UNITED STATES
NUCLEAR REGULATORY COMMISSION

Mr John H Mueller

oite Vice President

Zion | enerating Stator
mmonwealth Edison Company

101 Shiloh Boulevard

Zion. Wine 650099

SUBJECT NOTICE OF VIOLATION AND PROPOSED IMPOSITION OF CIVIL PENALTIES
S‘ 330,000 (NRC r'\\lQ(HﬁﬂH(;(‘, inspection R(.{',, it 50 295/970086 and ‘v”'ﬂ‘-o..»h, "

Reports 50-205/304-67002 and 50-205/304-97007)
Dear Mr. Mueller

I'he NRC conducted three inspections at the Zion Nuclear Power Plamt from Febr jary 6, 1097

through April 28, 1987, These inspections rev.awed sever=) matters ine luding the reactivit

managemaent event that occurred on [,.[.'u-‘.‘ 21 1607 e disp

¥
wement of reactor coolant

from the reactor vessel on March 8, 1997 and the failure 1 mply with a Technical

aoecification Limiting Condition for Operation on February 24. 1897 The reports of thes

inspections were sent 10 you by letters dated Al 29, May 21, and June 4, 1997 Becauss of
the senousness of the issues evaluated during these inspections, a predecisional enforcement
conference wWas nheid in the !c‘p(),(_, . office on Julv 3. 1097 to dis 188 the issues

4

Based on the information dev eloped dunng these inspections and the information that was
provicad during the predecisional enforcement conference the NRC has getermined that
several violations of NR( requirements occurred. These vi lations are cited in the enclosed

Nnotice of Violation and Proposad Imposition of Civil Penalties (Notice) and the « ircumstance

surrounding thcm are described in detail in the subject inspection reports

section LA uf the Notice refers 1o the re activity management event of February 21 1997 in

4

which a licensed reactor peralor was assiagned i ask of ducing reactor power to the ;

Ol adaing heat and inaavertently made the reactor subcritical. When the operator realized
that the reactor was SEJ!‘S(H"!M!"V subcritical instead of st nping. evaluating. and

YOIl

communicating the unauthorized change in re activity -- the operator started withdrawing rods
10 make the reactor critical at the point of adding heat. This ac livity was observed by a
Qualified Nuclear Engineer who expressed some concerns but failed to edequately
ommunicate technica' ad\ice for excessive control rod manipulation to shift management
'he plant was In the process of shutting down pursuant to Technical Specifications due 1o ar
noperable containment sp. ay pump. Prior to the shutdown. the shift and site management
e

am failed to appropriately pian the shutdown and effect vely communicate o the operating
staff thair expectations for shutting down the .eactor. Licensee senior manager ient assume
that Unit 1 was being shul dowr since the containment spray pump could not be repaired

within the Techni al H{"t ification allowed outage time However m nagement was not
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aware thal the shift engineer directed that the unit be Kept crtcal in anticipation of the pump
}

peing returned (o service. ( parations sSupemvision was so focused on pump restoration

activities, that appropriate oversight of control rod manipulations was not proviced. |Ir

addition, the licensee's failure to control the ingress of personnel into the carirol room

resul ad in the impairment of the !wrm‘]lnx', and professionalism of control room acltivities
which contributed to the reactivity management event During the 8 minutes between tripping
the main turbine and tripping the reactor, the same time pernod during which the primary

nuciear slation operator excessively manipulated control rods. 39 people were in the control
room envelope, with 15 people in the immediate vicinity of the areas where the primary
nuciear station operator and unit supervisor were stationed. A cordingly, the violations in this
section concern both the direct failure to follow plant operating procedures and the failure to
conform with station administrative procedures regarding responsibilities for reactivity control
supervisory oversight of control room activities, requiremants for infrequently performed
evolutions, maintenance of control room decorum. and proper control room communications
The f llure to comply with plant operating and station administrative procedures during a
power descent resulted in eight violations of NRC requirements, as discussed in Section | A of
the Notice. Collectively, these violations reflect a breakdown In management oversight and
control of operational activities. Accordingly, these violations are classified in the aggregate
In accurdance with the "General Statement of Policy and procedure for NPC Enforcement
Actions." (Enforcement Policy), NUREG-1600. as a Severity Level |l proulem

Section |.B of the Notice addresses the 1allure to implement effective corrective actions for
previous reaclivity control preoolems that had either been documented in the licensee's
corrective action system or were the subject of NRC Notices of Violation In April 1996 and
January 1987, the licensee experienced previous reactivity managen ent i1ssues 1, which
inadenuate command, control, and communications were identified as causal factors  The
NRC issued a Notice of Violatior, in each instance Additionally, an internal Zion station
memorandum dated February 190C, viearly identified an adverse trend in reac Livity
management 10 operations management, and corrective actions were not effe tively
implemented. The failure to implement effactive corrective actions for previous reactivity
control problemns resulted in three violations of NRC requirements as discussed in section | B
of the Notice. The violations are classified in the aggregate, in accordance with the
Enforcement Policy, as a Severity Level 11l problem

section |.C of the Notice addresses the failure to prevent the recurrence of reactor coolant
agisplacement from the reactor vessel caused by undetected gas (primariy nitrogen)
accumulation in the Unit 2, and 10 & lesser extent, Unit 1 reactor coolant systems while the
units were in coid shutdown on March 8, 1997. This gas accumulation or voiding is of
concern because It presents a threat to the ability to maintain shutdown cooling flow'. 1his
lopic had been the subject of several generic correspondences and had previously occurred
at Zion in September 1496, when Unit 1 was in cold shutdown. Corrective actions to preciuat
recurrence had been identified, but implementation of necessary procedure changes was
deferred. The failure to implement effective corrective action for a previous occurrence of
unaelected gas accumulation in the reactor coolant resulted in one violation of NR(
requirements as discussed in section | C of the Notice. This violation is classified in

accordance with the Enforcement Policy as a Severity Level 11| violation




ectively, the violations are of sionificant re julalory concern in that several administrative

iNd managenal control systems were ineffective he i

violations ingdicate that several licensas

Processes ang bamers were not used to their fullest potential to permit the early detection

|-,fh'v,:’-" resolution of £l|", ant (ol rf Hmancs leficient es ‘ I | Xampiu the licensetd

Y
organization had falled t l"(;jy‘l'.dll-'Hll*‘hj'.;),“\-fvJIH'!'I'li'(()"”‘v{'f’41\‘11’,',l'|l»"‘v‘._,'l!yll\yv‘
routine activities such as the February 21. 1967

1o [s LT

plant shutdown and reactivity changes. |
the site management team failed 1o ade quately plan activities with the potential for
risk significance, and falled to adequ iely communicate their expectations for shuttina dowr
the unit. Lastly, the corrective action system suffered from a noticeable lack of seniot
management review wersight, and prioritization whict resulted In s,.umhr‘,;.;m conaditions
agverse 10 quality such as the precursors to the rea tivity management event and reactor
coolant displacement by gas - no! being resolved in a timely manner. The NRC's concerne

weare heightened by continued poor performance in the area of plant operations and ir

' @
recent escalaled enforcement action' caused by ineffective management of plant operation

The actual safety consequences of these events were low. For the rea Livity management

event, numerous reactor protection system plant trips were enabled that would have

preciuded salety limits from being exceeded due to a power excursion. The reactor coolant

leplacement due 10 gas accumulation was delected by operators before the apatiity to
¥ {

aemove decay heal was aflected. However the inderiying causes for these avent: wid

have resulted in events of greater oo vseJuence Had plant operating and administrative

procedures been properly implemented and had effective corrective actions for previous

precursor and actual ev. nts been taken, neither of these events would have oo urred and
Operations personnel would not have been unnecessarily challenged to prevent further

gegracation of plant conditions. Furthermore, the NRC considers the action taken by vour

tacility management in returning the individuals involved in the rea: livity management! event

10 icensed shift duties prior 1o understanding the causes of the event and prior (o the

\vr|" ¢ Lion “' ”’f “i""i" W' remaedadi W trainin ] 1 "
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@ a turther indication of a lack of
management oversight. Therefore, the regulatory significance of the reacti ty management

event and the coolant dis placement event is high

in accordance with the enforcement policy a base civil penalty of $55 200 is assesse

each Severity Leve! |l violation or problem. The NRC considered whether discre Lon was
warranted 10 escalale the enforcement sanction in accordance with Section VII B of ths
Enforcement Policy. After reviewing the merits of this enfore ment action. the NRC |

ielermined that discrelion is warranted to double the base civi penalty for the reactivity
management and command and control problems (discussed in Section | A of the Noti

L[
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AMICULary poor icensae performance manifested  the 1
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these plant acltivities in aqagition. 1or the ICLION probilem and correctiv
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vioiation (dis 2ussed in Sections |.B and |.C of the Notice), the NRC has determined that
discretion is warranted 1o double the base civil penalty because the violations represent a
history of poor past performance in the corrective action area

Ineffective or untimely corrective actions at Zion have been the subject of previous
enforcement action and have been discussed at a number of management meetings with
Commonwealth Edison Company over the past year. “or the violations in this case you!
short term Corrective Actions were only marginally & viable as demonstrated by the
previously delalled failure of the management oversight team to keep crew members involved
in the reactivity management event off-shift until they had completed remedia’ training and the
faillure 1o ensure compliance with a Technical Specification action statement By contrast
your plans for long term Corrective Actions were global in nature and pertained to developing
communication skills, enhancing command and control, establishing an organization to
preplan activities with the potential to be risk significant and manage the flow of work to the
control room, irnproving the support of engineerir organizations to plant operations

resolving plant material condition problems, improving the corrective action system,
developing an effective plan oversight group, and the removal of both units f-om service until
the corrective plan can be implemented. However, the inability to implement effective, long
standing corrective actions continues to impact performance at Zion

Therefore, to emph 4s'ze the importance of effective management oversight of plant
operations and the importance of timely, effective and lasting corrective actions. | have be n
authorized, after consultation with the Direct v, Office of Enforcement and the Deputy
Executive Director for Regulatory Effectiveness. to issue the enclosed Notice of Violation and
Proposed Imposition of Civil Penalties in the amount of $110.000 (twice the base) for each of
the two Severity Level Ill problems and the Severity Level |1l violation described in the Notice
This results in total Civil Penailties of $330.000

Ihe violations described In Section |l of the Notice discussed three Severity Level IV
vidialions that were not assessed a Civil Pengalty. These violations address a less significant
failure 10 comply with the action statement for a Technical Specification Limiting Condition for
Operation, the fallure 10 establish upper tier procedures ¢ manage plant activities while a unit
was in cold shutdown for an extended period of time, and the fallure to make required repoiis




YOu are required 1o respond to this letter and should 10llow the instruction specified in the

enclosed Notice wher preparng your response. The NRC will use your response, in part

ielermine whether iurther anforcement action is necessary 0 ensure ¢ mpliance with
reguiatory requirements. 'na rdance with 10 CFR 2.790 of the NRC's *; \ules of Practice
@ copy of this letter, its enclosure, and your response will be placed in the NRC Publi
Document Room (PDR)

va,'o‘u‘ly

{‘“ / ))«MJ\J

A. Bill Beach
Regional Administrator
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