and Maintenance, and between QA and

Operations, Maintenance and Support functions. While the current

() planning and work control system is adequate to support restart,

continued management attention will be required to improve its

implementation and efficiency. Some emergent modification work

is being planned and scheduled for completion before restart.

Sequenced work and testing will be completed prior to restart or

during power ascension, as applicable. The ongoing review of

power and pre-power ascension testing will be completed and any

additional testing will be scheduled prior to restart as the need

is identified.
,

(

-
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(2) "Staffing levels will be adequate to supports

[\ 2) safe and reliable restart and continued
operation, and a plan for orderly transition
from the restart organization to a long term
organization will be established."

.

RONCLUSION: The major actions to support restart

have been implemented. The organizational structure has been

realigned to be more responsive to plant needs. Experienced key

managers are in place. Actions such as the in-house orientation
training program for new hires an * expansion of the SED role te

provide an interface with the Maintenance Planning Division are
positive indicators. A high level of management attention and

emphasis will continue in order to attain and/or maintain

staffing objectives in the planning, maintenance, and
radiological areas. Licensed operator resources will be

sufficient to meet established goals. Boston Edison's imple-

mentation of essential elements of the long-term organization

reinforces its commitment to achieve and maintain an excellent
organization over the long term. The Nuclear Mission Statement,

!

issued in the 1987 Mission, organization and Policy Manual (MOP)
!
I was revised in April 1988, to include emphasis on the nuclear

ethic. The number of contractor personnel at PNPS has been

substantially reduced and the objective of minimizing reliance on
contractor resources has been met. Experience in 1988 concerning

overtime shows a positive trend and current good management
control.

|
|
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(3) "Positive trends in pertinent performance
(T indicators for RFO-7 Work, including backlog
i i work, will show that management control has\'

been established."

CONCLUSION: The performance indicators show a

positive trend. Total MRs, restart MRs, and security-related MRs

still need full attention and will be further driven down by
aggressive management action. A favorable trend is indicated by

the fact that work to reduce Deficiency Reports (DRs) and Non-

Conformance Reports (NCRs) was largely accomplished by Boston

Edison personnel while contractor personnel were being phased
out.

(4) "Self-assessments will have been performed
and action p73ns established, including
comprehensi' action plans addressing
material ct Jition (including maintenance)
and radiological controls, to assure that
manageaent control will continue."

. CONCLUSION : The Restart Plan, Vol. 2, Rev. 2 has

been submitted with this report. Closure of 410 of 498 restart

commitments is complete and the remaining items are scheduled for

closure prior to rentart or during testing and power ascension.

The programs, pla, actions described in the Restart Plan,

Chapters II, III, and IV, have been substantially implemented,
l

| with exceptions as noted in this report. A MCIAP has been

developed and is being implemented in accordance with its i

provisions. A RAP has been developed and implemented in accor-
I

! dance with its provisions.

I
l

i

i
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(5) "Regulatory issues will have been
addressed."7s

'

CONCLUSION: Confirmatory Action Letter (CAL) 86-s-

10 restart items, Management Meeting 86-41 restart' items, and

Boston Edison Restart Regulatory Responses have been internally

closed or sequenced for completion. Restart regulatory commit-

ment changes have been reviewed, revised as appropriate, and are

being reported to the NRC in the Restart Plan, Vol. 2, Rev. 2.

(6) "Systems group reviews will have been
completed and restart actions identified in
those reviews will have been closed or
specifically scheduled in the approach to
startup."

CONCLUSION: Summary reports on the results of the
'

SED (formerly Systems Group) reviews for each system reviewed

will be provided in Appendix 12 to the Restart Plan, Vol. 2, Rev.

) 2. Restart actions are either closed or scheduled in the
approach to start-up.

(7) "The RFO-7 Power Ascension Program, including
NRC hold points, will have been established."

CONCLUSION: Boston Edison's letter 87-163, dated

October 15, 1987, submitted the Power Ascension Program to the

NRC. By letter 88-033, dated February 29, 1988, Boston Edison
.

responded to NRC questions on the program. As indicated under

basis (1) above, the ongoing review of power and pre-power

ascension testing will be completed and additional testing (if

required) will be scheduled for completion prior to restart or

during power ascension.
I
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5. Chanter VI - Conclusions-

NY
The RRSA has confirmed the appropriateness and validity

of Boston Edison's Restart Plan which was submitted by Boston
Edison on July 30, 1987. The NRC acknowledged the viability of

the Restart Plan, and accepted it as a suitable framework for1

responding to the NRC's request for a self-evaluation of restart

readiness.

The RRSA has identified the following matters relating
to plant and equipment performance, operations performance, and

management and organization which show significant improvement

but which require completion of specific, well-defined actions

for restart: material condition and cleanliness; maintenance;

planning and scheduling; plant testing and readiness; system

() lineups; operations performance; formality of communications;

procedure adequacy; drawing completeness and accuracy; and

institutionalization of site work practices. Schedules for

actions to address these matters will be provided to the NRC by

separate correspondence requesting commencement of the NRC's team

inspection.

The RRSA found an improved performance trend in the

functional areas of radiological controls, surveillance, fire

protection, security, and assurance of quality, all of which were

identified as areas for increased attention by the NRC's SALP

86-99 report. Subject to closure of remaining actions identified

by PNPS line management, Boston Edison will have resolved the

issues identified in the SALP 86-99 report.
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The results of Boston Edison's independent performance
-

k_)s \ evaluations indicate t ''eer evaluation process and the QA
|

surveillance monitoring an are valuable tools that facili-

tate the assessment process and are useful adjuncts to existing
line management monitoring processes.

The plan for transition to a long-term organization has

been developed and essential elements of the long-term organiza-

tion have been implemented. Substantial nuclear management

experience and expertise havs been added to the organization in

key positions; although full Boston Edison manning of the

expanded Maintenance Section is still required.

The RRSA confirmed the appropriateness and validity of

the bases for self-assessment of readiness that were established
in Chapter V of the Restart Plan. Those bases for assessment off,,i

\_/ readiness for restart have been substantially met.

Boston Edison has concluded that, upon completion of

the actions identified in the RRSA and the Restart Plan, PNPS

will be ready for safe and reliable restart and continued

operation.

O
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II. LINE MANAGER ASSESSMENTS OF READINESS FOR RESTART,,

( i
%/

This Chapter summarizes the results of Boston Edison

line manager assessments of readiness for restart. The discus-

sion is organized to address: 1) the matters identified by line

management relating to plant and equipment performance, opera-

tional performance, and management and organization that require

specific action before restart; and 2) the assessments of

readiness versus SALP evaluation factors and the major NRC obser-

vations identified in SALP 86-99.

A. Matters Relating to Plant and Equipment
Performance, Operational Performance, and
Management and Organization That Require Specific
Action Before Restart

73 Based upon review of assessments by line management,-

\ )
'/ input from independent reviewers of operational readiness, and

personal observations of Team members, the RRSA has identified

a set of: 1) positive indications; and 2) matters that require

specific action before restart in each of the three principal

groups of issues addressed in the Restart Plan; namely, a) plant

and equipment performance matters (Chapter IV of Restart Plan);

b) operational performance matters (Chapter III of Restart Plan);

and c) management and organizational matters (Chapter II of

Restart Plan). A summary description of positive indications and

issues requiring specific action is presented below, organized

according to principal issue group. This discussion is intended

to focus only upon the relatively discrete set of issues that

'
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* management considers most important and worthy of greatest
(q) attention at this time. In so limiting this discussion, Boston

Edison does not intend to exclude from consideration any of the
issues discussed elsewhere in this report and/or identified

during the course of the self-assessments and execution of the

Restart Plan. These additional issues will be managed within

Boston Edison's corrective action, restart action, and long-term
action systems, as applicable.

1. Plant and Eauipment Performance Matters

The positive indications and areas requiring specific

action are summarized below with respect to: (a) material
condition and cleanliness; (b) maintenance; (c) planning and

scheduling; and (d) plant testing and readiness.,,

t

a. Material condition and cleanliness

With regard to cleanliness, responsibility for house-

keeping in defined spaces and for the condition of individual

plant systems have been assigned. Existing assignments will be

expanded to cover essential equipment and conditions for spaces

such as the drywell and reactor building quadrants. The Station

Director and Plant Manager will verify, by inspections with th
I

space owners, that the space owners are applying the proper

standards and that they are accountable to achieve condi+.ons

acceptable for restart for assigned equipment or cr _es.

I
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With regard to material condition, the current process
s ,/ for reporting deficiencies and initiating corrective action is

unduly paperwork-intensive. Changes are needed to improve

productivity and to enhance the timeliness of corrective actions.

A more efficient method is being developed which uses a single

form to initially document discrepancies and a single
organizational unit to evaluate and initiate corrective action

and follow-up by cognizant Nuclear Organization elements.

Action: The first portion of this process -- a

single reporting form and a corrective action clearing house --
will be initiated prior to restart. In the longer term, this

activity will be expanded and integrated with PNPS information

systems with the objectives of: a) reducing the number of

redundant corrective action tracking systems; and b) providingO
\-) more readily accessible and usable management information toals,

b. Maintenance

As discussed in Chapter V.C. below, applicable per-

formance indicator trends show that, with continued management

attention directed to total MRs, restart MRs, and security-

related MRs, Boston Edison has gained control of the maintenance

backlog. Further, self-assessments have resulted in implemen-
a

tation of a comprehensive improvement action plan for maintenance

-- the MCIAP. Assignment of two Nuclear Watch Engineers (NWEs),

on a rotating basis, to assist both the Planning and Outage

Department and the Maintenance section in planning and

i
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coordinating work has improved responsiveness to operations.,_

(m,) Assignment of a radiological control specialist to the

maintenance production organization has promoted the building of

radiological controls directly into the work process. becontami-

nation efforts have resulted in improved access for, and the
efficiency of, maintenance. The Maintenance Section is being

restructured to concentrate its responsibilities upon production

work, with increased planning and technical support provided by
the Planning and Outage Department and the SED. In addition, a

new position of Deputy to the Maintenance Section Manager was

created and filled by an individual with approximately 25 years

of experience in production and planning for nuclear repair,
overhaul, and refueling work.

Considerable attention will be required to strengthen
and' improve this element of the organization. Improved communi-

cations between the Maintenance Section and interfacing elements

of the Nuclear Organization, and increased staffing within the

Maintenance Section will have a positive influence on improve-
ment.

Action: Priority actions are being directed to

filling 32 newly authorized, permanent Boston Edison positions

within the Maintenance section that are now staffed on an interim
basis by contractors. Ten of the positions are designated for

supervisors and work planners. Management has given advance

approval and the highest priority for hiring in order to more

effectively support team building within the Maintenance section.

A
V
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Additional items scheduled before restart include: (a)7-
(\I issuance of an improved / updated Maintenance Control Manual, which

'

will formalize many of the improvements presently in place, (b)

revising the troubleshooting procedure to more clearly document

work activities during and subsequent to a' troubleshooting task;

and (c) capturing remaining improvements in appropriate formal

PNPS documents.

The Station Director and Plant Manager will continue to

exercise close oversight of the maintenance function through
-l

! restart, power ascension, and initial power operation to assure

that management control is effectively maintained and improved.

In this regard, particular emphasis will be placed upon training

and monitoring of responsible organizational elements to increase

their familiarity.with and attention to the work control process.

c. Planning and Scheduling

Further development of the capability to construct

detailed, fully integrated maintenance, surveillance, and testing

schedules is planned as a part of MCIAP long-term actions. The

necessary positions for execution of this plan are included in

the permanent organization.

Action: a. Continue the process for hiring

personnel,

b. Develop an integrated schedule for

remaining surveillance and testing to meet restart using an

inter-disciplinary team.

O
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c. Continue addressing remaining[_s
( )T maintenance work required for restart in the Plan-of-the-Day and

assure that resources are focused on meeting scheduled dates.

d. Plant Testing and Readiness

Reviews of testing for plant equipment and systems are

in progress to confirm that safety systems and selected power

generation systems have been adequately tested to assure their

readiness for reactor operations and to substantiate the scope of
planned power ascension dynamic testing. The scope of review

includes Logic System Functional Testing (LSFT) and post-work

testing (PWT), and the results of the review will be documented

and retained at PNPS. The scope of testing prior to start-up is

- being reviewed to confirm that such tests will adequately test
C''Sj' the effects of plant modifications and major maintenance on

selected power generation and safety systems.

Action: Complete reviews, sequence, and schedule

any additional testing identified by these reviews for completion
prior to restart or during power ascension testing.

2. Operational Performance Matters

The positive indications and areas requiring specific| '

action are summarized below with respect to: 1) system lineups;

2) operational performance; 3) formality of communications; 4)

j procedure adequacy; and 5) drawing completeness and adequacy.
t

!

'("V)
,

t
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a. System Lineups
,-

Procedures and practices now used to establish and

control valve position, including procedures for valve line-up,
O labelling and systems tagout, are currently under review.

The station tagout procedure, although providing

adequate safety protectiont for equipment and personnel, requires ,

revision. This station procedure authorizes several different

tags (red, yellow, Watch Engineer, test). The instructions which

govern the use of particular tags need to be revised to eliminate

the possibility of any ambiguity or overlap.

The valve lineups for instrumentation in the plant

require improvement. The lineup sheets are not instrumcnt- or

work-specific, and do not identify all desired valves. The Valve
.ga,p we , :,, .. -, , , ,

name tags for instrument isolation and vent valves do not always
((_, contain desired information (e.g. instrument number).

Action: (a) Prior to restart, complete reviews

and any necessary changes to provide improved control over valve

position and to enable operators to more readily determine valve

position status.

. (b) Prior to restart, revise the tagout
i

procedure to limit the types and clarify the uses of specific
'

tags. ,

| (c) Prior to restart, develop a plan to

| implement the INPO good practices for valve lineups and labelling

in regard to instrument isolation valves.

1
1
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(d) Prior to startup, develop instrument-_,_

1 ;.

I \- l. specific. valve lineup sheets for all safety system and critical
Balance of Plant systems.

b. Operations Performance

NUREG-1275 highlights the need for actions to minimize

performance errors commonly encountered during initial plant

operations in general, and following a long outage period in
particular. Steps to address fundamental NUREG-1275 issues are

an integral part of both the operator training program and the
Power Ascension Program. Examples of some additional steps

initiated by Boston Edison to address NUREG-1275 start-up
concerns are: 1) extensive operator training on the simulator;

2) walk-throughs of certain complicated tests; 3) extensive

operator involvement in post-modification tests; and

4) formalized Control Room communications. An extensive review

of the Power Ascension Test Program is in progress.

In addition, several short-term corrective actions have been

taken in response to three recent events involving NUREG-1275
issues: the work stoppage in November 1987, the loss of offsite

power in November 1987 and recent occurrences of inadvertent ESF

actuations. The rate of unplanned ESF actuations is

unacceptable to PNPS management. A multi-disciplinary study of

the ESF actuations was recently completed and is under review by
Station Management.

O
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1

/,__T Boston Edison sees a real need for close oversight, through
\ l peer evaluation, an additional (third) Senior Reactor Operators-

(SRO) on shift, and frequent management presence, so that

operations are especially controlled, deliberate, and

conservative us operating experience is assimilated by the
Nuclear Organization. These oversight elements are an integral
part or the Power Ascension Program.

Action: Complete the review of the ESF actuation

study and initiate positive actions to reduce the occurrence of

unplanned ESF actuations,

c. Formality of Communications

The accuracy of communications between control Room

operators has been improved as a result of increased formality

3 and specificity. Training is currently in progress in conjunc-

u-) tion with annual non-licensed operator requalification training
to formalize communications among non-licensed operators and

between non-licensed operators and the Control Room personnel.

The Training Department has developed lesson plans for formalized

communications training of I&C technicians and other personnel

who may be involved with surveillance and test procedures. This

training is being given to technicians in the initial I&C

technician training program and will be extended to previously

qualified personnel in the future. A Station Instruction has

established standards for Control Room communications. Present

communications practices meet, and in the case of Control Room

Operators, exceed current industry practices and are adequate for

O
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restart. However, Boston Edison intends to continue upgrades
(g) throughout the organization for the foreseeable future.

'

ActioD: No additional actions are required for

restart, although Boston Edison will initiate steps to apply

appropriate portions of the standards for Control Room

communications to I&C and other personnel identified for

improvement.

d. Procedure Adequacy

Boston Edison's top priority in the area of procedures

was focused upon development and validation of Emergency

Operating Procedures (EOPs) in accordance with Revision 4 of the

Boiling Water Reactor (BWR) Owners Group Emergency Procedure

Guidelines (EPGs). Development and validation of the EOPs and

('') the associated satellite procedures have been successfully
D'

completed. Independent reviews and an inspection by the NRC have

confirmed that these efforts have succeeded. Training of

operating crews on the simulator using the EOPs has been

effective, and independent reviews and an NRC inspection have

similarly confirmed the success of these efforts.

Procedures affects.d by modifications have been or are

being revised in accordance with the Boston Edison modification

! management process. Training on those revisions for the
|

| operators and validation will be completed before restart. The

procedure validation process normally includes a desk top review
|

; and/or walkdown to ensure the procedure can be performed as ,

! written. In some cases the simulator la used in the process.

O
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Validation of surveillance procedures is in progress,

k) with 306 (63%) remaining. Overall, the validation processs

(excluding EOPs and their satellite procedures which are com-

plete) is well under way with 961 (62.3%) remaining to be
validated. The plan calls for the validation of procedures

required for restart and power operation to be completed before
restart. Procedures can be deferred with Department Head

approval if they do not fall into either of these categories. An

example of the type of procedures that does not fall into these

categories would be those used for fuel handling which would be

used during the next refueling outage. The Procedure Supervisor

maintains a data base and publishes indicators at least weekly to

ensure that each procedure owner and respective Department Head
'

73 are aware of the progress and can manage validation to

conclusion.''

As described in Chapter III of the Restart Plan, Boston

Edison has conducted a review of procedures required for restart

emphasizing those affected by Plant Design Changes (PDCs)

completed during RFO-7. In addition, specific procedure

deficiencies have been corrected as identified. Some human

factors items have been incorporated as procedures were revised.
l

| A long-term plan for upgrading PNPS procedures to reflect human '

l

factors elements has been established. A Procedures group has

been added to the Station Organization. An experienced

Procedures Supervisor has been hired and additional staff are

presently being interviewed and will be hired during the summer.
>

|
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t I

,

|'

,-.s\ A writers' guide,to direct the efforts of the Procedures group is
(V in progress.

1

A2tl.2D: Validate procedures revised during RFO-7.
1~ Prior to restart, complete training on procedures revised for

w so, AWw

modifications and implement the writers guide) An upgrade of

Operations procedures by the Procedures group in scheduled as a

long-term effort.

e. Drawing Completeness and Accuracy

During the initial stages of the self-assessment,

Boston Edison identified a need to evaluate the completeness and

accuracy of Priority A Control Room drawings. A surveillance by

the Quality Assurance Department (QAD) was promptly initiated.

Even though Boston Edison's historically effective modification

) management program and electrical and mechanical drawing update

walkdowns afforded reason for confidence, the surveillance was

initiated to independently evaluate the plant drawing update

process. The surveillance has been completed and two deficiency

reports were issued. Preliminary investigation by line

management indicates the deficiencies in Priority A drawings are
,

minor in scope, not safety significant, and can be readily

addressed before restart.

Action: Resolve deficiency reports prior to

restart.

.
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(~'s 3. Manaaement and Oraanization
\
%-

Two major matters concerning management and organi-
I

'

zation warrant particular attention. First, a number of prac-

tices have been implemented and/or improved as a result of Boston

Edison's emphasis on meeting rising standards of excellence.,

While the practices are positive signs, many have not been
formally proceduralized. Attention is now being directed to

formally institutionalizing those practices'so that they become
permanent, controlled elements of Boston Edison's work.

The second major area of attention involves long-term

activities designed tc build upon the improvements made during
RFO-7 which are addressed in this report. Boston Edison will

continue to monitor its performance against rising standards of
I~) excellence, fashion appropriate critical self-analyses, andNJ

implement actions aimed at gaining continued improvement.

Resources will be aligned to support these actions based upon a
long-term plan and budget.

Action: Prior to restart begin actions to

institutionalize practices involving:

(a) planning, scheduling, assignment,
t

pre-job briefing, and control of maintenance, and

(b) the event investigation and
'

critique process, including the process for determination of

underlying causes, and assigning and accomplishing identified|

actions.

|
t
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j After power ascension, efforts will be.,_

' (V directed to institutionalizing the peer evaluator process, and
developing a long-term, issue-oriented data base.

'
B. Assessment Based Uoon SALP Evaluation Factors

To provide an additional basis upon which to measure

Boston Edison's readiness to restart PNPS, the RRSA included an

assessment of readiness for restart based upon the NRC's SALP

evaluation factors. Based upon line manager inputs, Boston

Edison has measured its state of readiness against the major'

observations in NRC's SALP Report 86-99 in each of 12 functional

areas identified in the Report.

Consistent with the NRC's SALP nethodology, the 12

functional areas examined were:

(1) Plant Operations

(2) Radiological Controls

(3) Maintenance

(4) Surveillance

(5) Fire Protection

(6) Emergency Preparedness

(7) Security and Safeguards

(8) Outage Management, Modifications and Technical
Support Activities

(9) Licensing Activities

(10) Engineering and Corporate Technical Support

(11) Training and Qualification Effectiveness

(12) Assurance of Quality

O
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One or more of the following evaluation criteria were

( ~)\(_ used in Boston Edison's assessment of each functional area:

(1) Management involvement and control in assuring
quality;

(2)~ Approach to the resolution of technical issues
from a safety standpoint;

(3) Responsiveness to NRC initiatives;

(4) Enforcement history;

(5) Operational and construction events (including
response to, analyses of, and corrective actions
for) ;

(6) Staffing (including management);

(7) Training and qualification effectiveness;

The discussion that follows addresses each of the
12 functional areas in sequence. Within each functional area,

() the major NRC SALP 86-99 observations are identified, followed by
a summary description of the actions which have been taken and

remain to be taken in response to each observation. Finally,

Boston Edison's evaluation of the current state of readiness in
light of major SALP 86-99 issues is summarized.

1. Plant Operations

a. NRC Observation: Attention to detail -
Technical Group post-trip reviews. (SALP 86-
99, page 11.) '

PNPS Action: Shift Technical Advisors (STAS)
,

were instructed on the proper methods and procedures for con-

ducting post-trip reviews. The STA training and requalification i

programs have been improved to stress the importance of thorough
'

(1)
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and accurate post-trip reviews and to minimize the potential for

(.. j poorly and improperly conducted post-trip reviews. Specified

types of trips receive a second review by a team in accordance

with a post-trip review procedure. The review team is
,

customarily chaired by the Chief Operating Engineer (COE).

Reprecentatives of the SED and the Maintenance Section also

participate. Additional expertise frem other disciplines may
also be included, if required. This multi-disciplinary, multi-

layered approach provides a mechanism for bringing greater

attention to detail to post trip reviews.

Actions Remainina: Continue actions as

described above.

b. NRC Observation: Attention to detail -
Control Room log keeping practices. (SALP
86-99, page 11.)

PNPS Action: To improve Control Room log-

keeping practices, the Conduct of Operations Procedure has been

upgraded to require more professional and complete log-keeping

practices, including standards for making entries into the log.

Night Orders frequently remind personnel of the importance of

good log-keeping. Frequent informal audits are performed to

assess compliance with the revised conduct of Operations
i

Procedure. As a result of these practices, the Reactor Operators

(ROs) log shows significant improvements; and the Nuclear i

| Operations Supervisors (NOSs) log has shown satisfactory improve-

ment, as has the Nuclear Auxiliary Operators (NAOs) radwaste log.

The formal NWEs log has been eliminated as redundant. Monitoring
,
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of the RO, NOS, and NAO logs will be continued and any further
p)q, corrective action necessary to maintain high-quality and accurate

logs will be undertaken.

Actions Remaining: Continue actions as

described above.

c. NRC Observation: Attention to detail -
status of inoperable, nonsafety-related
equipment, and working relationship between
Operations and Maintenance personnel. (SALP
86-99, page 11.)

PNPS Actions: The interface between the

Operations Section and the Maintenance Section has been improved

by the assignment of two NWEs, on a rotating basis, to assist

( both the Planning and Outage Department and the Maintenance

Section in planning and coordinating work. Routine work priori-

tization now is performed at the working level in Operations.

Further, the "System Window" concept of work performance recently

initiated allows lower priority MRs to be worked on all systems.

Under the "System Window" concept, the PNPS plant systems and

areas are categorized into four different "windows." Maintenance

work is scheduled for one window per week to optimize the

application of Maintenance resources to outstanding work. The

"System Window" concept is used for most maintenance work

including modifications and preventive and corrective

maintenance.

O
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A new Limiting Condition for Operation (LCO) procedure
(',)\ ~

has been developed for tracking of compliance with the Technical(-

Specifications. After the training cycle has been completed, it

will be fully implemented. An improved Plant Status Board

procedure is being finalized. A lifted lead and jumper log

procedure has also been developed and is awaiting implementation

pending training. This log will facilitate management and

control of lifted lead and jumper modifications to the plant.
Actions Remainino: Continue actions as

described above.

d. NRC Observation: Relations between the
Operations and Radiological Controls organi-
zations - control of access through the high
radiation door. (SALP B6-99, page 11.)

PNPS Action: High radiation access key

control responsibility is assigned to Health Physics (HP). A

two-person rule has been instituted, which applies whencver the

locked high radiation areas are accessed. HP backs up these

controls with its own program to verify door closure. Since

implementation of these practices in January 1988, there have

even no high radiation area door locking violations.

Actions Remainino: Continue actions as
described above.

''e. NRC Observation: Relations between
Operations and Radiological Controls - amount
of attention given to the implications of
major systems isolation. (SALP 86-99, page
11.)

(
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EEPS Action: Meetings are conducted on shift_

(_ which include HP and Radiochemistry personnel. Plant condition,

systems status, and planned evolutions which could affect

radiological or chemistry conditions are addressed during the
shift turnover.' This practice is effective in identifying
problems or concerns for resolution before evolutions are

commenced.

Actions Remainina: Operations, Radiological

Section management, and the Independent Radiological Oversight

Committee (IROC) will continue to monitor the relationship
between the Operations and Radiological Section and will

prescribe corrective action as required. Routine spill drills

have been initiated to exercise interdisciplinary skills and

7s formalized communications training is being developed for HP
"' technicians. This training will facilitate communications

between Operations and the Radiological Section during the high

stress conditions that would exist in the event of a radiological
incident.

f. FRC Observation: Relations between the
Operations and Radiological Controls -
preplanning by the Operations and Outage
Support Staff. (SALP 86-99, page 11.)

PNPS Action: It had been customary to '

provide pre-shift and pre-evolution briefings to workers. The

content of the pre-evolution briefings has been enhanced.

Additionally, this practice has now been formally implemented
through an operating procedure. This will strengthen the pre-

'-
,
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evolution briefings in process. Two NWEs have been assigned on a
fm
(_,) rotating basis to assist both the Planning and Outage Department

and the Maintenance Section to improve coordination of the work,,

to represent Operations' concerns to the Planning and Outage

Department and Maintenance Section staffs, to correctly priori-

tize the work to be done, and to facilitate detailed planning.,

There will be continued support to the planning effort with the

NWEs rotated off the watch. The two NWEs will be rotated on a
periodic basis. As additional SROs complete training in 1989,

the rotational program will be expanded to include not only

Maintenance and Training, but also Emergency Preparedness and

other functional areas which require close cooperation with

Operations. Also, continued efforts will be made to improve the

"work control" program, as discussed in Chapter II.B.3. below.,_

\_/ As discussed in this report (for example, Chapter II.B.7. below),

trese improvements will have a salutary effect throughout the

PNPS organ!zation.

Actions Remaininc: Continue actions as
described above.

g. NRC Observation: Numbers of Operations
personnel and the level of operating experi-
ence among the licensed operators. (SALP 86-
99, page 11.)

PNPS Action: Two licensed operator classes,

with eight operators in each class, have been concluded, each

with a 100 percent pass rate. There has been reduced attrition

as a result of improvements in the prestige and professional

status of the operators. Reduced overtime has also reduced the

O
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attrition rate. No resignations have occurred since November

O) 1987. Presently, 14 SRos and 22 ROs maintain active licenses.(w

Only eight ROs, however, have unrestricted licenses. Restric-

tions on the other 14 ROs will be lifted after these individuals
complete 20 days (eight-hour working shifts) of experience above

20 percent power and after completion of required reactivity
manipulations. These evolutions are scheduled for completion

during the Powet Ascension Program.

Boston Edison has taken many steps to strengthen the

degree of operating experience among the licensed operators. The

number of licensed operators has been increased and maximum use

has been made of the simulator to provide experience. During the

testing and power ascension program, hold points will be of

sufficient duration to allow operators to gain experience at the

various power levels. The situation at present is stable and the

experience of the licensed operators will be further enhanced

once PNPS is at power. When all operators are fully licensed and

qualified, a regular rotation program will be instituted to

provide additional exparience for senior operators. This will

occur after completion of power ascension testing.

Actions Remainina: Continue actions as

described above. Complete actions to remove restrictions on

licenses during the Power Ascension Program,

h. NRC Observation: Use of overtime and the use
of senior licensed staff to staff the watch.
(SALP 86-99, page 11.)

OO
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PNPS Action: Overtime has now been reduced
fj by providing adequate numbers of licensed operators and overtime
'wl

is being effectively controlled. Senior licensed staff were
removed from the watchbill when the newly licensed Reactor

Operators (Ros) became available for the shutdown watch. Senior

licensed staff are no longer on the watchbill except for license
maintenance purposes. There will be continued close monitoring

of. overtime to ensure compliance with NRC guidelines, especially

during power ascension when, of necessity, a significant but

temporary increase in overtime can be expected.

Actionr Remainino: Continue actions as

described above.

i. NRC Observation: Professional support staff
for Operations. (SALP 86-99, page 11.)

() PNPS Action: Boston Edison has reorganized

the Operations Section to provide increased professional support
for the line function. The reorganization was made in

recognition of the administrative burden and broad span of
control placed on the COE. The reorganization has reduced the

COE's responsibilities for administrative and managerial tasks

not directly related to plant operation, while forming the
nucleus of a professional support group to suppor_ line

management within the Operations Section. This group is

currently staffed by two staff engineers, six qualified STA's

(transferred to Operations from the Technical Section) and the

{

| O
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on-shift Administrative Assistants. Additional professional '

) support staff for Operations is under evaluation by management.
Actions Remainino: Continue actions as

described above.

j. NRC Observation: System Operating Alarm
Response Procedures (ARPs) and the Emergency
Operating Procedures. (SALP 86-99, page 11.)

PNPS Action: Boston Edison has upgraded the

EOPs in accordance with the Rev. 4 EPGs. EOP training for

current on-shift operating crews is scheduled for completion
shortly. The ARPs have been rewritten and revised. Validation

of the System Operating ARPs is now 70 percent complete with

completion scheduled before restart. A human factors upgrade of

the operating procedures is being planned. A writers' guide,

( with industry standard human factors guidance, is planned to be
published on or before June 30, 1988. Technical support for this

project will come from Boston Edison operations personnel and a

minimal number of contractor personnel with recent experience

regarding operating procedures. The project will be managed by
the Procedures group. The upgrade is currently scheduled as a

long-term effort.

Actions Remainino: Continue actions as
t'

described above.

k. NRC Observation: Operations' response to QA
findings. (SALP 86-99, page 12.)

PNPS Action: Effective corrective action has

been taken. As of May 11, 1988, there were no overdue QA

II-23

_ - . . _ _ . _ . . - - - - ,_



.

Deficiency Reports (QADRs) outstanding in Operations. A profes-

~ A)k, sional relationship with the QAD has been achieved. Efforts ares

being undertaken to assure that this professionalism continues.

Moreover, Operations is undertaking prompt and objective investi-

gation of oversight group concerns, findings, and/or recommenda-

tions, as well as taking effective corrective and/or improvement

action where warranted. Weekly meetings with the QAD and PNPS

management to discuss the interface between Operations and the

QAD have been initiated. The purpose of the meetings is to

promote effective communication, to facilitate prompt and

effective corrective action, and to discuss any negative trends

or concerns that require resolution. The Operations Section

Manager has taken a personal role in addressing QA concerns,

findings, and recommendations. A similar personal role has been

taken by other PNPS managers.

Actions Remaininc: Continue actions as

described above.

2. Radioloaical

a. NRC Observation: Implementation and
effectiveness of Radiological Improvement
Program (RIP) . (SALP 86-99, page 14.)

PNPS Action: Significant progress has been

made. The implementation and effectiveness of the Radiological

Improvement Plan (RIP) actions have been closely monitored by

PNPS management. The NRC's closeout of its Radiological Order

Modifying License, in 1988, is evidence of the effectiveness of

actions taken. Under the Radiological Action Plan (RAP),

! O
,
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continuing actions are under way to improve awareness of radio-

('"Jh logical protection in everyday wor!: practices throughout PNPS.
L

Thes, long-term RAP actions will serve to ensure sustained long-
term improvement in the radiological area.

Actions Remainino: Continue actions as
described above,

b. NRC Observation: Procedures to satisfy
Radiological Improvement Program (RIP)
commitments. (SALP 86-99, page 15.)

PNPS Ac'; ion: A program to upgrade and

validate procedures to reflect RIP commitments was conducted. In

addition, personnel training, which has emphasized both the need

for compliance with radiological procedures and each worker's

accountability for using good radiological practices in his work,

has enhanced the effectiveness of the improved procedures.
- Actions Remainirg: Continue actions as

described above,

c. NRC Observation: Prompt, comprehensive
corrective actions. (SALP 86-99, page 15.)

PNPS Action: Long-term actions to improve

responsiveness to identified radiological problems are a major
portion of the RAP. Through the radiological critique process

for radiological incidents and the increasingly stringent

standards which Boston Edison has applied to the issuance of

RORs, radiological corrective actions are now more prompt and
comprehensive. During the past two months, outstanding

Radiological Occurrence Reports (RORs) have remained below 15,
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with most addressed in under one week. However, continued

attention to Radwaste resin transfers is necessary Lv ensure that
the RAP actions are equally effective in that area.

Actions Remainina: Continue actions as
described above.

d. NRC Observation: Vacancies. (SALP 86-99,
page 15.)

PNPS Action: The Radiological Section has

taken effective action to fill vacancies. As a result, less than

10 percent of the identified positions are now open. Long-term

actions to address this issue are included in the RAP. In

addition, the Radiological Section is working to train the new
hires quickly. An HP Supervisor training program is being
developed for implementation in the near term. Efforts continue

() to identify a permanent Boston Edison Radiation Protection
Manager.

Actions Remainino: Continue actions as
described above,

e. NRC Observation: Communications between
groups. (SALP 86-99, page 14.)

PNPS Action: Comnunications between the

Radiological Section personnel and other PNPS organizations have
been significantly improved. As described in Chapter II.B.1.d.,

e., and f. above, the working relationship between the

Radiological and Operations Sections has been improved as as

.

result of a number of initiatives such as the critique process

O
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and the pre-shift briefings. In addition, communications is a
.rh
( ,) fundamental ongoing element of the RAP.

.

Actions Remaininc: Continue actions as
described above.

f. NRC Observation: Accountability.
(SALP 86-99, page 14.),

PNPS Action: Accountability has been

improved. Through actions described in the RAP, there is an

increased emphasis on personal responsibility and accountability
,

for def'icient conditions or actions. Steps taken to improve

communications between groups have also contributed to the

improved awareness of radiological issue "ownership." Continued

attention to disciplinary measures is being followed as a RAP
item in the long term.

Actions Remaininc: Continue actions as
described above.

g. NRC Observation: Aggressive Goals
Program. (SALP 86-99, page 16.)

PNPS Action: Boston Edison has established

aggressive goals for three indicators of radiological per-
formance, and improved performance is evident. The current trend

of Person Rem exposure for 1988 is the best performance in this

area since very early in the operating life of PNPS, and subject
to continued stability of this trend, the aggressive goal for
1988 should be met. An aggressive goal of no more than one

Radiological Occurrence Report (ROR) per 150 people on site was

O
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set in 1987. For 1988, this goal is being reformulated because

( the number of RORs is largely dependent on the number of people
working in radiologically controlled areas, which is not a

function of the total number of people on site. Attention to the

issue of RORs has resulted in an issuance rate which is

essentially one-quarter of the rate one year ago and a zero
backlog. Over this same period, the Boston Edison ROR standards

have been tightened three times. This would have had the effect
of increasing the issuance rate had performance remained stable,

but the trend has continued downward as performance has continued

to improve.

An aggressive goal of 90 percent decontamination was

established. Decontamination has now reached 89.75 percent and

is continuing to trend toward the goal.

Actions Remaininc: Continue actions as

described above.

3. Maintenance

a. NBC Observation: Management staffing. (SALP
86-99, page 19.)

,

PNPS Action: During the present evaluation

period, the primary emphasis was on maintaining the staffing

level at the authorized complement. In parallel, a study was

performed to evaluate the authorized staffing level with respect

to the assigned responsibilities. An integral part of this

review included an estimate of manpower resources required to

O
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meet and maintain the established performance goals within the
) Maintenance Section.

The presently authorized permanent, full-time

Maintenance complement has recently been increased by 32 to

further reduce dependence on contractor personnel. Revised job

descriptions have been developed for this enlarged organization
and hiring efforts are under way. Advance approval was obtained

to expedite hiring to fill positions in the planning and super-
visory levels.

The formation of the SED increased the direct support
to the individual maintenance activities. Tne SED conducts in-

depth research for the majority of individual Failure and

Malfunction Reports (F&MRs), as well as for significant mainte-
nance issues. The Systems Engineers provide information on the

material condition of their systems' hardware and software. 1:ot

only are previously identified deficiencies reviewed,

prioritized, and managed to completion, but the Systems Engineers

are used to detect additional problems or weaknesses as they
inspect their systems.

Actions Remainino: The process for filling

presently open positions is under way on an expedited basis,

b. NRC Observation: Filling supervisory
vacancies with qualified Boston Edison
personnel. (SALP 86-99, page 19.)

PNPS Action: Supervisory positions have been i

upgraded to make them more attractive. Management discussions

have been conducted with qualified staff to encourage them to

O
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apply for supervisory positions for which they are qualified.O
\ ,) MCIAP Item 03-011-02 provides for reviewing and expanding the

formal training program to improve and maintain supervisory
skills of maintenance management personnel. New supervisors are

expected to complete the New Exempt Employee Orientation and the

New Supervisor Orientation Program. Existing supervisors will be

scheduled for training consistent with the MCIAP action item.

The SED support has helped relieve some of the Maintenance
overload. This improved distributien of the workload should

enhance the attractiveness of the supervisory positions and
encourage qualified employees to apply.

.

Actions Remainino: The process for filling

the supervisory positions is being expedited through the
Supervisory Selection System. Personnel have been identified for-s

\_s/ placement in two of the six open positions. Orientation and
supervisory skills training will be offered by the Nuclear
Training Department. Management attention will be required to
assure that training is scheduled and completed.

c. NRC Observation: Maintenance trending of
j equipment problems. (SALP 86-99, page 20.)

PNPS Action: The Maintenance engineering

function was expanded throughout the outage in order to address I

the outstanding backlog as well as the present evaluations of
i

equipment failures. The scope of failure analysis and root cause

evaluations was expanded significantly with the formation of the
Systems Group (now the SED) . This change has increased the

I(, .
: g

.
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technical resources available to Maintenance for responding to

) individual failures and for reviewing the issues for recurring
topics. The SED is performing the technical analysis on the
majority of F&MRs guided by a written instruction for root caus'e
analysis and corrective measure evaluations. The Technical

Section generates failure trending reports on a six-month Dasis.

The Maintenance Section uses the SEEK System for computer data

base storage of information on the maintenance history of plant
equipment; e.g., MRs issued on a pump since its installation.

System unavailability studies have been performed using a minimum

of six (6) years of PNPS equipment history.

Actions Remainino: Development of an

integrated maintenance history database is being addressed under

MCIAP issue 03-027. The SED root cause process will be

() formalized.

d. NRC Observation: Scheduling of second and
third priority maintenance and maintenance
backlog. (SALP 86-99, page 20.)

PNPS Acti2D: As an initial step to address

the maintenance planning backlog, the maintenance planning
function was fully staffed. Due to the complexity and excent of

the outage, the Maintenance Planning staff was augmented through

the use of contractors. This temporary action supported the

volume of MRs that had to be addressed throughout the refueling
outage.

In order to focus on the MR priorities, a two-stage

action was taken. First, the Work Scope Review Committee (WSRC)

i

k
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(subsequently renamed the Work Prioritization Review Team
A
() (WPRT)), was formed to address the organizational priorities with

respect to the outage schedule. The Systems Engineers have been

utilized to support the WSRC/WPRT effort to prioritize the MRs in
light of individual outage milestones.

The work items are prioritized by the WSRC/WPRT in the

Plan-of-the-Day (POD) for scheduling and performance with

appropriate physical work in progress. The "System Window"

concept, described in chapter II.B.1.c. above, is being used to
organize maintenance planning. Maintenance work is scheduled for
one window per week on a rotating basis.

Substantial improvement has been made in the rate of

completing maintenance, as measured by the Performance Excellence

Team (PET) indicators. On January 1, 1988, there were 1,945,

k, total open MRs requiring physical work. As of April 19, 1988,m

there were 1,209 MRs requiring physical work -- a 37.8 percent
decrease. In addition, from January through April 1988, 1,664

new MRs were generated and the work was physically completed for
1,111 of these new MRs. There were 523 power block MRs on

January 1, 1988, while on April 19, 1988, there were 429 -- a

reduction of approximately 18 percent. In addition, 426 new

power block MRs were generated during this period, of which, 254

have subsequently been completed. The above has been

accomplished with greatly reduced contractor support and a

significant reduction of Bocton Edison overtime, indicating
improved productivity. It is expected that the expanded

O
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permanent organization of the Mainternnce Section will continue

() to support the present positive trends.

Actions Remainino: Management oversight and

trending of the MR backlog will continue to assure that the

positive trend for second and third priority MRs will be
maintained.

4. Surveillance
1

a. NRC Observation: Programmatic description of
the development, maintenance, and implemen-
tation of the Surveillance Test Program.
(SALP 86-99, page 24.)

EEPS Action: The SED within the Technical

Section has been assigned responsibility to provide clear

guidelines, centralized control, and the strong technical focus
for the Surveillance Test Program. Staffing has been augmented

J
with a Principal Engineer and a Surveillanco Test Coordinator.

The Master Surveillance Tracking Program (MSTP) procedure has

been revised to designate the Technical Section as having

responsibility and administrative control for that program. A

root cause analysis was completed to identify the cause of late

or missed surveillance tests and was used as a basis for the MSTP
I upgrade and surveillance procedure improvements.

.

Actions Remainino: Continue actions as

described above. Need for additional staffing is under review. I

i
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b. NRC Observation: System for control of

{v"N)
surveillance scheduling. (SALP 86-99, page
24.)

PNPS Action: Boston Edison had inaugurated

an aggressive program using state-of-the-art artificial intelli-

gence software to replace the old MSTP with a new MSTP. A number
'

of developmental problems with this prototype program have nade

it impracticable to complete. However, the data base developed

to support the new MSTP has proven useful in strengthening the
link between surveillance procedures and the Technical

Specifications, and is being used to simplify and upgrade the
existing data base.

Additional enhancements to the existing MSTP are under

way based on the Institute of Nuclear Power Operations' (INPO's)
Good Practice standards. The original plan to have the MSTP able

\_ to sort by plant mode, which was to have been a feature of the

new prototype MSTP, is not being implemented in the upgrading of
.

the existing MSTP at this time. However, because the primary

causes for prior missed surveillance 8 have been addressed by

assigning specific responsibility for surveillances, improving
the data base, and setting and using higher standards for

attention to detail, use of the manual system for identifying
plant mode dependence provides sufficient assurance that

,

surveillances will be conducted as require 1.

Boston Edison has made significant progress in the

surveillance category in the areas of MSTP validation against the
Technical Specifications, upgrade of procedures, the Local Leak

O
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Rate Test (LLRT) Prog am, Measuring and Test Equipment (M&TE)t

control, Logic System Functional Test (LSFT), the definition of
"once-per-cycle" testing, and strengthening the technical focus

. .

and management of surveillances. The collective actions

described above have brought about significant improvements in

surveillance-related activities. Additional management attention

is needed to avoid impacts on the schedule for completion.

Actions Remainina: Continue actions as
described above. Increased management priority and attention will

be given to support of SED schedule for MSTP upgrading.
c. NRC Observation: Review and upgrading of,

'

surveillance procedures and evaluation of
results and trending. (SALP 86-99, page 24.)

PNPS Action: Surveillance procedures for
|

, PNPS have been reviewed to ensure that the procedures meet the
1

5- requirements of the Technical Specifications. As a result of

this review, a number of procedures were recommended for revi-
! sion. The Logic System Functional Procedures were designated for

overhaul and 3 special project was established to complete that
overhaul.

.

Actions Remaining: Continue actions as
described above. Approximately 20 procedures remain to be

revised or written prior to restart. '

d. NRC observation: Corrections to the control '

cf the program and the scheduling of surveil-
lance tests. (SALP 86-99, page 25.)

PNPS Action: Boston Edison determined that
descriptions of surveillance test frequency requirements were i

O
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potentially ambiguous; i.e., it was not always possible to
. C,sI
s/ distinguish between the correct application of once-per-cycle and

once-per-refueling outage surveillance intervals. To clarify

this distinction, the MSTP data base has been revised to

distinguish between once-per-cycle (not greater than eighteen-
month interval) and once-per-refueling outage surveillance
intervals.

Actions Renainino: Continue actions as
described above.

e. HB.C Observation: Local Leak Rate Test (LLRT)
Program administration and technical content.
(SALP 86-99, page 25.)

PNPS Action: The MSTP has been updated to

reflect that LLRT components are handled on an individual basis.

Two rounds of LLRT tests have been conducted, one in the spring

of 1986 and the other in calendar year 1987. A multi-discipli-

nary LLRT fail,ure analysis team has been established to conduct

causal analysis and has issued an interim report.

A Valve Betterment Program (Phase 2) was initiated and

significant design improvements have been made to selected

valves; e.g., main steam isolation valves (MSIVs) and feedwater
check valves. This phase of improving the administrative

controls and technical features of the LLRT Program has been

completed.

Actions Renainino: Continue actions as
described above.

|
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f. FRC Observation: Electrical equipment

--

safety-related settings in controlled
documents. (SALP 86-99, page 25.)

PNPS ActioD: In response to this item,

Boston Edison determined that it was necessary to evaluate the

protective relay setting and test criteria and to provide written
criteria to the Maintenance Section. It was also determined thtt
it was necessary to revise and update controlled documents for

all 4KV circuits and 480V load centers to reflect protective
relay / breaker setting and testing. Procedural controls for

calibration and testing have been upgraded. Protective relay

settiag and test criteria have been evaluated, revised, and
documented for use by the Maintenance Section. Protective

relay / breaker setting and testing requirements for safety-related
4KV circuits, 480V load centers and for 480V control centers and

non-safety 4KV circuits have been revised and documented.

Actions Remainino: Review for completeness

of scope in the direct current (DC) distribution system will be

completed before restart.

g. NRC Observation: Measuring and Test
Equipment (M&TE) Control Program. (SALP 86-i

| 99, page 25.)

PNPS Action: Boston Edison established
!

central M&TE issue areas and segregated the calibration equip-
ment. An M&TE program to address installed instrumentation was

established. Phase 1 of this effort has been completed by the
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Maintenanco scetion for portablo instrunOntaticn. Tho Phaco 2

progrca h20 b; gun for installed instrusantction.

Actions Remainina: Continue actions as
described above. Particular management attention will be

required in review of results and implementation of corrective
action. .

5. Fire Protection

a. NRC Observation: Maintenance and improvement
of station fire protection equipment. (SALP
86-99, page 27.)

PNPS Action: A number of steps have been

taken to reduce the reliance on compensatory nieasures. Inopera-

tive systems requiring compensatory measures receive review

daily, are assigned a priority level, and are incorporated in the
pod. Compensatory work items receive high priority at the daily
meetings. Where fire watches are being used as compensatory

measures, responsibility for resolution of the problem areas in

which the fire watch is maintained has been assigned to specific
individuals. This assures proper accountability. Lastly,

program effectiveness la now being continually monitored. Trends

in fire protection, syster s status, and compensatory reasures are
provided in periodic reports to management. This reporting will

be continued as an effective tool of management oversight.

In addition, Boston Edison has taken many other steps

to maintain and improve fire protection equipment. In December

1986, Boston Edison centralized the fire protection function at
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PNPS through the establishment of a new group leader position

(now the Fire Protection Division Mtiager). The relevant

operating procedure is being revised to provide for Nuclear
.

Organization changes and to reflect the Fire Protection Division

reorganization and its increased scope of responsibility. A fire

protection status board was developed in January 1987, for use by
Fire Protection and Control Room personnel, as a tool for

assessing fire protection system operability. This is maintained "

by the Fire Protection Division as a systema management tool.

The WPRT, which meets regularly, determines what the priorities
are for the accomplishment of maintenance work. This includes

maintenance work related to fire protection.

Actions Remainino: Continue actions as
described above. *

b. NRC Observation: Fire watch personnel
training and site management follow-up; fire
brigade training and training records. (SALP
86-99, page 27.)

PNPS Action: Boston Edison has taken the

following actions to improve the preparedness of the fire brigade
and the competency of personnel performing fire watch duties:

(1) As stated above, a dedicated Fire Protection Group
| Leader (now Fire Protection Division Manager) position was
i

established for the site in December 1986.
,

!

(2) The Nuclear Training Manual was revised to make

, attendance mandatory at required training courses. This revision
l

I was completed in January 1987.

O
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(3) Thirty-three site-specific training modules were
written to upgrade the brigade training program. The program

receives regular review and revision by the fire brigade
Instructor.

(4) As a requirement for brigade membership, it is now

aandatory that each member participate in two drills each year.
This requirement was established in November 1986.

(5) The triennial Fire Protection Audit 87-14 was
completed on June 5, 1987, with no deficiencies being reported.

(6) A fire brigade Instructor was hired in June 1987.
The fire brigade Instructor is Commonwealth-certified. Prior to

joining Boston Edison, he was an instructor at the Massachusetts

Fire Academy and a lieutenant in a local fire department.

(7) The revised fire brigade procedures require thatO performance be evaluated on a team basis.

(8) Records are now being maintained to ensure
,

continued compliance with NRC fire protection requirements. The

fire brigade Instructor has established a record system and
report of membership training for the Fire Protection Division

Manager, who issues the roster of qualified members of the fire
brigade. This system has been in place since February 15, 1987.

(9) Steps have been implemented to improve drill

effectiveness and to establish critique procedures. In

particular the crill procedure was revised to include the

requirement of a written scenario and critique following the
drill.

O
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;

(10) !!andatory training requirements have also been
) established for personnel who participate in fire watches. '

The

accompanying procedure was revised to document the training
'

requirements. .

,

Actions Remainina: Continue actions as
described above,

c. NRC Observation: Fire barrier surveillance
procedures. (SALP 86-99, page 28.)

PNPS Action: Boston Edison has taken steps
to improve the fire barrier surveillance procedures. First,

those barriers which are required by 10 C.F.R. Part 50, Appendix

R, or by licensing commitments to the NRC, have been specifically
identified. Fire barrier walkdowns to identify barriers and
penetrations were completed in May 1987, and corrective actions
were initiated.

At the present time, the operations Section has the
responsibility for the fire barrier surveillances. In the long

term, Boston Edison will transfer responsibility for conducting
surveillances of fire protection systeme from the Operations

Section to the Fire Protection Division.
In 1987, work was begun to repair degraded seals and to

install new seals where required. That work is now complete and

was done in accordance with a Plant Design Change (PDC) package.

In order to make certain that degraded seals are repaired and new
*

seals are installed where required, the administrative controls
and tracking system has been upgraded.

II-41

_ _



Actions Remaining: Continue actions as-

f')( j described above.

6. Emercency Preoaredness

a. NRC Observation: "Continue to pursue
resolution of off-site issues." (SALP 86-99,
pages 29-30.)

PNPS Action: While offsite emergency

preparedness is outside the scope of this report, this matter was
addressed in SALP 86-99, and accordingly, this brief discussion
is provided for the sake of completeness. Boston Edison has

instituted an effective program to bring about improved offsite
emergency preparedness. This has been accomplished with full

recognition that offsite emergency planning is the responsibility
of Commonwenith and town officials. Boston Edison has provided

''N(d assistance in a manner that has allowed the Commonwealth and the

towns to make significant improvements in their emergency
preparedness programs. Personnel of Boston Edison's Emergency

Preparedness Department have established good working relation-

ships with the various Commonwealth and town officials responsi-
ble for offsite Emergenuy Preparedness programs. Over the last

nine months, relationships with these officials have improved
considerably. Boston Edison has provided necessary resources to

the towns to enable them to fulfill their emergency preparedness
progran objectives. Boston Edison has entered into agreements to
provide each town with funding for:

a full-time Civil Defense staff position;o

O
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upgraded emergency response facilities and equip-o
(~') ment; and,
V

compensstion for time spent in training.o

All of the communities involved in the offsite program have
accepted the offers of assistance from Boston Edison. The Boston

'

Edison Emergency Preparedness Department Staff is continuing to

work closely with the offsite officials and agencies in support
of their efforts, as completion of the upgraded offsite Emergency
Preparedness Program rests with these officials.

Actions Remainino: Continue actions as
described above.

7. Security and Safecuards

a. NRC Observation: Management attention and
resources in Security. (SALP 86-99, pages
31-32.)

() PNPS Action: Since January 1987, Boston

Edison has taken a number of steps to strengthen and build upon

the security improvements made during the last SALP period. At

the end of the last SALP period, in December 1986, the highest

position for full-time security was elevated from Security
Supervisor to a section Manager level and an individual was hired

to fill that management position. Boston Edison established full
coverage of security operations by appointing Security Shift

,

Supervisors for Security Operations. The Shift Supervisors took
.

responsibility beginning in February 1987. Moreover, three

additional Boston Edison staff positions have been created in the

security organization in the administrative, compliance, and
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technical areas. In January 1987, several supervisory positionsO
\_,/ were created within the contract force: an Access control

Supervisor position was created, and Central and Secondary Alarm

Station operators were assigned responsibilities as supervisors.

As a result of these actions, the supervisor to patrolman ratio

went from 1-20 to 1-10 or less and has remained at that level.
Actions Remainino: Continue actions asdescribed above.

b. NRC Observation: Vital area barrier
degradation. (SALP 86-99, page 33.)

PNPS Action: Boston Edison initiated a
series of walkdowns to inspect the vital area barriers. The

purpose was to identify openings where corrective action was

needed and where maintenance was necessary to repair the defi-,

() ciencies. MRs and PDCs were initiated where necessary to enrrect
identified openings. The necessary work has now been completed

and compensatory measures are unnecessary. In March 1988, the

Nuclear Engineering Department (NED) conducted a walkdown to

ensure the integrity of the barriers and no degradations were
identified. As part of an ongoing responsibility, the Security
Technical Specialist reviews PDC packages and also interfaces

with the Hafntenance Section in order to make certain that there
are no adverse impacts on security.

,

>

Actions Remainino: Continue actions as
dascribed above.

c. NRC Observation: Use of compensatory
measures. (SALP 86-99, page 32.) ~

O
II-44

,

_ _ _ - __
-



. _ _

PNPS Action: Since January 1987, then
\_/ Security Supervisor has attended security-related seminars and

exhibits to broaden his knowledge of available equipment to use
for compensatory measures. NUREG-1045 was utilized by the

security force as basic guidance for determining effective
compensatory measures. There is confidence that any compensatory

measures that might be necessary in the future will be appro-
priate to the situation. In addition, increased management

attention to security-related maintenance work has reduced the'

number of compensatory measures currently required, as described
in Chapter II.B.8.c below.

Actions Remainino: Continue actions as

described above.

I \ d. NRC observation: Effectiveness of Protected
--

Area Lighting. (SALP 86-99, page 32, Special
Inspection.)

PNPS Action: A construction program has been

undertaken to improve protected area lighting. That program is

now 95 percent complete. The Security Section, in conjunction

with the Maintenance Section, also monitors the lighting on a

periodic basis using a calibrated light survey meter to verify
that lighting is adequate. Where necessary, compensatory

measures are taken for areas needing modification or repairs.

Actions Remainina: Complete installation of

remaining lighting.

.

O
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e. NRC Observation: Coverage of the protected
7 s. area: perimeter isolation zone on the inside$

( of the perimeter barrier by closed circuit TV'-
(CCTV) surveillance. (SALP 86-99, page 32,
Special Inspection.)

PNPS Action: A construction program was

undertaken to replace and upgrade the CCTV system. The CCTV for
,

perimeter alarm assessment is operational and complete. The

overall CCTV construction program is 80 percent complete. The

remaining 20 percent of CCTV construction is for cameras of the

pan-tilt-zoom-type which will be used to enhance perimeter
assessment. The CCTV construction program is scheduled for
completion in late 1988.

Actions Remaininc: Complete the remaining 20
percent of camera installation as scheduled.

,

Os
f. NRC Observation: Operability of protected

area Intrusion Detection Systems (IDSs) alarm
zones. (SALp 86-99, page 32, Special
Inspection.)

PNPS Action: Boston Edison has undertaken a
program to replace and upgrade the protected area IDS. That

,

program is approximately 95 Tercent complete and operational,
with completion expected shortly.

Actions Remaining: Complete the remaining 5
percent of construction work.

<

g. NRC Observation: Security computer system.
(SALP 86-99, page 32, Special Inspection.)
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PNPS Action:
!fs)

PNPS has developed specifica-
N- tions for a replacement computer. A purchase order was awarded

to replace the security computer, the installation of which is

expected in the first quarter of 1989, with completion in the
second quarter of 1990. Software changes were made in March

1987, to improve the current security computer performance. As a

result, overall security computer system performance has
improved.

Actions Remainino: Continue actions as
described above,

h. NRC Observation: Maintenance of the security
system equipment. (SALP 86 99, pages 33-34.)

PNPS Action: Boston Edison created the

() position of Security Technical Specialist to address maintenance

of the security equipment. The individual in this position has

responsibility to provide Security input to establish priorities
for security equipment maintenance. Open MRs for security

equipment are tracked on the POD and PET indicators are monitored

by cognizant management. Moreover, Station Instructions have

been developed for preventive maintenance on security equipment.

The procedures have been reviewed by the Operations Review

Committee (ORC).

Actions Remainino: Continue actions as
described above.

1. NRC Observation: Security personnel
overtime. (SALP 86-99, page 32.)
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PNPS Action: Boston Edison has implemented a

O) policy that limits the number of hours that security personnel(

can work within a given work week. Current overtime is within
company overtime limits. Payroll sheets are audited in order to

identify any deviations from Boston Edison's policy regarding
overtime. Presently, the security force works eight-hour shifts.

With the reduction of compensatory measures, the size of the

guard force is adequate to perform its duties with minimal

overtime. As noted above, the supervisory staff has been

increased to maintain a favorable supervisor to staff ratio of
approximately 1 to 10.

Actions Romainina: Continue actions as
described above.

k_/O}
j. NRC ObservatJRD: Resolution of

NRC-identified problems. (SALP 25-99, page
32.)

PNPS Action: Boston Edison has taken many

steps to improve the overall effectiveness of security. A

Security Manager has been recruited and has joined the Boston

Edison security staff. An expanded Boston Edison security staff

is in place. The Security Manager temporarily reported to the

Senior Vice-President - Nuclear in order to direct additicnal
management attention to this area. Now that the transition to

the long-term organization has been implemented, the Security

Section reports to the Plant Support Manager. The Security

training program for both' initial qualification and

O
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requalification of general employees has been augmented. That

('~)h( program has been enhanced and updated. Moreover, a security

awareness training program, which includes an overall orientation

on the purpose of security and general requirements for physical

protection at nuclear power plants, has been developed and

presented to corporate officers, plant staff, and supervisors.
General Employee Training and special training sessions assure

that corporate and plant staff and supervisors remain security-
conscious. As a result, corporate and plant staff now have a

better understanding of NRC performance objectives and can carry,

out duties related to achieving these objectives in a more

knowledgeable manner and with greater understanding and attendant
commitment.

Actions Remainina: Continue actions as
described above.

k. NRC Observation: post orders for required
security duties. (SALp 86-99, page 33.)

pNpS Action: Boston Edison retained a con-

sultant to review the training program in order to identify
weaknesses and instructions that might not be consistent with

current security practice. Current post orders were then

reviewed by Boston Edison Security Operations for applicability
and content. Moreover, a Station Instruction has been

established for developing, reviewing, and approving post orders.

Training instructors were assigned to the guard shifts in order

/ $

G
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to pruvide on-the-job training as to actual security practice,~

'' and security lesson plans were reviewed and updated for content.

Actions Remainina: Continue actions as described
above.

8. Outaae Manacement and Modification Activity

a. NRC Observation: Onsite outage management
structure. (SALP 86-99, page 36.)

.

PNPS Action: In order to increase the

effectiveness of planning and outage management during the

current outage and shutdown, the Maintenance Section and the

Planning and Outage Department, with the assistance of the Plant

Manager, are realigning work package planning functions. Major

work package planning will be the responsibility of the Planning
(~} and Outage Department, which will also schedule the work, once
\ /''

the work package is ready, coordinating through the "System
Wirdow".

Actions Remainino: Continue actions as
described above,

b. NRC Observation: Site and corporate
management attention to the surveillance
program. (SALP 86-99, page 36.)

PNPS Action: The Planning and Outage

Department is overseeing revisions to the LSFT to improve the
surveillance program. Presently, the LSFT and once-per-cycle

surveillance tests are being integrated into the restart

schedule. Additional information regarding surveillance program
improvements is presented in Chapter II B 4 above.O . .

V
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Actions Remaininc: Continue actions asm

k_) . described above,

c. NRC Observation: Security compensatory
measures. (SALP 86-99, page 36.)

PNPS Action: In order to improve attention

to reduction of security compensatory measures, Boston Edison has

placed securf+y compensatory measures in the front part of the

POD, where tney are reviewed and tracked daily. The adequacy of

this process will be evaluated periodically and any necessary
adjustments will be made to improve it further. Moreover,

security MRs are being prioritized during the WPRT Meeting each

day, and ere evaluated for implementation at another daily
meeting. This assures that the security MRs are properly

prioritized, staffed, scheduled, worked, and ultimately closed,,,

\- which will alleviate any undue reliance on security compensatory
measures. The PET Indicators are closely monitored to assure

that security MRs are being closed out. For a period of time,

compensatory measures were tracked and weekly reports were

generated and provided to management. This method of tracking is

no longer beneficial in light of the current prioritization of

security MRs and PET Indicators.

| Actions Remaininc: Continue actions as I

described above.
,

t

|

I
I
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d. NRC Observation: Isolation of the majorg~ plant components. (SALP 86-99, page 36.)
''

EEPS Action: Boston Edison has increased

management attention to the isolation of major plant components

by using the four-week rolling schedule with "System Windows" to

implement isolations and to schedule physical work. This process

is successful and is improving weekly as:

(1) There has been a reduction in the
number of times that systems have been removed

from service to perform work;

(2) The "packaging" of systems work

permits several MRs to be accomplished

including priority 2 and 3 MRs;

(3) Planners are now able to prepare
'

task-ready packages in advance of the next

window.

Actions Remaininc: Continue actions as
described above.

e. NRC Observation: Programmatic guidance for
post-work testing. (SALP 86-99, page 36.)

PNPS ActiRD: Boston Edison has implemented

programmatic guidance to improve post-work testing (PWT). Where

applicable, the Planning and Outage Department is scheduling both

maintenance and plant design PWT. Maintenance has issued a

Station Instruction for Post-Work Test Matrices. A Station

Procedure on PWT directs personnel to the new Station Instruction

O
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and Incorporates INPO recommendations for PWT. Outage Services() is scheduling the PWT for those which require physical work
.

The computerized data base for MRs tracks the status of
MRs requiring physical work so that the MRs are filed in'the
appropriate test files when that physical work has been com-
pleted; e.g.,

the PWT file, the PWT requiring system availability
file, or the PWT requiring plant start-up file. This enhances
the capability to schedule PWT. Additional improvements to

planning and scheduling of PWT for completed MRs will be imple-
mented as a long-term action item in the MCIAP.

Action Renaining: Continue actions as describedabove.

f. NRC Observation: Security involvement with
plant modifications. (SALP 86-99, page 36.)
PNPS Action: In order to improve Security

involvement with plant modifications, Plant Design Changes (both
conceptual and detailed) and major Field Revision Notices (FRNs)

are now issued to Security for review and comment before imple-
mentation. This enables Security to provide advice regarding the
impact that the proposed changes might have on Security. The

Security staff has been increased so that it may provide a timely
and effective response. Further, a Security Specialist has been
assigned to over'ee major security modifications.s

Actions Remainina: Continue actions as
described above.

O
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9. Licensina Activities
s,[ a. NRC Observation: Provision of information to

NRC to close licensing issues, submittal of
the Long Term Plan, and clarification and
correction of the Technical Specifications.
(SALP 86-99, page 38.)

PNPS Actio.n: Boston Edison has undertaken a

systematic effort to streamline the functions of the licensing
and compliance groups by transferring certain non-regulatory

activities out of those organizations and into the appropriate.

organization. For example, the MSTP and Nuclear Plant

Reliability Data Systems (NPRDs) have been transferred to the
SED.

In order to enhance the capability to comply with 10
C.F.R. 55 50.72 and 50.73, formal procedures have been developed

<s for reportability reviews. Also, Regulatory Section personnel
1

training has been initiated concerning: (1) NRC regulatory

requirements and guidance affecting the compliance function; and

(2) the content of the Technical Specificatious and the Final

Safety Analysis Report (FSAR), and Plant Systems. Training on

selected portions of the FSAR and the development of the

reportability review procedures have increased the ability to
effectively analyze partial Engineered Safeguards Feature (ESP)
actuations.

Improved work practices and methods are being developed

including a regulatory work management system which incorporates

the lessons learned from work with Appendix 10 of the Restart
Plan and the MCIAP. This system is designed to ensure that

Cjl
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assignments, schedules, progress, and close-outs can be
s ,/ effectively tracked and that the status in any of these areas can

be reported to management in a manner that permits management

oversight and proper accountability. The use of this tracking
system will improve the ability of the Regulatory Section to
respond to the NRC on a timely basis. The regulatory work

management system will also maintain the ability to generate
present reports, trace source documents, and facilitate the ,

interface with NRC on open items.

The method of assembling packages to close out NRC

inspection issues has been formalized. Performance in this area i

has shown significant improvement in the past year, as evidenced

by the decrease in the number of NRC open items from 197 on
November 5, 1987, to 126 on May 16, 1988. During this period, 25

NRC inspections which had the potential to generate new open
items were held at PNPS.

Extensive effort is being made to enhance the technical

competency of the Regulatory Section as a whole. In addition to

the training identified above, every attempt will be made to fill

openings with personnel who have a broad technical background

plus operating experience, regulatory experience, compliance

experience, an understanding of the Technical Specifications, and

the ability to interface and work with a matrix organization.

The regulatory function will be further strengthened by
,

the introduction of an "issue manager" concept. For example, in

the rule making area, this will provide the capability to analyze
t

.

\_-|
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the intent of a proposed rule; to examine hardware or software
() alternatives which would meet the intent of the rule making:g, to

develop licensing positions and strategy vis-a-vis a regulation;
.

and to close out commitments that have been made regarding
regulatory compliance. Continuing development of compliance

methods also will be part of the "issue manager" concept.
A tracking system is being implemented in order to

better manage the work within the Regulatory Section. Boston

Edison has improved its processes for providing information to

the NRC to close licensing issues through greater emphasis and
management attention to the process. In addition, development of

the Long Term Plan is ongoing under the guidance of Planning and
Outage Management. Finally, steps are being taken to clarify the
Technical specifications and to assure that they remain updated.

as described in the Restart Plan, Vol. 2, Rev. 2., Appendix 10,
~

Issue 09-001. The major portion of this effort is scheduled for

completion after restart.

Actions Remaining: Continue actions as
described above.

10. Encineerina and Corporate Technical Suonort

a. NRC Observation: Reorganization of the NED
to expand the Field Engineering office and
place the Licensing group in the NED.
Shortly afterwards, the Compliance Group was
also added to the NED. (SALP 86-99, page
40.)

PNPS Action: The licensing and compliance
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areas are discussed in Chapter II.B.9 above. At the presentr~
k ,x) time, the staff level of the NED is 86 percent of full

i

m

complement. One hundred twelve positions are authorized, sixteen
are unfilled. Four positions are temporarily being filled by
contractors. The contractor positions are in the Regulatory
Section. The NED is actively recruiting to fill the staff

vacancies. As part of the recently completed organizational

review, a decision was made to combine the Licensing and

Compliance Divisions into a discrete department. This decision

will be implemented by the end of the Power Ascension Program.

Actions Remainino: Continue actions as described
above. Continue to aggressively pursue actions to achieve the

goal of a full complement using the NED's historically effective
selection process,

b. NRC Observation: Installation of the MSIV.
(SALP 86-99, page 41.)

PNPS Action: The NED developed a comprehen-

sive MSIV pilot poppet action plan. The specific problem

.

identified with the MSIV was corrected with an improved design

upon which the NRC commented favorably. An investigation was

undertaken for similar problems through a review of past modifi-
cations. Preventive action was initiated through the issuance of

a written directive to all NED personnel. Verification of the

effectiveness of the modification will be obtained during power
ascension.

O
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Actions Remainino: Complete the MSIV test
) planned during power ascension to ensure that the MSIV will openew '

''
against differential pressure,

c. NRC Observation: Plant' design change (PDC)
process. (SALP 86-99, page 42.)

PNPS Action: The NED has streamlined the

design change process for improved efficiency. It has refined

the PDC process to reduce unnecessary paperwork and levels of

review for minor design changes of a limited scope; expanded the

equivalency process; and improved the understanding of the non-
conformance report (NCR) process. Moreover, the design change

process is continually assessed to ensure that it is efficient,
while maintaining an appropriate level of control. These. actions

have been effective as evidenced by the fact that subsequent

(~h design changes have been made by the appropriate design process,
V

while maintaining a high level of design control.

Actions Remainino: Continue actions as,

I

described above.

!

d. NRC Observation: Detailed design basis
documents for plant equipment and safety,

; instrument settings and prompt implementation
j of the licensee's corrective action program.
'

(SALP 86-99, page 42.)

PNPS Action: The NED is also continuing to

improve design basis documentation. It has initiated a set point

program, investigated other improvements that could be affected,
'

and is assessing the potential for these improvements through a

needs assessment that considers resource availability and other

I v
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,

utility experience. These improvements will be implemented
I according to the results of these analyses.

Actions Remainino: Continue actions as
described above.

e. NRC Observation: QA support from the NED
(SALP 86-99, page 42.)

ENPS Action: As stated in SALP 86-99 this
item refers to an apparent lack of senior management action to

appropriately involve the NED in station problems requiring
engineering support. As indicated in Chapter II.B.12.a. below,

Senior Management has placed more emphasis on the timely close-

out of QA concerns, and the NED is now appropriately involved in

resolution of QA concerns at PNPS.

Actions Remainina: Continue actions ass

described above.--

11. Training and Oualification Effectiveness

a. NRC Observatio_D: Number of experienced
personnel available for shift duties. (SALP
86-99, page 44.)

PNPS Action: Boston Edison has increased the

number of Operations personnel on shift as described in Chapter
II.B.1.g. above. In addition, Boston Edison has given signifi-

cant attention to the operator training program. Illustrative of

the improvement is the fact that in 1987, fourteen Reactor

Operator license candidates and two Senior Reactor Operator

license candidates were examined by the NRC. All sixteen

candidates passed and were issued NRC licenses (with the restric-
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tions as noted in Chapter II.B.1.g. above). The overall averagep
( for the written examination was above 88 percent. Additionally,

there was strong performance on the oral and walkthrough portions
of the examination. More recently, after installation of the

simulator, the December class had a notably high familiarity with

normal Control Room evolutions and indications to be expected
during both plant shutdown and power operations. As discussed

below, the new PNPS simulator became available for use during the
latter part of this particular training session.

Since its availability, the PNPS Control Room simu-

lator, which is a full scope, state-of-the-art simulation

complex, has seen extensive use. It arrived at the Chiltonville

training center in May 1987. The simulator has been used as
follows:

(1) Plant start-up refresher training was

conducted for the NRC licensed operators

and qualified STAS in Montreal from

March 10, 1987, through April 17, 1987.

(2) Training was conducted for all NRC

licensed operators and qualified STAS on
ithe new PNPS EOPs, from August 31, 1987,

through October 2, 1987.
,

(3) From October 13, 1987, through

December 31, 1987, the simulator was

used for the following activities:
1

!O
I
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(a) To complete the annual NRC licensed
g

operator and qualified STAS'

a simulator training requirements;
,

(b) To prepare an initial RO/SRO $

licensed training class for an NRC

licensing examination;

(c) To administer performance exami-

nations and oral examinations by

NRC staff to Boston Edison's 1987
RO/SRO licensing class; and

(d) To further prepare operating crews

for start-up by allowing additional

practice time on the simulator. In

total, 622 person-days of training

were conducted on the new simulator
in 1987.

(4) From January 1, 1988, to March 1, 1988,

the simulator was used for the fol-
lowing:

(a) Qualification training for Control.

Room peer evaluators;

(b) Validation of the new PNPS EOPs;

and

O
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(c) Additional EOP usage training,_

(
concurrent with Control Room team

,

skills and effective communications
training for the NRC licensed

operators and qualified STAS.

Actions Remaininc: None.
,

b. NRC Observation: Radiological Environmental
Technical Specifications (RETS) training of
licensed operators. (SALP 86-99, page 44.)

s

'

PNPS Action: The Nuclear Training Department

will reconfirm that the Operations staff has the appropriate
level of knowledge regarding the RETS in Anendment No. 89 which
was issued March 1, 1986. After review of t.2 RETS and a re-
evaluation as to the appropriate level of knowledge required, the

Nuclear Training Department will conduct any necessary additionalx.

training.

Actions Remainino: Continue actions asdescribed above.

c. NRC Observation: Fire brigade and fire watch
training. (SALP 86-99, page 44.),

PNPS Action: Boston Edison has taken
vigorous steps to improve the fire brigade and fire watch
training. This was discussed previously in the Fire Protection
discussion in Chapter II.B.b. Each fire brigade member now

participates in at least two drills per year. The operators

assigned to the fire brigade have completed the requirement for
|

O.
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fire truck training, and procedures have been revised to proviae~

additional realism to the drill scenarios.
Actions Remainino: Continue actions as

described above.

12. Assurance of ouality

a. NRC Observation: Licensee responsiveness to
prior SALP report and Region I Diagnostic
Team report. (SALP 86-99, page 51.)

PNPS Action: Boston Edison has taken

vigorous steps to strengthen its ability to assure quality
through appropriate management direction and involvement. The

Restart Plan was developed by Boston Edison, submitted to the NRC

in July 1987, and accepted by the NRC in May 1988. Boston Edison

has conducted detailed assessments of PNPS maintenance and
( radiological performance and has developed the MCIAP and the RAP

to address programmatic issues in these areas. Significant

improvements are also being made in the MSTP to improve the

scheduling of surveillance testing. The MCIAP is approximately

47 percent complete. Because it is a long-term program, it will

be completed after restart; however, those items which have been

designated as required for restart will be completed prior to
restart. The RAP is approximately 22 percent closed, with the

majority of the RAP being scheduled for completion prior to
restart. MSTP improvements are addressed in Chapter II.B.4.

above. F&MRs are being used to identify problems in the plant.

The root cause analysis performed by SED is guided by a written

instruction which will be converted to a station procedure. A

'
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critique process has been established which is being documenteds

I\ ') in a procedure currently under development.

To stabilize the management team and to improve.

the onsite organizational structure, a revised PNPS organization

was put in place in January 1988, to provide strong centralized

control of station activities, to limit the span of control of

the department and section managers to a more manageable size,

and to distribute the work load more evenly. Chapter IV of this

report describes the new organizational structure.

Actions Remainina: Continue actions as
described above.

b. NRC Observation: Corporate Management i

attention to QA findings. (SALP 86-99, page
48.)

() PNPS Action: Boston Edison has established a

weekly meeting between the Senior Vice President - Nuclear, the

Station Director, the Plant Manager, and the QAD Manager to

ensure that QA concerns rece'.ve the highest level of corporate
attention. In addition, the.1 is a weekly meeting between the

QAD and Station Organizat; ion personnel to address prompt dispo-

sition of quality-related problems. These weekly meetings

provide useful forums for identifying and addressing problems and

concerns in the QA and corrective action processes and contribute

to improved management responsiveness in this important area of
'

operational performance. At the meeting with the Senior Vice

President - Nuclear, as well as at weekly meetings between

members of the QAD and managers of the Station Organization, open '
,

'
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DRs and QA concerns are addressed. These meetings have greatly,_ .

improved the communication of issues and concerns and ares-

effective in supporting rapid prob.'em resolutions. At the

present time, there are no overdue DRs.
i

Additionally, to further strengthen management's role

in the' corrective action process, the Boston Edison Quality

Assurance Manual (BEQAM) has bean revised to require a response
from the appropriate manager to QAD recommendations. Unlike DRs,

recommendations in the past did not require a specific response,
and implementation was te some extent left to the discretion of
the individual manager. The Nuclear Organization revised the

BEQAM to require that responses to recommendations made as a

result of audits /surveillances be made in writing to the appro-

C'--
priate vice president or organization head with copies to the
QAD. In addition, a QAD procedure was revised to implement a

formal tracking System for QA Recommendations (QARs). Monthly

status reports cf open QARs are issued. The resulting managenent
attention has driven the trend of open QARs downward.

Actions Remainino: Continue actions as
described above,

c. NRC Observation: Timely and comprehensive
corrective action to NRC issues - Overtime
control. (SALP 86-99, page 49.)

PNPS Action: Boston Edison has implemented a

comprehensive computer-based system to monitor overtime of on-

site personnel based on gate sheet information. Reports of PNPS

usa of overt 4.ne are then made directly to the Station Director on
O
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a weekly basis. These are backed up with biweekly payroll dats.
1

('j Dehiations from Boston Edison's corporate policy on overtime,
~

'v
which is more restrictive than the NRC's published criteria, are

being identified and addressed.

Actions Remainino: Continue actions as
described above.

d. hhp _ observation: onsite engineering
resources (SALP 86-99, page 49.)

PNPS Action: Boston Edison established the
SED in January 1987. Organizationally it is placed within the

onsite Technical Section and has an authorized complement of 28.

Presently, it is staffed with 25 Boston Edison employees and 3
contractors. Two Boston Edison employees will be transferred to

the Division in May 1988 and one new outside hire will join the

() Division in June 1988, thus ending the need to fill positions ',
with contract employees. The full complement of 28 should be

reached within a short period of time.

Actions Remsinino: Continue actions as
described above.

e. NRC Observation: Functional areas of
radiological controls, surveillance, fire

j protection, and security. (SALP 86-99, page'

49.)
i

PNPS Action: The steps that have been taken

to address these areas are discussed under their respective
headings within Chapter II.B of this report. They are summarized

below.;

O
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(1) Radioloaical Controls: PNPS personnel

(n) other than those in the radiological organization are now
v

participating in radiological protection activities. For

example, the Plant Manager has been named as the Chairman of the

As Low As Is Reasonably Achievable (ALARA) Committee. The Plant

Manager also serves as a member of the ALARA Oversight Committee.

The Station Director has issued, a uniform policy of discipline
for violations of high radiation area doors to ensure account-
ability for personal responsibility in the conduct of radio-
logical activities. In addition, a multi-disciplinary task force

reviewed previous high radiation area violations and developed a
set of recommended actions to ensure compliance in this area.

Further description is provided in Chapter II.B.3 above.

(2) Surveillpase: As described in Chapter

() II.B.4. above, centralized control of the surveillance program
has been assigned to the Technical Section and the MSTP and the

associated data base are being upgraded.

(3) security and Fire Protection: Increased

attention is now being given to security and fire protection
equipment in order to maintain these systems in a state of
readiness. Specific goals for the number of open MRs have been

established to focus management's attention on the fire pro-
tection and security systems. Representatives from Security and
Fire Protection now meet directly with the WPRT to ensure that

MRs in these functional areas receive prompt attention. During

April and May of 1988, the number of fire protection MRs ranged

O<
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between 30 and 50, as against a goal of 40. With respect to
,.
,

(a) security, there are 26 open security MRs. The goal is to have no

more than 20 security MRs open at any time. PNPS is devoting

additional resources to reach that goal, and even though it has

not yet been reached, the outstanding MRs do not compromise the
security system. Further discussion of Boston Edison's efforts
in the Fire Protection and Securi,ty areas is found in Chapters

II.B.S. and II.B.7. above, respectively.

Actions Remainina: Continue actions as
described above.

13. Evaluation of Current State of Readiness in
Licht of Maior SALP 86-99 Issues

The foregoing discussion summarized Boston Edison's

response to each of the major SALP 86-99 observations and
n

identified the actions remaining for restart in regard to each,

such observation.

NRC's SALP numerical ratings system includes the
following definitions:

Catecorv 1. Reduced NRC attention may be appropriate.
Licensee management attention and involvement are
aggressive and oriented toward nuclear safety; licensee
resources are ample and effectively used so that a high
level of performance with respect to operational safety
is being achieved.

.

Catecory 2. NRC attention should be maintained at
normal levels. Licensee management attention and
involvement are evident and are concerned with nuclear
safety; licensee resources are adequate and reasonably
effective so that satisfactory performance with respect
to operational safety is being achieved.
Catecorv 3. Both NRC and licensee attention should be
increased. Licensee management attention or involve-

O
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ment is acceptable and considers nuclear safety, but
[''T weaknesses are evident; licensee resources appear to be
N ,/' strained or not effectively used so that minimally

satisfactory performance with respect to operational, ' .
safety is being achieved.

In addition, NRC's SALP rating system includes trend
categories as follows:

Imorovina: Licensee performance has generally improved
over the last part of the SALP assessment period.
Declinina: Licensee performance has generally declined
over the last part of the SALP assessment period.

A trend is assigned only when, in the opinion of the SALP board,
the trend is significant enough to be considered indicative of a
likely change in the performance category in the near future.

For example, a classification of "Category 2, Improving"

indicates the clear potential for "Category 1" performance in the
m

) next SALP period.

Based upon the discussion presented in Chapter II.B.

above, Boston Edison concludes the following:

(1) The current state of readiness in light of the
major SALP 86-99 issues indicates an improved

performance trend in all areas which were rated a

"3" in SALP 86-99 (radiologi -O controls, surveil-

lance, fire protection, security, and assurance of
,

quality).

(2) All SALP functional areas have been evaluated and,

subject to closure of the identified actions

; remaining, Boston Edison will have resolved the
i

.
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issues identified in the SALP that are necessary
for restart.

.

|
.

I
1

.

.

l
I:
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III. INDEPENDENT PERFORMANCE EVALUATIONS
<,3

(')
This Chapter presents a summary description of several

independent performance evaluation processes in use at PNPS on an
.

ongoing basis, examples of results from those processes, and a

summary assessment of those evaluation processes.

A. Peer Evaluation Procram
,

1. Process

The Peer Evaluation Program, an element of the Power

Ascension Performance Evalua'clon and Assessment Program, was

established in accordance with the description in the Power

Ascension Program, which was submitted to the NRC by Boston

Edison's letter number 87-163, dated October 15, 1987. The Peer

Evaluation Program is designed to provide direct support to the

Team in its evaluations of plant and personnel performance. The

peer evaluators observe specific plant evolutions or support
' activities of interest and report the results of their observa-

tions and evaluations to the Team via the Power Ascension Project
Office.

In November 1987, a temporary organization for the

conduct of the Power Ascension Performance Evaluation and

Assessment Program was put into effect until completion of the
Power Ascension Program. This consisted of a Project Office,

, which was established to ensure that preparations for the conduct
I

of the Power ArJcension Performance Evaluation and Assessment

O
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- . Program were effective. The Program Manager for the Director of

Special Projects was; assigned to lead this Project Office and,-

as

the Project Officer, was assigned responsibility for: the

formulation of Perf ormance Standards and Evaluation Guidelines;

the coordination of the selection of peer evaluators; the
formulation and oversight of the training plans for the evalu-
ators; and the coordination of the evaluation and assessment

process prior to and during power ascension.

The Performance Standards and Evaluation Guidelines
used for PNPS peer evaluations were developed under the direction

of the Project Officer, with substantial input and review from
the line organization. Performance standards, which have been

successfully used in both commercial and naval nuclear programs,

were reviewed for applicability and relevant portions were
incorporated. The Performance Standards and Evaluation

Guidelines have been issued as a Nuclear Organization Procedure

(NOP) and are not only being used as the standard against which

the peer evaluators measure performance, but are also being

adopted throughout PNPS as the Boston Edison standards against
which Nuclear Organization performance is measured.

L

c

I
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M

Peer evaluators for the pre-power ascension period and
f_/3 i
N_ the testing and power ascension period were selected from the

|

following disciplines:

(1) operations;

(2) Maintenance;

(3) Radiological Protection;

(4) Chemistry;

(5) Technical Support;

(6) Security;

(7) Fire Protection; and

(S) Engineering,

| Alternates were also selected and are being trained to provide

backup support for absences and potential additional peer

() evaluator coverage should the Team determine that additional

coverage is necessary.

The peer evaluators completed a peer evaluator training

program formulated and approved by the Project Officer and the

Nuclear Training Department. Training conducted by the Training

Department included both a classroom examination and a practical

exercise to verify the peer evaluators' understanding of the
following:

(1) Purpose, scopo, organization, administration,

roles, and responsibilities in the Power

Ascension Program;

(2) Performance Standards and Evaluation
Guidelines for PNPS;

O'
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(3) Skills for identifying and responding

) appropriately to personnel, procedural, and
plant equipment problems in accordance with

the Power Ascension Program and systematic

diagnostic strategies;
(4) Skills for properly observing, recording, and

evaluating start-up work activities against
established criteria; and

(5) PNPS procedures, professionalism, and safe
work practices.

In January 1988, after completing their training, an
initial group of peer evaluators began performing evaluations and

providing data to PNPS management through the Project Officer.

Information from the peer evaluators supplements the normal line

() organization communications. Guidelines for follow-up and
feedback of lessons learned were developed to ensure that the

peer evaluator observation comments and recommended corrective

actions are fed back to the operators, evaluators, and other
plant personnel in a timely and effective manner. The operations

peer evaluator, designated the on-shift evaluation team leader,
is the single point of contact between the Nuclear Watch

Engineers (NWEs), their operating crews, and the peer evaluator
team. Information normally will be transmitted to the personnel1

on shift through: peer evaluator comments in the pre-shift

briefing book maintained by the NWE; the pre-shift briefing
|

| conducted by the NWE and attended by the on-shift evaluation team

| O
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leader; and post-shift critiques when evaluator findings warrant
I() them. In those rare circumstances where concerns of an urgent

nature might be noted, the evaluation team leader would

communicate them directly to the NWE during the course of the

shift, but this would be done without interfering with the NWE or
operators 1.n the execution of their line duties.

The Project Officer maintains a summary of pertinent

results of peer evaluations for use by the Team and line manage-
ment. Periodically, the status of corrective actions in response
to peer evaluator comments is provided to the peer evaluators.

This feedback will enable the peer evaluators to monitor the

effectiveness of corrective measures and will help correct

possible misunderstandings, and thus, improve the substance and
.validity of peer evaluator comments.

2. Results of Peer Evaluations

Since January 1988, the peer evaluators have been
conducting peer evaluations. The following examples of obser-

vations of the peer evaluators illustrate positive trends or
indicators:

(1) Prevention of recurrence of certain types of
deficiencies through effective use of
feedback has been noted.

The Chemistry peer evaluator identified concerns
with some radiation / contamination control prac-
tices being used by personnel during sampling and
analysis observations. The peer evaluator
provided feedback to Chemistry personnel regarding
these practices, including making his observation
reports part of the required reading program.

O
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These actions resulted in significant improvements[,s') in the performance of sampling and analyses.
%J ~~

(2) Major improvements have been made in some
test procedures based upon peer evaluators'
observations of procedure walkthrough.

Peer evaluators observed the Shut Down from
Outside the Control Room drills performed by each
Operating Control Room Crew. Various procedural
problems were identified by peer evaluators and
submitted to the Operations Section. This
resulted in the revision of applicable PNPS
procedures.

(3) Peer evaluation of training has identified
some training library reference materials
that needed updating. This material has been
updated.

During a simulator training observation, a peer
evaluator noted an outdated copy of Technical
Specifications in use on the simulator. This
evaluation finding resulted in a Records
Management Group review of the methods of tracking
revision entries and improvements to ensure all

fs document updates are received and implemented.
( ) Other Training Department reference library

materials were updated as a result of this review.

The following examples of observations of the peer

evaluators illustrate the trends or indicators that warrant
additional management attention:

(1) Problems have been identified in some
maintenance procedures.

A Maintenance peer evaluator observed a snubber
disassembly operation and identified that the
related procedure lacked sufficient detail on
directions and parts identification.

The Instrumentation and control (I&C) peer
evaluator identified the need for validating a
valve testing procedure. In addition, an I&C
procedure was identified as lacking sufficient
information concerning test instrument type and

O
V
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accuracy requirements. Other procedural problems
[ ~3 of this type have been identified as the result of'

's observations in the field.

(2) Problems have been identified in duplication
of some maintenance paperwork and some cases
of inadequate status information of some
maintenance work.

Obcervations have resulted in identifying four
dupilcate MRs that were generated for an
inoperable snubber. Inefficient documentation of
these MRs sent personnel to do work on snubbers
that had already been done under other MRs and, in
one casc, work on snubbers that had been replaced
under other documentation.

(3) Some instances have been identified showing a
lack of sufficient supervisory or management
control.

During radiological protection evaluaticns, many
problems have been identified regarding the use of
clean tools in contaminated areas, as opposed to
using tools issued by the contaminated Tool crib.
This resulted in unnecessary generation of

(''s contaminated Laste. i'orkers were noted abandoning
tools at the check points rather than retrieving
them after frisking and returning them to use.
Most tools checked out from tool cribs are not
returned. Other supervisory management control
problems identified include: pre-job briefing not
given to a maintenance crew; failure of technician
to immediately inform supervisor of a discrepancy
during performance of a procedure; and inadequate
assignments given to Security members.

3. Assessment of Peer Evaluator Process

The Team has concluded that the peer evaluation process ,

is a valuable tool to facilitate the assessment process and is a

useful adjunct to existing line management monitoring programs.,

,(

'
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5. Manaaement Monitorina Proaram

b)\'s - The management monitoring program is now designated the
monitor watch program. As it is presently structured, it has

been shown to be effective in identifying material problen.s and
housekeepir.9 issues. One valuable result from the management

monitoring program is that a number of the personnel responsible

for correction of material problems and housekeeping natters,

participate directly on the monitoring team so that corrective

actions are initiated more rapidly.

Over 100 specific plant-remedial actions have been initiated

through this process in the last three months. Th3; process will

continue.

C. OA S11rveillance Monitorina Procram

1. Process

In 1984, the surveillance monitoring program was

initiated with one individual assigned to this effort. In 1985,

a second individual was assigned. The program was further

strengthened in late 1986 and reached full complement with eight
engineers in September 1907. Each enaineer is certified as a

lead auditor per ANSI N45.2.23 and the division is staffed to

provide expertise in a variety of disciplines such as operations,

fire protection, radwaste, radiological protection, chemistry,
electrical, and security.

A monthly surveillance schedule is issued by the

Surveillance Division Manager. Backshifts are included.

iv
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Emphasis is placed on identified weaknesses in PNPS and in other
' plants. When areas of concen are identified during the period,

unscheduled surveillances are assigned. The surveillances tre

both compliance-to-procedure and performance-oased. Surveillance

checklists are prepared considering PNPS procedures, INPO

guidelines, NRC criteria, and current industry standards

(American Society of Mechanical Engineers (ASME), etc.).

The surveillance monitoring personnel document the

surveillance results on the pre-prepared checklists and a report
is issued. Items of concern that are not resolved prior to the

end of the surveillance are documented using the PNPS corrective

action process. Deficiency reports (DRs) are issued for

conditions contrary to management policies or procedures,

regulatory requirements, or established Boston Edison

commitments. Action Items are issued for matters requiring
further investigation or clarification in order for the QAD to

ascertain whether existing conditions are acceptable or

deficient. Recommendations are issued to obtain action on

potential improvements for QA program-related activities.

At the end of each month, a trending report is issued

to all departments. The report summarizes the activities and

findings during the month.

O
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2. Results of Surveillances

() The following is an example of observations of the

surveillance engineers that illustrate a trend that warrants
additional management attention:

Surveillances conducted of the Equipment) o

Qualification Program implementation resulted in

the issuance of various deficiency reports during
the first quarter of 1988. Work was stopped to

investigate and correct the cause of these

deficiencies.

The following are examples of observations of the sur-

veillance engineers that illustrate positive trends:
, o Improvements in the chemistry area include more

() prompt transmittal of chemistry records to

Document Control, use of newly installed sample

panels, new instrumentation for ion chromatography

and atomic absorption / plasma emicsion spectro-

scopy, and the use of computer-based trending / data
management.

Improved dose tracking through continuingo

Radiation Work Permit use and a reduction in the

number of Radiation Protection (RP) control
stations in the plant, has contributed to the

overall enhancement of RP.

O
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3. Assessment of Surveillance Monitoring Process
(''S
''-

The surveillance monitoring group has identified

important areas for improvement, including the site management

response to surveillance findings. Through the efforts of senior

management and the introduction of the weekly QA interface

meeting with site managers, response has improved and is now

good.

The Team has concluded that the QA surveillance
monitoring program is a valuable tool to facilitate the assess-

ment process and is a useful adjunct to existing line management
monitoring programs.

5 '

,
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IV. ORGANIZATIONAL AND PERSONNEL CHANGES

x_,) In the Restart Plan, Chapter II, Boston Edison com-

mitted to a stronger Nuclear Organization, as indicated by an
,

increase in nuclear management experience with a proven track

record and a plan for orderly transition to a sound, long-term
organization. As of July 1987, when the Restart Plan was issued,

Boston Edison had already taken the initial actions described in

Chapter II to increase its nuclear management experience base and
augment its organizational structure. As the Restart Plan was

implemented, Boston Edison developed a specific plan for transi-

tion to a long-term organization and proceeded to implement

essential elements of that plan. Boston Edison brought in addi-

tional personnel with substantial nuclear experience to man key
positions in the long-term organization. This Chapter summa--

\- rizes: (A) the long-term organizational structure; (B) personnel

and experience level additions for the long-term organization;

and (C) the evaluation of organizational structure and personnel
changes as they affect readiness for restart.

A. Lona-Term Oraanizational Structure

The organizational structure for Boston Edison's long-

term nuclear organization is depicted on Figure 1, which appears
at the end of this chapter. This organizational structure is

functioning effectively and represents the product of extensive

reviews and deliberations among the Nuclear Organization

Management during the fall of 1987. It is supported by detailed

O
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position descriptions for most key positions within the organiza-
O) tion. While adjustments will continue, this basic structure will
%)

be used.

The principal changes which have been made to the

organization which was in place when Chapter II of the Restart

Plan was completed are summarized in the following discussion.

The position of Vice President - Operations was

abolished, the equivalent position of Station Director was

created to report directly to the Senior Vice President -

Nuclear, and the Station Director position was filled. Four

essential plant functions -- Plant Support Department, Plant

Department, Planning and Outage Department, and Nuclear Training

Department -- were assigned direct reporting responsibility to

the Station Director.

) Under the Plant Department, the three plant operational

and support functions which demand the most immediate responsive-

ness to operations were, consistent with maintaining a manageable

span of control, assigned direct reporting responsibility. These

functions are: Operations (including Chemistry); Maintenance;

and Technical (including the Systems Engineering Division).

| The position of Plant Support Manager was established
|

to provide coordinated control over the Fire Protection Division,

!

| and the Security, Radiological, Facilities, Procedures, and
|

| Materials Management Sections. In June 1988, the Procedures

group will be transferred to the Training Department in order to
,

l

more closely couple procedure content with curriculum.

O|
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The Nuclear Training Department was internally
r~'s
( ) restructured to increase staffing levels, to decrease the span of

managerial control, and to incorporate the self-assessment

function. In addition, the Nuclear Training Department *was

realigned to report directly to the Station Director.

The Planning and Outage Department was strengthened by

transferring the Planning and Scheduling Divisions and the

Construction Management Division into this Department. The

functions of the former Planning and Restart Organization were,

as contemplated by Chapters II and III of the Restart Plan,

integrated into the permanent organization.

The former Planning and Restart Organization was com-

prised of the following four branches:

(1) Work Authorization and Control;

t(_s (2) Planning and Estimating;

(3) Material Readiness; and

(4) Work Progress Monitoring.

The former Work Authorization and Control Branch had

the responsibility for screening, prioritizing, and tracking work

items. This function has been transferred to the Planning and

Outage Services Section of the Planning and Outage Department.

The former Planning and Estimating Branch was comprised

of three sections: (1) Planning and Scheduling, (2) cost

Control, and (3) Estimating. The responsibilities of the former

Planning and Scheduling Section for preparing, updating, and

revising work scopes and plans, including the Long Term Plan,

O-
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have been assumed by the Fianning and Outage Department. Cost

() control, including budget estimates, is now the responsibility of
the Business Planning and Budget Control Department. The former

.

Estimating Section prepared the detailed work scopes and esti-
mates. The Planning and Outage Department now obtains cost

estimates from both the Business Planning and Budget Control

Department for labor rates and from the Materials Management

Section of the Plant Support Department for material costs.

Responsibilities of the former Material Readiness

Branch included tracking and managing material items. These

duties are now being performed by the Materials Management

Section of the Plant Support Department.

The former Work Progress Monitoring Branch had the

responsibility of tracking the actual performance of major work

() activities. The Outage Services Division of the Planning and

Outage Department has now assumed this responsibility.

The Quality Assurance fanction, which formerly reported

to the Vice President, Nuclear Engineering and Quality Assurance,

will now report directly to the Senior Vice President - Nuclear.

Two new functions were added to the Nuclear

Organization. The Business Planning and Dudget Control

Department provides budget and cost management functions, while a

staff assistant to the Senior Vice President - Nuclear provides a

dedicated personnel function to meet the particular increased

demands associated with the PNPS outage and the implementation of

the long-term organization.

O
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The Fanior Vice President - Nuclear's Staff was

O) expanded to include three experienced special assistants. The(
responsibilities of the Executive Assistant to the Senior Vice

President - Nuclear have been realigned to include strong central

control and focus in the new position of Director, Special

Projects, on such key matters as the R6 start Plan, Power

Ascension Program, Improvement Action Plans, and Nuclear

organization improvements.

Boston Edison's implementation of essential elements of

the long-term organization goes beyond the Restart Plan

commitment to develop a tranaition plan for the long-term

organization. The organization is logically arrayed and narrows

the spans of control within the organization to improve

manageability.
,

Q)
B. Personnel and Experience Level Additions for the

Lona-Tern Oroanization

As indicated in Chapter II of the Restart Plan, Boston

Edison took a major step toward the achievement of safe and

reliable PNPS restart with the hiring of a Senior Vice President

- Nuclear with extensive experience and a proven track record of

success in the management of nuclear activities. Shortly after
,

the Senior Vice President - Nuclear reported, experienced nuclear

managers were brought in to augment the organization in their

respective capacities as Executive Assistant to the Senior Vice

President and Director of Planning and Restart.

IV-5
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The experience levels and capabilities within the
/~
(,T) Nuclear Organization have continued to expand in parallel with

the implementation of the long-term organization. Since the

Restart Plan was completed in July 1987, a series of additions or

reassignments were made to enhance levels of experience and

expertise within the organization.

The new Station Director brings to Boston Edison more

than 30 years of nuclear and management experience. Since 1980,

ho has been actively involved in management consultation for

commercial nuclear power plant training, maintenance, and opera-
tions. His previous commercial experience included service as

General Manager and Chief Executive Officer of Gas-Cooled Reactor

Associates, and Supervisor of Nuclear Operations for San Diego

Gas and Electric Company. His 26 year career in the Navyb
\~/' included service as Submarine Force Pacific Fleet Assistant Chief

of Staff for Training and Readiness and Senior Instructor for

prospective commanding officers.
,

The Plant Manager has over 17 years of experience in

nuclear power plant operations, maintenance, and training. prior

to joining Boston Edison, the Plant McAnager was employed as Vice

President of Quadrex Energy Services, where he was involved in

consulting for commercial nuclear power plants. Before that, he'

was Manager, Nuclear Plant Services, for General Electric. In

this position, he was responsible for development and conduct of

nuclear plant services and projects business. His prior
i

experience included: Management, Special Operations Program at

O
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the Knolls Atomic Power Laboratory; Site Manager at the Windsor,
<s

( ) Connecticut, Pressurized Reactor Facility; Plant Manager at the
V

DlG Nuclear Power Plant; and Operations Manager, S3G Nuclear

Power Plant.

The Quality Assurance Manager has 15 years of direct,

plant-upecific experience at PNPS. His past responsibilities

included Operations QA Engineer, Maintenance Systems Engineer,
(

Senior Mechanical Engineer, Operational Quality Assurance Group

Leader, Inservice Inspection Group Leader, and most recently,

Operational Quality Control (QC) Group Leader. His successful

performance at PNPS led to his promotion to QA Manager in January

1988.

The Plant Support Manager has extensive experience in

nuclear energy. Most recently, for the Illinois Power Company,

(O he was the Project Manager in the Nuclear Program Coordinationj

Department. His Navy tenure included nuclear submarine experi-

ence as Executive Officer and Chief Engineer. He has been

qualified as a reactor operator for over 22 years anc' he

completed a Senior Reactor Operator's course of instruction on

the BWR-6 plant.

The Business Planning and Budget Control Department

Manager has over 20 years of experience in finance. For over six

| years he managed the corporate budget and cost management

functions for General Public Utilities (GPU) Nuclear's nine divi-j

sions and three plant operating sites engaged in the production

.

and generation of nuclear energy.

|

O
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The Securicy Manager was most recently employed as the

f~)\ Security Department Head at GPU Nuclear Generating Station,'

\_
Oyster Creek, New Jersey. Before that position, he was

Commissioner of the Department of Public Safety for the State of
Connecticut. All told, he has over 28 years of experience in

security and related management positions.

The Operations Section Manager has more than 16 years

of nuclear power experience. He has previously served as

Operating Engineer, Reactor Engineer, Supervisor of the

Independent Safety Engineering Group, Station Nuclear Engineer,

and Plant Engineer at Shoreham Nuclear Power Station on Long

Island. He is a graduate of the U.S. Naval Academy, and served

as Ccmmand Duty Officer, Officer of the Deck, and Engineering

Officer of the Watch on fossil and nuclear powered ships. He was

(O a licensed Senior Reactor Operator at Shoreham and a qualifiedj

Shift Technical Advisor also at Shoreham.

The expertise of the Senior Vice President - Nuclear's

Staff has been enhanced. With the reassignment of the former

Executive Assistant as Special Projects Director, the Senior Vice

President - Nuclear also brour'' in and assigned as a Special

Assistant an individual w!'' .>re than 25 years of nuclear

management experience, including service as a direct report to

the Director, Division of Naval Reactors, United States Atomic

Energy Commission, and service in senior nuclear engineering

management positions for several nuclear utilities. In addition,

an individual with more than 25 years of naval nuclear

p
\
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l

experience, including nuclear submarine comnands and '

() responsibility for readiness of more than 30 submarine crews, was

brought in as a Special Assistant and subsequently assigned as a
'Special Projects Program Manager.

The Maintenance Section has added the new position of

Deputy and has hired to fill that position an individual with

approximately 25 years of direct experience in production and

planning for nuclear repair, overhaul, and refueling work. The
Deputy's experience spans the full range from service as an

entry-level machinist, to supervisor of machine shop operations,

and finally as senior manager in charge of nuclear production and

planning at one of the nation's major naval shipyards. In

addition, the new Mechanical Maintenance Division Manager, who

has more than 15 years of nuclear experience, transferred from

() the QA Department, where he had worked as both a oc engineer and

a QA engineer.

Consistent with the Nuclear Organization's basic

policies, the Maintenance section has also undertaken priority

efforts to eliminate reliance on contractor positions, and to

fill permanent Boston Edison positions within the Section. As

described in Chapter II.B.3. above, 32 additional permanent
Boston Edison positions have recently been authorized and

aggressive efforts are under way to fill those positions at the
earliest practicable time.

The basic policy of reducing contractor reliance and

building the permanent Nuclear Organization has yielded positive

O
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results. The number of contractor personnel at PNPS has been

[ ') reduced from 1820 as of July, 1987, to approximately 440 as of
L/

May 14, 1988. By the end of 1988, this number of contractors is

projected to drop to approximately 245. These numbers include

the contractor guard force which, at the end of the year will be
approximately 120.

The capability of the Nuclear Organization for effec-

tive self-assessment on an ongoing basis has been enhanced by

recent additions to the Nuclear Safety Review and Audit Committee

(NSRAC). The new Chairman was formerly the principal deputy to

the Navy's Chief of nuclear propulsion activities, and has over

30 years of relevant experience. Five more individuals with
similarly extensive backgrounds in naval and commercial nuclear

power operations, engineering, and management have also recently

joined NSRAC.

In summary, the additions of personnel and experience

to the Nuclear Organization have been substantial since the

Restart Plan was developed. This augmented experience and

expertise, coupled with the restructured long-term organization,

establish the bases for permanent improvement.

C. Evaluation of Organizational Structure and
Personnel Chances

Boston Edison's evaluations of organizational structure

end personnel have produced a series of positive indicators that

directly reflect the progress that has been made in upgrading the

capabilities and professionalism of the organization. These

/v s
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evaluations have also identified several areas where additional

() management attention will be required. Brief summaries of each

follow.
.

1. Positive Indic6tions

The operators have shown significant improvement in

knowledge, performance, communications, and demeanor. Recent
,

excellent performance has included improved performance in simu-

lator exercises and the use of formal communications, and in

Control Room demeanor and discipline.

The activities of the organization in regard to

development of Emergency Operating Procedures have been effec-

tive. The joint efforts among Operations, Training, and

I'ngineering reflect strong teamwork and an appreciation of high

stantiards of excellence by all concerned. Reviews by the NRC and

other outside auditors have confirmed the quality of this effort.

Engineering remains a strength at PNPS. The Safety

Enhancement Program (SEP) stands out in the industry as a

noteworthy initiative and the quality of the effort has been

recognized by the NRC.

The Systems Engineering Division (SED) is taking hold

as an effective force at PNPS. The strong interface with

Operations and their expanded role in maintenance planning are

noteworthy.

The Quality Assurance Department (QAD) is a strength at,

PNPS. There is a growing sense of teamwork between key senior

Station Organization management and the QAD. The elevation of

O
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the QAD manager to report directly to the Senior Vice President -
O
t.s ) Nuclear should further enhance the effectiveness of this

function.

Boston Edison has succeeded in lifting the order

modifying the PNPS license and in implementing the Radiological

Action Plan (RAP) . More importantly, the interface between

Maintenance and Radiological has been improved. Radiological

controls now are more readily built into the work process, and
there is less need for emphasis on the enforcement function for

radiological controls. While much work remains, the basic change

in attitudes toward radiological controls has been initiated and

relevant performance indicators show positive trends.

The Nuclear Training Department has implemented an

improvement action plan. Other noteworthy initiatives include an

)
s_/ in-house training program for newly hired exempt employees.

Outstanding achievements include the 100 percent pass rate on

recent NRC operator licensing examinations.

2. Areas Reauirina Additional Manacement Attention

The newly authorized permanent complement of 32

additional Boston Edison employees for the Maintenance Section

will be filled on a priority basis. The Station Director and

Plant Manager will continue to pay particular attention toward

assuring that actions to reorganize, augment, and upgrade the

maintenance organization are effectively and timely implemented.

The Planning and Outage Department vacancies will be

filled with permaaent employees on a priority basis.

IV-12

- -.



Radiological and Chemistry Section manning levels will

| be examined and monitored closely to assure that these sections()n

will be adequately staffed during power ascension and operations.

Continued management attention will be directed to

making permanent appointments (through hiring or promotion) to

the positions of Planning and Outage Manager and Maintenance

Section Manager. A plan to fill the function of Radiation

Protection Manager with a Boston Edison employee meeting the

qualifications of Regulatory Guide 1.8 will be developed and

implemented.

While the quality and experience of personnel are

strong and the organization structure is sound, continuing

attention will be paid to team building, communications, and

control of interfaces. Attention will be given to defining and

authorizing the full personnel complement of the Nuclear

Organization.

During the course of the current outage, Boston Edison

nuclear management determined that an extraordinary effort was

needed to ensure that the workforce became fully informed of the

extensive changes in programs, equipment, and policies at PNPS.

Boston Edison initiated a six-week Workforce Information Program

(WIP) that began on April 11, 1986. The purpose of this program

is: (1) to keep Station employees informed of progress toward

restart and the pursuit of excellence; and (2) to encourage two-

way communication by soliciting from employees, in small group

discussions, their concerns, and/or problems and/or suggestions.

O
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Information for the WIP is being presented using bulletin board

('') postings, F.Y.I. Bulletins, Newsbreak, All Hands Meetings, and
V

most importantly, Work Group Discussion Meetings. This program

has emphasized matters such as the SEP, operator perfordance with

EOPs, and the need for formal communications in operations, and

held those matters up to the organization as examples of the

desired standard of excellence to be sought in PNPS activities.

Feedback has been so positive that the program will be extended

bi-weekly for an additional 12-week period.

3. Conclusions

on the basis of the foregoing, Boston Edison concludes

that:

o The plan for transition to a long-term

O organization has been developed and essential

elements of the long-term organization have been

implemented.

substantial management experience and expertiseo

have been added to the organization in key

positions. A strong, effective management team is

in place; although full Boston Edison manning of

the expanded maintenance section is still

required.

IV-14
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o Particular attention is being directed toward

() assuring that actions to reorganize, augment, and

upgrade the Maintenance Section are effectively
,

and timely implemented,

o Important items which will receive continued

attention are: (1) making permanent appointments

(through hiring or promotion) to the positions of

Planning and Outage Manager and Maintenance
'

Section Manager; and (2) defining and authorizing

the full personnel complement of the Nuclear

organization. A plan to fill the function of

Radiation Protection Manager with a Boston Edison

employee meeting the qualifications of Regulatory

Guide 1.8 will be developed and implemented.

O
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V. BAffS FOR SELF-ASSESSMENT OF READINESS FOR RESTART

[
l As part of Boston Edison's self-assessment of PNPS

. performance during the development of the Restart Plan, a review

by Nuclear Organization senior management defined and articulated

the bases that Boston Edison planned to use for conducting its

self-assessment of PNPS readiness for restart. These bases dealt

directly with the concerns expressed in previous NRC inspections,
including: (1) staffing; (2) work backlog; (3) responsiveness to

regulatory issues; and (4) timeliness and effectiveness of

corrective actions. Nuclear Organization senior management has

again reviewed those bases as part of the RRSA and has confirmed

their validity and applicability. The NRC Staff also acknow-

ledged, in a May 6, 1988 letter, the viability of the Restart

Plan and accepted it as a suitable framework for responding to
the NRC's request for a self-evaluation of restart readiness.

The seven primary bases that Boston Edison selected for

its self-assessment of PNPS readiness for restart are as follows:

At the Time of Restart

"A. Management will have executed its plans
for RFO-7 work.

|

| B. Staffing levels will be adequate to
j support safe and reliable restart and

continued operation, and a plan fori

orderly transition from the restart
organization to a long-term organization
will be established.

OO
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C. Pertinent performance indicator trends

[sT for RFO-7 work, including backlog work,x-) will show that management control has
been established.

D. Self-assessments will have been performed
and action plans established, including
comprehensive action plans' addressing
material condition (including mainte-
nance) and radiological controls, to
assure that management control will
continue.

E. Regulatory issues will have been
addressed.

F. Systems group reviews will have been
completed and restart actions identified
for those reviews will have been closed
or specifically scheduled in the approach
to start-up.

G. The RFO-7 Power Ascensien Program,
including NRC hold points, will have beeny
established."

The processes and results of the RRSA have confirmed

the appropriateness and viability of the Restart Plan. Only

limited changes to the Restart Plan description are necessary to

j reflect current implementation at PNPS. These changes are

reflected in Chapter IV above, (changes to organizational

i structure and personnel) and in Chapter V.A.1., V.B.1., and

V.D.2. below, (changes to Restart Plan Chapters II, III, and IV

implementation). Changes to the Restart Plan, Vol. 2, Appendix

. 10 are identified in Appendix 11 of Vol. 2, Rev. 2.
(
|

|
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Based upon the RRSA, Boston Edison's evaluation and

() conclusions concerning readiness with respect to each of the

foregoing bases are summarized in the succeeding portions of this

Chapter.

A. "Management will have executed its plans for RFO-7
work."

A summary of Boston Edison's evaluation and conclusions

for each constituent part of this assessment basis is presented

below.

1. "Boston Edison's actions to improve
management, as described in Chapter II, will
have been inclemented."

I
!

Chapter II of the Restart Plan set forth a series of

plans and actions that incorporated the following basic eierents:

"a. A strong corporate commitment to
improvement, as indicated by:

1) Adequate resource (financial
and manpower) ccamitments;

2) The continued involvement and
support of senior corporate
management;

3) A well-defined mission for the
Nuclear Organization; and

i 4) Challenging but achievable
goals for each major component
of the Nuclear Organization,

b. A stronger Nuclear Organization, as
indicated by;

a
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1) An increase in nuclear
management experience with a

(} proven track records

2) An improved capability for
planning, scheduling, and work
Control;

3) Realignment of organizational
functions;

4) Improved technical and admini-
strative support; and

5) A plan for orderly transition
to a sound, long-term organi-
zation."

The RRSA affirmed the validity of the essential

elements of Chapter Il of the Restart Plan and, with the excep-

tions noted below or in the Restart Plan, Vol. 2, Rev. 2,

() Appendix 11, found that the elements had been implemented. It ;

was evident that the elements of the Restart Plan, Chapter II,

relating to corporate commitment to improvement were and remain

satisfied. The April 1, 1988 revision of the 1987 Mission,

Organization and Policy Manual (MOP) reinforced this commitment

by articulating and emphaaizing the nuclear ethic. While Boston

Edison'2 Board of Directors will ultimately review the final

state of readiness for restart and authorize Boston Edison's

request, recent reviews of the current state of readiness by

committees of the Board were favorable and resulted in an

expression of continued strong support for Nuclear Organization
management.

|
l
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Based upon the RRSA, it was evident that most elements

() of the Restart Plan relating to a stronger Nuclear Organization

were and remain satisfied. As discussed in Chapter IV of this

report, Boston Edison has gone beyond Chapter II of the Restart

Plan and has not only developed a plan for transition to the

long-term organization, but also has implemented essential

elements of the long-term organization. The changes to the

organizational structure and key management personnel, relative

to the structure and personnel described in the Restart Plan,

Chapter II, are described in Chapter IV of this report. Partic-

ular management attention will be required to assure effective

teamwork. Positive signs that a real commitment to excellence
'

has penetrated the organization include:

| (1) Operator performance in responding to off= normal

events on the simulator. Recent inspections by

the NRC and other independent reviews have been

favorable.

(2) Operator decorum and formality in the Control

Room. While the technical competence of PNPS

operators has been a traditional strength,

operators have had special training in communi-

cations on the simulator and formality in

communication has become an intrinsic part of

standard practice.

O
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(3) Increasingly effective interfaces between key

f) elements of the organization. The SED is playingv
a vital role in serving the needs of Operations
and Maintenance. Similarly, the interfahe between
the Radiological and Maintenance Sections has been

improved, largely by assigning personnel trained

in radiological controls to the Maintenance

Section so that effective radiological controls

are built into the maintenance work process

itself. In addition, the interface between QA and -

Operations, Maintenance, and Suppo!2 functions has

been improved.

While an improved capability for planning, scheduling,
and work control has been developed, the discussion below

() indicates a need for continued management attention to its

implementation.

Chapter II of the Restart Plan contemplated that each

Nuclear Organization Department and Section would develop its own

set of goals and corresponding action plans and schedules to

monitor progress against the achievement of its goals. The

development and monitoring of goals at the Department level has

been sufficient to provide direction to the organization without

additional tracking systems. In addition, goal development and

tracking at the Section level and below is not now considered

neces:sa ry.

O
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2. "An improved planning and work control system
will have been implemented as described in7s

(.) Chaoter III.F."t
.

The current planning and work control system is

adequate to support restart. While the major fundamental

elements of an effective system are in place, in accordance with

the MCIAP, continued management attention will be required to

improve its implementation and efficiency. Several maintenance

procedures and instructions require clarification and

modification in order to capture lasting improvements in work

packages and the work planning process.

3. "Work specified for completion in the RFO-7
schedule. which includes modifications,
preventative maintenance, and corrective
maintenance, will be complete or scheduled for'

(N the power ascension phase. Appendix 2( ,) presents the results of the assessment of this
glement in the form of a Level I Schedule. "

4

Major modification work scheduled for the outage is

complete. Sequenced work and testing remain and will be com-

pleted prior to restart or during power ascension as applicable.

Some emergent modification work is being planned and scheduled

for completion before restart. As noted in Chapter V.C. below,

continued management attention is needed to lu: ther drive down

the numbers of some maintenance indicators. The ongoing review

of power and pre-power ascension testing under the lead of the

Nuclear Engineering Department (NED) will be completed. This

review is discussed in greater detail in Chapter V.G., below.

Any additional testing resulting from this review will be

V-7
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rcheduled for completion prior to restart or during power
gs
( ) ascension. In addition, efforts will be intensified to complete

'

detailed schedules for surveillance testing that will be
'

accomplished prior to restart. .

.

B. "Staffing levels will be adequate to support safe
and reliable restart and continued operation, and a
plan for orderly transition from the restart
organization to a long term organization will be
established."

A summary of Boston Edison's evaluation and conclusions

for each constituent part of this assessment basis is presented

below.

1. "Boston Ecison will have implemented programs,
plans, and actions to improve staffing levels,
experience, effectiveness and support.
Chapters II and III summarize these programs,
plans, and actions."

q

Implementation of the programs, plans, and actions

summarized in Chapter II of the Restart Plan to improve staffing

levels, experience, effectiveness, and support is described above

in connection with Chapter V.A. and Chapter IV of this report.

Chapter III of the Restart Plan stated that, in order to bring

about sustained operational performance improvements, Boston

Edison's plans and actions would incorporate the following basic

elements:

"(1) Increased staffing and experience levels
in key components of the Nuclear
organization.

(2) Improved training in key Nuclear
Organization components.

O
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|

| (3) Upgraded Emergency Operating Procedures
(EOPs) and, over the longer term,, (f-) initiatives to improve other PNPS

p \~/ procedures.
|

(4) Enhanced performance assessment tech-
niques.

(5) Review of the PNPS regulatory documenta-
tion to assure that restart commitments
are properly identified and
dispositioned. !

(6) Improved systems for management of outage
work and site work control.

(7) Improved programs, plans, and actions for
assuring the quality of site work and
corrective actions."

The RRSA affirmed the validity of the essential

elements of Chapter III of the Restart Plan and, with the excep-

tions noted below or in the Restart Plan, Vol. 2, Rev. 2,

Appendix 11, found that those elements had been implemented.

) As discussed in Chapter IV above, and in Chapter V.B.2.

below, increased staffing and experience levels have been

achieved in key positions within the Nuclear Organization. A

high level of management attention and priority will conti le in

order to attain and/or maintain staffing objectives in the

planning, maintenance, and radiological areas.

As a result of reduced demands, staffing in some

organizations has been reduced. There is now only one full-time I

radiological cor.trols specialist assigned to the maintenance
i

production organization. In addition, the staffing of the

Radiological Technical Support Group has been reduced from

approximately 20 engineers and technicians to approximately 10 as
i

O
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contractor employees have been released a,fter completion of the

l major modification work.
\

The Independent Radiological Oversight Committee (IROC)

will be made a subcommittee of NSRAC and, over the long term,

reduced in size. Radiological oversight will be retained as a

permanent element of NSRAC. .

Additional training improvements, beyond those

described in the Restart Plan, are embodied in the Training

Improvement Action Plan. The in-house training program for new

hires is a positive indication of continued improvement, as is

the excellent licensed operator pass rate on qualification exams.
4

Boston Edison provided supplemental SEP-related

information on EOPs and associated training to the NRC. This

information was discussed during NRC audits and SEP meetings in

() lieu of a formal supplement to the July 8, 1987 submittal to the

NRC.

Upgraded EOPs have been developed and favorably

evaluated by the NRC and other independent evaluators. As

indicated in Chapter II.A. above, the long-term initiatives to

improve PNPS procedures have been modified and will be undertaken

over a two year period.
i

Performance assessment techniques, which were described .

|
! in the Restart Plan, Chapter III, have been further refined in

their application at PNPS. As discussed in Chapter V.C. below,

the PET Indicators Reports have been continued and expanded.

Monthly Performance Reports are issued and these reports will be

| O
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modified as priorities dictate to make them continually useful to

/-m

C} management. The Human Performance Evaluation System is in the(

initial stages of implementation, and with continued management

attention, it offers promise as an improvement tool. The manage-

ment monitorf g program, now known as the monitor watch program,

has been modified in scope and types of personnel involved. This

has resulted in a more flexible program that uses a multi-

disciplinary team to review areas selected by the Station

Director.

Boston Edison's Restart Regulatory Response data base

did not include a definition of suggested NRC closure actions

because the NRC's inspection and review processes defined those

actions without need for such suggestions. Restart commitments

have been defined and appropriate changes have been identified to

(~h
t i the NRC in Appendices 10 and 11, respectively, of the Restart
wJ

Plan, Vol. 2.

Improved systems for management of outage work and site

work control have been developed and are available to the Nuclear

Organization. Continued management attention is needed to assure

effective implementation.

Improved programs, plans, and actions for assuring the

quality of site work and corrective actions are in progress. In

addition, initiatives within the line organization show positive

indications. For example, effective critiques were conducted for

a series of events, including the loss of power event and the

work control events in November 1987. As indicated in Chapter

O
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II.A.3. above, the critique process will be institutionalized

(} before restart. The SED has made a positive contribution in

enhancing the capabilities for and performance of root cause
analysis. In addition, the SED interface with Maintenance has

had and will continue to have a positive influence on the quality
of maintenance work. The effectiveness of corrective actions in
the security area is evidenced by the reduction in security
compensatory measures and the consequent elimination of the need

for tracking of compensatory .neasures and generating of weekly

reports for management.

2. "Staffing levels will be adequate to support
safe and reliable restart and continued
operation, as follows:

a. A sufficient number of licensed operators
will be available to man four shifts during

[--]s start-up and power ascension. Over the
'- longer term, the goal of manning six shifts

will be achieved. Appendix 3 in Volume 2
presents the results of Boston Edison's
projections of licensed operator resources
from June 1987 for the period of time
extending through December 1988. As dis-
cussed in Chapter IV.J., licensed operator
resources during start-up and power ascension
will be concentrated by providing an addi-
tional senior licensed operator and a
management presence."

The results of the RRSA review indicated that this

assessment basis has been met. Appendix 3 to Vol. 2, Rev. 2 of

the Restart Plan shows that current projections of licensed

react._ operator resources are such that Boston Edison will

continue to meet this basis.

O
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b. "In the areas of maintenance supervision,
security, fire protection, radiological

[~') controls, and technical, adequate complements
\s / will be established and vacancies will be

minimized. The data will be presented in
Appendix 4." .

The current data, which are presented in Appendix.4 to
Vol. 2, Rev. 2 of the Restart Plan, show that this assessment'

basis has~been substantially nat. A high level of management

attention and emphasis will continue in order to attain and/or

maintain staffing objectives in the planning, maintenance, and

radiological areas. Particular attention will be placed on

hiring permanent Boston Edison employees to fill 32 new

maintenance positions.

3. "A plan for orderly transition from restart to
a lona term orcanization will be established.

'

a. Boston Edison has made the commitment of
resources and continuing senior management
involvement necessary to achieve and maintain
an excellent organization over the long term.
These commitments are presented in Chapter II
of this report."

This assessment basis has been met. As indicated under

Chapter V.A.1. above, the corporate commitment elements of the

Restart Plan have been maintained. The long term organization
l

plan, described in Chapter IV above, reinforces these commit-

ments. The Nuclear Mission Statement in the 1987 MOP was revised
|

in April 1988 to emphasize the nuclear ethic, further reinforcing

| these commitments.

,
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b. "Boston Edison has augmented its organization
-

- by bringing experienced managers into key
7 s] _ Nuclear Organizatior, positions. The aug-3
'%- mented structure and staff of the Nuclear

Organization, as of July 30, 1987, are
presented in Chapter II and III.A. of this
report."

Chapter IV of this report indicates that this assess-

ment basis has been met.

\ c. "Boston Edison will establish a plan for
continuing improvement in its organization

^
and for orderly transition to a long term
organization. This plan is committed to in
Chapter II.A. and the Material Condition
Improvement Action Plan (MCIAP) . "

As discussed in Chapter IV of this report, the plan for

organizational improvement and orderly transition to a long-term
organization has been developed and the essential elements of the

long-term organization have been implemented.

d. "Boston Edison will monitor the
( implementation of its long term organization

by adherence to the following principles:
(1) Overtime will be maintained within

company policy limits as described in
Chapter III.A.2."

Experience in 1988 shows a positive trend and current

'

good management control in enforcing company policy limits.

(2) "The use of contractors to fulfill the
functions of permanent Boston Edison
positions will be minimized as discussed
in Chapter II.A."

The objective of minimizing the use of contractors in

Boston Edison functions has been substantially met. The number

of contractors at PNPS has been reduced from 1820 as of July

1987, to approximately 440 as of May 14, 1938. By the end of

' 1988, the number of contractors is projected to drop to

O
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approximately 245. These numbers include a contractor guard

~[ \%Y force which will be reduced to approximately 120 persons by the
~

end of 1988.

(3) "The backlog of work, as measured by
Boston Edison's Performance Excellence
Team (PET) program performance indi- '

cators,.will be maintained within the
range of established goals. The PET
Program is described in Chapter III.D.
and the results of the PET program
performance indicators are presented in
Appendix 5."

As discussed under Chapter V.C. below, the backlog of

work, as measured by PET program performance indicators, shows a
positive trend. Total MRs, restart MRs, and security-related MRs

still need full attention and will be further driven down by
aggressive management action.

C. "Positive trends in pertinent performance-~

indicators for RFO-7 work, including backlog
work, will show that management control has

'

been established."

Management control is considered to be established

because the results of the following performance indicators are

within the range of respective goals for each indicator:

5/23/88
Indicator Goal Status

Reload Systems 100% of milestones 100%,

,

schedule scheduled>

Total open MRs 1000 1955 (* 1248) i

MRs required for 0 513 (* 122)
Restart

i

i

b
V
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'

Open power block \ 500 406
related MRs '

I''' (INPO definition)
Open Fire Protection 4 0 (FP) 46
and Security MRs 20(Sec.) 29
(corrective
maintenance)

-

Open Deficiency 20 I 31
'Reports (DRs)

,

Overdue DRs 0 0

Non-Conformance 0 5
Reports (NCRs) -

Power Block

Radiological [see discussion below) 10
Occurrence
Reports (RORs) ,

Plant 90% accessible 89.75%
Decontamination floor area clean

* MRs that still require physical work.

O
'#

As used throughout this report, the term "goal" is not''

intended as a go/no-go acceptance criterion. It is intended to
s

have the dictionary meaning: "the end to which effort is

directed." In this sense, Boston Edison's goals are intended to

guide its efforts, and if performance falls reasonably within the

range of a goal, or if trends toward the goal are positive, a

positive management assessment of performance would be indicated.

As of December 1987, 100 percent of the milestones

scheduled for reload, for vessel assembly, for hydrostatic

testing, and for integrated leak rate testing (ILRT) had been

completed. The reload systems schedule work, which was selected
4-

O
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as the indicator, was completed in support of the beginning of

fi reload on September 29, 1987.
V

The number of total open MRs has declined by a net

amount of approximately 1500 over the last 10 months to the

present level of approximately 2000. (This includes new MRs
identified during this period). Of these MRs, approximately 700

are designated for closure during testing and system turnover

prior to and during power ascension. Therefore, only

app::oximately 1300 MRs renain to be closed during the normal

course of business outside ef testing and turnover. Although the

trend of this indicator has bean good, Boston Edison is taking
aggressive action to further reduce the total number of MRs.

Since July 1987, the number of open MRs required for

restart hac declined by approximately ^20 to a current total of

() 513. The majority of these, 383, are now field-complete and will

be closed during testing and system turnover prior to and during

power ascension. The remaining 122 MRs are not now field-

complete but will also be closed during testing and system

turnover prior to and during power ascension. The overall trend

of the restart MRs has been good, but additional management

attention is being focused on this work to ensure that all

necessary MRs are closed on a schedule to support PNPS restart.

The INPO definition has been used to define the
i indicator designated "open power block related MRs." Both the

trend and the overall result of this indicator have been good.

Since July 1987, when there were approximately 650 open power

O
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\

block related MRs, the number has declined to below the goal of

(''} 500 or fewer. The present number of open power block MRs, 406,
V

is well within the goal.

Fire protection and security MRs Werb selected as

indicators of the status of corrective mainten ace. The number

of fire protection MRF has been reduced from approximately 80 in

July 1987, to a number ranging between 30 and 50 in April and May

1988. Therefore, both the trend and the absolute number of the

indicator suggest that the relevant performance is adequate to

support restart. The results of the open security MR indicator,

within the last several months, have indicated a trend in the

direction of the goal. Aggressive management action is being

taken to ensure that the indicator remains reasonably within

range of the goal for restart.

() The number of open DRs has been reduced from 45 in July

1987, to 23 in May 1988. The trend has been a positive one and

the present number is reasonably within range of the goal.

Overdue DRs have also been tracked as an indicator of management

responsiveness to identified problems. The present number of 0

meets the restart goal. Within the past three and one-half

months there has been only one overdus DR, and it was cleared in

four days including a weekend.

Power block NCRs have been reduced from approximately

300 in July 1987, to 5 as of May 23, 1988. The goal for this

j indicator is O at restart. The remaining five NCRs are scheduled

to be cleared prior to restart.

O
U
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A favorable trend is indicated by the fact that work to

(g'') reduce DRs and NCRs was largely accomplished by Boston Edison

personnel while contractor personnel were being phased out.

Issuance and closure of RORs were initially tracked as

the number of open RORs per 150 people onsite. The indicator was

at slightly over 3 in July 1987, and was reduced below 3 by

February 1988. A3 of February, the indicator was redefined as an

absolute number which declined from approximately 100 in February

to 10 as of May 23, 1988. The ROR indicator was redefined to

make it consistent with the industry's (INPO's) indicator, and

beca.use the nunber of people entering the Radiologically

Controlled Area does not change appreciably with the number of

people on site. In addition, since July 1987, Boston Edison has

lowered the threshold for initiation of an ROR, so that RORn are

() now generated for events that would not have been reported

previously. Despite the lower threshold for ROR initiation, the

indicator has a marked downward trend, indicating positive

performance results.

The final performance indicator selected in the Restart

Plan relates to plant decontamination, and consists of the per-

centage of accessible floor area that can be entered in street

| clothes. A1 extensive decontamination effort has increased the
l

clean accessible floor area of PNPS from 52 percent in July 1987,

to 89.75 percent in May 1988. This is a positive trend and a

result reasonably within range of the goal of 90 percent.

|
'

i
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In summary, the performance indicators show a positive

['') trend. The number of total MRs, restart MRs, and security-
u,t

related MRs still need full attention and will be further driven
down by aggressive management action.

D. "Self-assessments will have been performed and
action plans established, including comprehensive
action plans addressing material condition
(including maintenance) and radiological controls,
to assure that manacement control will continue."
A summary of Boston Edison's evaluation and conclusions

for each subpart of this assessment basis is presented below.
1. "Self-assessments and other actions to assure

management control will have been performed or
will be ongoing. Chapter III contains a descrip-
tion of these management programs, plans, and
actions, including those for management perform-
ance monitoring, training, PET activities,
planning and scheduling, and corrective actions. 1 :
Upon submittal of the final edition of Volume 2
and its request for restart, Boston Edison will,,() have completed its self-assessment." '

Volume 2, Rev. 2 of the Restart Plan has been submitted
with this report. Closure of 412 of 498 restart commitments is

complete and the remaining items are scheduled for closure prior

to restart or during the Power Ascension Testing Program. The

request for restart will be submitted to the NRC upon completion

of the NRC's Team Inspection and review and approval by Boston

Edison's Board of Directors.
.
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2. "Boston Edison's programs, plans, and actions

7S to improve plant and equipment performance
N- j will have been implemented as described int

Chanter IV."

i

Chapter IV of the Restart Plan confirmed that, in order

to bring about sustained plant and equipment performance improve-

ments, Boston Edison's programs, plans, and actions will incorpo-
rate the following basic elements:

"(1) Prioritization of the maintenance work
backlog and reduction to manageable
levels;

(2) An improved plan for maintenance
activitics to assure continued management
control;

(3) Effective implementation of radiological
control improvements and a specific
action plan;

(4) An improvement in the conduct of fire
f''g protection activities, completion of
() Appendix R modifications, and reduced

dependence upon compensatory measures;

(5) An improvement in the material condition
of the security system;

(6) Improved conduct of surveillance testing;

(7) A set of plant operational condition
change checklists for restart and power
ascension;

(8) Deployment of a systems group to conduct
system-by-system walkdowns and readiness
reviews for restart;

(9) Closure of Confirmatory Action Letter
(CAL) No. 86-10 items; and

(10) Establishment of a power ascension
program, including NRC hold points."

O
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The RRSA affirmed the validity of the essential
n
i ) elements of the Restart Plan, Chapter IV ar.d, with the exceptionss

noted immediately below, in Chapter IV of this report, or in the

Restart Plan, Vol. 2, Rev. 2, Appendix 11, found that these

elements have been implemented.

Based upon the trends discussed in Chapter V.C. above,
I

the maintenance work backlog is being reduced to manageable

levels. Improvements in work controls and the corrective action

process will help assure continued management control. Positive

control will be promoted through the organizational structure and

personnel initiatives in the maintenance area, as summarized in
!

Chapters II.A.1., II.B.3., and IV above.

Effective implementation of radiological controls

improvements is evidenced by the NRC's lifting of the Order

Modifying License in January 1988. In the long term, effective

implementation will be assured by execution of the RAP. Reduced
,

demands on maintenance have enabled a reduction in the number of

radiological controls specialists assigned to the Maintenance

Section.-

The RAP does not include either Radiological Section

personnel qualification requirements or a description of improved

procedures and facilities for radiological controls as originally

contemplated in the Restart Plan because these elements were

already included in existing documentation.

Improvements in fire protection activities are

signalled by completion of Appendix R modifications, reduced

O
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dependence upon compensatory measures, and results of NRC audits

'} and inspections. Schedules for surveillance and the supporting
w,' .

rationale will be expeditiously completed to assure orderly

progress toward restart.

qe Improvements in the material condition of the Security

System are indicated by a reduction in security MRs and a

reduction in compensatory measures. Recent trends noted in the

NRC inspection reports are favorable. Becauce of the reduction

in the number of compensatory measures necessary, the current

prioritization of the security MRs, and utilization of the PET

indicators, the tracking of compensatory measures, and generating

of weekly reports which were provided to management are no longer

necessary.

Greater management attention has been focused on
,

surveillance testing and the technical datt .ase to improve'

control of surveillances. The existing Master Surveillance

Tracking Program (MSTP) data base is being upgraded. Asi

indicated in Chapter II.A.4. above, efforts to develop an

I
' advanced MSTP using artificial intelligence software did not
|

prove to be practicable. Schedules for surveillance testing,

along with the supporting rationale, will be expeditiously

completed to assure orderly progress to restart.

Plant operational condition change checklists ave been

used effectively and will continue to be used through restart.

The SED has been deployed and is a positive sign of

effective support to and interface with Operations. The role of

O
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l,
the SED has been expanded to include support for the Maintenance

1

[~'i Section as described in Chapter II.B.3 above. Volume 2, Rev. 2LA
of the Restart Plan, Appendix 12, presents summary reports of the
SED activities. '

The status of CAL 86-10 items is summarized in Appendix
8 of the Restart Plan, Vol. 2, Rev. 2. CAL 86-10 restart items

have been addressed. The RRSA provides the self-assessment

contemplated by the NRC's August 27, 1986 letter regarding CAL
86-10.

Boston Edison's letter 87-163, dated October 15, 1987,

submitted the Power Ascension Program to the NRC. By letter 88-

033, dated February 29, 1988, Boston Edison responded to NRC

questions on the program. In accordance with a request by the

_
NRC, a fourth NRC hold point has been added at the 100 percent

fm
( power level. As indicated in Chapters V.A.3. above and V.G

below, the NED review will be completed and any additional

testing will be scheduled for completion prior to restart.

3. "A Material Condition Improvement Action Plan
(MCIAP) will be developed and implemented in
accordance with its provisions. The summary
status of each actien item in the MCIAP will
be Dresented in ADoendix 6."

An MCIAP has been developed and is being implemented in

accordance with its provisions. Eighty-four of eighty-nine

restart items are closed and the remaining items are scheduled

for closure prior to restart. Appendix 6 of the Restart Plan,

Vol. 2, Rev. 2 provides the current status of MCIAP items.

O
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4. "A Radiological Action Plan (RAP) will be
developed and implemented in accordance with

[ ,) its provisions. The summary status of each
(/ action item in the RAP will be presented in

Accendix 7."

A RAP has been developed and implemented in accordance

with its provisions. Just prior to issuance of the RAP, the NRCg

closed out the order which had modified Boston Edison's operating
license. There are a total of 18 RAP action items. Four items

are closed and the work on three additional items is complete

with only administrative closure required. Appenoix 7 to the

Restart Plan, Vol. 2, Rev. 2 provides the current status of RAP

restart items..

E. "Reculatory issues will have been addressed."

# Regulatory issues for PNPS restart were identified in

three primary sources; 1) CAL 86-10; 2) Management Meeting 66-41;-

and 3) Restart Regulatory Responses (Appendix 10 of the Restart

| Plan, Vol. 2).

l

! 1. "Confirmatory Action Letter (CAL) No. 86-10
( open items will have been closed by Boston

Edison or scheduled for completion."

!

The status of CAL 86-10 items is reported in the

Restart Plan, Vol. 2, Rev. 2, Appendix 8. Those CAL 86-10 items

scheduled for completion prior to restart have been internally
[

closed. Two items are scheduled for completion after PNPS
'

restart. These action items are long-term programs not directly
1

related to restart requirements.
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2. "Management Meeting 86-41 items will
have been closed by Boston Edison or,s

( f c scheduled for completion."
V

The status of Management Meeting 86-41 items is

reported in the Restart Plan, Vol. 2, Rev. 2, Appendix 9. The

majority of the 86-41 items scheduled for closure prior to
restart have been internally closed. However, 18 such items have

not yet been closed. Their status is as follows:

8 items - completed

10 items - scheduled for completion and closure in
prior to restart.

Items designated as "completed" are awaiting completion of the

nonconstruction-related activities to provide closure
,

verification.

e- Ten additional 86-41 items are scheduled for completion
"' # after PNPS restart. These items generally fall into one of the

following four categories:

(1) Actions dependent upon test results and/or
analyses of test results for definition of
closure.

(2) Actions that improve or fine-tune actions already
accornplished;

(3) Actions that track completion of continuing
programs not required for restart;

(4) Actions that are long-term and programmatic in
nature.

;

|
|

)
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3. "The Boston Edison' Restart Regulatory Responses
described in Chapter III.E will have been closed

r~ by Boston Edison prior to restart or scheduled for(}j completion."

The Restart Plan, Vol. 2, Rev. 2, Appendix 10 documents

the status of the restart regulatory commitments. The items in

the restart regulatory commitment data base are now scheduled for

closure prior to or during restart and power ascension. Items

previously included in the data base which are long-term and

programmatic are now being tracked separately as applicable.

These changes are documented in the Restart Plan, Vol. 2, Rev. 2,

Appendix 11, "Changes to Regulatory Commitments."

There are 66 action items in the restart regulatory
commitment data base not associated with CAL 86-10 or Management

Meeting 86-41 that have not yet been closed. Their status is as

/'~ follows:V)
27 items - completed

20 items - scheduled for completion and closure
prior to restart

19 items - restart (as defined in Volume 2 Rev. 2
Appendix 10 of the Restart Plan)

Documents which may contain new restart regulatory

commitments made by Boston Edison have been reviewed for possible

inclusion in the data base summarized in the Restart Plan,
Vol. 2, Appendix 10. Items routinely reviewed include meeting

,

minutes from NRC inspections, NRC inspection reports, and other
Boston Edison correspondence with the NRC. Regulatory

a
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commitments not included in the Restart Plan, Vol. 2, Appendix 10

i''N are tracked elsewhere in Boston Edison commitment tracking
i /

" - '

systems.

The Restart Plan Assessment Program provides management

a tool for confirming that the action items associated with each

restart regulatory commitment have been satisfactorily completed

and that those actions taken to resolve the programmatic restart

issues have been effective. Restart action items selected for

assessment met one of the following two criteria:

(1) the item required continuing action on a daily,
monthly, or periodic basis; or

(2) the item resulted in developing a new program.

Using these criteria, 125 of the 524 items found in

Appendix 10 were selected for assessment after closure. The(,, )
4(_) majority of those items (86) were the subject of detailed

assessments, but others were verified by physical walkdowns, or

the documentation was reviewed and verified. Personnel assigned

responsibility for performing assessments were trained in the

assessment process in accordance with written guidelines

developed for the program.

In general, the results of the assessment program are

confirming that the action items were successful in resolving;

programmatic issues for restart. In approximately 10 percent of

the assessments, additional beneficial actions have been identi-

fled. The assessment process has been used successfully to

direct management attention to those areas requiring additional

i V-28
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work, while providing assurance that the items have been properly
('''j resolved and closed. Of the 86 items identified for detailed
Q)

assessment, only 14 remain to be assessed as of May 23, 1988.

Five of those fourteen remain to be closed by line managers and
thus cannot yet be assessed.

The restart regulatory commitments as described in

Appendix 10 to the Restart Plan have been reviewed to identify
any changes necessary to reflect the present content and status

of the commitments. Changes to the commitments are documented in

Appendix 11 to the Restart Plan, along with an explanation of the
need for each of the changes.

F. "Systems group reviews will have been completed and
restart actions identified in those reviews will
have been closed or specifically scheduled in the
approach to startuo."

('s,
Ll The Systems Summary Status Reports required by the

MCIAP and the Restart Plan are maintained for use by the Syster_

Engineers and any others reviewing systems status. System line-

ups are over 70 percent complete, with approximately 45 of the 55

major systems lined up and entering service.

The System Summary Status Reports were initially

developed in July 1987, and have been maintained current to date.

! The scope of these reports includes: (1) major system production
!

work completed; (2) significant issues addressed; (3) outstanding

system post outage work items; (4) summary of significant system
i

testing status; and (5) outstanding comments and/or problems.
!

|
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The information in the System Summary Status Reports
.[ v and in their backup documentation, System Status Books, has been
Q)

instrumental in managing the outage scope. The SED provides

assistance in determining work priorities and elevating work
through the existing planning processes such as the PNPS staff

meeting, the WPRT meeting, the daily work look-ahead meeting, and

the twice-per-week "System Window" Planning meetings.

The System Summary Status Reports will be submitted as

Appendix 12 of the Restart Plan, Vol. 2, Rev. 2. Restart action

items have been documented and are either closed, or scheduled in

the approach to start-up. From a systems readiness perspective,

the major plant systems already are, or will be, ready to support
restart.

G. "The RFO-7 Power Ascension Program, includingf-ss

{'N
NRC hold ooints, will have been established."

The Power Ascension Program kas submitted to the NRC by

letter number 87-163, dated October 15, 1987. As explained in

the transmittal letter, the description of the Power Ascension

Program and the associated Boston Edison process for assessment

of performance during power ascension were expanded beyond the

level of detail originally contemplated in the Restart Plan.

Therefore, the Power Ascension Program was transmitted as a

separate document rather than as Appendix 13 to Vol. 2 of the

Restart Plan.

The Power Ascension Program includes a description of
,

the logic plan for testing and power ascension, Boston Edison's

i a
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l.

assessment points, the proposed NRC approval points, the start-up
,n

(y} organization, and the management assessment process. As the

final phase of the Restart Plan, the Power Ascension Program is
the mechanism by which Boston Edison will demonstrate the

effectiveness of its programs, plans, and actions to assure safe

and reliable restart and continued operation of PNPS.

Boston Edison responded to NRC questions on the Power

Ascension Program in a letter dated February 29, 1988, and

provided additional information to the NRC on the test program in
a public meeting hold on April 8, 1988, at the NRC's Region I

offices.

Boston Edison is conducting a review of the Power

Ascension Program start-up test plan to verify the accuracy and I

completeness of the program. An engineering design review board
/~h

( [, ) assisted by PNPS personnel is finalizing an intensive review of

-the start-up dynamic test plan.

The review used as its starting point operating tran-

sients selected on the bases of plant design, plant-specific

operating experience, and initial plant start-up transient tests.

The transient-by-transient, test-by-test review was designed to

ascertain the completeness of the test programs and to recommend

changes, if required. For each transient and potential start-up '

test, a number of elements were considered to predict where

system and/or component behavior during the plant transient might

differ from prior behavior, and therefore where dynamic testing
might be warranted. Elements considered in this evaluation were

r

%Ls
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plant design changes, major maintenance work, unresolved items,
,.-

[ J and potential problems. The potential behavior changes of thev
most interest were the following:

(1) Plant response during transients where key
plant parameters (e.g., reactor pressure)
could be affected; especially if analysis

,

predicted values could be exceeded or
Limiting Condition for Operation (LCO) limits
might be approached, and

(2) Unwanted outcomes which might occur during
the transient (e.g., scrams or failure to
scram, containment isolation or failure to
isolate, etc.).

The second major step in the review process was to

assess the adequacy of the test program to ensure that potential

problems will be caught.during testing. The types of tests

considered were post-work tests, routine surveillance tests, and

h the dynamic tests already planned in the Power Ascension Program.

The test coverage was reviewed on a transient-by-tra.sient,

response-by-response basis to determine whether it would provide

assurance that the potential problem would be identified before

full-pcWer operation.
.

The preliminary results of the review indicate that

additional transient tests during the Power Ascension Program

would provide no significant benefit. During the course of the

review, it became apparent that the thoroughness of post-work

testing (PWT) is extremely important to a number of critical

design changes and major maintenance items. Therefore,

additional detailed reviews of plant PWT of selected design

['l
Q/
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changes have been initiated to establish this adequacy in
O
'q f assuring the affected systems will perform as designed and to'

determine whether any additional PWT prior to start-up should be

conducted. The dynamic test review is expected to be finalized

in June '4.

The review results indicate that the Power Ascension

Program start-up tests include the key dynamic tests necessary

fcr restart and thus confirm the content of the program as origi-

nally developed. Additional post-work tests which are

recommended as a result of this effort will provide additional

assurance that PNPS is ready for safe and reliable operation.

'
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VI. CONCLUSIONS

r.,
( )
\ws) Boston Edison has concluded that, upon completion of

the actions identified in the RRSA and the Restart Plan,, PNPS
will be ready for safe and reliable restart and continued

operation.

The RRSA has confirmed the appropriateness and validity

of Boston Edison's Restart Plan, which was submitted by Boston

Edison on July 30, 1987. The NRC has acknowledged the viability

of the Restart Plan, and accepted it as a suitable framework for

responding to the NRC's request for a self-evaluation of restart

readiness.

The RRSA has identified the following matters relating

to plant and equipment performance, operational performance, and

management and organization which show significant improvemente-

\l but which require completion of specific, well-defined actions

for restart: material condition and cleanliness; maintenance;

I planning and scheduling; plant testing and readiness; system

lineups; operations performance; formality of communications;

procedure adequacy; drawing completeness and accuracy; and

institutionalization of site work practices. Schedules for

actions to address these matters will be provided to the NRC by

separate correspondence requesting commencement of the NRC's team

inspection.

The RRSA found an improved performance trend in the

functional areas of radiological controls, surveillance, fire

protection, security, and assurance of quality, all of which were

<
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identified as areas for increased attention by the NRC's 1986

'[ p) Systematic Assessment of Licensen Performance (SALP) report (86-
u

99). Subject to closure of remaining actions identified by PNPS

line management, Bcston Edison will have resolved the issues

identified in the 1986 SALP report.

The results of Boston Edison's independent performance

evaluations indicate that the peer evaluator process and the QA

surveillance monitoring program are valuable tools that

facilitate the as '.sment process and are useful adjuncts to

existing line rugement monitoring processes.

The plan for transition to a long-term organization has

been developed and essential elements of the long-term organiza-

tion have been implemented. Substantial nuclear management

experience and expertise have been added to the organization in

O) key positions; although full Boston Edison manning of the(
,

expanded Maintenance Section is still required.

The RRSA confirmed the appropriateness and validity of

the bases for self-assessment of readiness that were established+

in Chapter V of the Restart Plan. Those bases for assessment of

readiness for restart have been substantially met.

.
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