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STATEMENT OF THE CHAIRMAN, PRESIDENT,
AND CHIEF EXECUTIVE OFFICER

As Chairman, President, and Chief Executive OfHcer of lilinova, I want to state in the

strongest possible terms my intention ano commitment, as well as that of the Board of

Directors to operating Clinton Power Station (CPS) in the safest and most reliable
manner achievable. The organization has undergone extensive Internal and external

essessments which have pointed out many weaknesses in our prior management,
processes, and execution of safely operating CPS.

You and the management team have developed the Plan for Excellence which is a
comprehensive plan to achieve the vision of " Pride and Excellence in Nuclear
Generation SALP 1 and INPO 1." The Plan for Excellence is the guiding document
for long term continuous improvement. To sustain operational excellence, we will needt

| to be constantly vigilant throughout the life of CPS.

Toward this end, we have put in place en experienced management team wnich will
instill a questinning attitude and develop a safety culture which will instill confidence in j
our stakeholders shareholders, customers and employees - that we can safely and
cfficiently operate Clinton Power Station within the regulatory requirements and achieve
operational excellence.

This will require commitment on everyone's part to be the best we can be at all times.

cad learn from our own and the industry's experience in order to continually improve. I
cm committed to provide the resources necessary to meet this end. Together we can
and will safely operate Clinton Power Station from this day forward.

,

otCJ
Lafii C. Haab

4
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|
|

|

STATEMENT OF THE CHIEF NUCLEAR OFFICER
|

, .

i

|

1
The safe and reliable operation of Clinton Power Station (CPS) is of paramould 1

importance to the success of the Illinois Power (IP) Nuclear Power Program. However,
beyond safety, we strive to achieve our vision o' orido and excellence in nuclear

! generation. To accomplish this vision, we will focus on several broad areas.
|

; First, we will improve the safety culture at CPS. Our new culture will stress
conservativo decisionmaking, self-checking, and identihcation and correction of our own
problems. Safety will be given preference over production.

Second, we willimprove work execution at CPS. This means more than improving the
Work Management prograrn. To improve work execut'on, we will take action to ensure

that every individual at CPS understands and carries out the responsibility of getting his
or her work done in a safo, effective, and timely manner.

Thiid, we will improve station accountability. We will take steps to ervure that overy
individual assumes accountability for his or her tasks and learns from his or her
mistakes and sticcesses. This attitude will enable CPS to become a leaming
organization.

Finally, we will improve site-wide communication so that employees understand our

cxpectations for running a safe nuclear plant with high standards of performance. We

will improve our communications processes so that we constantly reinforce
expectations and continuously receive valuable feedback from our employees. *

:

Our Plan for Excellence identifies numerous actions to achieve these goals. The Plan

provides a comprehensive set of strategies and associated actions necessary to
*'

achieve excellence in operations. We realize that this is a long-term process. We will
. be timing the implementation of the various elements of these strategies to maximum

benefit to safely operate the P ant while seeking operational excellence.l

5
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{
This will take total commitment frorn all of us to ensure success. The ownership of
Clinton Power Station and its successos rest with its employees. Wo are the ones who

can make a differenco don't wait for someone else to lead or make the difference. Do
the Leader - become involved and make it happen.

( l am fully committed to our Plan for Excellence, and each of you will need to join me in
th!s endeavor. Together, we can achieve our vision of " Pride and Excellencs in Nuclear

( Generation -- SALP 1 - INPO 1,"

7i7

tch o. [E,

Walter G. 'MacFarland IV

I

(

(

)
-

2/19/1998
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1.0 INTRODUCTION
!

Internal and external reviews of Clinton Power Station (CPS) have identified weaknesses in several
important areas, as demonstrated by a several-year der.line in performance and the current extended

|

outage. liknois Power Company (IP)is committed to correction of these weaknesses and is striving to ,

1
achieve the highest safety, performance, ant.i reliabihty standards for CPS.

To accomplish these goals, CPS is developing and implementing the Plan for Excellence. The Plan for

Excellence addresses the fundamental causes for the performance decline, it identifies those actions that

must be effectively implemented to recover and safely restart the station. Furthermore, it identifies those

actions that will be ongoing over 14 anger term to continue to improve performance to achieve our vision

of pride and excellence in performance at CPS.

Illinois Power's corporate mar ent has designated a new Chief Nuclear Officer (CNO), Wa!ter G.

MacFarland, from PECO Energi -10 has the responsibility for providing new leadership and achiaving

improvements in CPS operations, initially, IP's actions will focus on those activities necessary to support

recovery and restart; over the longer term, IP will focus on those activities that will lead to excellence.

i This Summary of the Plan for Excellence is presented in two sections:

RecovervlRestad - This section summarizes IP's recovery / restart actions, which are def;ned as those

that are necessary to support safe operations and will be completed prior to resuming operation. This

section summarizes the fundamental problems and the broad range of actions that are being taken to

return CPS to a level of performance that will provide reasonable assurance of safe startup and operation,

including establishment of an appropriate safety culture. Sneific performance measures and a restart

readiness rev.,m process are also described. Additionally, CPS is developing a startup and power

ascension plan that willidentify hold points during startup and specify self assessments to be conducted

at each point prior to proceeding with further power ascension.

Near Teim/t.onn Term improvements - This section summarizes IP's near term actions, which are

defined as those that IP is planning to initiate and begin showing progress in the near term, but which may

be continued through startup. Long term actions are those for which IP is not currently applying

resources, and are scheduled and planned for cornpletion after restart. This section summarizes the

development and implementation of IP's near term and long term improvements that comprise the Plan

for Excellence. These actions form the foundation for continuous improvement with the goal of excellence

in operations.

7
2/19/1998
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A preliminary Level 1 schedule for Recovery / Restart and Near Term Improvements is attached to this

Summary. This schedule is based on the current understanding of the duration of the major aspects of

the Plan for Excellence. As plan details are developed and resource loading is accompt.shed, the
schedu!e will be revised accor$ngly.

|
|

8
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2.0 RECOVERY / RESTART

CPS in taking aggressive actions to deal with the causes of its decline in performance, and to support
recovery and restart of the plant. These actions are focused on:

Strengthening management and leadership*

Ensuring the adequacy of the conduct of operationse

Ensuring an effective corrective action processe

^e Achieving satisfactory material condition

Performing a comprehensive review of readiness to restart.*

2.1 MANAGEMENT AND LEADERSHIP

lilirols Power has concluded that the overall cause of the decline of operational performance of CPS was

weak management. In the past, the management team did not provide adequate leadership and direction,

or apply conservative decision-making, The following actions are needed to address these weaknesses:
|

|

I Demonstration of an aLility to communicate clear goals and expectations, hold peisonnel accountable,e

and strive for excellence in opemtion;

Encouragement of the identification and resolution of plant problems, and promotion of a questioning*

attitude; .

Development of a safety culture;*

Pr npt correction of equipment problems and deficient plant conditions;e

ectively implementing change management;
'*

Development of the technical and supervisory / management capabihties of personnel, and providing a*

depth of capabilities and industry experience in the management structure; and

Effective utilization of the capabilities and evperience of oversight organizations (e.g., Qualitye

Assurance; independent Safety Engineering Group, Nuclear Review and Audit Group)J !

9
2/19/i998
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To correct these weaknesses the new CPS management team will lead by example, provide management

focus or: several key items, strengthen on-site and off site management oversight, and enhance corporate
leadership. Eac' ese is discussed in more detail below.

2.1.1 Leadership y Example

A fundarnental approach to achieving improve nent in management and organizational performance is to

lead by example. This improvement is being implemented through management changes, management

forums, management and supervisory training, a management observation program, and use of expert
advisors.

Management Changes . Over the past year, a number of new mornbers for the management team*
j

have been brought from outside organizations to e,hange management's approach to the operation of
CPS. Several of these new managere have been retained as part of a recently instituted

management services agreement with PECO Energy Company, and others have been assigned from

Institute of Nuclear Power Operations (INPO) or hired from other nuclear power programs. In

previous assignments, these individuals have shovin a clear understanding of the importance of
'

continuous improvement and striving for excellence, Thei, previous experiences at well-performing

plants provides a foundation for making the important changes in managament approach necessary

to implement the corrective actions to recover and restart CPS, and to sustain long term improvement.

These new managers over the last year are:

| Chief Nuclear Officer
i Manager, Clinton Power Station

Manager, Maintenance

Manager, Work Management

Manager, Nuclear Station Engineering Department (NSED)

Managor, Recovery

Director, Operations

Director, Design Engineering

Director, Plant Engineering

Director, Project Engineering

Director, Nuclear Training

Direr. tor, Radiation Protection and Chemistry

Director, Quality Assurance (OA)

Director Work Coordination
t

Director, Corrective Acton

Supervisor, Operations Services

10
2/19/1998
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Supervisor, Electrical Maint wce

Supervisor, Scheduling

Supervisor, RadiologicC Operatic' ,

Fgure 1 outlines the new senior management organization.

Management Forums An effective way to commun:cate an understanding and appreciation of*

changes in att!!ude and expectations is through management and management / worker forums.

These forums will be used to communicate and reinforce expectations for formality and a rigorous

approach to site activities. This will be accomplished by concentrating the management's attordion
through forums such as:

.

i.eadership Meetinas . This daily meeting is attended by managers and directors-

important to day-to-day plant operations. This meeting also includes other managers

| and supervisors from operations, maintenance, engineering support, and others as

required. The meeting provides a forum for management to demonstrate, by

example, and reinforce the attitude and approach expected by CPS senior

management. Business conducted during this meeting ine.ludes strategic and

significant issuea and the status of daily plant cctivities, witu 1 0 "us on leadership

| principles that foster safety, defense-in <!epth, questioning attitude, and loaming from

[ experience (both intomal and external).

.

guoervisorv Meetinan . These weekly meetings are used as a communications forum-

for management and supervision These supervisory meetings are conducted as

informal meetings during which management expectations are discussed and

fet.dback is provided to management on subjects such as the Plan for Excellence,

preventing human errors, and recent events and activities.

Senior Manaaement Meetinas - These meetings will be chaired by the Chief Nuclear-

Officer and attended by the managers, directors and key supervisors. These

meetings will be used to periodically review those activities that are important to the

effective operation of CPS, to monitor status and enforce accountability (including

evaluation of performance measures), and to provide a forum for senior management

to demonstrate, by example, the attitude and approach of management.

II
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FIGURE 1
CPS ORGANIZATION
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Manaqqment Review Team Meetinas . These are periodic meetings of sen;or management to
-

review deve'iment, implementation and status of the Plan for Excellence. This meeting

provides the forum for senior management to reinforce the importance of the Pian for

Excellence in improving the overall performance of the station.

Management Observation Program . An aggressive program of in-plant observation by*

managernent will be developed and implemented. This program will include a real-time means of

measuring behaviors and reinforcing the expectations of management regarding the standards of

performance for work. An important element of this program will be the Station Operations Monitoring
Program. The purpose of this monitoring program is to improve performance by ensuring

management awareness of operating cr?w values, practices, and behaviors, and providing feedback

to the operating crew regarding management expectations.

Management and Supervisory Training . Management Action Response Checklist (MARC) training*

has been provided to managers, directors, supervisors, and group leaders to establish coaching and

counseling practices to be used with their personnel. The MARC techniques will be reinforood to

ensure that management and supervisors use these techniques with their staff.

Expert Advisom A complementary aspect of leadership by example is the use of expert advisors*

who have extensive experience in the recovery, restart, and performance improvement of nuclear

facilities.1hese advisors are used both as members of review committees and as direct consultants
to assist in addressing selected technical and management issues. For example, a former NRC

senior manager and member of the Integrated Safety Assessment (ISA) Team is on IP's Senior

Advisory Team which is providing independent oversight of the development and 'mplementation of

the Plan for Excellence.

2.1.2 Management Focus

As the transition to the new management team proceeds, the Chief Nuclear Officer has directed the

management team to focus on the following key items:

Safety Culture - Safety is the top priority, Safety includes nuclear, radiological. and personnel safety.e

Conservative, safety-conscious decisions will be demanded. Identification of problems will be

encouraged and effective correction of problems required.
= -

!
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Work Execution - Work will be completed safely, efficiently, and on schedule.o

Station Accounfately - All personnel are responsible for performing their work in a qvality manner,o

and irrplementing and complying with programs and procedures. Both successes and failures will be

recognized.

Communication - Everyone on site will be expected to share a common vision of our goals,e

standards, cnd expectations. Effective communications will be used and reinforced by management

in day today activities.

Implementation of the Plan for Excellence - This is our roadmap for improvement. Initial focus is on+

restart and near term activities implemented by the line organization.

2,1.3 On site and Off site Management Oversight

An important tool used by management to determine areas of weakness requiring increased attention cre

on-site and off-site oversight groups. Management commitment to effective use of this toolis essential

cnd will be reinforced by alllevels of the management team. Oversight is performed by Quality Assurance

(QA), independent Safety Engineering Group (ISEG), Engineering Assurance (EA) (all on-site), and the

| Nuclear Review and Audit Group (NRAG) (off site). As discussed belov/, a range of activities is being

directed at improving tno capabilities of on-site and off site groups including staffing, training and selected
process improvements.

!

I

l

| In late 1996, NRAG was reconstituted and is now chaired by a former NRC Deputy Executive Director for

Operations. Other senior nuclear executives with extensive commercial nuclear operating experience

were also assigned to NRAG, NRAG reports have been reformatted to be more hard-hitting and highlight

NRAG's findings, and the reports are now being more widely distributed, includint directly distributed to

the Board of Directors. ISEG will be participating in assessments with peer utilities to improve ISEG report

quality, and improve ISEG assessment techniques. Additionally, training will be provided to the ISEG staff

in the areas of assessment techniques, writing, communication and root cause analysis. The procedure

that describes FRG activities will be enhanced to address participation by the Plant Manager, to specify

the meeting responsibility requirements for the FRG Chairman / Alternate Chairman, and to provide
guidance for periodic self assessments.

IP is also making further improvements in the QA department. Technical tra:ning will be provided to the

OA staff to improve their abilities to perform audits and assessments. OA will be required to conduct

follow-up effectiveness reviews and verifications for deficiencies identified by OA. Finally, OA is

developing a methodology to improve its depth by planning, implementing, and reporting audits and

14
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4

assessments by more in<lepth review of functional areas and improved technical training for QA

personnel This oversight methodology will provide management with a more complete view of overall site

performanco.a

2.1 A Corporate Leadership

The Illinois Power Board of Directors is taking a more active role in providing direction to the management

of CPS. The Board has retained a consultant with extensive experience as an executive manager of a

nuclear utility. This consultant will provide advice and expertise to the Nuclear Overcight Committee

(NOC) of the Board of Directors. Additionally, the NOC will periodically hold meetings at CPS and will

meet with employees to get input for their assessments. Furthermore, OA and NRAG will periodically be,
,

requested to report to the NOC.
4

Additionally, IP's Chief Executt/e Officer plans to stay actively involved at CPS, including interacting with

the NRC. For example, he has arranged for the CPS OA Manager to provide periodic toports to him, and

| will be visiting the site more frequently to obtain direct input. Additionally, OA and NRAG will provide
"

independent assessments to the CEO.

4

| 2.2 CONDUCT OF OPERATIONS' -

Problems in the conduct of operations have played a significant role in the over911 d%line in CPS

;;dormance. These problems have included weaknesses in:
,

Management oversight*

. Procedure use and adherence

Compliance, interpretation and implementation of Technical Specificas.on requirements.

Conservative decision making*

Work management and scheduling.

Equipment status*

|- e.- Self-check and self assessment >

Operating practicese

.

Example events that demonstrate these weaknesses include: (1) in April 1996 operators repeatedly used

safety reliof valves to control reactor pressure following a reactor scram; (2) in September 1996 operators

failed to follow procedures in attempting to !solate a reactor recirculation pump seal leak; and (3) in

October 1997, the Division 11 Emergency Diesel Generator (EDG) was tagged out for breaker work while

the Division 1 EDG was degraded and the Division I, ll, and til battery chargers were inoperable. Poor
.
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equipment status tracking has also resulting in Technical Specihcahons equipment being declared

operable prematurely.

Prior to restart, CPS will complete actions to a4Jtess each of these problems and will perform

assessments to ensure that these problems have been satisfactorily addressed to support safe restart

and operation. These actions will b9 foi.used on providing strong leadership, clear sNndards and

expectations, effective procedures and processes, and accountability for performance.

The following actions will be taken prior to restart

Assignment of new management within the Operations Department;.

Selection of five Operations Shift Managei positions to provide Operations leadership in site activities.*

The Shift Managers will play a central role in assessing operating crew performance relative to the

Conduct of Operations procedure;

Reinforcement by Operations Management of expectations for safety (nuclear, radiological, and*

industrial), procedure use and adherence, conservative decision making, effective communications,

self-checking and peer checking, profctsional operator attributes, and supervisory perfonnance. An

assessment tool will be developed to track performance relative to these focus areas, and Operations

continuing training will reinforce these focus areas. These actions are in addition to site-wide actions

to improve procedure compliance, including continuing training and seminars;

Management oversight of crew performance will be provided to ensure Operations activites aree

performed with focus on the attributes of safe and conservativa operation. The Plant Manager and

Director Operations will play a key role in providing feedback to the crews on performance. Periodic

use of senior, licensed personnel from the industry will ensure the feedback on crew performance is

sufficiently cntical relative to ladustry practices.

Establishment of an Experience Assessment Group to capture intemal experience and industry.

experience to support improved performance;

Developing an effective equipment status tracking system to ensure proper control of Technical*

Specification actions rnd appropriate declaration of equipment operability;

--. - Emphasis in Licensed Operator continuing training on Technical Specifications practical application 4

exercises. Technical Specifications bases will be reviewed to reinic+.e the basis for limitirig

'
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conditions of operation and the philosophy that Technical SpecificatioW provide the minimum required

margins for safe operation. Lessons from previously identified weaknesses will be incorporated;

Establish an Operations Services Group that focuses on work management activities providing an*

operations focus in the development of work schedules. The Operations Services Group willinterface

with the Work Management Group to ensure Operations takes a leadership role assessing the safety

significance of allwork activities;

Using prev!ously licensed individuals to augment the Work Control Organization to assist ine

developing and improving the quality of the planti'g process and the work schedule;

Improvement in the schedule risk assessment process and tools, including clarification of*

management's expectation on the threshold for contingency planning, communication of risks of

planned and emergent risks, and training of Operations and Work Management peersonnel involved in

schedule risk assessments.

Use of a performance planning and appraisal system to guido personnel performance goals and*

objectives. Performance arpraisal goals will be tied to Operations focus areas;

Completion of Management Action Response Checklist (MARC) training, and establishment and*

communication of expectations clearly defining its use, to strengthen supervisory skills;

Selective recruitment of new Equipment Operators in support of progression planning to continue*

licensed training programs. This commitment will be continued to provide for sufficient depth and

talent in the Operations Department;

Development of performance measures to track Operations performance with respect to the*

Operations focus areas. Training will provide progress reports on continuing training, especially with

respect to Teciinical Specifications training,

2.3 CORRECTIVE ACTION

Assessments such as the Integrated Safety Assessment (ISA) and the NRC Special Evaluation Team

(SET) have found the Corrective Action Program at CPS to be ineffective. The ISA concluded that CPS

management had not taken ' ownership * of the program, including not providing interaction and oversight,

or providing direction toward process improvement. The SET found that inconsistent problem

17
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identification and irnffective avaluation and corrective actions were one of the root ccuses of CPS'

declining performance. The performance of the Corrective Action Program was also the subject of a

50.54(f) Demand for Information (DFI) from the NRC. Among the causes of this performance, as

identified by CPS. were a lack of sufficient managemer/ ownership end involvement in the corrective

action process. In addition, management did not recognize the value of a strong corrective action

program, and thers ., vere poorly defined expectations and accountability in this area. Finally, root cause

and problem analysis were inadeqaato End corrective actions were not sufficient to prevent recurrence.
+

These deficiercios allowed the problem identification, cause evaluation, and corrective action steps to be

lets rigorous and less conservative than required of a well-performing nuclear plant.

To remedy the deficiencies and to ensure the effectiveness of corrective actions, CPS will complete

several achons prior to restart. These actions will enhance the ability to pro-actively identify, rigorously

assess, and follow up to correct problems and prevent their recurrence. Additionally, the process will

require follow up to ensure corrective actions are effective in addressing identified problems.

r'

Principal among these actions is the focus on safety culture at all levels in the organization ase
,

discussed 'above. A policy statement will be issued and discussed with site personnel to provide

clearly stated values and expectations of performance and accountability for corrective actions.

Expectations and accountability for identification, analysis, and rigorous correction of problems will be.

reinforced by communications and feedback through periodic assessments of prc~ + i effectiveness.

Proolem resolution will be enhanced through improvements in trend analyses and the identification of*

toot cause and apparent causes.

Communications and training will be used to keep expectations visible and provide knowledge of*

program actions.

Changes have already been made to en' ance the CPS corrective action process. These include*

emphasizing the need to report human performance errors, establishing an Event Response Team,

establishing four levels of significance of conditions and requiring a graded approa''. to cause

analysis and investigation time limits commeasurate with the level of significance, requiring reviews of
'

the effectiveness of the corrective actions for conditions in the top two levels of significance, and

requiring corrective action fcr significant conditions to be approved at the manager level.

Additional training is being developed and will be pr sided to make the implementation of the.

processes more effective and support further improvement. These include Root Cause Basics.
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Advanced Root Cause, Equipment Root Cause, and Abbreviated Equipment Root Cause for
Maintenance personnel.

A review of a selected set of condition reports, for which corrective actions have been taken, will be*

'

conducted to assess 'wbether past corrective actions have been effectively implemented, For

example, IP has initiated a System Design and Functional Validation (SDFV) program, which includes

evaluation of the effectiveness of past corrective actions that could affect functional capabilities for

representative systems important to safe and reliable operation. Additionally, the Corrective Action

Group will review selected maintenance work requests to determine whether they have defciencies .

that have not been properly entered into the CPS Corrective Action Program.

Methods are being established to measure the effectiveness of overall improvements in corrective*

; actions.

'lhese actions will resolve a number of deficiencies in the CPS Corrective Action Program and suffelently

enhance its ability to pro-actively identify, rigorously assess, and provide lasting resolution of problems to

support safe restart and operation.

I
\

.

2.4 MATERIAL CONDITION
.

Degradation of material condition at CPS has been indicated by recurring and long-standing material

deficiencies, numerous main control room deficiencies, operator workarounds, and a large maintenance

backlog, in addition, the backlog of corrective maintenance items are contributing to degraded materia;

condition. Further, poor maintenance practices have adversely affected some equipment. Additionally,

correction of plant material condition problems has not consistently beer timely and effective, and cause

determinations have often been narrowly focused and inadequate, resulting in recurrence of problems.

The following actions will be completed prior to restart to correct known material condition deficiencies; to

provide reasonable assurance that structures, systems, and components are able to perform their safety

functions; and to verify tho adequacy of past maintenance activities.

Matnria! Condition Deficiencies

The folk wing actions have been or are being taken to correct known material condition deficiencies:

!
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Over 500 main control room (MCR) deficiencies have been corrected during the current outacc,.

However, the backlog of MCR deficiencies has recently increased sutalantially. The focus of CPS,

with leadership from the newly created Work Management Department, is to work off this backlog and

to implement a process which will ensure that the backlog is maintained at acceptable levels.

Several significant material condition problems have been resolved during the current outage. For.

"

example, the feedwater check valves have been redesigned and reworked; improvements and repairs

to the drywell floor and equipment leak drain detection systems have been made; a large number

safety related and selected other electrical breakers have been inspectcd, tested, and refurbished;

neon lights on the control room panels have Deen re-wired; and an extensive modification of the

turbirse generator assembly has been performed.

Several material condition and design-related problams are being addressed currently, including:.

reactor recirculation pump seal performance; service water heat exchanger degradation; circuit

breaker problems; potentially degraded off-site voltage supply; thermo-lag fire barriers; the potential

for hot shorts on valves during fires; control red drive ASCO solenoid valves; logic systein functional
| testing; correction of overgreasing of 480 volt motors; inverter failure; and verification of the safe

shutdown ana jsis for fires.

The maintenance work request (MWR) backlog is being reviewed and priorities assigned. Goals will.

j be established for the backlog. The backlog will be reduced through more effective use of the Fix It

i Now (FIN) process and improvements to maintenance work packages, Additionally, the work

management program is being changed to improve the prioritization, planning and scheduling of work

for the station. This wi" be an integrated process which will require the entire CPS organization to
participate for it to succeed.

The Preventive Maintenance (PM) deferral process will be assessed to ensure that thorough technical.

evaluations of deferrals occur in a timely manne: to support equipment operability and performance.

Corrective Actions are being taken to address OA audit findings related to compliance with the.

Maintenance Rule.

System Desian and Functional Validation

A System Design and Functional Validation (SDFV) program is being performed for representative

systems. Thc purpose of the SDFV is to assess conformance with the design and licensing bbsis
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functions. If the results suggest other systems may be functionally degraded due to design or

representative material condition, the size of the review scope will be increased.

M2suacy of Past Maintenance Practices

Past maintenance practices (including " skills of the cratt") contributed to some material condition

deficiencies (e.g., over-greasing of motor bearings; soldering techniques used in repair of control room

neon light indicators; failure to lubricate electrical contacts in 4160 volt and other breakers). To determine

whether other maintenance practices currently impact equipment performance, IP is taking the following

actions:

. J A review is being performed to determine past maintenance practices that could have an adverse

j impact on the performance of safety functions of equipment. As part of this review, a maintenance

self-assessment has identified a i!st of maintenance work pracbees. These practices are being

= evaluated to determine whether they potentially could contribute to an equipment performance
problem.

Approaches to determining the effect of past maintenance practices are being considered, including*

interviews with maintenance personnel;- review of maintenance procedures; observction of-

maintenance personnel work by experienced maintenance personnel from other nuclebr facilities; and

selected testing of " skills of the craft" and refresher training.

Appropriate corrective actions will be taken if adverse impacts are identified.

2.5 RESTART READINESS REVIEW

Prior to startup, CPS management will perform Restar' Readiness Reviews to ensure that the plaht's

material condition, its organizations, and its programs are prepared to support safe operations. The

following summarizes the scope of the Restart Readiness Reviews that will be performed. Section 4.0

provides a more detailed description of these readiness reviews.

Establishing Restart Criteria - Conditions, issues and deficiencies which, if uncorrected, could

reasonably result in the plant being in an unsafe condition or inoperable under the Technical

Specifications will be corrected prior to restart. IP has established ten criteria to assist CPS personnel in

making this determination. These criteria are provided in Table 4.1. These criteria establish consistent

management expectations across the site. Deficiencies for which sufficiant compensatory measures are
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implemented such that the p| ant is and remains in a safe and operable condition may be corrected after

restart, on a schedule commensurate with the potential safety significance and the work management
. process.

Hardware and Design Readiness Reviews - These activities will ensure that the physical plant is

ready to support e.afe startup and operations, These activities will consist of the following:

Known hardware and design problems will be addressed before restart.. *

The System Design and Functional Validation (SDFV) program is reviewing five systems and two*

design areas to demonstrate functional performance consistent with the design and license basis.

| The program is:
l
'

1. Evaluating the accuracy, consistency, and integrity of the design and licensing basis

documentation as L definos the functional requirements for systems, structures, and

components (SSL) important to safe and reliable operations,

2. Confirming that requirements for identified functions have been accurately translated into the
,

Technical Specifications, and operating, abnormal, emergency and surveillance procedures.

3. Verifying that the test methods and results of surveillance and test procedures are suft cient to

confirm system functionality,

Systems chosen as representative for the station are: auxiliary power (AP), shutdown service water

(SX), residual heat removal (RM), control room ventilation (VC), and containment monitoring (CM).

Two areas of design changes are being reviewed: leak detection and structural modifications. These

systems and areas were chosen to encompass representative safety functions (reactor shutdown,

post shutdown decay heat removal, positive reactor pressuro vessel pressure boundary isolation and

MCR habitability post accident) and a representative spectrum of system type, designer, and topical

area application. Configuration walkdowns of portions of these systems will be performed to provide

visual verification that the actual physical configuration is as depicted on approved CPS drawings.

The results of the SDFV reviews for the selected systems will provide a basis to evaluate wl' ether

there is reasonable assurance th.: Mr systems can function consistent with their design and
licensing basis. These activitiet acing coordinated with others described under ' Material

Condition".

Reviews are being performed of the potentialimpact on plant equipment by corrective and preventive*

maintenance, and corrective action program activities.
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System readiness reviews will be performed. System engineers and individuals with operations -.

experience will walk down their systems to ensure that each is ready to support safe operations. >

Additionally, system engineers will analyze open items on their systems to identify items that must be

corrected prior to restart and will analyze items on their systems since January 1,1995 to identify any

trends.

Organizational Readiness Reviews - Managers will critically assess their departments to ensure that
'

their staff understand their roles and responsibilities, and that the departments are property staffed 9nd

organized to support restarting the plant. Workloads, baclogs, and the status of qualifications and

training will be assessed to determine whether the organizations are prepared. Additionally, managers will

avaluate: 1) open items to determine which could impact safe restart, 2) open and closed items since

January 1,1995 to ideritify any adverse treads, and 3) closed significant weaknesses to ensure the

adequacy of corrective action for them. Processes owned by departments will be reviewed for adequate

{ - tools, facilities, resources, cnd administrative process. Performance, including established and -

understood performance expectations, will be evaluated such that there is confidence that each

organization is ready for safe operations.

Program Readiness Reviews - An initial screen of CPS programs which could affect safe operations is

complete. Some programs do not impact safe startup and operation, and improvements in other

programs are included in the Plan for Excellence. For the remaining pmgrams, owners will evaluate 1)

. open items to detemilne which could impact safe restart 2) open and closed items since January 1,1995

to identify adverse trends, trd 3) closed s,gnificant weaknesses to ensure the adequacy of corrective

action for them, issues that have not been properly resolved will be evaluated against the restart criteria

- as potential restart activities. Additionally, programs will be reviewed to ensure that they comply with

applicable requirements and contain provisions essential for safe startup and operation.

Performance Measuras Performance measures and goals are being t.stablished to assess-

performance for plant restart and for coatinuo'is improvement. The goals will be met before restart or

justification will be provided for not meeting the goals.

Readiness Affirmations - After the above reviews are completed and corrective actions taken for the

plant, organizations and progran,s, owners will affirm in wnting that tneir depatments, programs, and

systems are ready to support unit restart and power operations. Licensing and the Quality Assurance

departments will also provide affirmation. The readinass assessments and these statements will be
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reviewed by site management before the recommendation to restart the plant is made to the Chief

Nuclear Officer who will make the final decision on restart for Illinois Power.

2.6 PERFORMANCE MEASURES

IP is establishing performance measures to help assess the effectiveness of its corrective actions and

improvements in performance. The more important performance measures that will be used by CPS are

listed below. Some of these indicators are current Nuclear Program Performance Indicators while others

have not been developed at CPS. The 'qdicators are divided into categories which correspond to IP's

strategies for improvement in the Plan for Excellence. These indicators pertain to pre-restart activities.

Cnd additional or different indicators may be develcped for operation of CPS. Additionally, IP is

developing goals for these indicators.

A. Management, Supervision and Ovemight:

1 Station Early Warning Indicator (composite of twenty five selected indicators)
2. Number of OA Audit Findings issued during period

3. Audit Finding Aging and Number Overdue

4. Condition Report Corrective Actions Past Due (Not a current indicator)

8. People:

1. Peraonnel Contaminations

2. Overtime Hours by CPS Department

3. Number of Long-Term Contractors vs approved staffing level

4. Illinois Power Staffing vs approved staffing level

C. Operational Excellence:

1. Station Operations Monitoring Program Indicator (Not a current indicator)

2. Surveillance Tests Late and Overdue (Not a current indicator)
3. Main Control Room Deficiencies

4. Operator Workarour.ds

5. Zaro Liquid Effluent Discharge

G. Event Free Performance

7. Human Performance Licensee Event Reports

D. Programs and Processes:

1. Fire Protection impnirments

2, Number of Temporary Modifications and Aging
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.. . .. . .. .. . .. . ..

!

3. Contaminated Surface Area

d Prxedure Change Status

5. - Number of Tempcrary Procedure cha.., :s (TPDs) and Procedure Changes for Revision

(PDRs)

6. Radiation Exposure Station and Department (WANO)

7. Low Level Solid Rt.dWaste Volume (WANO)

8. - OSHA Recordable Accidents

9. Radiation Pre'ection Program Violations (Not a current indicator)

10. Percent Rework

E. Plant Equipment Performance

1. Preventive Maintenance Late and Overdue

! 2. ~Open Outage Correcti e Maintenance Work Requests

3. Open Non-Outage Corrective Maintenance Work Requests

4. Open Non-Outage Corrective Maintenance Work Requests Greater than 12 Months Old

5. - Percent Post Maintenance Testing Failures

6. Key Safety Equipment Unavailability Hours

7. Forced Outages for repeat causes

<
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3.0 NEAR TERM /LONG TERM IMPROVEMENTS

The Plan for Excellence describes strategies to achieve IP's vision of pride and excellence in nuclear

generation at CPS. These strategies and their associated elements are shown in Figure 2. Actions to

accomplish these strStegies have been prioritized as either startup related (discussed in the previous

section), near term, or long term. The more important near term and long term actions are summarized

below.

STRATEGY 1: MANAGEMENT, SUPERVISION, AND OVERSIGHT

The objective of this strategy is to achieve excellence in leadership, management and supervision,
teamwork, and independent oversight.

Near Term Actinno

1. Management and Supervision

The expectation will be established that management and supervisory personnel PLAN their activities, L)O

what they plan, MONITOR the results, and ADJUST their activities as needed to achieve the desired

results. Training will be provided to management and superybory personnel on this expectation.

Individual management and supervisory personne! will be evaluated to identify their pa?icular strengths

and areas for improvement, and Individuct Development Plans will be prepared to improve performance.

Management and supervisory personnel will receive regular performance appraisals that include

assessments of their effectiveness.

A leadership development training program will be estabhshed. This program will provide initial as well as

continuing training on leadaship development. Candidates for leadership pcsitions will be identified and

given development training to augment their abilities.
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FIGURE 2
PLAN FOR EXCELLENCE STRATEGIES AND ELEMENTS
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2. Improvements in Teamwork

The process of development of the Plan for Excellence has been designed to help instill teamwork

at CPS. Actions for many of the Elements in the Plan were developed by inter-ducartment teams

of employees, and input for the actions for other Elements was provided by focus groups of CPS

employees. IP is building upon this successful teamwork.

Expectations for teamwork will be established, including identification of behavioral standards for,

facilitating teamwork (such as keeping the interest of CPS ahead of personal or depadment

interests, seeking help from other groups when needed, and offering assistance to other groups).

These standards will be communicated to the workforco. Additionally, site personnel will be

educated on the subject of teamwork, and CPS employees will be trained to develop their abilities

to work within a team.

STRATEGY 2: PEOPLE

The objective of this strategy is to improve personnel development, communications and morale,

and exper;ence of CPS staff and management.

NearTerm Actions

1. Personnel Management, Staff Development, and Performance Appraisals

Regular performance appraisals will be provided to CPS employees, and the performance

appraisals will be structured so that personnel are evaluated according to basic behavior

characteristics. Based upon the results of the performance appraisals and input from Full Circle

Feedback evaluations, each salaried non-union employee will have an individual development
plan.

IP will ensure that a sufficient pool of personnel are ready for future management needs by

establishing and implementing succession plans for each department. These plans willinclude a

roster of employees who aspire to be in key positions, their qualifications fo the positions, and

actions to achieve the needed experience and qualif; cations for the positions. If experienced IP
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employees are not available for a position, IP will recruit experienced personnel from outside of

IP. ]

2. Communications and Morale

Communications are a critical facet of successful nuclear plant operations. Consequently, IP has

begun a site-wide examine *' * CPS comme.ications processes and has initiated the

- development of a t'rategic communications impro/Mnt program. IP will adjust its processes to

reinovo obstacles to good communications practw and enhance those which resun in proper

information flow. Expectations will be established regarding manapment-supwvisor-ernployee

communications, especially the fact that such communicatbns must be two-way. - Employees will

be kept aware of site activities, policies, decisions and lessons-learned, including adequate back

shift and weekend work updates, allocation of contractor resources, staffing, and status of the

Plan for Excellence.

Morale will be improved by ensuring that CPS employees are better aware of the activities

occurring at the site, including the status and progress of the Plan for Excellence. The frequency

of employee communications will be increased by arranging a system of periodic meetings for

personnel in various groups and departments throughout the organization and re-establishing

programs similar to the Front Line Communications program. IP will also address employee,

i

concems about how contractor resources are being ellocated and administered, and how open IP

positions are being staffed.

i

3. Staffing

Supervisor positions have been re4!stablished in Engineering. AdditiorViy, staffing has been
L increased in Engineering and Maintenance.

Staffing in Operations is also being incrensed, including the recent completion of an initial

operator license training class. Additionally, another class is being ir:itiated, and an Operations

Department Staffing Plan has been established with a goal of providiry eufficient licensed
personnel to staff six shifts.

Finally, IP is replacing contractors who occupy managen,ent positions in the CPS organization

with permanent CPS personnel. Similarly, IP is developing its personnel to fill positions held by

contractors who have specialized skills.

29
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Lona Term Actions

T till renew and enhance the use of job rotations to build organizational bench strength, increase

aeral integration, ana to mitigate the ' stuck in my job" frustration noted by many employees. IP
t

will ensure that staffing levels will be maintained at adequate levels to allow rotational and job

growth opportunities.

STRATEGY 3: OPERATIONAL EXCELLENCE

The goal of this strategy is to enhance our safety culture, reduce human errors, improve

performance through training, develop operationally centered station standards and performance,

and mprove the conduct of operations.

|

NearTerm Actions

1. ' Safety Culture
i

Management will continuously reinforce its expectations on se'-ty, including nuc' ear, radiological

and personnel safety, in particular, work group meeting = Ma by Directors, Supervisors and Group

Leadeis will discuss examples of good and poor behaviors within their work groups. Explanations

of defense-in depth and saiety barriers will be incorporated into pre-job briefs, and training will be

given to supervisors to develop, monitor, and communicate performance standards. As

discussed elsewhere in this summary, IP is taking steps to improve corrective actions to help

transform CPS into a teaming organization that strives for continuous improvement. Training and

seminart. will be conducted fu mployees to reinforce expectations for procedure compliance and

conservative decision making. Expectations and guidance will be established for 'self-

assessments based on best industry practices, which will include techniques and methods for.

t.ssessments and a self-critical questioning attitude. Finally, IP will provide site-wide leading

indicators to identify declining trends, compare CPS to industry top performers, and assess

achievement of site and departmental goals.

2. Human Error Reduction (H.E.R.)

The CNO will sponsor a r,ite-wide H.E.R. program IP is establishing an Experience Assessment

Group. whose responsibilities willinclude the H.E.R. program The H E R. program at CPS will be
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benchmarked against industry top performers. Furthermore, human erroi suction techniques

will be communicated through handbooks and pocket cards to increase H.E.R. visibility at the site.

Performance indicators specific to CPS will be used to monitor and adjust the H E.R. program for
3

continuous improvement.

In addition to established self checking techniques u h as ' STAR"(Stop, Think, Act, Review), IP

will use co-worker coaching techniques to help workers reduce errors. Tools will be provided to

sLpervision and management to enable them to reduce their errc .s and to monitor and correct

human errors by their staff. H.E.R. techniques will be incorporated into site training and

qualifications programs. Personnel who work at CPS will receive H.E.R. training, including
managers, directors, and supervisors.

3. Training

A team of CPS employees has been established to identify actions to improve training.
>

'

l.ona Term Actions
|

1. Conduct of Operations

in addition to the pre-restart actions to improve the conduct of operations, IP will take a number of

long term actions to improve the conduct of operations, including 1) improvements in the

effectiver'ess of the turnover process so that contauity of information is maintained between shifts

and between individual watch stations,2) implementation of a new database program for tracking

operability restraints and required actions, 3) obtaining software for logging and tracking
equipment status, and 4) creating and validating a master database of label / source information

and upgrading labeling in the field to be consistent with this database.
>

STRATEGY 4: PROGRA'MS AND PROCESSES

The objective of this strategy is to improve station programs and processes.
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( Near Term Actiona

| 1. Corrective Actions

h addition to the prerestart improvements for corrective actions discussed in Section 2.3, IP is

taking near t3rm actions to establish and impl6 ment a comprehensive and integrated corrective

action program. Corrective Action process changes will be made by revision of procedures

covering self-assessment, condition reporting, operating experience, critiques, and maintenance

work requests.

Additionally, IP is making improvements in the indur.try operating experience program. This

program will be provided with resources and management oversight so that IP can readily

integrate industry information into the Corrective Action Program, including development of a '

mechanism for retrieving and distaminating internal /extemal operating experience. An

Experience Assessment Group is being established to run this program, including capturing

internal and external industry experience to support improved performance.

2. Configuration Management

IP is taking the following actions to improve configuration management:

Uparad;na the CPS Set Point Proaram - With assistance from industry experts, a se:f-assessment

i of the Set Point Program will be performed, including comparing the CPS program against

progra ns that the industry and the NRC consider to be excellent. Based upon the results of this

self-assessment, a long-range plan for enhancements will be prepared in the CPS Set Poht

Program.

Definino the Current Licensina BasisNalidatina the Updated Safety Analysis Report (USAR) - A

review of the USAR will be done. Information in the USAR will be validated and corrected as

needed. Additionally, the process for updating the USAR will be evaluated and improved.<

Commitments and other documents included in the current licensing basis will be identified and

consolidated into a single, retrievable source.

Updatina Vender Technical Documents - IP is reviewing and revising vendor manuals to develop

a consistent and uniform format, to incorporate the most current revision of vendor technical

documents, and to make the vendor contacts iequired by Generic Letter 83-28. Additionally, the
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Master Equipment List (MEL) is being updated with the most current vendor information. To

ensure that future changes to vendor technical documents are properly incorporated into vendor

manuals and MEL, CPS is revising its process for control of vendor technical documents.

3. New Work Management Process

IP will critically assess and improve its work management process, procedures, and organization,

New scheduling softwaro will be implemented and requisite training will be provided to appropriate

CPS personnel. IP will also streamline the work processes, including using task managers for

major or critical work, developing a program to expedite minor maintenance, and increasing the

use of the Fix It Now Team (FIN) for emergent work.

IP is working to improve the content of wek packages by 1) evaluating the MWR planning

process at top performing nuclear power plants to identify improvements for the process at CPS,

2) establishing a document which provides standardized planning of job steps contained within

MWRW PMs, and plant modification packages, and 3) revising the procedure on preparation of

maintenance work documents to streamline the work package content and make the review
process more effective.

4. Procedures

IP wiis review and revise the abnormal operations sections of operations procedures to ensure that

conservative approaches for dealing with abnormal conditions are clear from a human factors

perspective. Additionally, the technical adequacy of future procedure issuances and revisions wil!

be enhanced by the following changes:

Owners from line management will be assigned to each procedure, and will be trained in their*

responsibility for ensuring the adequacy of their procedures.

Responsibilities fer Independent Technical Reviewers (ITRs) of procedures will be clarified,*

and ITRs will be given additional training on their responsibilities for ensuring high quality
procedures.

System engineers will review appropriat* revisions to system ope;atirig procedures to ensure*

their compliance with upper tier documems and the design basis.

Procedures requiring periodic review will be identified, the scope of the reviews will be*

defined, and resolution of open items against the procedures will be required.
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Procedures will be reviewed to ensure t''ey complement and are consistent with the.

knowledge and skills of workers.

The CPS Writers' Guide will be revised to include human factors / error reduction techniques..

IP is also makiag changes to enhance the procedure change process. The procedure change

process at top performing plants will be reviewed to benchmark the process at CPS, and changes

will be made to the CPS process to streamline the procedure approval process. IP is also taking

action to reduce the total backlog of Comment Control Forms (CCFs) on procedures, and will

require procedure owners to review and prioritize CCFs to discourage inappropriate procedure
changes.

Lona Term Actions

i

1. Corrective Actions

IP will continue to improve a w~ prehensive and integrated corrective . 1 program This will

include a single site-wide system for identifying and tracking correctio ,( conditions adverse to

quality. Finally, periodic self-assessments will be performed to ensure that the goals of the

Corrective Action Program are t'aing implemented.

2, Configuration Management

The long term actions to improve configuration management include the following:

Collectina and Collatino Desian Basis Documents. Currently, the design basis for CPS is

contained in numerous documents and is not easily retrievable. To achieve excellence, IP will

collect, collate and index the design basis.

Enhancina the Availability of Nuclear Steam Supply System (NSSS) Desian Documents. IP will

define the types of NSSS documents that should be held at CPS, obtain copies of those

documents that are not currently on Site, and integrate and store those documents with other CPS

design documents.
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Supervisor of Radiological Operations from another utitity who has experience in supervising a

corrective action program as well as extensive RP knowledge.

STRATEGY 5: PLANT EQUIPMENT PERFORMANCE

The objective of this strategy is to maintain good material condition, and to ensure safe operation,

equipment reliability, and system operability.

NearTerm Action

1. Maintenance Rule Program Enhancements

The plans to improve implementation of the Maintenance Rule include: 1) expanair 1 tne level of

detail of functions covered by the Maintenance Rule,2) establishing a single program to control

unavailability time of equipment and 3) providing general and depaltnent-specific training on the
Maintenance Rule.

2. Testing

A team of CPS employees has been established to identify actions to improve testing.

3. System Engineering Program

Some actions have already been taken to improve the system engineering function and reduce

the burdens on system engineers, such as:

Re-establishment of a Performance Monitoring Group in Plant Engineering;*

Revision of department policy to no longer require preparation of design channes by system.

engineers;

Establishment of engineering response teams to address a large number of emergent issues,
*

and;
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Revision of CPS procedurcs to define the role of System Engineers.*

A team of CPS employees has been established to idc9ify additional actions to improve system

engineering, including trending and tracking of material conditions.

f|- - 4. Maintenance Effectiveness

-

A team of CPS employees has been established to identify actions to imorove the effectiveness of

maintenance. This will include actions to address issues related to " skills of the craft."

r

I

;
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4.0 RESTART READINESS REVIEWS

4.1 SUMMARY OF PROCESS

As part of out ongoing self-assessment activities, we will conduct readiness reviews to ensure

plant equipment, organizations, and programs are prepared to support safe startup and
operations.

The Restad Readiness Review identifies three types of readiness reviews: 1) hardware / design

readiness reviews; 2) organizational readiness reviews; and 3) program readiness revieww.

These reviews are described in Sections 4.2 to 4.4 below. As described in these sections, these

reviews will include verifications and other activities needed to address the NRC's Confirmatory

Action Letter (CAL) dated August 6,1997, and its Demand for Information (DFI) Letter dated

September 26, 1997. To avoid duplication, the readiness reviews will take credit for thoa

portions of the Plan for Excel'ence for improvement that will be completed prior to startup, and
,

|
may identify the need for additional improvements to be incorporated into the Plan. Additionally,

I
our Restart Readiness Review Plan includes requirements to establish performance measures

L (Section 4.5) and requirements for final affirmation of readiness to restart (Section 4.6).

In developing these readiness reviews, IP used as a baseline the plan for the readiness reviews

that was implemented at CPS in the Spring of 1997 (which was similar to readiness reviews

conducted at other nuclear plants). Reviews were added to account for the events occurring after

Spring (including verifications to ac.: cunt for the CAL, DFI, and the results of the ISA and SET).
i

IP also added provisions, such as tbc affirmation process, to provide more rigor to the readiness

reviews.

In general, readiness reviews will be conducted by individuals or departments responsible for the

hardware / design, organization, or program in question (the owner). Each owner will prepare an

approved restart readiness implementing plan for conducting his/her hardware / design,

organization, and program review, which will be provided for approval to the Management Review

Team (MRT). Wherever possible, owners should utilize the output from other Plan for Excellence

Action Teams as input for their implementing plans. The Recovery Manager will conduct periodic

reviews with the responsible line manaars, and will establish a team to help him evalut the
implementation and results of the readiness reviews.
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The results of the restart readiness reviews will be compared against pre-established Restart

Criteria. provided in Table 4.1. These criteria are designed to ensure any conditions determined

to adversely affect the safety of startup and operation of CPS are corrected prior to restarting the

plant. Using these criteria, hardware / design, organization, and program owners will prepare a list

of conditions that must be corrected prior to restart, and this list will be provided to the

Management Re .ew Team for approval. These conditions will be tracked to completion. After

completion of the readiness reviews and prior to startup, new issues may emerge. Owners will

maintain an awaren6ss of emerging issues within their scope of responsibility, and will evaluate

the issues using the Restart Criteria in Table 4.1. Any issues that meet the criteda will be added

to the rcatart list and tracked to completion. Non-restart items will be prioritized and scheduled for

completion independently of restart.

The Quality Assurance Department will provide independent oversight of the restert readiness

review process and results through audits and assessments, in addition, a Senior Advinory Team

(SAT) has been established to conduct an independent technical assessment of the readiness

| reviews. The SAT consists of experienced industry and CPS personnel. Additionally, the Nuclear

Review and Audit Group (NRAG) will conduct an assessment of the restart readiness reviews.

The SAT and NRAG reviews will be conducted prior to the Chief Nuclear Officer decision to
I restart.
1

For each element of the restart readiness review, the element wa, will present both an

implementing plan for approval and a report (includir g an oral presentation to the MRT as

requested) of the results of the review to the Plant Manager and the MRT. The MRT will apptove

the implementing plans, review and approve the results of the readiness review reports, and issue

a final affirmation and recommendation to the Chief Nuclear Officer regarding readiness to restart.

The SAT and NRAG willindependently assess twRT results. Based upon the recommendations

by the MRT, the Chief Nuclear Officer will make a decision on whether CPS is ready to restart.

A simplified flow diagram of the restart readiness review process is provided in Figure 3.
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Table 4.1

Restart Criteria

Conditions, issues and deficiencies wiuch, if urvorrected, could reasonably result in the piant beign in an
'

unsate conoition or inoperable under the Techr.ical Specifications must be corrected prior to restart.

Conditions, issues, and deficiencies for which suttieaant compensatory measures are implemented such

that the plant is in a safe and operable condition may be corrected post-restart on a schedulo
,,

commensurate with their safety significance and established work management processes. The following

factors will be taken into consideraSon in determining which conditions must be corrected prior to restart. '

1.0 la resolution of the issue required to address a nuclear safety, personnel safety or operability
issue?

2.0 Does the condition create a potential excessive personnel radiation exposure, an unplanned

radioactivity release to the environment, or a discharge of effluent in excr u of regulatory limits ?
3.0 is action required to eliminate or mitigate a predi table component failure, uficiency, condition, or

operator work around that could result in an operational failure, enty into a Limiting Condition for

operation (LCO), or challenge performance of system functions important to safe and reliable
| operation ?

4.0 is there action which must be taken in order to resolve a deficiency or condition that could result in

a failure of, or the inability to satisfy, a required surveillance test ?

5.0 is there a need to resolve identified procedural deficiencies:

} 8. That affect the adequacy or validity of required Surveillances, or

b. That have resulted in repetitive work around situations, or

c. That challenta the ability of a system to perform functions important to safe and reliable

operation, or

d. That render important programs or processes ineffective.

6.0 is there a need to take action which will restore degraded critical components or correct conditions

that 'uld result in a plant transient, unscheduled load reduction, or shutdown?

7.0 Has the u.Mition(s) resulted in repetitive equipment failures ?

8.0 Does the condition result in a 1 censing or design basis discrepancy in safety related or other

Technical Specification required equipment and/or substantive licensing aad design basis

document discrepancies ? (Note: documentation deficiencies that have no safe'v impact may be

completed as non-restart action items).

9.0 Does the condition result in a cumulative deficiency, backlag or condition that, in aggregate, couid

h9ve significant negative impact on nuclear or personnel safety, oFrability or reliable plant

operation? (Note: this factor is not applicable to individual work items.)

10.0 Does the coridition result in organizational, training, programmatic or process deficiencies that in

aggregate have reasonable probabilities of affecting safe and reliable plant operation 7
,

I
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Figure 3
Restart Readiness Review Process
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4.2 HARDWARE / DESIGN READINESS REVIEWS

The pvpose of the hardware / design readiness reviews is to ensure the readiness of the plant to

restart and operate safely,

Our hardware / design readiness reviews will consist of three parts: 1) correction of known

_ problems, 2) verifcation that other hardware / designs do not have similar problems, and 3)

reviews of system readiness.

4.2.1 Correction of Known Hardware /Desian Problems

There are several known hardware and design problems that af'ect the performance of structures, .

systems, and components (SSCs) and require correction prior to startup under the Restart Criteria

of Tablo 4.1 to ensure the safety of startup and operations of CPS. Examples include:

Inspection, correction, and testing of electrical circuit breakers,e

Identification of the cause of the failure of the Reactor Recirculation Pump seal that occurrede

on September 5,1996,

Analysis and correction of performance issues age.ociated with NRC Generic Letter 89-13-.

regarding Service Water System Problems Afiecting Safety-Related Equipment (Note: The

Generic Letter 89-13 Program will be assessed as part of the Program Readiness Review),

_ Resolution of potential" hot shorts" caused by fires as identified in NRC Information Notice 92-.

18,
I
| * Analysis of safety system logic testing to ensure necessary functions are appropriately tested

as required bi NRC Generic Letter 96-01 (Note: This will be accomplished under the Program

Readiness Reviews),

Initial modifications to resolve issues associated with NRC Generic 1.etter 96-06 regardinge

overpressurization of isolated containment penetration piping (Note: The NRC Generic Letter

96-06 Program will be assessed as part of the Program Readiness Review),

Modifications to resolve issues related to the use of Thermo-Lag fire barriers,e

'

Replacement of the Control Rod Drive Mechanism (CRDM) ASCO solenoid valves, ande

Modifications to resolve degraded offsite voltage issues..

4.2.2 Desion and Hardware Verifications

The causes of the problems discussed in Section 4.2.1 could potentially affect other systems or

components. To determine the generic implications and extent of these problems. we will conduct

focused design and hardware verifications on select systems prior to restart.

' Our design and hardware verifications will consist of the following:
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System Desian and Functional Validation (SDFV)

This vorification is being performed in response to several assessments of Clinton Power Station

that identified weaknesses in the area of design bases integrity. A fundamental objective of the

SDFV is to confirm reasonable assurance that systems, structures, and components (SSC)

important to safe and reliable operation can perform their design and licensing basis functions.

The SDFV will be performed by an integrated team of outside consultants and CPS personnel. It

will consist of a verification of the functionality of the Control Room Ventilation System (VC),

Shutdown Service Water System (SX), Auxiliary Power Distribution System (AP), Containment

Monitoring System (CM), Residual Heat Removal System (RH), and selected structural and Leak

Detection System modifications. These systems were sclected to ensure the scope of the

verification includes safety-related. risk-significant, and severe accident functions, and an

appropriate mix of engineering disciplines. For these systems, the verification will consist of the

following steps:

Identification of the system functions credited in the plant accident analyses*

Verification that these functions are consistently described in the " Mated Safety Analysis*

| Report, Technical Specifications, and Operational Require ment Manuni (ORM)

Verification that the requirements associated with these functions have been accurately*

incorporated into operating procedures, abnormal operating procedures, and emergency

operating procedures

Verification that the Technical Specifications are consistent with respect to the Occident*

analysis assumptions

Verification that the test methods in CPS procedures accurately incorporate the technical*

requirements and a4equately confirm system functionality consistent with the design and

licensing basis

Verification that the results of the implementation of preaperational and surveillance-

procedures are sufficient to confirm SSC functionality
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Review of selected system modifcations, including post-modification testing, to ensure that.

they did not adversely impact system functionality

Evaluation of selected preventive maintenance activities with respect to their effect on system.

functionality

Assessment of the material condition of the systems to determine if there are any conditions.

which challenge functi.onality

Assessment of Illinois Power's response to industry and CPS operating exper' nce to.
.

determine whether sufficient action has been taken to preserve functionality

Adverse conditions identified during these verifications will be documented, evaluated against the

Restart Criteria in Table 4.1, and as necessary corrected prior to restart. Additionally, based upon

the overall results of the verification for these systems, management may decide to expand the

scope for verification to include additional systems (either in whole or for selected attributes).

Expansion of the scope of the verification will be considered in the following cases:

Periodic test results do not support functional requirements.

Problems with generic implications are identified.

The design basis for SSC functionality is unsubstantiated.

Functional requirements and test results are not consistent with the design and licensing.

basis
I

Oversight of the SDFV will be conducted by a Systems Independent Review Group (SIRG)

consisting of experienced Illinois Power personnel and industry experts who have participated in

similar reviews in the past. The SIRG will include personnel with experience in Operations,

Maintenance, Engineering, and Licensing, it will review SOFV findings, review for generic issues,

review for reportability, review potential restart iss"es, and review cases in which corrective acticn

is proposed to be implemented after plant startup.

Verification of Corrective Action Sufficiency

This verification is being performed in response to the concerns regarding the adequacy of

corrective actions, as addressed in NRC's Demand for Information Letter to CPS of September

26,1997. This verification will confirm, on a sampling basis, that past corrective actions have

been sufficient to maintain the functionality of SSCs.

The Verification of Corrective Action Sufficiency will consist of two parts.
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For identified deficiencies since January 1,1995, the SDFV reviews will determine whether the

deficiency affected the required system functions. Specifically, degraded conditions will be

evaluated to ensure corrective actions were sufficient and correct to restore the component and/or -

system to the functional requirements dictated by the design and licensing basis. Where those

actions were not sufficient, additional corrective actions will be implemented.

Second, the Corrective Action Group will review equipment-related Condition Reports (CRs)

classified as significant and issued since January 1,1995, to ensure the causes of the noted

problems have been identified and the corrective actions have been sufficient to ensure

equipment functionality has been maintained. The group will also review selected closed MWRs to

determino whether these MWRs have deficiencies which have not been properly entered into the

CPS Corrective Action Program by means of a Condition Report.

!

Verification of Maintenance Sufficiency

i

! This verification is being performed in response to concems documerned in NRC's Confirmatory
i Action Letter to CPS of August 6,1997. This verification will confirm that the implementation of

past preventive and corrective maintenance has been sufficient to preserve the functionality of

SSCs.

.. The Verification of Maintenance Sufficiency will consist of four parts:

Review of PM Reauirements. As described in Element 4.06, NSED will conduct a review of.

existing PM tasks for pilot systems to verify specified requirements are correct for systems

within the scope of the Maintenance Rule (unless justification is provided for excluding a

particular system or part of it). Review will include comparison with vendor manuals, industry

experience, regulatory requirements and information, and CPS experience. Deficiencies

identified will be evaluated under the Restart Cnteria in Table 4.1.

Review of Maintenance :nplementation. Maintenance will conduct a review of effectiveness*

of maintenance implementation. This will include specific reviews of toolbox skills, reviews of

procedures, interviews with craft personnel to identify possible weaknesses in maintenance

implementation, reviews of Condition Reports and MWRs to identify any adverse trends in

maintenance implementation, and reviews of control of material. This review will provide

confidence that maintenance program requirements are property implemented. These

assessments are described in more detail under PFE Element 5.05 on Material Condition.
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L

Review of PM Deferrals. NSED will conduct a review of the preventive maintenance tasks*

I

that were not performed as. scheduled (overdue, late, or deferred) _ This will include an

evaluation of each overdue, late, or deferred PM and its impact on equipment operability, both

immediate and long-term. Additionally, an evaluation of the aggregate impact will be
pctformed.

I

Beview of Corrective Maintenance. Corrective Maintenance reviews will be satisfed by the*

perforrrance of other plan elements. The Corrective Action Group review of Significant CRs,

the SDFV review of MWRs for selected systems, and the system engineer reviews will

provide sufficient level of confidence in program effectiveness.

4.2.3 System Readiness Reviews

Prior to restart, CPS w:ll perform system readiness reviews. These readiness reviews will be

performed on all systems within the scope of the Maintenance Rule (unless justifmation is

provided for excluding a particular system or part of it and approved by the MRT). The reviews -

will consist of two main parts.

First, the responsible System Engineer will conduct an assessn.ent of system readiness for

his/her system. The purpose of this asset.sment is to identify any items that need to be corrected

prior to startup in accordance with the Restart Criteria of Table 4.1. This assessment will
generally be conducted as follows: .

Condut.,t a review of open hardware / design related items applicable to their system against -.-

the Restart Criteria of Table 4.1. Some examples of these items include, but are not limited

to, MWRs, late or overdue PMs or Surveillances, and CRs.

Conduct a review of hardware / design related items (open and closed) since January 1,1995.

to identify any adverse trends related to their system.

Conduct a physical walkdown of accessible portions of their systems. The purpose of this*

wa:kdown is to identify any materiel condition that could affect system functions.

The System Engineer will review the items above both individually and collectively to asses:: their

impact on the ability of the system to support safe restart and operation of CPS under the Restart

Criteria of Table 4.1.

Secnnd. the Operations Department will conduct an assessmant of system readiness from a

practical operational perspective. This assessment will build on the results of the Systems
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Engineer's truiew and will further venfy there are no significant challenges tc. de operator's ability

to safely rectart and operate CPS. This assessment will generaN be conducted as follows:
.

'

Conduct necessary tagout removai, system lineups, and procedures required to placo+

systems in standby readiness,

Conduct all necessary Post Maintenance Testing,e

Verification that Mode Restraints are resolved,e

Conduct of a final verification walkdown. This walkdown will be conducted by the responsiblee

System Fngineer and an individual with Operations experience for the purpose of assessing

the physical status of the system. This will also include an assessment of Operator

Workarounds and MCR deficiencies for impact on operator's ability to perform his duties.

4.3 ORGANIZATION READINESP 1EVIEWS

The purpose of the organizetion readiness reviews is to ensure CPS organizations unde tand

their roles and responsibilities and are property staffed and structured to support restart and safe

operation. Each Department Manager, the Facility Review Group, and the Nuclear Review and

Audit Group will supervise performance of an ?rganizational review for his/her organization. As

determined by the Department Manager, separate organizational reviews may be performed for

particular groups within the department.

Tne organization readiness reviews will consist of the following:

Oraanizational Staffina Revjeg

'

Each CPS organization will perform self-assessments of its organizational staffing adequacy.

These assessments will identify the assigned tasks and workloads (including backlogs) of the

organization, verify the s!ze of the staff of the organization is sufficient to accomplish the workload,

and verify the qualification, trairjing, and experience of the staff is sufficient for successful

performance of assigned tasks.

Reviep . soles and Responsibilities

Each CPS organization will perform self-assessments of the adequacy of the definition of its

assigned roles and responsibilities. Tf'ese assessments will verify that key positions in the

organization have an adequate statement of the roles and responsibilities

1

'
,

'
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|
I Buyiews of O_Lganizational Progjtses

Each CPS organization will conduct a self-assessment of its organizational processes. This

assessment will focus on the following:

Does the organization have clear lines of authority and responsibility?*

'

Ara interfaces with other orDanizations clearly defined?*

| Are sufficient processes in place to provide direction and information throughout the+

organization, including feedback and concems from lower levels in the organization up the
management cht h?

Does the organization have sufficient facilities and tools to accomplish its assignede

reeponsibilities?

( Are the administrative procedures for the organization adequate t2 support the safe and*

effic! ant funWioning of the organization?

|

l Beviews of Open items and Slanificant issues

Each CPS organization Fil review open items applienble to the organization (e.g., items pertaining

to pemonnel training and qualification, sufficiency of staffing, communication, supervision, the

organization'c administrative processes, etc.). Using the Restart Criteria in Table 4.1, each

organization will determine whether the open items must be corrected prior to restart.

Finauy, for each closed significant item (e g., Significant CR, Notice of Violation (NOV), Licensee

Event Report (l.ER), adverse trend) issued against the organization sinct, c,nuary 1,1995, the

organi ation will review the corrective action for the item to ver+/ the adequacy and effectiveneept

of thc corrective action.

Reviews of Omanizational Performance

ELch organization will conduct a self-assessment of the adequacy of its performance. These

reviews will focus on the following:

Have the proper standards and expectations been established and understood by employees.

within the organization in arcas su& as self-checking, conservative decision-making,

procedure compliance, and individual accountability?

Are manageme,t arvJ supervisory personnel regularly observing and monitoring their.

personnel to ensure these standards and expectations are being satisfied?
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l
1

Has the organization established and is it implementing a self.atsessment process that is*
,

sufficient to upgrade performance by identifying and correcting its own problems?4

Does the organization promptly and effectively correct identihed problems?e

Are personnel within the organization willing and able to support the PFE?e

ls there a process to assess the quality of ongoing activities?*

, .

Any concerns identified by these assessments will be evaluated for potential generic implications,

which will reviewed against the Restart Criteria in Table 4.1 to determine whether conective action
,

'

is wananted prior to restart. |

Additionally, each CPS organization will also perform an analysis' of open and closed items I

applicable to the vrganization that have been initiated since January 1,1995 to identify any trends. '

Using the Restart Criteria in Table 4.1, each organizatim will determine whether any previously :

unidentified trends must be corrected prior to restart.

Qtgj!!r!] rational Readiness Review Report i

Each organization performing an organizational readiness review will prepare a report of the
4

results of the review. This report will describe what was reviewed, desc,ibe the results of the

{ review, and identify additbnal actions that need to be taken prior to restart and additional actions

to be taken independently of restart.

|

! !
: 4.4 PROGRAM READINESS REVIEWS

'
i
.

The purpose of program readiness reviews is to ensure the readiness of CPS programs to

support the safe restart and operation of CPS.1he readiness reviews will consist of four key

J- actions:
.

initial screening of CPS programs to define those that could affect the safe operation of thee

plant using the Restart Criteria in Table 4.1.
'

Review of open items and significant issues related to the program since January t,1995 to+

identify any items or issues that must be conected prior to restart using the Restart Criteria in

Table 4.1.
,

Assessment of program adequacy to support safe restart and operation.+
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Assessment of program owner capabilet,'.*
.

T hese actions are discussed in more detail in the following sections.

4.4.1 initial Screenino of 9PS Proong

An initial screening evaluation has been performed for plant programs. The screening evaluation

was completed by the Action Team that dev@ ped tho Restart Roadiness Review Plan. Yao

Team identified those programs which, if deficient, could affect the safety of startup or operation

using the criteria in Table 4.1.

The Team then reviewed these programs to determine which programs are being corrected under

other Elements of the Plan. The restart readiness review will take credit for the review and

correction of these ,,'ograms under the other Elements. Owners of programs will validate that

their programs Jo not require a readiness review.

|

| 4.4.2 Review Of Open items And Ebnificant issues

For those programs that require a read! ness review, program owners will perform an evaluation

and assessment of open items and significant issues that pertain to the program.

The evaluation w!:1 consist of the following:

Open items will be reviewed to determine whether they must be corrected prior to restart.

using the Restart Criteria in Table 4.1.

Closed significant weaknesses (e.g., Significant CRs, NOVs, LERs, adverse trends) issued.

since January 1,1995 will be evaluated to ensure they have been effectively resolved and

there are no indications of recurrence. Significant issues that have not been successfully

- resolved will be evaluated against the Restart Criteria in Table 4.1.

4.4.3 Review of P(ggram Adecuacy
4

For those programs that requim a readiness review, program owners will perform an assessment

of the program to support safe startup and operation. This assessment will review the programs

to ensure that they satisfy applicable requirements, such as NRC requirements, requirements in
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the Technical 5pecifications, and requirements in he Updated Safety Analysis Report for CPS.

Additionally, thit review will ensure the programs contain those provisions that are essential to

ensuring safe startup and operation (or preventing adverso ..epacts o,1 safe startup or operation),

in perforn'ing this review, the program owner will consider applict.ble NRC and industry guidance

and the attributes for an effective program being identified under Element 4.05. Items issuoi since

January 1,1995 will also be analyzed to identify any trends nct previously identified. Any

deficiencies or weaknesses identified by these reviews will be compared against the Restart

Cnteria in Tsble 4.1 to determine whether they need to be corrected prior to restart.

In performing these assessments, the program owner may rely upon the program readiness

reviews conducted under the CPS Strategic Recovery Plan in the Spring of 1997. If so, the

program owner will document the basis for relance upon the previous readiness reviews,
| identifying how the criteria discussed above were satisfied by the previous review and discussing

how subsequent performance and events have been taken into account.

1

4.4.4 Assessment Of Proaram Owner Capability

Each department manager will affirm each program has a single owner (or will justify any

exceptions), and will affirm the program owner has the capability, by training and experience, to

effectively manage the program. Program owners will also conduct an evaluation to ensure clear

ownership for program performance.

4.5 PERFORMANCE MEASURES

in addition to the plant-wide performance measures rieveloped for the Plan for Excellence, each

organization will establish measeres to assess its performance, as appropriate. These

performance measures will identify goals for startup and goals for long-term achievement of

excellence. Each organization will ensure the current statur; meets the restart goal for each

performance measure or prepare a written justification for not meeting the goal prior to restart.

Backlogs for such items as maintenance work requests, corrective rection program, procedure
'

revisions, and drawing revisions will be evaluated by the program owner. If it is determinr4d that

backlog size for any of the work programs is excessive, a review will be conducted by the program

owner to focus on the cumulative effect of the backlog. This review will consider the following
criteria'

High potential to impact plant operating rehability*

$1
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Adverse impact on safety system availability or performancee

Significant challenge to plant / personnel performancee

These performance measures and the results of the reviews will be documented.

Each CPS program should have performance measures that s'e used by the program owner to

assess the effectiveness of the program, if such measures do not exist, the p<ogram owner will

develop measures for his programs, or provide justification for not having performance measures.

These measures will be reviewed as part of the evaluation to determine whether they support an

affirmation of program readiness to support CPS res%rt and operation.

4,6 RESTART READINESS AFFIRMATION

The previous sections describe the CPS Power Station restart readiness reviews to determine the
'

readiness of the plant, programs, and the organization to support safe start-up and power
operation. Based upon these reviews, this section describes the process for providing

affirmations that departments, programs, and plant systLms are ready to support Unit restart and

power operation. Affirmation will also be provided by the Quality Assurance and Licensing
Departments. The Management Review Team will evaluate the results of the readiness

assessments and integrate thesa results to determine whether to recommend restart of the plant

to the Chief Nuclear Officer.

4.6.1 Readiness Review Affirmation Obiectives

Readiness review affirmations will be performed 'o achieve the following objectives:

Ensure effective communications between station management and staff to assure important.

issues relative to plant restart and power operation are well-understood, facilitate teamwork in

the management of these issues, and reinforce line management ownership of the issues and

results.

Ensure restart-tequired issues have been effectively resolved including thone emergent.

issues identified during the course of the outage.

Establish an approach for continued performance improvement through linkage of*

assessment results with post-restart pla+.
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402 ponduct of Readiness Review Affirmationj!

A responsible owner will be assigned to complete a readiness review. The responsible owner will

present these results to the Managoinent Review Team concluding with their affirmation of

readiness to support restart and power operation. As a minimum, readiness reviews will be

completed in the following areas:

Hardware / designs as defined in Section 4.2.,

Station organizations as defined in Section 4.3*

Station programs 15at were judged to require a review as determined in Section 4.4.*

In aodition to these readiness reviews, the Management Review Team will evaluate presentations

from the Licensing Department and Quality Assurance Department on their independent

affirmations prior to recommending plant restart to the Chief Nuclear Officer. (Table 4.2 and Taufe

4.3)

The Management R3 view Team will perform an integrated evaluation of the readiness reviews
'

and independent assessments to establish a recommendation for the Chief Nuclear Officer

regarding the effectiveness of the management team in resolving performance issues, the ability

of the management team to sustain the performance improvements, and the overall site
readiness to support restart.

4.6.3 Readiness Review Affirmatio.n_1

Readiness review affirmations willinclude the following items as a minimum scope.

Affirmation of Hardware /Desian Readiness

Prior to restart, each system engineer will review the status of each system assigned to himiher

and will affirm restart readiness of the system to support safe restart and full power operation.

Implementation of this review wi'l include close interface and coordination with Plant Operations.

Incomplete activities at the time of the presentut.on of the final system readiness review will be

identified as an open item and tracked to completion. Items that do not need to be resolved prior

to restart and remain open at unit restart will be priontized for post-restart resolution. Technical

specification systems will be venfied operable before entry into a mode where they are required to
be operable.
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[

System engineers will.

Confirm resolution of any open issues that satisfy the Restart Criteria in Table 4.1,*

Confirm the rnatorial condition of the system supports safe unit startup arid power operation,*

Confirm completion of the review of signifcant recurring or repetitive equipment problems and*

the development, implementation, and completeness of actions to address these problems,

Confirm completion of walkdowns to identify any remaining material condition con crns, and*

Coordinate imotomontation of componsatory m:asures (as appropriate) for post-restart*

itemMissues and assessment of their collective safety impact.

Pre-restart system walkdowns will be conducted with Plant Operations to confirm there are no

{ significant unidentified material condition issues. In accordance with existing plant procedures,

walkdowns at system operating temperature and pressure will be conducted, when appropriate, to

confirm system restoration during plant restart and p0wer ascension.

(
System readiness reports will be reviewod by the Director of Piar.t Engineering, Manager of

( Nuclear Station Engineering, Director-Operations, and the Management Review Team.

Maintenance Department will affirm there is reasonable assurance that there are no problems

with past riiaintensnee arNities that will adversely affect equipment function.

Nuclear Station ::ryneering Department will effirm there is reasonable assurance the SSCs can

penorm their design bases functions.

The Operations Department will affirm there is reason &Me assurance there are no conditions to

interfere with the ability to safely startup and operato the plant.

The above hardware / design restart readiness affirmations will be reviewed by the Management

Review Team.

Affirmation of Organization Readiness

Prior to restart, managers responsible for each major functional department will affirm the

readiness of that department's ability to support safe startup and operations This affirmation will:

Confirm resolution of any issues that satisfy the Restart Cnteria in Table 4.1*

Fl9/1998
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Confirm completion of assigned restart actions,*

Confirm the organization and personnet/ management capatgity are sufficient to support safe*

start up and operats.1,

Confirm resolution of safety cultural issues and lineof-defense barriers to safe plant*

operation,

Confirm appropriate post-restart assessments and monitoring processoa are in place toe

prevent recurrence of any performance issues.

Final department readiness affirmt.tlons will be reviewed by the Management Review Team.

AMrmation of Proaram Readinosa

Prcgram owners will affirm the readiness of their programs to support safe startup and operation

of CPS. The assossment performed to provide this affirmation will:

Confirm resolution of any issues that satisfy the Restart Criteria in Table 4.9*

Confirm methods have been implemented to maintain program compliance with regulatory*

requirements and the CPS licensing bases, and

Confirm implementation of compensatory measures (as appropriate) for post-restart.

items / issues.

. Final program readiness affirmations will be reviewed by the Management Review Team.

Ibo Plant Manaaer Racommendation

\
\

The Plant Manager will evaluate the implementation and the resuits of the readiness reviews to

determine whether they support a conclusion that CPS is ready to restart. The Recovery Manager

' vill establish a tearn to assist in performing these evaluations. Thid team will provide guidance to

nelp the owners implement their readiness reviews, and as appropriate the owners will make oral

presentations to the team to defend their readiness reviews. Based upon his evaluations, ti e

Plant Manager will make a recommendation to the Chief Nuclear Officer regarding the readiness

( of CPS to restart.

Intearated Affirmatiort

Prior to initiating the integrated assessment, the Management Review Team will establish

measures to define when the plant is ieady for restart, including.
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Overall root causes are understnod with required corrective actions implemented,e

Maintenance, engineering and other backlogs are adequately rev ewed, screened and restarte i

issues resolved, with appropriate completon schedules established for non-restart required
items, and

Specific restart activities and initiatives (o g., action plans and hardware /non-hardware action*

items) are completed.

The Management Review Team will complete an integrated assessment of overall site readiness

(including the effectiveness of management in resolving performance issues and establishing

methods to prevent recurrence). The managemer,t assessment will include the following key
areas (see Table 4.4);

Oversight and Commitment*

Organization and Support.

j
Operations and Maintenance.

in addition to the management assessment, the overall site readiness assessment will consist of

a * roll up" of several interfacing and overlapping inputs including:

Actions for restait issues,.

Hardware / design verifications,*

Hardware / design readiness affirmations,*

Program readiness uffirmations,e

Organization readiness affirmations,*
-

Licensing and Quality Assurance Departments affirmations (Tables 4.2 and 4.3), and*

Close out and disposition of all restart list items..

flg.slart Recommendation
[

The FRG is responsible for conducting reviews of restart readiness review activities to assess

collective (aggregate) significance of open items on the ability to safely restart and operate CPS.
_

They shall provide the results of these reviews and a specific recommendation regarding startup

of CPS to the Plant Manager.

The Management Review Team will review and evaluate both the individual inputs and the roll-up

of these inputs and provide a recommendation to the Chief Nuclear Officer for restart

$6
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authorization. Required review and approval by the Facility Review Group will be cornpleted prior

to initiation of startup activities. The Nuclear Review and Audit Group and the Senior Advisory

Team will provide independent oversight of the readiness assesstnent and affirmation process

and provide their mnclusions to the Chief Nuclear Officer prior to restart.

1
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Table 4.2

f Licensing Director Affirmation

{
l

in addition to perforrning a Department Manager's Readiness Assessment, the Licensing Director

sha!! consider the following in providing affirmation that all restart licensing required items are

( closed.

Applicable license amendments, if any, have been issued.*

Applicable license exemptions, if any, have been granted.*

Applicable relief, if any, has been granted.*

Imposed orders , if any, have been modifiedtrescinded.*

Confirmatory Action Letter and Demand for Information Letter conditions have been satisfied.*

Corrective action has been taken for any escalated enforcement issues*

Allegations referred to Illinois Power by NRC, if any, havs been appropriately evaluated*

<,alnst the Restart Criteria in Table 4.1 and evaluated and conected as appropriate.

10 CFR 2 200 petitions, if any, have been appropriately evaleual ag3!nt t the Restah Criterb*

in Table 4.1 and evetuated e.wi corrected as appropiata.

Open heense commitments have ocen evaluated against the Restart Criteria in Table 4.1 and*

evaluated and correctqd as appropriate.
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Table 4.3

Quality Assuranco Man:.ger Affirmation

in addition to performing a Dopartment Manager's Readinoss Assessment, the Quality Assurance
Manager shalt prowJe affirmation that

The scope of the readiness restart review was reasonably designed to encompass issues that*

could affect the safety of restart and operation.

The molnods in the raudiness restart review were ceasonably designed to ensure the*

identification and ccrrection of such iswec.
.

The readiness restart review was implemented effectively.*

|
t

!

|
i

!
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Table 4.4

Management Review Team Affirmation

The Management Redew Team sha'l consider the following in providing affinnation to the Chief

Nuclear Officer that marugement is ready to support safe startup and power operation:

Qyersiaht nnd Commitment

Management commitment to achieving improved performance.

Goals / expectations communicated tu the staffe

Resources available to management to achieve goalsa

Quadfcations and training of managenient support safe operation*

Management commitment to procedure adherencee

| Management hvolvement in self-assessment and oversight of their staff*

Effectiveness of management review committees.

Effectiveness of intemal management meetings*

Management in plant timea

Management awareness of day today operational concerns*

Abilst/ to identify and prioritize significant issues.

Ability to implement effective correct;ve aedons+

Management feedback to their staff.

Management holds ti,/ir staff and themselves accountable.

Adequacy of ladependent oversight groups, such as QA, ISEG, and FRG.
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Table 4.4

Management Review Team Affirmation

(Continued)

Omanization and Support

-
Structure of the organization*

AblHy to adequately staff the organization
-

*

Effect of any reorganizadon*

Establishment of the proper work environment.

Ability to foster teamwork among the staff -

*

Ability to resolve employee concoms
-

i e "

Ability to provide engir eering support. y
Adequacy of administrative procedures 2*

2
7

Operations and Maintenance K

9
Licensed operator staffing meets requirements.

Level of formality in the control room.

Adequacy of control room simulator training*
-

Control room / plant operator svareness of equipment status.

Adequacy of opemting procedures*

Procedure usage / adherence --
.-

.

_
Log keeping practices.

Maintenance program effectiveness*

_-_]__
Maintenance backlog managed and impact on operation Essessed.

5
Adequacy of plant housekeeping and equipment storage*

Adequacy of tagging*

Adequacy of pre-job briefings and turnovers.

-

a

_

Y
=-4

-

e-
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