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May 15,1986 Dh8Ob
Anna D. Price, Chairman
Deborah Henning, Vice Chairman
SMUD Ratepayers' Association, Inc.
P.O. Box 220
Elk Grove, California 95624

Dear Ms. Price and Ms. Henning:

I am writing in response to your letter of March 6,1986 to the Region V
Office of the Nuclear Regulatory Commission regarding your concerns about the
Rancho Seco Nuclear Generating Station.

In your letter, you attached a ccpy of an Institute of Nuclear Power
Operations (INP0) report of a progress check visit to Rancho Seco conducted in
December 1985 and asked that we review and comment on the INP0 report. While
we read INP0 reports for information, it is not the NRC's practice to review
and comment on such reports for several reasons. First, the NRC has well
established regulatory programs for oversight and inspection of plant
maintenance, training, radiological controls and other activities and we
routinely perform inspections in those areas. For example, the NRC staff
performed a maintenance survey of the Rancho Seco facility from September 30,
1985 to October 4,1985 and forwarded the results of the survey to SMUD as
an aid for improving the licensee's maintenance program. A copy of our report
(letter dated January 10,1986) is enclosed for your information. We have our
own independent programs for facility oversight and inspection to identify
licensee deficiencies and, although we applaud industry initiatives toward
self-regulation, we do not view or rely on INP0 initiatives as a replacement of
our regulatory activities and responsibilities for protecting the health and
safety of the public.

Secondly, INP0 was established as a nuclear utility industry initiative to
enhance the safety, productivity and reliability of nuclear power plants. The
establishment of INP0 is an industry effort toward self-regulation and
recognition by the member utilities that the primary responsibility for plant
safety, productivity and reliability rests with the utilities (i.e., the
nuclear plant licensees).

Team (IIT) ged in your letter that the NRC maintain an Incident InvestigationYou also ur
on site at Rancho Seco to assess the " feasibility of getting Rancho

Seco back on line." The IIT was established by the Commission's Executive
Director for Operations to investigate the December 26, 1985 overcooling
transient and the IIT charter essentially ended with the issuance of their
report, Loss of Integrated Control System Power and Overcooling Transient at
Rancho Seco on December 26, 1985, NUREG-1195, and presentation of their
findings and conclusions to the Coanission at a public meeting in February of
this year. The lead responsibility for assuring that all identified issues
and concerns are resolved prior to facility restart has been assigned to my
organization, the NRC Office of Nuclear Reactor Regulation . As you are
aware, Mr. John Martin (Administrator of Region V), Mr. James Taylor
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(Director of the Office of Inspection and Enforcement), and I visited the
Rancho Seco facility during the week of March 24, 1986 for briefings by SMUD

- management on their corrective action plan and an inspection of the plant.
'The SMUD Ratepayers' Association was advised of those meetings and invited
to attend. At those meetings, SMUD management committed to take the lead in
developing a. broad-based recovery plan for the Rancho Seco plant that goes
beyond the issues derived from the December 26, 1985 event to correct the
design programmatic and organizational deficiencies affecting the Rancho Seco4

..

plant. The NRC staff and the Commission approval of the licensee's plan will be
needed prior to restart.

Lastly, in your letter, you requested that a full Atomic Safety and Licensing*

Board hearing be held in Sacramento, California to provide the SMUD
| Ratepayers' Association the opportunity to hear explanations of resolution.of-

'

safety concerns, plant status and assurances that the alant can be restarted
and operated safely and reliably. In the current circumstance, the

' opportunity for a hearing would present itself only in the context of an
amendment to-the Rancho Seco operating license. Although there may be-a

1

. . -significant number of actions taken by the licensee prior to authorization of
restart of the Rancho Seco plant, at this time we are not aware of any action
that could result in an amendment to the plant operating license. Therefore,
if this _ continues to be the case, no opportunity for a hearing would be provided -
to the public. However, we will add the SMUD Ratepayers' Association to the
Rancho Seco service list for the purpose of keeping you informed on meetings
held with SMUD affecting recovery of the plant.

I would note in closing that the NRC will not permit the restart of Rancho
Seco.until we are convinced that the facility can be operated without undue
risk to the public health and safety. I appreciate your interest in the safety
of the Rancho Seco facility and look forward to hearing from you should you
have.any further inquiries.

Sincerely,

MEl.$@@ W
Harold R. Denton, Director
Office of Nuclear Reactor Regulation

Enclosure: As stated
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(Director of the Office of Inspection and Enforcement), and I visited the
Rancho Seco facility during the week of March 24, 1986 for briefings by SMUD

imanagement on their corrective action plan and an inspection of the plant. The
SMUD Patepayers' Association was advised of those meetings and invited to

0 attend. At those meetings, SMUD management committed.to take the lead in
developing a broad-based recovery plan for the Rancho Seco plant that goes,

beyond the issues derived from the December 26, 1985 event to correct the
design programmatic and organizational deficiencies affecting the Rancho Seco

'

plant. The NRC staff and the Comission approval of the licensee's' plan will
be needed prior to restart.

Lastly, in your letter, you requested that a full Atomic Safety and Licensing
Board hearing be held in Sacramento, California to provide the SMUD
Ratepayers' Association the opportunity.to hear explanations of resolution of
safety concerns, plant' status and assurances that the plant can be. restarted

,,

and operated safely and reliably. In the current circumstance, the,1

opportunity for a hearing would present itself only in the context 'of an'

amendment to the Rancho Seco operating license. Although there may be a-o

significant number of actions taken by the licensee prior to authorization of
restart of the Rancho Seco plant, at this time we are not aware of any action
that could result in an amendment to the plant _ operating license. Therefore,-
if this continues to be the case, no opportunity for a hearing would be provided
to the public. However, we will add the SMUD Ratepayers' Association to the |

Rancho'Seco service list for the purpose of keeping you informed on meetings
held with SMUD affecting recovery of the plant.

I would' note in closing that the NRC will not permit the restart of Rancho
Seco until we are convinced that the facility can be operated without undue
risk to the public health and safety. I appreciate your interest in the safety
of the Rancho Seco facility and look forward to hearing from you should you
have any further inquiries.,

Sincerely,

Darrell G. Eisenhut, Acting Director
Office of Nuclear Reactor Regulation

Enclosure: As stated
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(Director of the Office of Inspection and Enforcement), and I visited the
. Rancho Seco facility during the week of March 24, 1986 for briefings by SMUD
management on their corrective action plan and an inspection of the plant. The
SMUD Ratepayers' Association was advised of those meetings and invited to
attend. At those meetings, SMUD management committed to take the lead in
developing a broad-based recovery plan for the Rancho Seco plant that goes
beyond the issues derived from the December 26, 1985 event to correct the
design programmatic and organizational deficiencies affecting the Rancho Seco
plant. The NRC staff and the Commission approval of the licensee's plan will
be needed prior to restart.

Lastly, in your letter, you requested that a full Atomic Safety and Licensing
Board hearing be held in Sacramento, California to provide the SMUD
Ratepayers' Association the opportunity to hear explanations of resolution of
safety concerns, plant status and assurances that the plant can be restarted
and operated safely and reliably. In the current circumstance, the
opportunity for a hearing would present itself only in the context of an
amendment to the Rancho Seco operating license. Although there may be a
significant number of actions taken by the licensee prior to authorization of
restart of the Rancho Seco plant, at this time we are not aware of any action
that could result in an amendment to the plant operating license. Therefore,
if this continues to be the case, no opportunity for a hearing would be provided
to the public. However, we will add the SMUD Ratepayers' Association to the
Rancho Seco service list for the purpose of keeping you informed on meetings
held with SMUD affecting recovery of the plant.

I would note in closing that the NRC will not permit the restart of Rancho
Seco until we are convinced that the facility can be operated without undue
risk to the public health and safety. I appreciate your interest in the safety
of the Rancho Seco facility and look forward to hearing from you should you
have any further inquiries.

Sincerely,

Harold R. Denton, Director
Office of Nuclear Reactor Regulation

Enclosure: As stated
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(Director of the Office of Inspection and Enforcement), and I visited the
Rancho Seco facility during the week of March 24, 1986 for briefings by SMUD
management on their corrective action plan and an inspection of the plant. The
-SMUD Ratepayers' Association was advised of those meetings and invited to
attend. At those meetings, SMUD management committed to take the lead in

-developing a broad-based recovery plan for the Rancho Seco plant that goes
beyond the issues derived from the December 26, 1985 event to correct the

. design programmatic and organizational deficiencies affecting the Rancho Seco
plant. The NRC staff and the Commission approval of the licensee's plan will
be needed prior to restart.

Lastly, in your letter, you requested that a full Atomic Safety and Licensing
Board hearing be held in Sacramento, California to provide the SMUD
Ratepayer's Association the opportunity to hear explanations of resolution of
safety concerns, plant status and assurances that the plant can be restarted
and operated safely and reliably.

Although there may be a significant number of actions taken by the licensee
prior to authorization of restart of the Rancho Seco plant, at this time we
are not aware of any action that could result in an amendment to the plant
operating license. If this continues to be the case, no opportunity for a
hearing would be provided to the public. However, we would propose to add the
SMUD Ratepayers' Association to the Rancho Seco service list for the purpose
of. keeping you informed on meetings held with SMUD affecting recovery of the
plant.

I would note in closing that the NRC will not permit the restart of Rancho
Seco until we are convinced that the facility can be operated without undue
risk to the public health and safety. I appreciate your interest in the safety
of the; Rancho Seco facility and look forward to hearing from you.

Sincerely,

Harold R. Denton, Director
Office of Nuclear Reactor Regulation

i Enclosure: As. stated
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January 10, 1986

%
i

Docket No. 50-312

_

Mr. Ronald J. Rodriguez
Assistant General Manager, Nuclear
Sacramento Municipal Utility District
6201 S Street
P. O. Box 15830 .

Sacramento, California 95813

Dear Mr. Rodriguez:

Enclosed please find the results of an NRC maintenance survey conducted
from September 30 to October 4,1985. The survey is the first phase of a
multi-year Maintenance and Surveillance Program Plan which was developed to
provide data for future NRC regulatory programs with regard to maintenance
and surveillance practices at licensed facilities. The enclosed survey
report will be used by the NRC to' evaluate the need to modify the existing .

regu.latory oversite of maintenance and surveillance practices. Unless
factual errors are identified, the report does not require a specific
response from the Sacramento Municipal Utility District. It is sent to you
as an aid for improving your maintenance program.

Sincerely,
7.81GIEL sIrdeg

M$t.Ff0LP.d' ,-

John F. Stolz, Director
PWR Project Directorate f6
Division of PWR Licensing-B

cc: See next page
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Mr. R. J. Rodriguez Rancho Seco' Nuclear Generating* '

Sacramento Municipal Utility District Station
-. .

.
~

cc:
Mr. David S. Kaplan, Secretary Sacramento County

and General Counsel Board of Supervisors
Sacramento Municipal Utility 827 7th Street, Room 424District Sacramento, California 958146201 S Street ''

P. O. Box 15830 Ms. Helen HubbardSacramento, California 95813 P. O. Box 63 -

Sunol, California 94586
Thomas Baxter, Esq. '

Shaw, Pittman, Potts & Trowbridge
1800 M Street, N.W.
Washington, D.C. 20036

Mr. Robert B. Borsum i ,,, -

Babcock & Wilcox
Nuclear Power Generation Division
Suite 220, 7910 Woodmont Avenue
Bethesda, Maryland 20814

Resident Inspector / Rancho Seco
c/o U. S. N. R. C.
14410 Twin Cities Road
Herald, California 95638

Regional Administrator, Region V
U.S. Nuclear Regulatory Commission

- 1450 Maria Lane, Suite 210
Walnut Creek, California 94596 '

Director ' ' ''

Energy Facilities Siting Division' * ' '- " - ' ' ~ ~ ~ * ' ~ ' ' ' " ' ' ' ~~'
- '

. Energy Resources Conservation &
- -'

.

Development Comission
1516 - 9th Street
Sacramento, California 95814

Mr. Joseph 0. Ward, Chief -

Radiological Health Brancho

State Department of Health Services
714 P Street, Office Building #8
Sacramento, California 95814

.
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EXECUTIVE SU>f4ARY

As part of the U. S. Nuclear Regulatory Comission's (NRC) Maintenance and
Surveillance Program.'s Survey and Evaluation of Maintenance Effectiveness
Project, a site survey was conducted at the Rancho Seco Nuclear Power'

Plant. The purpose of the visit was to collect descriptive data and
observations about Rancho Seco's maintenance and surveillance program,
using a data-gatheHng protocol developed for this project. The site
survey was conducted the week of September 30, 1985, with a team of three
NRC and two Pacific Northwest Laboratory (PNL) staff.

Protocol information was collected in five main areas: organization and
adninistration; facilities and equipment; technical procedures; personnel;
and work control. The protocol includes the detailed information, while
this report contains selected observations and sumaries extracted from

'

that protocol.

Organization and Administration. The Rancho Seco plant's Maintenance4

Department is in the middle of a significant change in size, structure,
and operating philosophy. The maintenance staff size has almost tripled
over the past five years, but the organizational structure had not changed
in order to keep up with the increase. While a formal job / task analyses.

on new and some existing jobs is being conducted, other aspects of the
'

maintenance program are not being treated in the same systematized
manner. Preventive, corrective, and predictive maintenance are not
defined in plant policies and procedures; and specific goals and

-' objectives for maintenance had not been set in the past. Recently, the
Nuclear Utilities Management and Human Resources Comittee (NUMARC)
indicators were adopted for use in tracking maintenance performance.

The plant has no formal equipment trending system (one is to be
implemented next year), no formal root cause analysis program (one is in
the process of being implemented and should be completed next year), no
method for tracking long lead time spares, and no method for integrating
surveillance tests, preventive maintenance, and corrective maintenance.

Inadequate supervision and poor comunications in some areas have recently
been recognized as problems. Formal policies on how much time a

-
' supervisor should spend out in the field have been implemented, and the*

c.omunication problems are being addressed through training, requiring
design engineers to spend more time in the plant, and implementing a
liaison position for interface between plant staff and contractor design
engineers.

Facilities and Equipment. Maintenance workshop, spare parts storage, and
tool storage appear to be adequate, though requirements were not|

' determined through an initial formal analysis. At this time, contaminated

.-
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item storage represents the only space problem. Maintenance is delayed on
the average of about once per week due to the unavailability of spare
parts. This problem is related to the lack of an automated inventory
control system.

Technical Procedures. Maintenance procedures for use by craftsmen while
|

doing maintenance work were not developed, t.ontrolled, and updated using a l

fomal program in the past. The plant is now moving to a more formal
approach for procedure development. QC hold points are set by engineering jstaff in the maintenance work groups. The QC Department reviews QC hold ;

points that are in the maintenance procedures, but QC is not. required by
Administrative Procedure to review QC hold points placed by the
engineering staff in the Work Order.

Personnel. Staffing considerations were made in a reactive manner in the
{

-

past, f.e., no staffing level planning was done and hires were made in an '

-

attempt to catch up with an increasing work load and Work Request backlog.
The Maintenance Department management and supervisory staff feel that the ~

present staffing levels are too low and that too much of the maintenance
work is being done by contractors. Thus, Rancho Seco has recently carried
out a staffing needs assessment and determined what job functions should
be moved from contractor to Rancho Seco staff. Hiring is to take place
next year to carry out the staff expansion.

Maintenance. training has been very limited. Two years ago, the Training
Department decided to obtain Institute of Nuclear Power Operations (INPO) -

accreditation and therefore began using a systematic approach to training,

development. The benefits of this approach are not expected to be felt
until next year.

Work Control. Work control and the planning / scheduling system have been
inefficient. Currently, most of the planning and scheduling is carried
out by the light Foremen. These paperwork requirements, involving the
Work Request, have kept the light Foremen from performing needed

! supervision. Next year a spec' fic Scheduling Department is to be added to
handle the scheduling function. In addition, a planning position is to be
added to each of the three maintenance work groups.

The role of Quality Control (QC) regarding maintenance at Rancho Seco does
not include certain responsibilities. For example, QC hold points are not-

.

set by QC staff, QC is not carried out on non-safety-related equipment QC
does not car'y out random inspections, and QC is typically given little to|

r

no forewarning about the need for a QC inspection.

In sununary, until .this year Rancho Seco's maintenance program was not
based on a systematic approach to maintenance. As a result of recent
maintenance initiatives, there are now elements of such an approach,
especially in the training and staffing areas. The implementation of
these and other modifications .is currently ongoing and in various stages
of completion. It is therefore too early for a survey team or the
facility to detemine how effective these changes will be.

'
.
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U.S. NUCLEAR REGULATORY COMMISSION
DIVISION OF HUMAN FACTORS TECHNOLOGY (DHFT)

_ {
|

RANCHO SECO NUCLEAR POWER PLANT
SITE SURVEY REPORT

A. GENERAL INFORMATION:
!

Docket No.: 50-312 License No.: DPR-54
'

Licensee: Sacramento Municipal Utility District
6201 S Street
P. O. Box 15830
Sacramento, CA 95852-1830-

*

Survey Conducted: September 30 through October 4,1985
.

Team Members: N. B. (Tony) Le, NRR, Team Leader
S. Miner, Project Manager, NRR
D. Brinkman IE
W. Albert, RV
W. Rankin, PNL
J. Boegel, PNL

B. SURVEY METHODOLOGY:

The NRC has undertaken a program to investigate, and, if necessary,,

'
instigate measures to improve maintenance in the U.S. nuclear power
industry. A multi-year Maintenance and Surveillance Program Plan
(MSPP) (SECY 85-129) has been prepared to document this program. The
MSPP has two purposes: (1) Provide direction for NRC efforts to
ensure effective maintenance and surveillance and (2) Propose

-

alternate regulatory approaches with respect to maintenance and
surveillance activities, if necessary. The MSPP identifies the
technical and regulatory issues to be addressed and directs the
integration and planning of NRC's activities to accomplish these
objectives.

Phase I of this effort is entitled " Survey and Evaluation of
Maintenance Effectiveness." A major objective of this project is to.

"

' btain information and assess the current practices of nuclear powero
plant maintenance and surveillance programs in five broad categories:

o organization and adninistration
o facilities and equipment
o technical procedures
o personnel
o work control -

|
,
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Observations by individuals interviewed during the site visit are
noted as such; where differing opinions or descriptive facts and
figures were given, efforts were made to confirm or verify that
infonmation through other sources.

The attached appndixes contain a list of Rancho Seco staff who were
interviewed, a list of the people who attended the entrance and exit ,
meetings, a listing of Rancho Seco plant data, and the proposed
reorganization of the Rancho Seco Maintenance Department. A
comp' eted protocol,'and the materials / references obtained at the site
are part of the MSPP file. The material has been cleared by
Sacramento Municipal Utility District with respect to 10 CFR 2.790
(Public Inspections, exemptions, requests for withholding).

.
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C. DESCRIPTIVE DATA:

1. Organization and Administration

a. General Description

The entire organization of the Rancho Seco plant, including the
Maintenance Department, is in the midst of a gradual but
significant change in size, structure, and operating

~ h'losophy. In essence, it is moving to a much largerp

organization with more of a vertical, line-management-oriented'

approach. The Sacramento Municipal Utility District (SMUD) has
taken on a new corporate motto to move from " sufficiency to
perfection.",

'

One aspect of this change is in the organizational structure.,

No major organizational change had taken place over the past
several years, despite a tripling in maintenance staff. The
femal organization as it currently exists has the I4C and
electrica' functions combined, and the ISC Superintendent and
Mechanical Superintendent report directly to the Plant,

Superintendent. The whole plant, including the Maintenance
Department, is in the process of an "interta change" (see Figure
1). The major change in the interim organization is to separate
ISC and electrical and to place the electrical functions under
an' interim Nuclear Electrical Superintendent. A final>

organizational structure has been conceived and is in the
process of internal review. . It will then be reviewed by the
SMUD Board of Directors. The new organizational structure is to
be implemented in the summer of 1986. The main changes as they
affect the Maintenance Department are the formalization of the
Nuclear Electrical Superintendent position and Nuclear

*

Electrical Department and the addition of a Maintenance
Manager. Under the proposed reorganization, the electrical,
mechanical, and IAC superintendents will report to the
Maintenance Manager, who, in turn, will report to the Plant
Manager. In add' tion to the organization structural change,
maintenance staff size is to increase by about 50% from the end

-
' of 1985 to the end of 1986 As the size of the organization

- increases, connunication among work groups my become more
difficult. The Maintenance Department has experienced some
connunication problems with Operations and the Design Group in
the past, but has now implemented several programs to overcome
the communication difficulties (e.g., some cross-training of-

operators and maintenance staff). -

Another aspect of the organizational change is to increase the
amount of supervision of maintenance work in the field.
Foreman-level supervision had been limited by the papemork
requirements of the job (e.g., getting Work Request sign-offs,
'doing job planning, and getting Radiation Work Permits). New

| Job positions have been created and filled to lessen most of the
.

e
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Figure 1. Rancho Seco Organization Chart
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paperwork burden. In addition, a policy has been set for the
amount of time that all supervisors are expected to be in the
plant observing and supervising work.

The licensee is also implementing a more fonnal approach to
maintenance. In the past, definitions and goals for maintenance
were not set down in administrative policies and procedures. No
formal evaluation of the maintenance program was carried out.
The plant is moving to the use of the NUMARC and other
indicators to track Maintenance Department performance.

b. Specific Observations

The organization of the maintenance program underwent a
structural change in August of 1983, when the Maintenance-

Superintendent position was dropped and the Plant
Superintendent, Electrical / Instrument and Control (ISC)
Superintendent, and Mechanical Superintendent absorbed the
functions. This consolidation was probably only possible
because the Maintenance Superintendent was the person moved up
to the Plant Superintendent position. Since that time there has
not been a Maintenance Superintendent, but the proposed!

'

reorganization for Rancho Seco includes a reintroduction of the
! Maintenance Manager (Superintendent) position (See Appendix D).
'

,

The Plant Superintendent stated that in retrospect it was
probably a mistake to do away with the Maintenance

- . Superintendent position, because, in a time of expanding staff,
' more supervisors, rather than fewer, were needed. In seeing the

need and being advised by the Institute of Nuclear Power
Operations (INPO) to reduce the number of staff being supervised
by a single individual, the plant is now in the midst of an
interim change involving the addition of supervisory staff. The
interim organizational structure, as of September 1984, took the
form shown in Figure 1.

A final plan for the organization structure is being developed,
pending more input from,a contractor who is helping with the
restructuring. The schedule for implementation is Sumer,
1980. The proposed structure for the overall plant organization

| . is shown in Appendix D.-

The survey team was also provided with information concerning
planned restructuring of the Maintenance Department next
sumer. The proposed (the new structure has not been approved
by the SMUD Board of Directors yet) organizational structure for
the Maintenance Department is also shown in Appendix D. The
reorganization reflects a heightened emphasis on preventive
maintenance. The reorganization also will add a planner to each
of the three maintenance work group. This will remove the
planning function from the foremen, d ich will allow them more
time to spend in direct supervision.

I

;
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INPO recent1'y h]gested that the plant increase the amount of
direct maintenance supervision. A memo was recently written by
the Maintenance Department Manager setting specific goals for
the amount of time supervisory staff are to spend in the field.

For Maintenance, the foremen are expected to spend four hours
per day in the field, supervisors are expected to spend two
hours per day in the field..and superintendents are expected to
spend one hour per day in the field. These supervisory staff
have been directed to pay close attention to: 1) Safety
practices' and the proper use of tools and other materials; 2)
radiation protection practices; 3) the proper use and adequacy
of procedures; 4) sufficient level of detail on the Work
Request; 5) coordination and conflict between the various work

$. groups; 6) housekeeping practices; and 7) quality of the
workmanship.

The administrative policies and procedures are informal in that
they do not include, for example, definitions of preventive,
corrective, and predictive maintenance or specific goals and
objectives for the different types of maintenance. The plant
has moved to a more structured approach, using the NUMARC and
other indicators to track maintenance and operations (the
Monthly NUMARC Trend Report lists 43 variables that are tracked
under nine broad headings: plant operations, engineering
configuration controls, industrial safety, maintenance work
requests, nonconformance reports, quality assurance,a
radiological protection, reportable occurrences, and 10CFR50.59
reviews). Plant maintenance supervisory and management staff
have formulated ideas for applying the NUMARC ind' cators to

. Rancho Seco. In general, these staff believe that the NUMARC
indicators should be modified to be more specific to the -

] maintenance program.
I

There is a stated goal at the plant of an approximate 605/405
split of work for preventive maintenance and corrective
maintenance, respectively. Right now, non-outage preventive
maintenance is estimated at 30% to 40% depending on the worki

group (i.e., IAC, electrical, and mechanical), and time spent on
corrective maintenance is estimated at 40s to 505. The. -

remaining los to ?M is spent on other activities, such as
surveillance tening, troubleshooting, plant betterment, and
training.

The backlog of total delinquent preventive maintenance work
requests wa: approximately 490 at the end of August,1985. The
backlog of corrective maintenance work requests was 1633 at the
end of September,1985. Of these outstanding Work Requests, 20
to 30 were high priority (i.e., needed to be done to keep the
plant operational). A monthly data sheet is published listing
the outstanding corrective maintenance Work Requ.-ts in a 2 X 2

-

matrix (maintenance group responsible versus Work Request
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status). The outstanding Work Requests for the major
maintenance groups are: building maintenance (139), contractor
maintenance L198), electrical maintenance (207), electrical
technician maintenance (38), IAC (256), mechanical maintenance
(502), Nuclear Engineering Department regarding site

. construction (175), security and computers (49), and test
engineering (45). The status of the outstanding Work Requests
for the ma;or status categories is: cold shutdown (32),
equipment outage (35), still being engineered (360), power
operations (1038), awaiting parts (56), and refueling (101).

Major modifications at the plant are done by contractors under
the supervision of the Nuclear Engineering Department's Site
Construction Group. The calendar year 1985 maintenance budget
is approximately $20M to $25M.

.

-

Comunication at the plant was fairly informal in the past.
Comunication is more formalized now through daily meetings
between the Plant Superintendent and the superintendents who
report to him. There was a communications
between plant staff and Design City staff (problem in the pastDesign City is a term
used by plant staff to describe the trailer city just outside
the plant fence, where contractor staff and some SMUD staff, who'

are involved with the major modification design work). The
plant has moved to address this problem by creating a liaison
between plant staff and design staff. Rancho Seco has started
tr'aining contractors on plant operations and have started toa

require contractors to spend more time in the plant. Design
staff are now required by procedure to walk down their designs
in the plant before the design is accepted (in the past, the
failure to do so led to design problems). In the past there had
also been a comunications problem between the operations staff
and the maintenance staff. Rancho Seco recognized this and has
taken steps to correct it by cross-training operations and
maintenance staff. -

2. Facilities and Equipment

a. General Description
O *

The survey team observed that existing facilities did not hinder
the execution of maintenance work. In addition, the plant craft
and supervisory staff who were interviewed stated that the
existing facilities at Rancho Seco were adequate and did not -

negatively affect maintenance activities. The workshop areas
for mechanical maintenance, fabrication, and welding are of
sufficient size to accomodate all of the maintenance work
requirements. The electrical and I&C work areas have improved
since the construction of the Training and Records (TSR)
Building. Prior to that time, the electrical and I&C work areas
were somewhat confined but, acccrding to plant staff, had no
significant impact on maintenance activities from a work flow

.
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standpoint. One specific area where a shortcoming was observed
is the contaminated tools storage area in the Auxiliary
Building. This area is small and was not originally designed to
be a contaminated item storage area (see next page). The result
is the unavailability of some tools due to pigeon holing, which
causes some maintenance delays. !

The survey team judged the present warehouse storage capacity
adequate with approximately 29,000 square feet of spare parts
storage. Additionally, special tools for specific maintenance
tasks are stored in 40-foot trailers and moved to specific areas
when they are required. The cont' ol of spare parts inventory isr
not automated. ' As a result, the availability of spare parts
cannot be detemined by maintenance personnel on a daily basis
without going to the warehouse. Ari inventory catalo
but it is only updated approximately once per week. gue exists,

.
'

The
craftsmen also indicated that it was difficult to use, because

,

the items are indexed by component number and not by a comon
name.

According to plant staff, the lack of spare parts holds up
maintenance approximately once per week on the average. This
problem is related to the lack of an automated inventory control
system and weekly (instead of "real time") updates of the spare
parts inventory. It has been observed by alant staff that the
spare parts demand has increased as Rancho Seco gets older. No>

planning has yet been done to handle the expected increase in
- the. demand for spare parts. SMUD participates in a cooperative

spare parts program with six other utilities. This cooperative4

spare parts program allows more finnediate delivery of parts than
would be the case if they were ordered through a manufacturer.
Thus, this helps reduce Rancho Seco's awaiting parts time.

b. Specific Observations
! Plant staff indicated the necessity to rely on their own memory

in order to predict requirements for long-lead-time spares. The
three maintenance units also rely on individual memory for
tracking problems with pieces of equipment. Thet

c . component / equipment historical data are available in a manual
system (i.e., file drawer), but there is no automated historical
data file and no formal trending program.

! Rancho Seco provides Nuclear Plant Reliability Data System
(NPRDS) data to INP0, but the data are not yet being used at
Rancho Seco in a formal trending program. Rancho Seco is having-

difficulty with NPRDS data retrieval from INPO. '

Inservice inspections are performed on required
equipment / systems only, and the results are not factored into
the preventive maintenance program.

.
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The size of the contaminated tools storage area was determined
on the basis of available space. As a result, the storage area
is only 8' X 20' and does not have the capacity to store all
contaminated tools. Because of this, contaminated tools are
pigeon-holed throughout the Auxiliary Building. In some.

instances mthese tooIs.aintenance has been delayed while searching for
,

'

A system had to be developed for the control of'

contaminated tools when it was recognized that too many " clean"
tools were finding their way to the contaminated storage area.
Presently, when maintenance is required in the Auxiliary
Building, no clean tools are brought in until the availability
of required tools is assessed in the contaminated storage area.
If the work requires a tool that is not available from the'
contaminated storage area, a runner is sent to the clean tool,

crib to obtain the tool. This has decreased the rate at which
-

clean tools become contaminated and unavailable for other
i maintenance activities.

The greatest number of maintenance hours are expended on: 1) low
pressure turbine, 2) heat exchangers, and 3) valves. The
specific maintenance tasks where the greatest number of

; man-hours are expended are: 1) valve leakage control and 2)
pipe leakage control.'

.

Some predictive maintenance is practiced at Rancho Seco. 011
samples from selected components are analyzed. Vibration

; monitoring was contracted out until the recent purchase of a
Hewlett-Packard computer specifically for vibration monitoring.
Use of the computer has been limited to date, but plans are to
increase .the . frequency of its use. It is, therefore, premature ;

to assess the impact of this tool on the maintenance program.'

t

In the judgment of the survey team, labelling practices at
Rancho Seco need improvement. Labelling has been the cause of
some " wrong train" problems. As an example, maintenance was
performed on the wrong diesel generator train and a mechanic
replaced the V-belts on the irrong air start compressor.

! The plant staff indicated that the spaciousness of the plant-

enhanced their ability to perform maintenance--i.e., lack of: -
.

; work space and laydown space had not been a problem. They also
| noted, however, that the large amount of backfit work is
'

creating a maintainability problem.

Heat and noise were stated by plant staff to be the
environmental features that most affect the performance of

; maintenance.

! There are two levels of housekeeping practiced at Rancho Seco.
: These practices are dependent on whether the plant area is
! controlled (i.e, a radiation zone), which has the more stringent.

requirements for cleanliness, or uncontrolled, which has less4

i
|

< s
,
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stringent requirements for cleanliness. The cleanliness
requirements were set by plant management and are specified in ,

an Administrative Procedure.

3. Technical Procedures:

a. General Description i

The determination of which maintenance proc'edures needed to be |
written was made prior to plant start-up by contractor and
Rancho Seco staff. .Since that time, new maintenance procedures
have been written on an as-needed basis. The plant is moving to
a more formalized program for writing procedures. For instance,
all of the maintenance procedure are required by Administrative
Procedure to be reviewed every two years. When the maintenance.

groups (electrical,' mechanical, and IAC) now carry out the
required two-year review, they are using Administrative '

Procedure 2. Enclosure 4.11, which is a checklist based on INPO
guidance .for verifying the usability of the maintenance
procedures. If a procedure will not be used by the craftsman in
carrying out maintenance work or if the procedure that is to be
used does not contain QC hold points, engineers in the

. maintenance groups may. set QC hold points in the Work Request
package. The maintenance engineer also determines whether a
procedure is to be used in carrying out maintenance work and if
so, which one. The requirements for post-maintenance testing
are specified by Administrative Procedures 3 and 4. The
maintenance engineer uses this document to specify the
post-maintenance testing requirements in the Work Request
package. Each of the maintenance units (IAC, electrical, and
mechanical) are responsible for writing, verifying, and
validating their own procedures. Technical procedure format and
content is specified in Administrative Procedure 2 and
Administrative Procedure 301.

b. Specific Observations

When the maintenance procedures were first developed, the
procedures were written by craftsmen. Now maintenance

. . procedures are written and reviewed by maintenance engineers and
the maintenance supervisors. Contractors, technical editors,
and human factors specialists do not help write the procedures.

Administrative policy requires review of maintenance procedures
every two years. The procedures are subjected to a verification
and validation process. Validation is typically done by a
craftsman by walking through the procedure actions. Otherwise,
the procedure is validated by the craftsman during the first
use. Verification had been informal in the past. However,
during the latest two-year review cycle, all three of the
maintenance units (IAC, mechanical, and electrical) are using
the Administrative Procedure 2, Enclosure 4.11 checklist during

,

p
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'

the two-year review. The checklist is based on INPO guidelines
,

and is an accepted, fomal method for verification.:

'

Issnediate changes are, at times, required for maintenance,

procedures as they are being used in the field because of,

obvious misstatements, missing infomation, and other causes.
'. Changes that do not change the intent of the original written

procedure may be made by the Shift Supervisor and a Senior
Control Room Operator or by the Shift Supervisor and a Plant

#

Engineer. Such agreed upon changes are called temporary
I changes, and the craftsman may then go ahead and use the

procedure with the temporary change in it in the field. If the
, maintenance craftsman's supervisor determines that the temporary

change should become a permanent change, the supervisor is
required by Administrative Procedure to prepare a revision to-

'

the procedure and process it in the same manner as a normal
.

revision. This supervisor also determines the expiration date -

of temporary changes. He also determines in which maintenance
procedures temporary changes will be inserted. Then a time,

Ifmit (expiration date) is placed on the temporary change. The
supervisor is also responsible for inserting and removing (after
expiration) temporary changes from the selected procedures. The
Administrative Procedure requires that all temporary changes be
documented and forwarded for review and approval by the
supervisor, the Plant Review Committee chairman, and the Nuclear
Plant Superintendent within seven days of implementation.

Revisions to procedures can be initiated by any maintenance
craftsman or supervisor by submitting revisions to the relevant
maintenance supervisor. Revisions receive the same review and
approval as original procedures. The supervisor reviews
revisions to procedures to deterinine if other procedures are
also affected. If other procedures are affected, the supervisor
routes the proposed procedure change to the appropriate
supervisors along with Administrat' ve Procedure 2. Enclosure
4.11 (the usabilit/ checklist). Upon approval of the procedure
revision, the Nuclear Administration Supervisor has the revised
procedure issued and distributed.

'

'

| When a procedure is required by the Work Request, the foreman-

goes to the controlled procedure file, makes a copy of the
procedure, and pets it with the work package for his craftsmen.
Occasionally the craftsman will retrieve the procedure from the
controlled procedures file, but it is ultimately the foreman's
responsibility to make sure that the correct procedure is being
used.

!

It is not specified in,the Administrative Procedures that the QC
Department specify the QC hold points in the maintenance
procedures. Therefore. QC hold points are specified by the
procedure writers. When QC hold points are put into the
procedures by the procedures writers, then QC reviews these hold

I .- _ - . . - - - . - - - - - - _ - _ - _ _ . -
-
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points for agreement. If QC hold points are not placed directly
in the maintenance procedures, the maintenance engineers have
the option of specifying QC hold points in the Work Request
Package. QC hold points put into the Work Request package are
not reviewed by the QC Department.

Procedures must be used if they are specified in the Work
Request (WR). Everybody at the plant that the survey team
talked to from the Maintenance Department Manager down through
the craft workers stated that they were aware of this policy.
If a craftsman is not using a procedure when the use of one is
required, sanctions against the craftsman are specified in the
union contract (verbal warning, written warning, leave without
pay, and termination).

4. Personnel:

a. General Description

The size of the maintenance staff has about tripled since 1978i
'

- (from around 80 craftsmen and supervisors) to the present 218
' staff. The Ifcensee is proposing to increase staff size even

further (to approximately 325 staff) by the end of 1986 Part;

of this increase is to accomodate an increased work load and a
perceived need to reduce the backlog. Part of the increase is
also due to a new philosophy to use fewer contractors and more

* SMUD employees. Craft workers are represented by the
International Brotherhood of Electrical Workers (IBEW).

b. Specific observations
i

'

.The Maintenance Department staff includes 47 craftsmen and
supervisors in the electrical group, 40 in I4C,121 in
mechanical, and 10 startup engineers. This number is to expand
by the end of 1986 to approximately 325 supervisory and craft
staff, including 17 more craftsmen in electrical,12 more
technicians in 14C, and 76 more craftsmen in mechanical. In
addition the Systems Engineering groups, which provides

* '
engineering support to maintenance, is expanding from 40 to 120
engineers over the next year.

The plant presently works one 8-hour maintenance shift during
normal operations and two,10-hour shifts during outages. There
has been some discussion of moving to more shift coverage during
normal operations, partly because the expanded staff could
impact the shop facilities. Currently, call outs are used to
cover needed maintenance on the non-day shifts.

Turnover rates are available only for the plant staff as a whole
and ranged from 3% to 51/25 over the past 3 years. Thei

| maintenance staff stated that their staff turnover rates had
| been slightly higher. Craft recruitment is carried out
:

I
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locally. Local recruitment has been all that is necessary,
since craft salaries paid by SMUD have been as good or better
than craft salaries in other industries around Sacramento.
Thus, some of the maintenance staff turnover has been to other
SMUD electrical-generation facilities, so that all the craftsman
loses in terms of pay is the nuclear pay premium.

'

_ . . . Exempt salaries have been lower than the industry average for
comparable positions. Supervisory staff who were interviewed
saw this as a problem. In addition, administrators in the
Personnel Departrent especially saw this as a problem. They had
found that it has been very hard to recruit
supervisory / management staff pationally because of the low pay
(compared to the national average) at SMUD. In response to this
problem, SMUD has
submitted a. plar, y,just carried out a salary survey and has

-

o the SMUD Board of Directors to raise certain
exempt salaries to the 80th to 90th percentile for the industry. *

This plan had not been approved at the time of the survey.

All craftsmen are represented by IBEW Local 1245. The union
contract specifies grievance policies, overtime policies, etc.
Overtime pay is typically 1.5 times base pay. Double time pay
is applicable in some situations. If a holiday is taken as a:

i regularly scheduled work day, 2.5 times the pay base applies. A
willingness to work overtime is a condition of employment.
Overtime is first allocated to qualified volunteers. It is then'

distributed among employees within work groups in thea

classification involved as equally ~as practicable. Employees are
not allowed to work more than 16 consecutive hours (unless the
Plant Superintendent determines that plant conditions are

,

endangering pubite health ~and safety in which case the Plant
Superintendent has the ability to allow the craftsman to work
more than 16 consecutive hours). The overtime rate for
craftsmen has averaged about 26.5% from January through August
of 1985. The rate was high because of this year's extended
outage. The rate decreased to between 55 and 65 for the last
two months _. The overtime rate was approximately 10.5% for
1984. There were several unplanned outages, but no refueling
outage in 1984. The overtime rate was approximately 165 in

.
-

. 1983, which was a refueling outage year.

SMUD has a documented appraisal system for craft and exempt
| staff. The craft appraisal system is not extensive. It is

agreed upon during union negotiations. The exempt staff'

appraisal system had not been extensive, either. The pay system
was called a merit system. This system was considered
ineffective by the Personnel Department, and the Board was
convinced by the former General Manager to implement a new
system called Pay For Performance. The licensee hopes that this
system, along with the anticipated new exempt salary structure,
will allow SMUD to hire the best qualified people available

|
|
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through national job searches and u increase the feeling of
professionalism and j:b value among existing exempt staff.

The SMUD Personnel Department is providing tt;e necessary support
for the plant to hire the new maintenance personnel over the
next year. Actual hiring is done through the Pe:sonnel
Department with heavy reliance on input from staff at Rancho
Seco who interview the potential hires. Personnel staff are
carrying out job / task analyses on new and some existing
psitions, have written the position descriptions for the
airing, and have carried out a national recruitment for exempt
staff. They have also planned and implemented a formalized
staffing plan for decreasing the number of contractor personnel
and rep' acing them with to-be-hired SMUD employees. There is
only a.O.8 Full-Time-Equivalent (FTE) staff assigned to Ranchos

'

Seco personnel matters. Others from the corporate personnel
department help on an as-needed basis. *

The Training Department adopted a formalized Systems Approach to i

Training (SAT) about two years ago. Since that time, new
trainers have been promoted from the craft ranks and have
been given classes on developing courses and and delivering
lectures. There are six training instructors involved with
maintenance training. All came from the craft ranks and have
been provided with training by the licensee on how to develop
lesson plans according to the systems approach to training being
used by the department. The trainers also either have been or.

j will be given instructions by the Ifcensee on teaching
techniques h fore they teach in the classroom. Most of the new
trainers time over the past two years has been spent in
developing course objectives, lesson plans, and course,

materials. The full training program is not yet in place in
terms of the classes which will be provided.

Program Descriptions have been developed for the Mechanical
Maintenance Training Program, the Instrument and Control

'

Technician Training Program, the Instrument and Control
(Computers) Technician Training Program, the Electrical
Technician Trainin
Training Program. g Program, .and the Electrical MaintenanceThe Program Descriptions include a statement-

.

- of the training goals, a brief description of the structure of
the training program, the initial training classroom courses,
the initial on-the-job training..and the continuing classroom
training. They will start using the materials on a limited
basis in January 1986. All classroom materials are to be in
place by June 1986. The Training Department has coenitted to
INPO accreditation by the end of 1986. Rancho Seco's
self-evaluation is scheduled for September 1986

'

The stated goal of the Training Department is to have the crafts
people spend at least 10% of their time in classroom and
workshop training. Attendance documentation for training over

.
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the past two years has shown that maintenance staff have spent
*

about 45 to 5% of their time in training in 1983 and 1984.
Because of the extended outage, the 101 goal is unlikely to be
reached in 1985.,

At present, there are three classrooms (two hold 20 students
each and one holds 8 students) in the Training and Records (TAR)
building dedicated to maintenance training. There are also four,

trailers that are shared among Maintenance, Operations, and Site:
!

Support for training purposes. There are ro maintenance training
workshops. There are plans to. build a new training building,

that will include training workshops for the maintenance
crafts. The building is scheduled to be completed by the end of
1988, but it may be done sooner if there are no major outages*
over the next 18 months.

'

i 5. Work Control

a. General Description
'

Work control and planning and scheduling (P/S) are presently in
i a state of flux. Bechtel is currently doing a study for SMUD to

make recommendations for changes to the current system. As of
this point in time, the Bechtel study is approximately 50%-

complete.

Prior to implementation of preliminary Bechtel study,
| recessnendations,and the recent reorganization, the Work _ Request
'

system was seen as inefficient by the maintenance department
i supervisors and craftsmen. Since the foremen were res;onsf 51e
i for scheduling, planning, ensuring clearance, and system
I walkdown, the level of supervision on each job was less than

Rancho Seco management staff and the INP0 inspection team felt
was needed. " Stand-Around-Time" was estimated by plant staff
(crafts) to be between 305 and 505, which was considered too
high by the staff providing the estimates. In the opinion of-

the survey team, the ~present system, which includes a plant
clearance coordinator and a planner placed in each of the

'

' . individual maintenance groups (IAC, electrical, and mechanical),.

should improve the performance of maintenance at Rancho Seco
through a more efficient work control system.

b. Specific Observations

A formal, well-documented means of integrating preventive
maintenance, corrective maintenance, and surveillance testing
does not presently exist at Rancho Seco. Any integration is
done on an informal and infrequent basis by individual |

maintenance craftsmen using manual equipment history files. '

|
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Individual maintenance groups (ISC, electrical, and mechanical)
~ '

are just beginning to develop a root cause analysis unit within
each group for input to the preventive maintenance program.

The light foremen stated that Work Requests are often held up
for the need of a signature because the Shift Supervisor is;

attending to shift turnover (when only operations people are
allowed in the control room and surrounding office area) or
because of the requirement that the Shift Supervisor " walk the
plant" for two hours each day to observe ongoing activities. QC
only performs inspections as indicated by the Work Request and
therefore does not perform any random inspections of ongoing
maintenance work.. QA has carried out random audits of
maintenance work and makes the results of these audits available

' to the QC department.

The engineers within each of the three maintenance work groups
specify QC hold points on the WRs based on experience and system
knowledge. They also determine fire protection and safety
requirements based on knowledge and experience. QC does not
review the WRs to determine if additional hold points should be
required. The fire protection and safety staff do not review WRs
for input. However, fire protection staff will, by December -

1985, provide a checklist to the engineers that provides
guidelines on when fire protection input is needed. QC hold
points are not used in procedures dealing with
non-safety-related equipment even if the work is code related.'

A daily. work plan was instituted within the last year. The daily
'

work plan was developed to provide plant staff with a daily-

status of ongoing maintenance as well as a record of maintenance
to be performed.~ The work plan is developed in the afternoon of
the day before it is to be implemented. The work plan is then
reviewed by plant supervisory staff during~the morning meeting. ;

The daily work plan, however, only infrequently specifies QC
requirements for each WR, even though the work plan has a column
available specifically for this type of information. QC
generally is not scheduled to interface with the maintenance

- activities.
. .

Within the past two months, a new system was implemented to
. allow packing adjustments for valve leakage control on manual,
| non-safety-related valves without the need for a WR. This has

enabled the mechanics to make minor, on-the-spot adjustments to
some manual valves without having to wait days for the WR to
clear.

The maintenance staff indicated that there is not an effective
system for documenting maintenance performance data such as
man-hours expended, spare parts consumed, special equipment
required, and unusual problems encountered during maintenance.
The plant staff also indicated that the WR system and the

.
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Maintenance Information Management System (MIMS) are not
presently as effective as they could be. However, mechanical
maintenance has just recently estabitshed the following aids to
document some maintenance performance data: 1) mini root cause
program; 2) mechanics aid file (tools used, problems encountered

i

during previous maintenance on the component / system, equipment 1

and special techniques used, etc.); and 3) review of WRs for
input to the preventive maintenance program. The Mechanical
Maintenance Superintendent intends to incorporate these aids-

into the preventive maintenance program.

The supervisors and managers at Rancho Seco believe that being
constrained as a municipality to award maintenance contracts on
the basis of low bid has created some problems with respect to
the quality of the contracted work. While specific instances of
less than acceptable quality work were not specified, the staff
stated that their preferred contractors had not won several
important bids over the past several years.

Prior to the present WR system, the foremen did all of the job
planning, which included obtaining clearances, preparing parts
lists, obtaining proper procedures, and other tasks. Because of
this, very little time was available for direct supervision of
maintenance. In the opinion of plant supervisors and craftsmen,
roughly 50% of the jobs were supervised. Since each maintenance
group has created a WR planning function, the foremen now
supervises roughly 955 (in the opinion of plant staff) of the
maintenance jobs being performed.

The deficiency tag (orange tag) system has recently been
initiated to prevent duplication of WRs for the same problem.
Previously, several WRs were written by different personnel for*

|
the same deficiency. There was no way of knowing if a WR had
been written or not. The orange tag on a piece of equipment now
identifies that a WR has been written and prevents duplication
of work.

.
.

,

e

|

|
'
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D. CONCLUSIONS:

Conclusions are provided below for the five main protocol issue areas.

Organization and Administration. The Rancho Seco plant's Maintenance-

Department is in the middle of a significant change in size, '

structure, and operating philosophy. The changes have_ started this
year and will extend into 1986. The maintenance staff size has almost
tripled over the past five years (from less than 80 staff to
approximately 220 staff at present), but the organizational structure
had not changed in order to keep up with the increase. A consultant
group was hired to help detemine or!1anizational structure and needed
job functions. The Sacramento Munic' pal Utility District (SMUD)
Personnel Department has carried out job / task analyses on new and
some existin!1 jobs, has written position descriptions for the jobs,

-

and has carr' ed out a national search for new supervisory and,

-

managerial personnel. The Personnel Department also worked with
plant staff and developed a formal decision-making approach for
determining which jobs that are now handled by contractors should be

; taken over by SMUD employees.
'

Other aspects of the maintenance program are not being treated in the,

'

same systematized manner, however. Preventive, corrective, and
predictive maintenance are not defined in plant policies and1

procedures; and specific goals and objectives for maintenance had not
been set in the past. Recently, the Nuclear Utilities Management and4

Human Resources Comittee (NUMARC) indicators were adopted for use ina

tracking maintenance performance, and a statad goal of 60% has been
set for craft worker time spent on preventive m
Preventive maintenance supervisors have been a. aintanance.dded to the three
maintenance work groups to help meet this goal. These types of goals'

have not been used in staff appraisals in the past. The new Pay For
Performance appraisal system will allow such goals to be used for.

individual staff appraisals in the future.

The Maintenance Department has only recently recognized the need for
more analytic techniques to help the work flow more efficiently. For
example, the plant has no formal equipment trending system (one is to;

be implemented next year), no formal root cause analysis program (one
is in the process of being implemented and should be fully-

implemented next year), no method for tracking long lead time spares,
and no. method for integrating surveillance tests, preventive
maintenance, and corrective maintenance.

Inadequate supervision and poor communications in some areas have
recently been recognized as problems. Formal policies on how much
time a supervisor should spend out in the field were implemented in
September 1985 to cover the supervision situation. The comunication
problems are being addressed through training, requiring design
engineers to spend more time in the plant, and implementing a liaison,

position for interface between plant staff and contractor design,
'

engineers.

.
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Facilities and Equipment. Maintenance workshop, spare parts storage,
and tool storage requirements were not determined through an initial
formal analysis. In most cases, the above facilities were taken over
from the construction contractor. Expanding staff required more>

workshop space, which has been provided within the newly added
F Training and Records Building. At this time, contaminated item

storage represents the only space problem. Lifting and rigging
equipment did not adversely affect the performance of maintenance,
according to plant maintenance staff.

1 Technical Procedures. According to one of the maintenance
superintendents, maintenance procedures were not developed,
controlled, and updated using a formal program in the past. Certain

- procedures were developed prior to initial start-up, and additional
-

'

procedures have been developed on an as-needed basis since then. The
plant is now moving to a more formal approach for procedure'

development. For example, Administrative Procedures (APs) exist that
specify procedure forma.t and content; APs exist that specify how
procedures are initially written and approved, modified, and
reviewed; and a checklist is also available, as an enclosure to one,

of the APs, to verify that the procedures are written correctly and
accurately.

Personnel. Staffing considerations were made in a reactive manner in
the past, i.e., no staffing level planning was done and hires were
made in an attempt to catch up with an increasing work load.
Following the Three Mile Island Unit 2 incident, numerous facility4

,

~
modifications and changes to the maintenance / surveillance programs
were required. In an effort to keep up with the increased work, new
SMUD staff and additional contractors were hired. However, the staff
were not able to keep up with the increased modifications and Work :

Requests. Because of some maintenance-intensive equipment and,

! several unplanned outages, the backlog of Work Requests increased
greatly several years ago, and staff have not been able to reduce the-

backlog significantly in the past few years. The backlog, at the
time of the survey was 490 delinquent preventive maintenance WRs and

. 1633 corrective maintenance WRs.

Maintenance training has been limited. Only 25 to 3% of the
-

-

maintenance staff members' time had been spent on training prior to,

i 1983. Two years ago, the Training Department decided to obtain INPO
; accreditation and therefore began using a systematic approach to

training development. The benefits of this approach are not expected
to be felt until next year. While the stated goal is to have:

'

craftsmen spend at least 105 of their time in classroom training,
training has occupied only 45 to 5% of the craftsmen's time in the
last two years. Training workshops do not presently exist for ISC,

i electrical, and mechanical maintenance training, but are to be
' included in a new training facility.

Work Control. The survey team felt that the work control and the
planning / scheduling system has been inefficient. The paperwork

|

:

'
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requirements (e.g., getting operation staff sign-affs and getting
radiation work permits) regarding the Work Request kept the,

first-level supervisors from doing much actual supervision. A recent
analysis of plant needs in this area was carried out and several

'

changes have been specified that should make the process more
,

efficient. Next year a specific Scheduling Department is to be '

added, and planning positions are to be added to the three
maintenance work groups.

The role of Quality Control (QC) regarding maintenance at Rancho Seco
does not include certain responsibilities. For example, QC hold
points are not set by QC staff (not required by Administrative
Procedures), QC is not carried out on non-safety-related equipment,
QC does not carry out random inspections, and QC is typically given
little to no forewarning about the need for a QC inspection.

'

,

In summary, until this year, Rancho Seco's maintenance program was
not based on a systematic approach to maintenance. As a result of
recent maintenance initiatives, there are now elements of such an
approach,. especially in the training and staffing areas. The
implementation of these and other modifications is currently ongoing

.

and in various stages of completion. It is therefore too early for a
survey team or the facility to determine how effective these changes

-

will be. .

.
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A. Plant Staff Interviewed During the Site Visit

B. Entrance Meeting Attendance and Exist Meeting Attendance

C. Rancho Seco Plant Data

D. Proposed Structure for Maintenance Department
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APPENDIX A - PLANT STAFF INTERVIEWED DURING THE SITE VISIT
i

|

; George Coward Department Manager
; Steve Redeker Plant Superintendent'

Ron Lawrence Nuclear Mechanical Superintendent.
.

Norm Brock
. Nuclear Electrical /IAC Superintendent4

Charlie Linkhart Senior Electrical Engineer & Acting Nuclear
Ele'ctrical Superintendent

Bill Spencer Nuclear Operating Superintendent
Jiu Field Technical Support Superintendent
John Sullivan QC Supervisor

# Mike Hieroninus Assistant Operations Supervisor
Jim Wilfong MIMS/NPRDS Coordinator
Jim Jurkovich Mgr. Construction Services Support
Buck Watson Mechanical Maintenance Foreman
Kim Meyer Mechanical Maintenance Foreman
Frank Lopez Storekeeper
J. Dowson QC Coordinator
J. Parman QC Coordinator
John Jewett QA Supervisor
Jim Shetler Outage Supervisor<

Wanda Wells Nuclear Administration Supervisor
Evelyn Fallon Personnel Specialist

i Frank Thompson Nuclear Training Supervisor (Acting)'

John Bowser Maintenance Training Supervisor (Acting)
| Fred Kellie Chemistry and Radiation Protection
; Superintendent
| U. Witte Fire Protection Consultant
'

W. Weaver Safety
Two IAC Technicians
One Electrician
One Electrical Technician
Sie Mechanical Maintenance Craftsman

.
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APPENDIX 8 - ENTRANCE MEETING ATTENDANCE AND EXIT MEETING ATTENDANCE

Entrance Meeting Attendance (9-16-85 / 9:00 AM)

Jim Field SMUD
Charlie Linkhart SMUD
John Sullivan ~ SMUD
Steve Redeker SMUD
Jerry Delezenski SMUD,

Robert Roehler SMUD
'

Mike Hieronimus SMUD
Harvey Canter SMUD
Mike Price SMUD

<

Ron Lawrence SMUD
George Coward SMUDe

Norm Brock SMUD
I

Bob Fraser SMUD
James Shetler 84W,

James Eckhardt NRC
Tonny Le NRC
Donald Brinkman NRC
Bill Rankin Battelle
John Boegel Battelle

.

Exit Meeting Attendance (10-4-85 / 9:00 AM)
'

Harvey Canter SMUD
John Jewett SMUD
John Sullivan SMUD
Steve Redeker SMUD.

Ron Lawrence SMUD
Charlie Linkhart SMUD
Nom Brock SMUD

| James Shetler B&W
Jerry 8arker SMUD

! J. Ed Smith Duke Power Co. (Consultant to SMUD)
| Sean McCloskey Impe11

W. S. Jurkovich SMUD
Steve Crunk SMUD-

Robert Roehler SMUD
Jim Field SMUD

| Harold Bocher NRC
Sydney Minor NRC
John Martin NRC.

Tonuty Le NRC
Jim Eckhardt NRC
Glen Perez NRC
Bill Albert NRC
John Boegel Battelle
Bill Rankin Battelle

.
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APPENDIX C - RANCHO SECO PLANT DATA
,

1
Specific data about the Rancho Seco plant includes:

Type PWR ,

Licensed Thermal Power (MWt) 2772
. .. Condenser Cooling Method Tower

>

Condenser Cooling Water Pond
Reactor Supplier Babcock & Wilcox
Turbine-Gen. Mfr. Westinghouse
Engineer Bechtel'

Constructor Bechtel
Construction Permit 10-11-68
Operating License 8-16-74

: Critical First Time 9-16-74
Commercial Operation 4-18-75,

~

Most Recent SALP Ratings -

SALP Rept 50-312/85-18 for December 1,1983 - May 21,1985
Maintenance 2
Surveillance 2
Quality Program 2

SALP Performance Categories - Definition

! Category 1: Reduced NRC attention may be appropriate.
1 Licensee management attention and
| o 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 or construction is being
achieved.

Category 2: NRC attention should be maintained at normal
levels. Licensee management attention and
involvement are evident and concerned with
nuclear safety; licensee resources are
adequate and reasonably effective such that
satisfactory performance with respect to
operational safety or construction is being-

achieved.

Category 3: Both NRC and licensee attention should be
increased. Licensee management attention or
involvement is acceptable and considers
nuclear safety, but weaknesses are evident;
licensee resources appear to be strained or
not effectively used so that minimally
satisfactory performance with respect to
operational safety or construction is being
achieved.

_ _ . . _ _ _ _ _ _ . _ _ , _ _ . _ _ . .____.._.________1___ _ _ _ ._. _ ___._ _._ _ _ _ . _
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APPENDIX D - PROPOSED STRUCTURE FOR MAINTENANCE DEPARTMENT
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l Figure D.7 Nuclear Operations Department
I Mechanical Maintenance Division,
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