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P-ROGEEDI-NGS
(8:31 a.m)

CHAI RMVAN  BONACA: Good norni ng. The
meeting will nowcone to order. This is the first day
of the 503rd neeting of the Advisory Commttee on
React or Saf eguar ds.

During today's neeting the commttee will
conduct a workshop on safety culture.

This meeting is being conducted in
accordance wi th t he provi si ons of the Federal Advisory
Conmittee Act. Dr. John Larkins is the Designated
Federal Oficial for the initial portion of the
neet i ng.

W have received no witten comments or
requests for tine to make oral statements frommenbers
of the public regarding today's sessions.

Atranscript of portions of the neetingis
bei ng kept, and it is requested that the speakers use
one of the m crophones, identify thensel ves, and speak
with sufficient clarity and vol une so that they can be
readily heard.

Before | turn the neeting over to Dr.
Apost ol aki s, who is the chairman of the safety culture
wor kshop, | would like to sinply point out for those

of you not famliar with the conduct of ACRS neeti ngs
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that typically the nost tine we assign to any given
topic in a day is maybe two hours.

And t oday we have assi gned a whol e day to
one topic, whichtells youthe interest of the ACRS on
this topic and the inportance to the nenbers here of
your views. We are |ooking for insights, and we have
| think a well-structured agenda to nove us through
t hat .

| simply want to point out we have 12
speakers today, and then we have a | ot of questions,
|"msure, fromnmenbers. So hopefully you'll help our
chai rman t oday of this workshop to make sure everybody
has a chance to give their point of view

Wth that, | wll turn it over to Dr.
Apost ol aki s.

MEMBER APOSTOLAKI S: Thank vyou, M.
Chai r man.

While the issue of safety culture is of
great interest to this conmttee and other federa
officials, especially since the incident at Davis-
Besse, there has been a lot that has been witten
about safety culture. There is a vast literature out
there on safety culture.

| mssed the boat. | still don't know

what a good safety culture is or a bad safety culture
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is, and | suspect that many of my coll eagues on the
conmttee feel the same way.

So t hi s unusual wor kshop, as the chairmn
said, isintended to give us a better understandi ng of
what safety cul ture neans, the words "safety cul ture”
nmean.

So we have two panels, as you know. In
the norning we will hear various views on what safety
cultureis, hopefully what the good cultureis, andin
the afternoon we wll hear about what are good
attributes of safety culture, which is a subject of
particular interest to us, because we are not here
only to try to understand what culture is, we are
| ooking at it fromthe regulator's point of view

In other words, maybe the |icensees may
want to do certain things on their own to inprove
their culture, but we are | ooking at it fromthe point
of view of, what can the regul ator do to perhaps help
the |icensees, or nonitor certain things, and so on.

As the chairman said, we have a crowded
agenda, so | will ask the speakers first to give us a
few words about thenselves, why are you here, and
stick to the schedule, please. Al of you have half
an hour. I will ask that you speak for about 20

m nutes, so we'll have about 10 m nutes for questions
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And then, as you know, at the end of each
session we have one hour where we can discuss in a
roundt abl e ki nd of node nore general issues.

And now | wll walk into dangerous
territory and ask ny col |l eagues totry torefrain from
aski ng questions --

(Laughter.)

-- during the 20 minutes. I'mwllingto
be chastised for that.

MEMBER SHACK: Vell, | think it's -- |
mean, it's just an unreasonabl e request.

(Laughter.)

It's not done, we don't traditionally do
it, and you're asking us to renenber to try not to --

MEMBER APOSTCOLAKI S: |' mjust asking. 1'm
not directing anybody to do anyt hi ng.

So with that, we'll start with M.
Thadani, the Director of the Ofice of Research of
t his agency. Ashok?

MR. THADANI : Well, George, |I'm here
because | guess | was invited to participate in this
panel . And | thought probably the best | could do
woul d be to give you a sense of where research has

been in the past, and where are we today.
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And I'll try to be fairly brief in ternms
of sonme of the things that have happened over the | ast
several years, but | do want to sort of capture a
sense of what's been happening, not just in this
country but around the world. So if | may go to the
first chart, the next one.

Today you' Il be hearing fromthree groups
from the agency. Certainly, you'll hear from NRR
| ater on about specifics of Davis-Besse. So | wll
not be going through any details of any of the
speci fic issues.

But et me go back a little bit. It was
after Chernobyl that the International Nucl ear Safety
Advi sory Group coined the term"safety culture.” And
it's documented in | NSAG 3, 1988 book, and they cal
"safety culture"” the following. Let me read you a
part of it anyway. "Personal dedication and
accountability of all individuals engaged in any
activity which has a bearing on the safety of nucl ear
power pl ants. "

In 1989, the Comm ssion issued a policy
statenent, and they stated the following, and I'm
going to read to you again part of the statenent.
"Managenent has the duty and obligation to foster the

devel opnent of a safety culture at each facility and
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to provide a professional working environment in the
control roomand throughout the facility that assures
saf e operations.™

The Conmm ssion also later on issued a
statement in ternms of a safety-conscious work
environnent, which | believe is a subset of safety
culture. But | won't say any nore about that, except
to note that the Conm ssion again recently asked the

staff to continue to nonitor what's happening inthis

ar ea.
Next chart, please.
Soon after INSAG 3 -- when | NSAG 3 cane
out with its definition, or at | east the

characterization of safety culture, there were a whol e
range of comments that were received on that. And
subsequently in 1991, INSAG 4 was issued, which
characterized safety culture as you see -- the
definition as you see on the chart.

And, of course, over the years sone
further refinenments have been made and sone better
focus has been brought to bear on this issue, and
t hese are docunented in subsequent |NSAG reports.

"1l share with you what | think are sone
of the -- probably the nost inportant elenents. |

don't nmean to understate the i nportance of others, but
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| think there are sone elenents that seemto ne are
particularly inportant, and I'll go through those.

First and forenost is the comm tnent of
organi zations to safety as t he nost i nportant el enent.
Second, safety ought not to be conprom sed for profit.
Third, there needs to be a strong questioning attitude
towards safety. Fourth, and this phil osophy nust be
conmuni cated in all directions, up, down, sideways.
| think these are -- in ny mnd, these are sonme of the
nost i nportant el enents.

Next, pl ease.

Wth this sort of bit of background, in
the m d-' 80s, NRC Research Ofice initiated effort in
the area of organizational factors, and in the md-
'80s published a docunent called "Organizational
Analysis and Safety for Uilities wth Nuclear
Power pl ants."” This was sort of an extensive enpirical
analysis relating nostly to organi zati onal factors.

Subsequent |y, with the support of
Br ookhaven, and Sonja Haber in particular -- | know

she's here, is going to speak to the commttee |ater

on -- was the principal author, published a report
called "Influence of Organizational Factors on
Performance Reliability." And this was focused,

again, on organizational factors, but on data
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coll ection and the anal ysis aspects.

And | recall some of the discussions, and
| know George was part of those discussions, how can
onereally utilizethisinformation? It was work t hat
was not conplete, but where do we go at that point?
Tom Murl ey was actively engaged at the tinme as wel
trying to see if sone of these paranmeters could be
screened to a pl ace where the agency coul d use themin
its deci si onmaki ng.

In the early days, in those days, we used
to have what we called "systematic assessnent of
licensee performance,” where we're trying to
under st and how best to i ntegrate these concepts. The
ot her part that we thought it needed, and George was
engaged in this area, was how to bring in risk-
informed thinking also in addressing these
characteristics.

This led to Idaho holding a workshop to
identify factors and assess the technical basis for
nodel i ng i nfl uence and how one coul d convert that into
some sort of risk anal ysis approaches and to be able
to assess inpact of safety culture on plant safety.

About this time we -- the decision was
made that this was a very difficult area for the

agency to be engaged in, and that it wasn't cl ear what
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research was going to really lead to. And so the
research was termnated at this point, and the
deci sion was nade that we aren't really going to a
node of nonitoring what is happening out there.

| won't really go into any of the -- what
t he i ndustry has been doi ng, because | know you wi |l |

hear fromthe industry. So let me go on to the next

chart.

But | do want to say a little bit of the
international effort -- | know Tom has been quite
engaged, so I'll be extrenely brief on these. But |

do want to note that | AEA has really been a | eader in
this area. They published |ots of reports. | talked
about INSAG is the forerunner. There are a whol e
bunch of technical docunents that the | AEA fol ks have
witten.

And they also play an active role in
providing service to various nenber countries when
there are issues of -- potential issues of safety
cultures and how one mght go about doing self-
assessnments, and so on.

NEA has issued a nunber of reports. |
won't say any nore. | actually brought sone copi es,
and | notice Tomhas -- he is one of the authors, |

bel i eve, of these reports.
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But | do want to point out that within
NEA, within the Conmttee for Safety of Nuclear
Installations, there is a group called the Speci al
Experts Group on Human and Organizational Factors.
And t hat group has been tasked to take a | ook at this
issue and to see what practical things could be
devel oped, and that groupis currently engagedinthis
ar ea.

And as you know, the NEA and | AEA have
hosted a nunber of workshops, and so on, and in fact
| ast week there was a workshop, and Bill Travers was
there, and the focus of the workshop was to | ook at
specific operating events which had inplications in
terms of safety culture issues.

Next chart, please.

Besi des the internati onal organizations,
we have certainly been also keeping a |look to see
what's happening in various countries. And as |
suspect you know t hat several countries are really at
different levels of what | would call engagenent in
the area of safety culture.

In fact, some of the early work that was
done by NRC Research, early work by Sonja Haber, was
enhanced further and has been utilized by severa

countries, starting with Canada early on, Spain, also
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Ukrai ne has utilized these approaches. And, as you
know, nost recently at Davi s-Besse this approach has
been utilized.

| will not go through what the specifics
or what the countries are doing, but, anyway, just to
indicate that in sonme cases they have very specific
requirenments, particularlyinthe case of Finland. In
ot her cases, thereis sort of what | would call fairly
general considerations of safety culture.

Go to the next chart, please.

|'ve said this before to the commttee in
ot her venues, but it seens to nme that thereis really
nothing nore inportant than paying attention to
operati ng experience.

W at the Ofice of Research took a | ook
at a selected set of events covering the period of
1992 to 1997. W pi cked 37 nost i nportant events, and
these events were based on our accident sequence
precursor analysis. And we tried to understand the
causes. \What were the underlying causes of sonme of
t hese events? And we found sonme rather interesting
i nsi ghts.

You see sone of the -- on the chart sone
of the drivers. Obviously, the percentages go well

above 100 percent, because we don't -- it's hard to
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try to distinguish at that | evel as to what the rea
root cause is. But it was pretty clear that they were
driven by sone consi derati ons of human factors, if you
will.

An interesting insight was some concerns
with corrective action progranms, repetitive errors,
potentially indicative of a nunber of root causes one
can go through. But, again, it pointed out the
i mportance, and | nust say | was nore convi nced once
| realized that the events we were tal king about
t hensel ves were inportant to begin wth.

So |l continuetothink thisis clearly an
operating experience. | think he's saying that this
is an inportant area that does need attention,
particularly by the industry. And then, 1'Il cone

back and say | think regul ators have responsibilities

as wel | .

Next chart.

Going into these -- continuing on into
t hese operati ng experience issues, | suspect nost of

you are famliar with some of these better-known
i nternational events which have rel ati onshiptoissues
of safety culture. You know, Philippsburg had a
couple of situations having to do wth boron

concentration inthe tank as well as the | evel issues.
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There was tendency to ignore these
irregularities because these were believed to be --
oh, they're not very inportant in terns of safety,
neverthel ess. And there was an i nvestigation, andthe
root causes were believed to be human factors rel ated
i ssues. And, actually, a nunber of personnel actions
were taken at Philippsburg.

Brunsbuettel isthisissueof explosionin
t he hydrogen pi ping connected to the primary vessel,
and again tendency, in spite of some indications of
the operator, to continue to operate the plant at
power. And it did lead to an inquiry and foll ow on
actions by the German governnent.

TEPCO -- | suspect you know a nunber of
issues relating to aging effects and core internals
i ssues.

Danpierre -- during '99 and 2000, they
kept having a whol e bunch of events. And once they
started to dig into it again, they got down to this
i ssue of underlying -- sonme of the underlying factors
were procedural human-related things that we often
tal k about.

Paks is certainly the nost recent one,
where you know they -- there has been sonme fuel

failure, cleanup process that they were engaged in,
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bal | ooni ng, cracking, fragnentation, fuel perhaps.
And, again, it seenms toindicate -- obviously, thisis
nost recent and we don't know for sure what the root
causes are, but it appears that there is a |ack of
under st andi ng of safety. And some actions certainly
were taken which led to the situation that they are
in. W'Ill wait and see what cones out of it.

Next one, please.

Let me -- | wll not talk about the
specific events at U.S. plants except to really note
t hese events seemto be characterized by procedures
and processes, issues of comm tnent, comrunications,
and use of operating experience.

And ny own concern -- let me repeat what
| said earlier. | do worry about potential for
conpl acency, perhaps taking things for granted. And
the whole issue of inquiring mnd or questioning
attitude | think is really, really critical in ny
Vi ew.

And let ne note when | say that, | don't
mean just for the utilities industry. | think it
applies to the regul ator just as equally to have t hat
ki nd of a challenging and inquiring attitude about the
i ssues.

And et me add to this, it's inportant to
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have sound t echni cal foundation. That understandi ng,
good fundanental understanding of safety | think is
very inmportant. And this dedication that says that
safety really is nunber one, and so those are sone
things that in nmy mnd they're critical.

So the question then we keep asking
ourselves, well, can we -- and when | say "we," |
don't j ust mean the regul ator or research
organi zation. As a nuclear comunity, can we devel op
sone sort of neasures and neans to be able to
proactively understand what's goi ng on, and be able to
t ake preventi ve neasures before things get much worse?
| think there is also great econonic incentive to do
t hat .

Vell, et ne go onto ny next chart. 1'm
tryingtostay very cl ose to George' s adnoni ti on here.

So in conclusion, let ne note that,
consistent with Commi ssion guidance, we have been
noni toring and real |y | ooki ng to see what's happeni ng
out not just in this country but internationally.

As | have indicated, safety culture has
been an i nportant certainly influencingfactor i n what
has happened and is happening. And that it is
i mportant for us, as nuclear -- | will say again as a

nucl ear comuni ty, to understand early, and
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particularly persistent, signs of deteriorating
per f or mance.

And this points to, again, the need for
| ooki ng for some mechani sm some sort of performance
indicators, or sone other guidance that one can
develop that would be not only valuable to the
i ndustry but would al so be valuable to regulators in
under st andi ng.

And, finally, we are currently taking a
hard | ook -- "we" nmeani ng both the O fice of Research
and NRR -- are taking a hard | ook at this information
that | briefly describe to you, along with what you're
going to hear | ater on fromthe staff to see, where do
we go next? And we're just in the assessment node.

Thank you very nuch

MEMBER APOSTOLAKI S:  Thank you, Ashok.

Any questions for M. Thadani?

MEMBER ROSEN:  Yes.

MEMBER APOSTOLAKI S:  Okay. Steve?

MEMBER ROSEN:  Yes, thank you.

Ashok, you had a slide early on on the
operating event analysis. The title is "Operating
Event Analysis: NUREG CR-6753." Can we go back to
t hat ?

Can we go back to a slide in Ashok's --
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the one entitled "Operating Event Analysis" --

MR THADANI: It's nunber 7.

MEMBER ROSEN. -- "NUREG CR-6753." One
nore, one nore, keep going. Oh, go back

MEMBER APOSTOLAKI'S: It was nunber 77?2

MR. THADANI : Yes, nunber 7.

MEMBER ROSEN: Al right. Now, in our
handout, you don't have -- it doesn't have the | ast
bullet that's on your slide, and you did not comrent
on that bullet. Found that the ROP does not identify
many of these errors.

MR. THADANI: Yes, this is an issue -- as
you know, there is -- and when the cornerstones --
when you get down to it, the whole issue of human
errors, and particularly sone cross-cutting issues,
are adifficult part. It is difficult to see howto
capture these. And this is what | was tal ki ng about
earlier with stepping back, |ooking to see, what can
we do?

| s there sone reasonabl e approach we can

come up with which coul d be used both -- there are two

parts. You have the -- industry will do its thing,
and |"msure you'll hear about that fromregul ators
you have. Do you have sone nmechanism such as

i ndicators that m ght give you some information?
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Second question you have to ask yoursel f,
well, if you don't have indicators, thenis there sonme
nmechani smsuch as i nspection? 1|s there sonething you
can do within inspection that will hel p you uncover
sonme of these problens?

And |I'm saying today it's difficult.
W're not able to do this, and --

MEMBER ROSEN: At what point onthis slide
is it the ROP does not now |l ead us that way?

MR, THADAN : It's not able to capture
what | just described to you. That's correct. That
is correct.

MEMBER APOSTOLAKI S: On this subject?
Because we have Peter, Graham and | believe, Dana,
you wanted to --

CHAI RVAN BONACA: | rai sed nmy hand al r eady
bef ore.

MEMBER APOCSTOLAKI S:  Okay. Peter?

MEMBER LEI TCH: | had a question on this
particular slide, if you want to take me --

MEMBER APOSTOLAKI S:  CGo ahead.

MEMBER LEI TCH: -- while we're there.
Ashok, | was wondering about operating
practices. You speak about design practices,

mai nt enance practi ces, and managenent and supervi sory
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practices. Are operating practices assunmed i n sone of
t hose other three categories? O did they fall |ess
t han 30 percent?

MR. THADAN : I would ask Jay, just so
t hat -- because | don't know a specific answer to your
guestion. Jake, can you respond to that?

MR. PERSENSKY: Jake Persensky fromthe
Ofice of Research. This is just a subset of the
nunber of root causes that we did identify in that
report. There were sonme operating events or operating
practices that are involved here, but what we were
finding inthis report was we had |ike a four-to-one
margin for latent errors. Most of those latent errors
were i n these categories as opposed to the nore active
errors that you find in the operating experience.

MEMBER LEI TCH: Ckay. So you're focusing
primarily on latent errors here.

MR PERSENSKY: well, | did in this
particular slide. But it's because the data showed
t hat nost of the events, if you go back and | ook into
them and do a detailed analysis, have nmultiple root
causes, nultiple human causes or human errors init.
Most of them that we were finding -- like | said,
about four-to-one -- were not in the operations but in

t hese ot her areas.
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VEMBER LEI TCH: Ckay. Thank you. I

under st and.

MR,  THADANI : G aham you are right
Basically, it is -- it was the latent errors. That
was the driver.

MEMBER LEI TCH: Thank you.

MEMBER SHACK: Let me ask just a question
of clarificationhere. It says organi zational factors
contributed, and then it says, okay, here are these
work practices and things like that. Is there
something I mm ssing here? Are these, by definition,
organi zational factors? O are we just tal ki ng about
human errors here?

MR THADANI : Let ne characterize this
basically as human errors. | think there is this
confusi on of |anguage as to what we nean. Let me
stick with human errors as the real issue, | think.
And there can be certain factors, and they could be
organi zational, that can drive issues.

MEMBER APOSTOLAKI S:  Peter? No?

MEMBER KRESS: | have one on this slide.

MR. THADANI : You have certainly seen the
UK |'i cense condition nunber 36, and | think there is
a clear connection there.

MEMBER KRESS: 1' mgl ad you ar e | ooki ng at
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t he ASP program because it's the only place | know
who we can neasure the inportance --

MR, THADANI :  Yes.

MEMBER KRESS: -- of safety culture
However, | think what we've done falls short of being
quantitative. These are root quantitative, but

they're really qualitative.

The question | would have is: this is a
view across the board of all the plants, because
you're doing it with all of the licensing event
reports. And you're | ooking at significant events in
t he sense that they have sone sort of relationshipto
core damage frequency.

And ny questionis: can we quantify that?
I'"'m not really certain that these safety culture
events are not well enough controlled by design and
the things -- regulations we already have to the
extent that they have an acceptabl e inpact on CDF.

And that's the question. |Is there sone
way to take this information and go t hat next step and
say, likein 1.174, hownmuch CDF affect does it really
have?

MR. THADANI: | think that's a difficult
statement, in nmy view Before an event happens, if

you ask nme to come up with an estimate, 1'd say that's
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a pretty tough call. But after an event happens, |
can certainly come up with conditional probability.

MEMBER KRESS: And add them up

MR. THADANI: Right. And | can conme up
with conditional probabilities to give me sone sense
of relative inportance. Just the event happened
VWhat ever happened di d happen, sol -- I'monly | ooking
at the conditional part, whichis alittle easier to
quanti fy.

MEMBER KRESS: Let ne give you a fol |l owp
guestion, then. Does that now say that if you i ndeed
wanted to have a regulation having to do with safety
cul ture, does that not make it al nost i npossible to do
a regul atory anal ysi s?

MR. THADANI: It would be very difficult
to do a regulatory analysis, because if you say a
regulatory analysis has to be quantitative, it's
t ough.

MEMBER KRESS: Well, it does.

MR THADANI: It is tough.

MEMBER KRESS: That's part of the --

MR THADANI: Ch, that's an el enment.

MEMBER KRESS: Yes.

MR. THADANI: But, | nean, it doesn't nean

t hat the agency can't make deci sions because it can't
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quantify certain things. | mean, there are other
exanpl es. This happens to be one of those.

MEMBER KRESS: So it may not be possi bl e.

CHAI RVAN  BONACA: | have just one
guestion. Your concluding slide, Ashok, tw ce speaks
of theinterest of the staff in nonitoring, eval uating
international activities in developing objective
nmeasures that serve as indicators of plant safety
concer ns.

And then, you also speak about the
i mportance of under standi ng, and t hen devel opi ng maybe
a performance i ndi cator or other regul atory gui dance.
Have we seen anywhere, you know, in international
activities, and so on, sone indication of sone
quantitative neasures that are being used?

MR. THADANI : Quantitative neasures | have
not seen.

CHAI RVAN BONACA: Quantitative, no. No
qualitative?

MR, THADAN : Qualitative, yes. But |
haven't seen --

CHAI RVAN BONACA:  Ckay.

MR THADANI: -- quantitative.

MEMBER APOSTOLAKI S:  Any ot her questi ons?

MEMBER RANSOM  Just a real qui ck conment .
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It would be interesting to hear the views, but has
deregul ation in the power industry been a factor in
safety cul ture?

MR. THADANI : | woul d say that our focus
-- there are two parts. Let ne address it in two
ways. We've been pretty focused on grid reliability
i ssues since deregul ati on. And we are seei ng sone --
we are getting sone interestinginsights. I'll use an
exanpl e.

We find that the frequency of | oss of off-
site power has been goi ng down since deregul ation. |
don't want to give direct connection necessarily
either, but observation. And we've also found
sonmet hing el se, that because of the -- who is in
charge of generation, distribution, and operation
aspects, that recovery of off-site power seens to be
t aki ng | onger, because there are questions of, whois
in charge, how long does it take to get the
conmuni cation issues taken care of ?

So |l can tell you that we're seeing a few
signs, but we're not seeing anything so significant
t hat we ought to be noving quickly. But we're still
taking a |l ook at it.

MEMBER APOSTOLAKI S: Ckay. Thank you very

much, Ashok.
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The next speaker is M. Dugger of the
Nucl ear Energy Institute.

MR. DUGGER: Well, thank you very nmuch.
And | have sone slides com ng up, | think.

MEMBER APOSTOLAKI S:  Would you tell us a
l[ittle bit about yourself?

MR DUGGER: Certainly. ["m currently
wor ki ng at the Nuclear Energy Institute, and |I'm on
| oan as the VP of Operations from Energy Corporation
to NEI. And ny background is site vice president,
general manager, and nmany nmanager positions within
various plants within Entergy and a few other
utilities.

MEMBER APOSTOLAKI S: Ckay. Thank you.

MR. DUGGER: | really appreciate the
opportunity to come and speak on this particular
topic. It's atopic of great inport to the industry,
and I'min the unique position to speak not only for
NEI but also a little bit for the industry al so.

Wien | was reviewi ng the panel nenbers
here, | think we have a real good opportunity to cover
this topic, and we m ght actual |y draw some concl usi on
fromit. And with 30 minutes, | think we really have
to focus in on what we in particular think is

i mportant.
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Whul d you give ne the first slide, pl ease?
And if you'll click four tinmes, that will -- there we
go. There we go.

|'"d like to start by making a series of
statenents that will either -- you'll either agree
with or not agree with, but | think it wll help
structure our wal k through our discussion on safety
cul ture here.

The first shoul d be obvi ous to everyone - -
safety culture starts at the very top of an
or gani zati on. W all follow the |eader. If the
| eader says that safety is inportant, thenit is. |If
the | eader doesn't say that, then it isn't.

Safety culture is a continuous chal |l enge.
We can probably all nane plants or have been at plants
where the culture has slipped. As asite VP, this was
a continuous worry. Are we putting enough enphasi s on
safety culture? Are we just |ooking at where we have
been rather than continuous inprovenent?

Safety culture is at best a slippery
t hi ng. To understand where an organization is on
safety culture we really have to look at the entire
organi zational structure and the underpinnings of
managenent. |s there managenent engagenent? Are they

spendi ng enough tinme in the plant? Is there a strong
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corrective action progranf

What are t he perfornmance i ndi cat ors doi ng?
Do the people in the field know t he managenent teanf?
And the questions go on and on

We may part ways here, but | believe the
i ndustry has done a trenendous anmount in the area of
safety culture. | believe that safety culture has
i mproved. And at the risk of being accused of | ooki ng
backwards, the industry has conme a | ong way.

Next slide, please.

| believe thereis a place for regul ation
i nthe broader theme of safety culture, not so nuchto
regulate culture itself but nore the conponents of
safety culture. And then, finally, | don't believe
there is a place for direct regulation of safety
culture, so let us explore these statenents further
and see if they stand up.

Next slide, please.

Safety nust lead all other goals -- is a
very easy statenment to nake. And | doubt that you
will find any CEO or CNO or site vice president that
woul d say anything else. Al nost  every nucl ear
organi zati on has a vi sion statenent, and a hi gh-1| evel
goal that states safety is nunber one.

Soif this is the case, then we'll never
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have any ot her problens with our plants. But we know
that's not true.

Al t hough the statenent is there, it's how
the statenent is applied that counts. The way seni or
managenment behaves wi || determ ne howt he organi zati on
behaves. And it takes nore than just a platitude or
a value statenent to drive an organization. The
val ues nmust be denonstrated by nmanagenent.

Next slide, please.

So let's take a look at a few val ues
Here are sone representative values that one m ght
find in a nuclear organization. On the surface, al
of these seem reasonable, and we would probably
believe easy to apply. But, again, if that's true,
t hen we, agai n, woul dn't have any nore pl ant probl ens.

Next slide, please.

So if high-level goals, platitudes, and
val ues won't by thenselves do the trick, what wl]l
drive a safety culture? To really get a better view
of how a safety culture devel ops and i s nmaintained,
we'd have to take a nore gl obal | ook

These are not all the things we'd | ook at,
but these things that you see up here give a
representative view of what we should |ook at for

safety culture. Conmunications, alignnment, and the
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rest set the stage for potentially a solid safety
culture.

Notice there is no nmagic here. There is
not hi ng but the way peopl e nanage an organi zati on and
prepare an organi zation to perform

Next slide, please.

So let's start with comrmuni cation. One
indicator of safety culture is how accessible
managenent is to the workforce. Does seni or
managenment attend t he daily nmeeti ngs and provi de i nput
to those neetings? Are there nmultiple forunms for
enpl oyees to ask questions and get answers fromthese
peopl e that set policy and have a hi gher view of the
organi zati on?

Does nmanagenent go out in the plant and
get a first-hand feedback on the nessage they have
been delivering? Are people aware of the nessage?
And does nmmanagenent keep trying, through multiple
foruns, to ensure that nmessage is delivered?

This is not an easy task for an
organi zation that has rotating shift work, training
cycles, and other things to contend wth. One
i mportant aspect of devel opi ng and nmi nt ai ni ng a good
safety culture i s managenent's ability to get out and

devel op a relationship with the workforce.
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Tr ust and integrity are necessary
components to good conmunication and managenent.
Going out to the workforce in the work areas gives
management an opportunity to exhibit the standards and
expectations they tal k about through denonstration.
Thi s adds enphasis to the message and credibility to
t he managenment team

Managenent nust be willing to address
enpl oyee concerns, and not just the ones that dea
with safety but all concerns. That way, when a hard
concern does conme up that deals with safety or sone
ot her contentious issue, the relationship is already
devel oped. Communi cation is practiced, and there is
an expectation and confidence that the i ssue will be
addressed and resol ved.

Next slide, please.

In every organi zation there are barriers
to comuni cations. These barriers are sonetinmes at
t he supervisor | evel and often tines at other | evels.
All it takes is someone that doesn't believe the
nmessage or doesn't comrunicate well with the group,
and that |ayer is forned.

This can be cultural from years of the
same person supervising a group or from pronotions

within that perpetuate the same comunication
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problens. Clay layers will prevent the organization
fromachi eving the al i gnnent needed to ensure that the
organi zation has the right view of safety culture

This is inportant when trying to educate
t he organi zati on on certai nissues, suchas reactivity
managenent . Mechani sts, chemists, plant service
people all affect reactivity managenent. And if the
nmessage i s not made cl ear and doesn't get through that
clay layer and alignment on that issue is not
achieved, then a vulnerability exists that could
affect safety culture.

Peopl e have to understand how they can
affect the safety of the plant. Managenent has to
verify that that nessage has been recei ved. The goal s
and vi sion of an organi zati on nust be understood top
to bottom and this isn't a case of verbatimrepeat
back. It's a case of understanding.

Next slide, please.

Continuing with the gl obal | ook, we can
tell a |ot about an organization by |ooking at the
sel f-assessi ng and benchmar ki ng capability that that
pl ant has done or the utility has done. A strong
safety culture requires that a plant | ook outside
their organi zation to see what others are doing.

Bei ng abl e t o neasur e your sel f agai nst t he

NEAL R. GROSS
COURT REPORTERS AND TRANSCRIBERS
1323 RHODE ISLAND AVE., N.W.
(202) 234-4433 WASHINGTON, D.C. 20005-3701 (202) 234-4433




10

11

12

13

14

15

16

17

18

19

20

21

22

23

24

25

37

best helps an organi zation grow. You have the
opportunity to bring best practices back to your
organi zation, as well as share the best practices that
you know.

An i nwar d approach to pl ant managenent can
create a stagnant or declining organization. The
plant can be left behind as the industry noves
forward. Agood sel f-assessnent organi zati on at | east
will appear to have a good safety culture, but it
takes alittle nore. It's not enough to just go | ook.
You have to act on the information that you bring
back.

Managenent, agai n, has the responsibility
to probe the benchmarking effort and find out what's
been brought back. Gven that it's good material,
t hen managenment has the responsibility to drive that
change. Effective change managenent will determ ne
how nuch of a positive or a negative effect that
change has on the organization

Wt hout good change nmanagenent, you can
al nrost bet the results will be bad. Good change
managenent can be a whol e discussion by itself, so
we're not going to go forward with that. But change
managenment is an overall good safety culture aspect

and part of what we're tal ki ng about here today.
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Next slide, please.

The next conponent of a strong safety
culture | would like to discuss is human performnce.
Back during the '80s and early '90s, we were tryingto
i mprove pl ant performance, and for the nost part we're
successful by addressing the material condition of the
pl ants, fixing problens that had pl agued t he i ndustry
for quite a while, and reduci ng outage duration.

The inmproved material condition and
probl em resolution could only take us so far. The
second great step the industry took was to address
human performnce aspects of plant operation, and |
mean the big operation, not the operations group.

We realized with much effort that we were
not training people to be aware of human performance
i ssues. Procedures were not structured correctly.
There were traps in nmaintenance and operational
activities that set workers up to make errors.

By addressi ng these i ssues and gi ving t he
workers the tools to identify traps, we were able to
reduce t he human performance error rate and | earn from
our experiences as we went. And we shared those
experi ences through the industry.

Performance in this area is nonitored by

several nethods that collectively give a picture of
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human perfornmance. Managenent presence in the field
doing -- perform ng observations, tracking error
precursors in the corrective action program and
tracking errors per nunber of hours worked are a few
of the neasures used to map human performance.

Overall, by focusing on the results, we
get a pretty good picture of human performance andits
effect on safety culture.

Next slide, please.

O all the indicators the industry has
used over the course of time, the industrial safety
i ndi cat or has given us the best | ook of what's going
on in an organization. | ndustrial safety is an
i ndi cat or of howthe standards of an organi zation are
accepted by the workforce.

Do peopl e wear their safety equi pnment? Do
they help others in their workgroup renmenber to wear
their protective equipnment? Are the nunber of first
aid cases seen as a precursor to greater injuries?
Al t hough industrial safety is a small conponent of
safety culture of an organi zation, it speaks vol unes
about the internal aspects of the organization.

Bef ore human perfornmance becane a focus
for the industry, industrial safety was t he neasure of

things to cone in plant operations.
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Next slide, please.

The | ast conponent of safety culture |'m
going to discuss is training. One of ny favorite
| eaders in the nucl ear industry once told nme that if
| want to see what ny organi zati on and plant will | ook
like in five years, go take a | ook at training today.

Training i s the best opportunity we have
as an industry to establish theright expectations for
performance, to set the right standards for work, to
train people on human performance techniques and
general ly establish the right safety culture within
t he organi zati on.

Training has to be the cornerstone of
performance at the plant. |If training falters or is
negl ected, the culture of the plant suffers. There
are many exanples of this in the industry. |'msure
you're famliar with all of them

Safety culture is dependent on a strong
training program and managenent must, once again,
observe training to ensure the right standards and
expectations are trained on. Then, managenent nust
observe performance in the plant to ensure the | essons
are carried forward into the plant.

Wthout this verification step, managenent

does not have a good feel for the safety culture of
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t he workers or whether there is a declining trend in
safety culture issues.

Next slide, please.

We have di scussed some of the conponents
of safety culture and find a cormon t hread t hr oughout .
The comon thread is the nmanagenent of the
or gani zati on. Safety culture is, at best, an
anor phous concept. Safety culture requires constant
pressure from managenent with a sensitivity of how
change affects the organization.

We can train on the right things, do al
of the observations, and track all of the perfornmance
i ndicators just to have safety cul ture underm ned by
poor managemnent focus and performance. |f nanagenent
fails to communicate, changes the organi zationa
structure wthout thought to change managenent,
promotes too often from wthin, changes the
relationship with the bargaining unit, or just
general ly rel axes, safety culture can be affected.

As a site vice president, | amconstantly
worried about conmunications going out to the
organi zati on, whet her we were changi ng rapi dl y enough
or not changi ng fast enough. W+thout good managenent
awar eness of the organization, a declining safety

culture can be the result.
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Next slide, please.

We di scussed sone of the ways that we
neasure conponents of safety culture, and | hope by
now you can see that there are a | ot of nmeasures that
give a pieceneal look at the safety culture of a
station. To help round this out, let me discuss
several nore that individually do not reflect the
actual state of safety culture but that collectively
give us a better | ook.

The general plant performance indicators
that we all track as an industry, such as capacity
factor, forced outage rate, chem stry paraneters,
contam nated fl oor space, give us sonme nore insight
into the safety culture of a plant.

Corrective action progranms can be sliced
and diced to show the <categories of errors,
precursors, failures, potential failures, procedure
deficiencies, and the list goes on. And this all
gives us a better view of the safety culture of the
pl ant .

The human performance i ndi cators and how
the organization reacts to those human perfornmance
indicators give even nore insight, and certainly
surveys that reveal to us whether a worker wll

approach a supervisor with a safety i ssue or not gives
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us a little nore insight.

And the external |ooks fromassessnents,
visitors, I NPO eval uations, assist visits with I NPQ
safety review commttees, and the NRC, help the
picture to devel op even further. But nothing takes
t he pl ace of managenent in the plant interacting with
the workers and verifying that the nessage of
standards and expectations has been heard and is
practiced for determ ning the safety culture of the
pl ant and its managenent.

Next slide, please.

Regul ation already exists that nonitors
t he peripheral aspects of safety culture. Baseline
i nspections nonitor the effectiveness of progranms on
how the expectations of managenent are net. The
oversi ght process |ooks at a variety of perfornmance
indicators and the trend of programmatic controls.
Though not a direct view of safety culture, it
certainly nonitors the results of safety culture in
t he organi zati on.

Every inspection | ooks at the inputs of
t he performance indicators to ensure that gui dance is
foll owed and that accuracy i s mai ntai ned. Mnhagenent
visits from the region, a tour of the plant, and

discuss with workers and managenent, give another
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broad | ook at safety culture. Even the day-to-day
observations of the resident inspectors give insight
into the safety culture of the plant.

As alicensee, many ti nes t he observati ons
fromthe inspectors gave us a heads-up insight that
caused us to redirect the staff to inprove safety
culture. What would additional regulation do, and
would it be effective?

Next slide, please.

| think that safety cultureis, thus, best
handl ed through the interaction of the |icensee
managenent staff. Flexibility is needed to change
managenment techniques in keeping with the other
cul tural aspects of an organi zation. New enpl oyees
need to be trained differently than the nore seasoned
enpl oyees. Conpany changes that can create negative
aspects on safety culture are best handl ed through
conpr ehensi ve change managenent prograns where one
size does not fit all.

The NRC and Commi ssion should focus on
results and the indicators that exist today. They
shoul d | ook at the various aspects of the corrective
action programns, enpl oyee concerns prograns, and draw
a concl usion about the safety culture of the plant.

Root causes can gi ve sone i nsight intothe
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safety culture without undermning the efforts of
managenent to change an organi zation. Regul ati on
general ly sets the m ni mumstandard for performance.
Once regul ation could be -- overregulation could be
detri nental by | eadi ng an organi zati onto that m ni num
st andar d.

This is a subjective issue that does not
play well in our new, nore objective regul ations that
we' re novi ng towards.

The industry has been effective 1in
managi ng a very soft i ssue. Performance has shown t he
i mprovenents. |If the results of this neeting are a
recommendati on to the Commi ssion, then ny input isto
tell them that rulemaking in this area of safety
cul ture does not make sense.

Thank you.

MEMBER APOSTOLAKI S:  Thank you very mnuch.

Dana?

MEMBER POVNERS: Yes, |'ve got a question,
and | have to admt that I'mnot sure howto formnul ate
t he question. GOkay?

MR DUGGER:  Sure.

MEMBER POVERS: But you began your talk
maki ng two i nportant points, and one is that nearly

every institution that | know of, not just nuclear
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power pl ants, will assure me in no uncertainterns upon
visiting them that safety is their nunber one
consideration, and that that's a |ot. If it were
true, they would shut the thing down and never do
anything. And who is their nunber one consi deration?

MR DUGGER  You bet.

MEMBER POAERS: And t he question, really,
then conmes down -- is, how does one bal ance the
consi derations of safety against all of the other
demands on t he organi zati on t o produce sonet hi ng, and
what not. And what |'d |ike to pursue just a little
bit with you, because of your experience, i s something
specific, and that specific thing that gets nentioned
all the tinme in connection with safety culture is a
questioning attitude.

And the problem that | have with a
guestioning attitude is that it seens to ne that if |
am an enpl oyee of an organi zation that aspires to a
guestioning attitude -- and | am-- that it is sinply
atrap for ne, that if sonethi ng bad happens to ne the
bunper sticker can be right, you know? That the
managenent will conme back and say, "Well, you didn't
have a questioning attitude."

On the other hand, if | stop doing things

because | start aski ng ever and ever deeper questi ons,
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t he managenent cones back and sl aps ne around t he head
and says, "Well, you're not very productive."

So coul d you pursue that alittle bit? |
nmean, when does a questioning attitude get inthe way?
And when is it theright thingtodo? O isit sinply
sonething that we can only answer after the fact?

MR DUGGER: You know, questioning
attitude is not a tool that is sonething that we
easily understand. As a young reactor operator or
bui | di ng operator, when | was with the Carolina Power
and Light System it was not sonething that just cane
easily to nme to question why we did things one way or
anot her or why the material condition existed the way
it was.

It was sonething that | had to be trai ned
in, and it was the training that | got through
observati on of managenment that hel ped ne understand
what a questioning attitude was. And it was through
many training sessions and workshops such as this
where we di scussed the factors of safety culture and
how to generate a good workforce and devel op a good
wor kf or ce where questioning attitude really cane to
pl ay. And many of those were through the Institute of
Nucl ear Power Operati ons.

The fact is, or as | see it, that we have
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to train our workers on questioning attitude, and we
do that by being a senior manager or being a vice
president or general nmanager or superintendent
supervisor, sitting in neetings and advising and
coaching and hel ping people understand where they
shoul d be aski ng questions, and training themon t hat
guestioning attitude.

O herw se, you know, | can ask questions
all day. You know, | can | ook at a procedure and say,
"Cee, why did we wite it this way? Wy didn't we
change thi s word?" And certainly mechani snms exi st to,
you know, through a process to change procedures or
change words or change process, but that's not
productive, and managenent does have a role to
mai ntai n productivity.

But managenent al so has a role in being
abl e to determ ne when an i ssue i s sonet hi ng t hey have
to respond to or when they tell the person, "That's
good insight. Thank you very nuch,” and we'll wite
up a procedure change docunent or we'll wite a
corrective action report and go address that.

We shoul d never turn off our enployees
from aski ng questions. W should encourage themto
ask questions, but we al so have a job to do. And nmany

of the jobs that we do are tine-dependent in the
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i ndustry. Wien we're running surveillances or
perform ng maintenance activities, sone of those
activities require close coordination with other
gr oups.

So to head off a | ot of that questioning

attitude that coul d occur, one of the mechani sns t hat

t he i ndustry has developed -- and it's not just the
nucl ear industry -- and certainly we didn't get this
just -- we didn't just make this up, but we observed

it through the aviation industry and ot her pl aces --
is the use of very good pre-job briefs that cover al
aspects of the job from industrial safety to
procedures to questions that people have about the
procedures, so we can cover all that and get it out of
t he way.

And sonetinmes people believe that those
pre-job briefs aretoo tinely and ti nme-consum ng and,
you know, are way too detailed for the activity that's
going to take place. But it helps establish that
mentoring of the people, and it hel ps establish the
focus of the organization from a safety culture
st andpoi nt .

And it allows that individual to raise
t hat question in a non-conbative environment before

the activity takes place, so that he has the
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opportunity to get an answer. Many tinmes corrective
action docunents are generated out of that, procedure
changes are generated out of that, mechanisns of
noni tori ng or | ooking at that activity or change based
on those pre-job briefs, and then the activities
performed and al | of the questi ons are answer ed before
we get there.

If there's too many questions, that
activity will be postponed. That activity will be
stopped, and we'll back up and retrench and take a
| ook at what that enpl oyee i s tal king about. They are
our best ears and eyes in the plant, so we try to pay
attention to them

MEMBER APOSTOLAKI'S: | have a questi on.

MR, DUGGER:  Sure.

MEMBER APOSTOLAKI S: You nade a strong
argunment that also others have mnade that senior
managenent is really the key to a good safety cul ture.
And I'mwi lling to go al ong.

MR, DUGGER: Ckay.

MEMBER APOSTCOLAKI S: But then I find
nmysel f having problens with that. Your slide 14 with
the title "Wrking on and Inproving Safety Cul ture”
says not hing about senior managenent. | nean, if

that's the key, why didn't you say anyt hi ng here? Wy
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didn't you put sonething in your bullets?

And then, 1'Il go one step beyond that.
If this agency accepts your argunent, then we know
what a potential vulnerability is. If senior
managenment at a particular facility does not set the
right tone, then things will happen. So we knowthat.

But at the sanme tine, we knowthat we have
to stay away fromit, that we are not supposed to
regul ate managenent. So are we finding ourselves,
then, in the position where we know of a potenti al
vul nerability but our hands are tied?

MR,  DUGGER: | think, first of all,
addressing the slide that you got exactly the point
that | intended fromthe slide, and you obvi ously got
the fact that | think managenent is the key to a good
safety culture. | don't think your hands are tied.
| think there is many ways to address t he managenent
of a station and managenment of safety culture at a
station.

Through ny interactions wth regional
adm ni strators through the vari ous reports that we get
t hrough the cross-cutting observations that we get in
t he reports at individual sites, we see conments about
cul ture, we see conment s about human performance. So,

obviously, this is being observed at sone |evel.
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And they are drawi ng these concl usions
based on doing what we do, which is to take a hard
| ook at the corrective action program to take a hard
|l ook at the root cause analyses that are being
perfornmed at a station.

And i f they're not particularly
conprehensive, or there are activities going on at a
utility where they're not being identified and roll ed
into their corrective action program or that
corrective action program is not being tinely in
resol ving those issues, that shows up in the report
al so, and we may get sone type of finding associated
with that.

So | don't think your hands are tied at
all. 1 think that your -- | think you have all the
| eeway you need today to go forward and regul ate the
i ndustry and push for better safety culture.

Now, obviously, this has been pretty
successful to date, with the exception of a few
i ndi cators that the performance of the units has been
tremendously i nproved over the past 10 years.

MEMBER APOSTOLAKI S: By the way, on 15 --
just one last point. On 15, you say that regul ation
is already there, and one of the bullets says

i nspect or observati ons.
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MR. DUGGER: Yes.

MEMBER APCSTOLAKI'S: | believe these are
not part of the regul ations.

MR. DUGGER: | think that can be true,
t hat we get insight fromour resident inspectors that
are not regulation-driven, and that we value that
input. We highly value that input; let me put it that
way . That these are people that are in the plant
soneti mes nore oft en t han managenment, observinginthe
control roomand observing specific activities inthe
pl ant, again sonetinmes nore often than managenent.

And they provide very good insight. If
they see something is changing and they can't
understand why it's <changing, or they see an
expectation that's not being nmet, and they bring that
to managenent attention, that is real val ue added to
safety culture of a station.

MEMBER APOSTOLAKI S:  Steve?

MEMBER ROSEN: Let me agree with you, that
| think you have -- the industry has been successfu
over the years in managing this issue in the main
However, it's not the main that we're worried about.
It's the outlier. And it's the outlier that we have
-- is the reason why we' re here today, one particul ar

outlier.
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But | think you need to think about your
presentation in that sense. One of the ways to do
that is to | ook at the sane slide 14, which is about,
how does an organi zati on neasure safety culture? And
how would we neasure it to find the outlier? \Wat
data would we get to find the outlier?

We are already getting plant perfornmance
indicators. W don't get a very clear -- here at the
agency | ' mtal ki ng about, and particularly ' mtal ki ng
about ACRS. W don't see a clear portrayal of the
corrective action categories, and we have al nost no
visibility of the human perfornmance indicators. So
t hose are sort of bold assertions of mne.

Can you tell us, just for exanple, maybe
for some of ny colleagues' benefit maybe nore than
m ne, because | do see these in sone interactions |
have with people and organizations in the industry,
what human performance indicators you think are
i mportant, and that we shoul d maybe nonitor in a nore
direct way than we do now.

MR,  DUGGER: The human perfornmance
indicators that | think are particularly valuable to
me and that | would use at a plant are really the --
we nmonitor errors per nunber of worker hours, and we

| ook at those errors in various categories. You know,
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sonetines they lead to a failure, and they're a
significant error.

But nore often than not they're an error
that is a precursor to sonething else, and it's being
able to take the informati on that you get fromthose
precursors errors and being able to roll that back
into the organi zation that -- where the benefit lies
fromthat. It's not just the indicator and nonitoring
t he indicator.

It just tells you that, you know, you've
got .15 errors per 10,000 hours work. And, you know,
al though that's of sone value, that doesn't really
hel p your organization any at all. It's what has
created those errors, and what you do with that
i nformation, that counts.

So if you're seeing a lot of errors,
particularly in procedure conpliance or people are
suddenly rmeking valve manipulation errors, or
sonmet hing of that nature that is -- does not create a
real plant problem but is a precursor that could
create a plant problem then that's sonmething worth
noni toring and worth measuri ng.

MEMBER ROSEN: So now in our three-part
comuni cation, |'ve asked you a questi on, you answer ed

it by saying errors per nunber of worker hours, is
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t hat correct?

MR. DUGGER: Errors per nunber of worker
hours, that's correct.

MEMBER ROSEN: Now, that neans that we
shoul d see that in sone way, or the agency shoul d see
it and report to the ACRS when we ask about how a
plant is doing, but we don't. | think that's just a
useful thing to think about.

MEMBER APOSTOLAKI S: Ckay. Any ot her
burni ng questions? Thank you very much, M. Dugger.

MR DUGGER  Thank you.

MEMBER APOSTOLAKI S:  The next speaker is
Dr. Murley. Tom vyou have a lot of slides. Do you
want to go over -- okay.

DR. MJURLEY: No. There are far too nany
slides there, and I'll just go through --

MEMBER APOSTOLAKI S: So what qual i fies you
to be here?

(Laughter.)

DR MJRLEY: | have lots of free tine.

(Laughter.)

MEMBER ROSEN: We question your judgnent
to spend your free time here.

(Laughter.)

DR. MURLEY: For those who don't know ny
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background, | retired fromthe NRC staff in 1994. |

was Regi onal Administrator in Region | from 1983 to
1987, and that's where | forned a |l ot of ny original
i deas about -- it wasn't called safety culture then,
but that's what it turned out to be.

And then, from 1987 until 1994, | was
Di rector of Nucl ear React or Regul ati on, worked cl osely
with Ashok at that tine.

|"d like to start with -- | have thought
deeply about this issue for many years, and so |'|
share ny thoughts and how t hey arrived.

As Ashok Thadani said, the I NSAG the | AEA
expert panel, in 1986 nentioned safety culture, but
they didn't really define it or talk about it very
much. And | was at an | AEA conference in 1988, and
Herb Kouts was there. | was in the audience. Herb
Kouts was tal king, and sone Russian nenbers asked
Her b, what did you nean by "safety culture"? Because
he was on the I NSAG at that tinme.

And Herb said, "I don't know." And then
he turned to me and said, "Tom what do you think?"
And | hadn't really put ny thoughts together, so that
got nme to think about and put ny thoughts together.
And in the next year, 1989, was the first regulatory

i nformati on conference.
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And | | ed off the conference with a paper
titled "Devel oping a Safety Culture,” and that's the
first time | know of that anything was witten on
just, what is safety culture? Wat does it nean?
VWhat are sone attributes? And it stemmed, as | said,
from ny experience as a regional admnistrator in
Region |.

And there's one interesting chart from
that talk that | gave that | thought | woul d nention
toyou. | call it the Plant A/ Pl ant B conpari son, and
it becane noderately fanmous anong the staff about --
because it illustrated, what do we nmean by two
different cultures? And at the tine, for exanple,
pl ant-specific sinulators weren't required, and sone
utilities didn't have them

And there's alot of attri butes on Pl ant B
that we saw every day at plants in that era. And,
i kewi se, we saw attributes of Plant A and they were
very m xed. And the point | made at the conference
was nost of these plants nmeet NRC s regul ations, still
do probably, except for the sinmulator.

And the point | wanted to nmake was t hat
they're not equally safe. That's self-evident. W
didn't know howto quantify it. We didn't know what

to do. But this started the dial ogue about how one
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shoul d | ook at safety, and particularly the regi onal
i nspection staff found this chart to be very
interesting. | went to each of the regions and tal ked
about this concept.

kay. That was 1989. The nucl ear
i ndustry was not very confortable with that concept
back then. | wi sh they were as enlightened as Chuck
was just nowin his discussion, but they weren't. And
the Conmission, in fact, was not easy wth that
concept, and at a Conmi ssion neeting the staff was
told in so many words, "Don't use that concept.” In
fact, | was told, "Don't even use that |anguage."”

So safety culture then went by the
wayside. It wasn't in our regulations. W didn't
need it. W did -- we |ooked at many of the
attri butes that were on these Plant A/ Pl ant B ki nd of
things, but wthin the context of the current
regul ations at the tine.

The | AEA continued with their effort.
They put out a nunber of bookl ets on devel opi ng safety
culture. The Swiss Regul atory Agency, in 1997, put
out safety culture in nuclear installations. Whole
forests have been devel oped or lost to writing about
safety culture now.

And even I NPO has reports that touch on
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safety culture. And | was very pleased to see that at
t he Decenber 2002 | NPO CEO conf er ence Chai r man Meser ve
t al ked about safety culture in an NRC perspective. So
at long last, safety culture is back from the
graveyard of forbidden Iexicon in this country, and
oh, be still my heart.

(Laughter.)

| am pl eased to hear that.

The way | got back into this topic,
George, was that the Nucl ear Energy Agency in Paris,
CECD, has a <conmttee on nuclear regulatory
activities, which |I'm sure you know. Sam Col | i ns
represents NRC

But there are senior regulators fromal
agenci es of OECD countries. And in 1998, | was asked
to be the facilitator of a report, a task group, and
wite a report on regulatory approach to safety
cul ture issues. And that's what I'll talk about
t oday.

And you' ve got the panphlets in front of
you. There's two of them The first one was the role
of the nuclear regulator in pronoting and eval uating
safety culture, and the second one was, what happens
if you don't have a good safety cul ture?

Steve's point about the outlier, you're
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exactly right. If we could go by averages, things
would be fine. But it's the outlier that can cause
accidents in this country.

The i deas i n these bookl ets are frommany
people in the task group. They're not only ny ideas.
| wote the panphlets, and | agree with them but it
was approved by the full CNRA and it is, in fact, a
Nucl ear Energy Agency publication. And | don't speak
for NEA or CNRA. The reports speak for thensel ves.

CNRA nmenbers were generally agreed that
regul ators coul d not regul ate safety culture directly.
In other words, that was a prem se of witing these
reports, what was behind it.

Ashok has mentioned |icense condition 36
in the UK |'ve looked at that. 1've talked with
people, and it's really just a small, tiny part of
safety cul ture.

Main themes in the reports are, | would
say, four. One is that safety culture is essenti al
for safety. Second thene is, howcan you pronot e good
safety culture? How can a regulator pronote good
safety culture? These, by the way, are witten for
t he regul ator.

| think anybody can find them useful to

read, but they're aimed at the regulators of CECD
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countries. And in that sense, they're unique. Most
of the other reports you find on safety culture are,
what are the attri butes, and how can you devel op t hose
attributes? This is different.

Athirdthene is, howcan a regul ator | ook
for signs of a weak safety culture and the signs of
declining performance that flow from a weak safety
culture? And then, finally, a theme is, what are
appropriate regulatory actions to take to intervene

bef ore declining safety culture | eads t o actual safety

probl ens?

So that's the background, then, of these
reports.

"1l zipthrough a fewslides, CGeorge, and
then 1"l --

MEMBER APOSTOLAKI S:  That's fi ne.

DR. MURLEY: -- stop and ask questi ons.

We know now t hat a good safety cultureis
essential for overall nuclear safety. | suppose
there's still some debate about that, | don't know

but 1" mvery encouraged to hear ny col |l eagues here at
the table talk about the recognition of the
i mport ance.

The regul ator has aroleto play in all of

this, because the rel ationship between the regul at or
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and the operator can influence an operator safety
culture either positively or negatively. I won't
dwell on that. It is discussed in the report. The
safety regul ator has to have its own safety culture.
| magi ne that.

NRC has no other job but to be worried
about safety, and yet it's nonethel ess i nportant that
NRC have a good safety culture. Andit's not a given.
That is, it's not all that matters, if that's the
case.

Regul at ory body shoul d set a good exanpl e
inits own performance. Technically conpetent, high
safety standards, good judgnent, and deal wth
operators in a professional manner. |If that -- those
are essential, it seens to ne. If the NRC or any
regulator is going to hold an operating company, a
utility, to high standards, they've got to exhibit at
| east these m ni num standards thensel ves.

And here again, we | i st sonme attri butes of
a good safety culture. O her people can speak better
about these than |l can, |"msure, but | think they are
general ly accepted now. Most panphlets that | read,
nost reports | read, tal k about sonme conbination of
these attributes. And M. Dugger's slides had nmany of

themin there as well.
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But | do agree with you, M. Chairman,
that it's -- even though you can wite the attri butes
down, it's not easy to go in and | ook and say yes or
no. And that's why | think at the end of the day
there was not -- there was no consensus that one can
really regul ate safety culture, becauseit's so-- to
do it even approximately correctly, a regulatory
agency woul d have to be so intrusive that they would
al nost take over operation of the plant.

That's my view, | think, and that's why if
we could regul ate safety culture I would like to do
it. But |I don't think it's practical.

So a large part of these booklets has to
dowith-- if youcan't do that, what can you do as a
regulator? And there are many things. You can | ook
for signs, and there's whol e pages i n here di scussi ng,
what are some signs of possible weaknesses in safety
cul ture?

This is the nodel that these panphl ets are
based on. Nanely, that if a weak safety culture
exists, then that will lead to declining safety
performance, and that, in turn, will lead to safety
problems. And that it's not as clean-cut as these
boxes i ndicate, but you can intervene at either stage

here.
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And it depends, really, on the phil osophy
of the --

MEMBER APOSTOLAKI S: Wi ch stage is that
-- you said "either stage."

DR, MJRLEY: You can intervene either
here, George, or --

MEMBER APOSTOLAKI S:  Oh, okay.

DR. MURLEY: And that neans you have to
| ook for signs of safety culture.

MEMBER APOSTOLAKI S:  Yes.

DR. MJRLEY: O you can wait until that
mani fests itself in declining performance. These are
easi er to recogni ze.

MEMBER APCSTOLAKI S:  Ri ght.

DR. MJURLEY: That chart shows regul atory
intervention at this |atter stage, but it can be done
at either stage. And it -- the books discuss how one
m ght go about that.

MEMBER PONERS: Don't we do it the other
way around? That when we see either safety problens,
an event occurs, or we get sone nassive information
about declini ng performance, many events occur, snal
events occur.

DR. MURLEY: Right.

VEMBER PONERS: But t hen we concl ude t here

NEAL R. GROSS
COURT REPORTERS AND TRANSCRIBERS
1323 RHODE ISLAND AVE., N.W.
(202) 234-4433 WASHINGTON, D.C. 20005-3701 (202) 234-4433




10

11

12

13

14

15

16

17

18

19

20

21

22

23

24

25

66

must be a weak safety cul ture?

DR. MURLEY: That's usually howit works,
yes. But it doesn't have to work that way. One can
|l ook -- again, |I don't want to go into all of the
details, but you can |ook and find weak ALARA
progranms. Postings around the plant aren't very good,
sl oppi ness. You can | ook for those kinds of things
and then try to put themtogether, and you don't have
to wait for events, even small issue events.

Now, | recognize that's tricky. That
nmakes the regul ator very intrusive, but youcandoit.

MEMBER PONERS: No, | don't think you can.
| nean, if | cone in and | say, "Find sonething that
|, as an observer, find is weak" --

DR, MJURLEY: Yes.

MEMBER PONERS: -- and there's no tech
spec or condition of operation| can wite up against,
| can't say anything about it.

MEMBER SI EBER:  No, you can't.

MEMBER  POWERS: I have to find
somet hing --

DR, MJURLEY: Yes.

MEMBER PONERS: -- you could wite up
agai nst.

DR. MJRLEY: Yes.
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VEMBER POWNERS: And if | can't find

anything, there is --

MEMBER APOSTOLAKI S: Evidently, that's not
the way it works, Dana. W were told yesterday at --
Tuesday that -- and | think M. Dugger confirmed it,
that the regional staff can bring up issues that are
not necessarily inthe regulations, and the utilities
are usually very -- always responsive.

MEMBER PONERS: | can bring up anything |
want to. | can't wite it up.

MEMBER APOSTOLAKI S: And they canwiteit
up.

DR. MJRLEY: That's true. Maybe some
people in this roomm ght recall nmy days as a regi onal
adm nistrator, but | didn't feel --

MEMBER APOSTOLAKI S:  No.

DR. MJURLEY: -- particularly constrained.

MEMBER APOSTOLAKI S: W have | etters that
they do wite it up.

DR, MJURLEY: Yes.

MEMBER APOSTOLAKI S: They do write it up.

DR.  MJRLEY: You can take enforcenent
action.

MEMBER PONERS: That' s t he whol e t hrust of

t he ROP. Al'l those Level 4 findings are now
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di sappeari ng.

MEMBER APOSTOLAKI S: There is a |l ot going
on with the first colum of the ROP that we were not
aware of, a lot, and we --

MEMBER PONERS: We can discuss it |ater.

MEMBER APOSTOLAKIS: -- we will, yes.

MEMBER POVERS: But how many regi ons have
we been to? How many inspectors have we talked to
that say, "l'mcurious about this. |'m bothered by
this. But | can't wite anything up because | can't
find a regulation to wite it up against, or it
doesn't make the ROP"?

MEMBER APOSTCOLAKI S: That was not a
nessage we got the other day. Maybe things have
changed. | don't know.

MEMBER PONERS: But it's the nessage we' ve
consi stently gotten from now four regions.

MEMBER APOSTOLAKI'S: Not from Region I.

MEMBER PONERS: This is arecent visit to
Region |I. W' ve been to Region | before, and we got
an earful. | taught a class in Region | the other
day, and | got nore than an earful on this.

MEMBER SI EBER: My experience is nore on

the I'ine of Dana's otherwi se. Wen things are witten

up in your report, they're based on a regulatory
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requi renment.

MEMBER APOSTOLAKI S:  Yes.

MEMBER S| EBER: On the other hand,
briefings can be further afield.

MEMBER APOSTOLAKI S: Is there aregul atory
requirenent that we could take a correction -- a
corrective action now? It has to be effective, and
t he same thing shoul d not happen a year fromnow? |
don't knowthat there is a regul ation, and yet | have
six letters here to the vice presidents that point
t hat out.

So things have changed, it seenms to ne.
People do wite up things that -- but | think we're
getting away from-- we are i nterrupti ng Tomt oo nuch.

MEMBER ROSEN: | want to interrupt to ask
you a question about this slide, becausetoneit's --
t he way you' ve portrayed it is sinply not good enough.
The endeavor we are engaged in here, the safety of --
the public's health and safety, and reasonable
assurance thereof, seens to ne not adequately served
to allow declining safety performance before a
regul atory intervention. So that leads me very
quickly to the question of detecting weak safety
culture.

MEMBER APOSTOLAKI'S: | think, Steve --
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MEMBER ROSEN: And that declining safety

performance is a slippery sl ope whose sl ope you don't
know. It can be nuch steeper than you think. And,
therefore, I"mover on the left-hand side trying to
i ntervene based on a weak safety culture, before the
signs of declining safety performance are evident to
everyone.

And | think you said it could be done.
It's hard, you said, but sone things that are hard are
wor t h doi ng.

DR. MJRLEY: | didn't want toget intoit,
because it's -- but one can take regulatory actions
earlier when you ve got change conditions that
i ndicate they may be a weak safety culture. Again, |
have to refer you to the panphl et, because it does
acknow edge that, Steve, that thereis the possibility
of regulatory intervention early. It depends on what
t he regul ator wants to do.

MEMBER APOSTOLAKI S:  Your previous slide,
Tom was really very interesting. But | think you
need to nassage your words a little bit. Let's go
back to the previous slide.

DR, MJURLEY: Yes.

MEMBER APOSTOLAKI S:  For exanple, in the

first box, weak safety culture. | nean, you are not
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really -- you don't mean the whole culture. You are
identifying weak safety culture attributes. | mean,
no | i censee woul d be, you know, bad at everything. |
nmean, that would be an extrene case.

But you can identify, like you said
earlier, ALARA and ot her things that you pointed out.
And decl i ni ng safety performance, yes, isreally ared
flag for us. | would say if -- | don't know how
famliar youarew th the action matri x of the revised
oversi ght process. This really you have to be on the
left, the |icensee response col umm.

CHAI RVAN BONACA: But this doesn't say
declined 70 -- it says declining. So there is an
inmplication of a trend --

MEMBER APOSTOLAKI S:  Yes.

CHAI RMAN BONACA: - - and sone i nterventi on
somewhere in that trend. So, | nean, if you are still
at a level where you cannot perceive any decline in
saf ety performance, and you want to i ntervene, | think
it's an inpossibility. It means that you don't have
enough indication to even see it.

So | think you have to take it -- you
know, is not really -- thereis acontinuumthere, the
way | see it from--

VMEMBER APOSTOLAKI S:  And al so, we have to
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understand better what regulatory intervention is --

DR MJRLEY: Keep in mnd, | wote this
for an international --

MEMBER APOSTOLAKI S:  Yes, | --

DR, MJURLEY: -- group.

MEMBER APOSTOLAKI S: -- appreciate that.

DR. MJURLEY: And they don't have the sane
system as NRC does.

MEMBER APOSTOLAKI S:  That's right.

DR MJRLEY: By far.

MEMBER APOSTOLAKI S: | know.

DR MJRLEY: And so these are kind of
generic terns.

MEMBER APOSTOLAKI S:  Yes, yes.

DR MJRLEY: To illustrate the concept.

Well, I'lIl nove on, and briefly the -- it
tal ks about periodic safety assessnments that a
regul ator can do. It tal ks about early signs of
deteriorating performnce. Nowyou ask, what can t hey
be? And there's whole pages in these books that
descri be specific exanpl es of deteriorating
performance in each of these areas that a regul ator
can | ook for

And not only was | a forner regulator

witing this, but there were many, many very good
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experi enced people on this task force. SamCollins |
nmentioned. Roy Zinmerman was on it for a tine. And
peopl e fromthe UK, fromFrance, fromSweden, Gernmany,

so it had a |lot of good, thoughtful input to it.

MEMBER PONERS: | guess |I'mstruggling a
little bit. | look at that list, and | |ook at
dom nant -- risk-dom nant accidents, and | don't see

much of a relationship between the two.

DR. MJURLEY: Well, there are. That is,
these have to be pegged to safety and regul atory
requirenments. I nmean, they have to have a | egal
foundation, and that foundation has to be safety.

On this one chart, | don't have room
Dana, to go into --

MEMBER PONERS: Well, |I'm sure of that.
But what |'m asking you is suppose ny docunentation
was abysmal, like it typically is on the -- their
design basis for fire protection. That doesn't affect
-- it's not evident to ne that that affects the
incidence of fire at a plant.

DR, MURLEY: It may not. And | don't
think you would take any single item |like that by
itself. But you would |l ook at every one of these
areas -- theideais you wuld -- the inspector would

| ook for a whol e sign of attributes in the operations
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area -- | nean, just to give you -- in the reports,
each one of these itens has a whole |ist of specific
exanpl es -- val ve mi sal i gnnents, el ectrical/nechanica
system m sal i gnnents.

And what an inspector does is |look for
i nstances of this, and then they put it all together.
| don't know, have any of you ever heard of SALP?

MEMBER POWERS: Yes.

(Laughter.)

But usual Iy wi t h sone derogat ory adj ective
right before it.

(Laughter.)

DR, MJURLEY: [It's a cronmagnum concept.

(Laughter.)

MEMBER APOSTOLAKI S: Isn't that, though,
an i nportant di mensiontothis that perhaps we are not
enphasi zing enough? | nean, we wll always find
errors in operations or in procedures, or whatever.

DR, MJURLEY: Sure.

MEMBER APOSTOLAKI'S: | 'mreally interested
i n whet her these are systematic and they are, in fact,
a cause for common failures -- common cause fail ures.
| nmean, that really should be the driver here,
because --

DR. MJRLEY: Yes.
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MEMBER APOSTOLAKI S: -- it's the sane

thingwth the list of causes that Ashok put up there.
Yes, | nean, | can | ook at particul ar human acti on and
find the causes and say it was this and that, and t hat
-- but what really worries ne is that if the next one
has the sane cause, and the next one, | nean, it's
really the dependencies that are created by these
t hi ngs that give theminportance, not the fact that
you have i ndividual |apses in judgnment.

And this is not really enphasi zed enough
in the docunents that | have seen, not just the NEA
but in general this aspect of potential conmon cause
failures. What is your view on that? O is it
i nplied by what you are sayi ng?

DR. MJRLEY: It is partlyinplied, George,
but | don't think enough careful thought has been
giventothe particul ar vul nerabilitiesto comobn node
failure that -- to nmy mnd, a poor safety culture is
t he granddaddy of all common node probl ens in a pl ant,
because it cuts across -- | nmean, just go back and
| ook at what happened at Chernobyl .

| thought it was very insightful for | NSAG
to use the term"safety culture,” but it -- because
that's the thing that caused people torun the test in

the first place, to keep running the test or planning
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the test when they shouldn't have, to shut off ECC
systens. What is the common thene to that? And it
was the attitude of the people at the plant that
all owed themto do that, which was safety culture.

But other than that, | don't know that a
| ot of regul atory i nspection thought has been givento
focusing particularly on comobn node --

MEMBER APOSTOLAKI S:  Ashok, you want to
conment on this?

MR. THADANI : Just a brief comment. I
think | conpletely agree with the point you're nmaki ng.
In the end, that's really what you ought to be
concerned about. Wat we were trying to search for,
and if we get back into this area -- and |' mspeaki ng
for Research now-- was can we -- val ve m sal i gnnents,
or whatever. Pick sonme exanples.

Can we point to the causes? Are they
com ng fromi nproper mai nt enance of conponents, if you
will? Can you integrate the information that you are
| ooki ng at and nove it up to say, "Well, perhaps the
i ssue i s maintenance training."

MEMBER APOSTOLAKI S:  That's right.

MR. THADANI : And that's what you're after
inthe end. It's not the individual problem It's

t he col | ective i npact of those probl enms on what coul d
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go wong down the road.
MEMBER APOSTOLAKI S:  Yes.

MR. THADANI: And that's really -- and |

personal Iy think that we have -- "we," agai n Research
-- has not done a very good job of articulating how
sone objective information could be collected,
anal yzed, and translated into what could really be
important interns of safety. You can apply that same
thing to training of operators, if you go to root
causes and nove up and integrate that information.
And that's really the area that at one point we were
interested in pursuing.

MEMBER APOSTOLAKI S: And ny point -- |
know t hat you guys believe that, but ny point was that
in the literature on safety culture, this is not
enphasi zed enough, that you are not real ly | ooki ng for
an individual error. You are really trying to see
whet her there is a systematic problem

MR, THADANI :  Yes.

MEMBER APOSTOLAKI S: Wi ch, of course, is
consi stent with what M. Dugger told us about senior
managenent, and so on, because they set the tone.

Ckay, Tom

DR. MURLEY: | will close, M. Chairnman,

with just these thoughts, then. It's very difficult
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-- and, in fact, the concl usion of the CNRA, when they
-- when we wote this report and when they approved
it, was that you can -- a regulator cannot regul ate
safety culture as an entity like that. But t hat
doesn't nean that regulators are hel pl ess.

MEMBER APCSTOLAKI S:  Ri ght.

DR. MJURLEY: There are many things they
can do, and these are sone -- what was proposed was a
graduat ed approach. You do -- where you start to get
i nspection signs, resident inspectors telling you
things. You do special surveillances. You neet with
pl ant managenent .

And here, Dana, you can go beyond the
regul ati ons. Regi onal managenment frequently -- |
t hi nk probably always is not inhibited in saying,
"You've got a problemin your radiological control
program Do you know that?" And those things happen
all the time, you know, and --

MEMBER PONERS: Yes, sure they do.

DR. MURLEY: You neet with top corporate
managenent, sonmetinmes neet wth the Board of
Directors, and sonetinmes have to take enforcenent
action. So there are things that can be done, not
enough tinme to go into all of those, but | think |I've

given a flavor --
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MEMBER APOSTCOLAKI S: No, that's fine.

That's fine.

Okay. Any questions for Ton? And we'l]l
cone back to these i ssues, |'msure, at the end of the
panel .

kay, great. Thank you very rmuch. | will
thank the first three speakers.

W' ||l take a break now until 10: 30.

(Whereupon, the proceedings in the

foregoing matter went off the record at

10: 14 a. m and went back on the record at

10:32 a.m)

MEMBER APOSTOLAKI S:  Back into session.

The next speaker is M. Howard \Witconb?

MR VWH TCOMB: Yes.

MEMBER APOSTOLAKI S: Pl ease say a few
wor ds about why you're here, and then proceed.

MR. WH TCOVMB: M. Chairman, and nmenbers
of the commttee, thank you for the opportunity to
share nmy comrents on the understanding of safety
culture. I'ma resident of Gtawa County, Chio, the
county of residence of the Davis-Besse facility.

| suspect |I'm here today because of ny
interest inthe matters of safety culture. 1've asked

M. WIlliam Keisler of the Nuclear Mintenance
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Integration Consultants Corporation to share his
experiences with the conmttee this norning. W offer
this information in hopes that you find it hel pful in
fram ng anything that's necessary towards the future.

Bef ore | suggest the characteristics of an
appropriate safety culture, I would like to take a
step back and | ook at where the industry has been.
The concept that an appropriate safety culture is a
necessary ingredient for the safe operation of a
nuclear facility is not new.

Safety «culture and its contribution
towards the effective material conditi on managenent of
a nucl ear plant has been known for over two decades.
It has its origins all the way back to Three Mle
| sl and. The discovery of the seriously corroded
react or vessel head at Davi s-Besse i n February of 2002
is the nost recent rem nder of the safety and economi c
consequence resulting from a |lack of genuine
conm tnent to the saf e operati on of a nucl ear reactor.

In this case, the irreparabl e damage to
t he reactor vessel head was the result of a deliberate
refusal to performroutine inspection and mai ntenance
onacritical reactor pressure vessel component. This
is not the first time that the failure to perform

requi si te mai nt enance on pl ant equi pnment has occurred
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at the Davi s-Besse nucl ear plant.

The types of problens recently identified
in determning the root cause at the Davis-Besse
nuclear plant result from a lack of technical
conpetence and managenent integrity. A degraded
reactor vessel head is only a synptomof the probl em

Subsequent to the loss of the main and
auxiliary feedwater event at the Davi s-Besse plant in
1985, the Nucl ear Regul atory Conm ssi on pronul gat ed
its findings and conclusions as to why the event
occurred in NUREG 1154.

Specifically, the NRC s investigation
concluded that the underlying causes of the event
were, one, a lack of attention to detail in the care
of plant equi prent.

Two, a hi story of perform ng
t roubl eshooti ng mai nt enance and testi ng of equi pment
and of evaluating operating experience relating to
equi pnent in a superficial manner. And as a result,
t he root causes of the problemwere not always found
and corrected.

Three, the engi neeri ng desi gn and anal ysi s
effort to address equi pnent problenms was frequently
either not wutilized or was not effective. And,

finally, the equi pnent probl ens were not aggressively
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addressed and resol ved.

Wth respect to specific characteristics
of an appropriate safety culture, | offer the
foll owi ng. Nunber one, an appropriate safety culture
mandates the existence of a proactive maintenance
regimen for all plant equipnent, regardless of its
safety classification.

Two, an appropriate safety culture exists
when enployees are confident that their concerns
affecting the material <condition of the plant
equi pnent wll be expeditiously addressed and
resol ved.

Three, an appropriate safety culture
exi sts when enpl oyees who raise | egitimte equi pnent
concerns receive positive recognition for raising
t hose concerns.

Four, an appropriate safety culture exists
when equi pnent issues are timely reviewed by all
facets of plant managenent.

Lastly, an appropriate safety culture
exi sts when pl ant econom cs does not indiscrimnately
interfere with a decision to perform inmediate
corrective action.

Wth respect to why some nuclear

facilities performbetter than others, Conmm ssioner
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Zech of the NRC, in the March-April 1988 issue of

Nucl ear Industry, stated that, "If there is one key,
it iswhat | call | eadershipinvolvenment -- | eadership
i nvol venent with an enphasis on and real

under st andi ng of quality."”

How far down the organization does the
chi ef executive officer | ook to find out why his pl ant
isn't operating as well as it should? Through the
operators, to the nmaintenance people, to the
t echni ci ans, conmuni cations is so inportant.
St andardi zationisinportant, if theindustryis going
to survive in our country.

| submit to you, gentlenen, that the
necessary ingredients to achieve a desirable safety
culture include managenent |eadership, persona
integrity, technical conpetence, personal reliability,
and two-way conmuni cati ons.

M. Keisler will provide nore detail asto
the attributes that are necessary.

Thank you.

MR. KEI SLER: Culture is not a soft issue
inreactor and public safety. It is the npst dom nant
factor. Just as radiological material decays to a
| ower energy, the sane is true of organization

per sonnel behavi ors.
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O gani zation half-lifeis acharacteristic
t hat becones visible whenit isignored. Organization
half-life nust be proactively managed to prevent
material condition degradation if actual reactor and
public safety are to be achieved.

The managenent of organization half-life
was first advanced by M. A lie Bradhamat the V.C
Sumrer Nuclear Plant. Davis-Besse illustrates and
confirms that organi zation half-life is the
di sintegration factor in reactor and public safety
that is presently unnonitored.

The lack of safety culture at a nucl ear
pl ant does not nean there is no culture. At Davis-
Besse, that culture is one of systemc refusal to
perform requi site maintenance. Ret rospective from
t oday, the Davis-Besse cul ture has sustained through
t hree managenent regi nes. Approximately every eight
years since conmmencing comercial operations, the
Davi s- Besse nuclear powerplant has vyielded an
unacceptabl e equi pnent challenge to the nuclear
pl ant's established margin of safety.

The common denom nator in each of these
ei ght-year half-life periodsis therecurringfailure
of regulatory oversight to recogni ze the degrading

culture prior tothe equi pnent chal |l enge of the margin
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of safety. That regulatory failure is not by
conmpl acency, nor laxity, nor nuance.

Davi s- Besse has a di stinctive organi zation
half-life regarding reactor and public safety that
nmust not be i gnored. As the nucl ear industry postured
towards ri sk-based managenent, the culture at Davi s-
Besse was i nappropriately not factored. The culture
at Davi s-Besse, enbracing superficial analysis and
inspection as well as the systematic refusal to
per f or mmai nt enance, has al ways been i nconpati blew th
t he risk-based nanagenent strategies.

The hole in the reactor vessel head, or
something simlar to it, was inevitable, and the
occurrence was anticipated, if not even predicted, as
early as 1988. Since 1988, the nuclear industry has
deviated fromits ethical foundations.

Ri sk- based nanagenent i s sound sci ence; |
support it. But risk-based nmanagenent requires a nuch
hi gher degree of organi zational self-discipline than
ot her nore prescriptive strategies. The science of
ri sk-based managenent has truly been msapplied in
sone applications. Ri sk-based managenent can stratify
mai nt enance  priorities. However, ri sk- based
managenent cannot elimnm nate mai nt enance.

This fallacy is beingarticul ated fromthe
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hi ghest | evels of the nuclear industry. This is not
so nuanced i n the perceptions. The articul ations are
contrary to nucl ear industry experience.

The pinnacle events in the nuclear
industry over the years show interactive failure
between safety-related and non-safety related
equi prent . Nothing in a nuclear plant should be
allowed torunto failure, not enough Iightbul bs. The
hole in the reactor vessel head at Davi s-Besse is an
indicator. It is not sinply a statistical outlier.

The prem se of operating sone equi pnent by
a run-to-failure prem se is unacceptable in lieu of
proactive mai ntenance where there is a |l ack of safety
culture, or the culture is those refusals. The run-
to-failurenmentality affects the managi ng organi zati on
and inpacts safety-related and quality-related
structure system and conponents.

Erosion and corrosion are known to be
functions of how a nucl ear plant is managed. Just as
the Davis-Besse reactor vessel head is being
destructively examned for the industry, the sane
| evel of exam nation needs to be perfornmed regarding
the historical culture of this |licensee.

NuMl C' s determi nations are

counterintuitive as to how risk-based managenent
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strategi es have been inplenented to date. Materi al
condition control -- when that beconmes the focus as a
bypr oduct of organi zati on cul ture managenent, nore so
than sinply systematic mai ntenance

Whi | e hunman enoti on cannot wil | a pressure
vessel's integrity to retain pressure, the fact is
human enotion dictates human action. Degradation is
a continual, tine-related process that challenges
mat eri al condition.

Degradati on always dermands that hunmans
performsone acti ons upon t he systens, structures, and
components in atinmely manner, at a nucl ear pl ant t hat
time constants and materi al condition degradation are
general |y | onger than i nherent organi zation half-1ife,
creating an inpact.

The attributes data of safety culture are
identifiable and quantifiable. That's prem sedonthe
basis that human performance being the dom nant
i nfl uence upon the material conditions of the plant,
t hen there beconme cause and effect scenarios between
human behaviors and structures, syst ens, and
conmponents.

There was a good deal of work done
privately in the late '80s wth senior nuclear

executives at sone of the top-performng plants in
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this country. And at that time | was a senior
consul tant at the Davi s-Besse facility. Al so, | spent
20 years in ASME Section 11 activities, inrepairs and
repl acenents, pressure testing, welding.

In fact, | was the initial chairman of
ASME 11's working group on replacenents. So | have
been somewhat i nvol ved in the regul atory process over
t he years, and even the cul ture changes that occurred
wi thin those code-nmnaki ng bodi es.

Fromour work, nunber one, nucl ear safety
culture is an integration of noral and technical
requi sites. Leadership actions promul gate the ethica
standards into technical confidence and organi zation
etiquette.

Leader shi p phil osophy and its beliefs --
and its beliefs are purely on howit acts, not what it
says -- are the determnant of the resulting
organi zation's culture. It is the personal integrity
of executives in |eadership that governs a nucl ear
plant's material condition over thelonglicenselife
of the plant.

Executive actions denonstrate their core
val ues, and they nust conmunicate from the highest
level. And it is people who drive prograns and not

t hat progranms drive people. Leadership actions nore
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so than statenments signal the convictions that earned
t he managenment's respect.

The overall nmargin of safety is a
conbi nati on of personnel integrity and equipnent
material condition management. Personnel integrity
i nfluences the material condition. Material condition
must never influence in personnel integrity.

In an effective nuclear safety culture,
personnel reliability profile standards are preval ent
t hr oughout the licensee at all organizational tiers.

MEMBER LEI TCH: Could you slide your
viewgraph up just a little bit, please?

MR. KEI SLER  |I'msorry. |Is that better?

MEMBER LEI TCH:  Yes, that's great. Thank
you.

MR. KEI SLER. Ckay. |'mready to change
t hat one anyway.

MEMBER SHACK: Put it all the way up, as
far up as you can. GCood.

MR. KElI SLER. Does that work? One thing
that's key is that the organi zation recogni zes that
degradation of the material conditionis afunction of
wear, aging, and culture. This degradation trend over
thelong licenselife, it does introduce a continuous

dynamic into information nmanagenent, equipnent
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managenent, and productivity managenent that 1is
constantly changi ng t hroughout the I'ife of the plant.

Proactive material control is astrategic
bypr oduct of four concurrent managenments  --
i nformati on managenment, which | think a lot of us can
relate to back in configuration control through the
desi gn bases -- equi pnent managenent, organi zation
managenent, and productivity managenent -- all of that
i nt egr at ed.

Organi zati on managenent i s t he dom nant in
the i ntegration of these ot her three managenents. The
reason for that, and we've heard it stated --
obviously, | think there is sone convergence of
t houghts here, just even as we progress fromwhat this
sinpl e graphic is show ng.

Oper ati ons, mai ntenance, and engi neeri ng
are enterprise-wide, interrelated functions, and not
managed departnments. Each functionis a subculturein
itself that requires obvious and continual executive
| eader ship of per sonnel and adm ni stration
i ntegrations.

Organi zati onal feedback from the | owest
|l evels to the executive level is requisite, and it
nmust be continuously sold and acted upon by senior

| eadership through formal programmatic efforts.
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Leadership recogni zes t hat or gani zati ona
conmuni cations from the bottom to the top is the
foundation of material condition nanagenent.

Data in and of itself is not information.
The f eedback frommai nt enance personnel -- andthat is
mai ntenance with a capital M not just in the craft
personnel -- throughout the |licensee organization is
the nost critical feedback in material condition
managemnent .

Programmati c architectures and procedures
for systematic nmintenance al one do not inherently
deliver effective material condition nanagenent over
the long term

VWhat should the ACRS recommend to the
Conmi ssion? The |inkage of organizational culture
indicators tothe plant material condition indicators
is necessary to assure the continued reactor and
public safety.

The |inkage should be codified in |aw
simlarly to the regul ation of the maintenance rule.
It has already been denonstrated that not al
I i censees can performmneani ngful self-assessnment with
appropriate resol ution.

The ACRS is the only entity with vested

interfaces to the Nucl ear Regul atory Conmi ssion, the
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Department of Energy, the Departnent of Defense, and
t he Def ense Nucl ear Facilities Saf ety Board. The ACRS
is the only body that is currently enpowered to | ead
an industry advance towards the establishnent of a
meani ngf ul nucl ear safety culture within both the
i ndustry and t he regul atory agenci es Wi th
responsibility for the protection of the public.

It seens that two efforts appear
requisite. The ACRS should demand the research
devel opnent, and codi ficati on of standards which marry
organi zation culture relative to nuclear plant
material condition. Nucl ear safety culture that
delivers an actual margin of safety requires a nore
advanced i ntegration of the behavioral sciences with
engi neering and physics than currently exists today.

There is evidence suggesting that the
dem se of the nuclear industry fromits early ethical
foundations is at a |l evel of deterioration that could
becone al ar m ng.

The ACRS, secondly, should demand that a
nucl ear industry code of ethics be created and
formally pronul gated through training of all nuclear
pl ant personnel throughout the nationin an effort to
begi n el evati ng personnel integrity andreliabilityto

a common st andard.
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The nucl ear industry has drifted into an
era where the nost critical aspects to nucl ear safety
from organi zati onal feedback regarding the nmateri al
condi ti on managenent are routinely forwarded as anti -
conmpany, anti-industry, and whistl e-bl ow ng.

This nmentality has perneated t he ranks of
sone |icensees and the regulators alike to the point
where reactor and public safety are now being
seriously chal |l enged.

In conclusion, | nmention in the research
that I had done | had worked -- sonme people | had
ment ored under early that brought the first plants in
this nation to the top of the world in performance.
That did not just happen. There were cul ture changes
t hat happened then. | started ny career w th Duke
Power Conpany at Oconee Nucl ear Station.

The | eaders in the nuclear industry of
just one generation renoved understood one thing
profoundly. No one can make a nucl ear plant perform
by rhetorical superlatives. Those who set the
i ndustry standards understood that excellence is the
personi fication of ideals. Excellence was a single
word -- integrity.

The hole in the reactor vessel head at

Davi s-Besse has illustrated t hat no anobunt of sci ence
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or financial resources can offset those original
understandings that had originally garnered the
public's trust.

The chall enge now before the Advisory
Comm ttee on Reactor Safeguards is truly of nationa
and i nternational dinension. It is not unprecedented.
The cul ture change t hat occurred at the Oconee Nucl ear
Station between 1974 and 1984 delivered Duke Power
Conpany from the brink of financial default to
becom ng the first American nuclear plant at the top
of the world in performance. Was | witness to that
change?

Duke Power' s success was achi eved fromits
| eader shi p and organi zati on-advanci ng technol ogy to
address reality. It was not the application of
technology to offset |eadership. The nunber one
candi date of the ASME International's code of ethics
in its nuclear cogent standards policies and
procedures clearly states, "Engineers shall hold
par anount the public safety, health, and welfare."

The license of a nuclear plant is a
contract with the public. The license was i ssued upon
a premise that the licensee continually assure the
public that the material condition of structures,

systens, and conponents conformw th the design from
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its fit and function.

Nucl ear plants are not cars, nor trains,
nor pl anes. But decades-old conparisons for
justifying nucl ear safety are of technol ogi cal nai vete
now t hat we have experienced a throughwal | breach of
a reactor vessel head's pressure boundary.

The st aggering energy that is containedin
a nuclear plant core nust never be underestimated.
That is the nobst pro-nuclear industry statenent that
can be made in light of the past realities.

The ASME code of ethics states that it is
t he engi neers -- peopl e, not the science -- that shal
hold paranmount the public's safety, health, and
wel fare. Culture is reactor and public safety.
Culture is shaped exclusively by the integrity of
executive | eadershi p. Excell ence nust be personifi ed.

A senior executive at the Davis-Besse
pl ant once made the foll owi ng question regarding the
Davi s- Besse plant. He said, "If ny superior tells ne
that the wall is brown, why should | ask the cl eani ng
| ady what color it is?" Sitting here today, that
answer is so sinmple -- and it was then -- you nust ask
her, because she knows what color thewall is. If you
do not ask her, executives can end up with a hole in

t he head, and that's not a netaphor and it never was
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t hen.

Thank you for the opportunity to appear
t oday.

MEMBER APOSTOLAKI S:  Thank you very mnuch.

Any questions for these gentlenen?

MEMBER POWERS: | guess there is a
guestion maybe just to explain a little bit on your
phi | osophi cal approach here. Earlier inyour talk you
said, "Gee, we shouldn't run anythingto failure," not
-- shouldn't run anything, any equi pment to failure,
not even |i ghtbul bs.

MR. KEI SLER  Ri ght.

MEMBER POVNERS: | think that quotes you.
VWhich | interpreted as saying there's no gradationin
your approach here.

MR. KEI SLER: No. | said that risk-based
managenent can stratify maintenance.

MEMBER POVERS: Ckay. So --

MR. KEI SLER: There can be a hierarchi al
tier to it.

MEMBER POVERS: So there can be a
degr adati on.

MR. KEI SLER: Ri ght . But what | think
we've drifted into, sir, is that the run-to-failure

nmentality, because we're -- it's obvious in -- now we
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know we've had sublicense life of steam generators

that ruin your curve and bring it to 10 years out, or

20 years.

MEMBER POVERS: Ckay.

MR KElI SLER: That's an obvi ous conponent .

MEMBER PONERS: Ckay. | was just --

MR. KEI SLER: You' ve got 15,000 val ves in
a plant.

MEMBER POVERS: You have to have sone sort
of --

MR. KEl SLER: Safety-rel ated nunbers and
all of these other things --

MEMBER POVERS: You have to have sone sort
of degradati on.

MR. KEl SLER: Ri ght . That sanme
degradation trend, though, we've now seen it with a
license life of the reactor vessel head going from
hundreds of years to less than 25 years, into a
function of how you do busi ness.

So when you i ntroduce this other thing, it
affects the entire nmentality. And you end up with
10, 000 backlog valves you hadn't gone to do any
| eaki ng on, because it doesn't directly in the PRA
show up. Nevertheless, the corrosion that's com ng

fromall of that is going to take you over the edge of
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the cliff. Does that make any sense, what | was
trying to illustrate?
MEMBER PONERS: Yes. | think | --

MR. KElI SLER: Because | tried to do with
t he curved trend that, theoretically, when you put all
of the hundreds of thousands of pieces together,
there's a single point -- overall material condition.
That's that that approxi mated, and all of these other
t hi ngs cone into play.

But | do believe that risk-based
managenment, and particularly in how you do your
preventive mai ntenance program-- to get the biggest
bang for the buck, we stay in front of it. Those
correl ati ons have to be.

But the one point back that it -- it's
what | understood always, and close involvenent at
that tinme, al nost | ed to where this body didrecomend
t he mai nt enance rul e, because we tal k about tech specs
and surveillance tests that are all legislative. 1In
early years, we had people doing no PMs, and sone
people doing too much PM W went to reliability-
centered mai ntenance, and a nunber of other things.

But it came to a point of enotional
constrictions whereit's not regulated, andthat's the

organi zati onal discipline you have to perform
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MEMBER POVERS: Anot her area that you

brought up that | struggled with is you pointed out
that -- you had a little triangular diagram and it
had the engineering maintenance operations. That
diagramis not so pertinent here as the concept.

Each of those areas has a culture, a
subcul ture.

MR KElI SLER:  Sure.

MEMBER PONERS: Wt hin an overall cul ture.
And when | | ook at safety culture by going in and
exam ni ng each one of those elements, | wll find a
different safety culture in each one of those. Howdo
| arrive at an overall safety culture from those
conponent parts?

MR KEISLER: In that case --

MEMBER POVERS: | can think of a |lot of
addition -- | can take the average. | could take the
worst, you know, whichever had the worst safety
cul ture by what ever neasure | had for safety cul ture.
And so that's the safety culture I'll ascribe to the
pl ant .

| s there sonme other additional mechani sm
that | should be using here?

MR, KEl SLER: VWl |, there was another

point | was trying to nmake. First of all, the
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function is enterprise-wide. It noves through all of
these. But the only thing, you can | ook at the first
bull et under that in -- back in the text.

These interfaces require continuous
| eader shi p i nvol venent by executive managenent. That
woul d be what we'll be hearing characterized all day
is their visibility and their interaction. That's a
managenent responsibility to control. And so that you
don't have that deviation -- even within the distinct
cultures they have different roles that they play.
But if you're seeing that as what you start to sense
as a culture, it indicates there's a |eadership
guesti on.

MEMBER PONERS: | al ways will, though. |
mean, only in the ideal will you be able to have
uniformty, even across those interfaces. So that if
| have -- if | were to have sonme neasure of safety

culture, and | woul d apply that to each of those three

el ements, 1'd get sone differences.

This is areally good tool. | don't know
what it is, but I've got a really good tool for
nmeasuring safety culture. 1'll get some difference.
How do | get from those exam nations of the

subel ements of a facility a neasure of the safety

culture for the overall plant?
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MR. KEIl SLER: | think it's |like sone of

the earlier commentary was, that there is a nunber of
things that start show ng up because to do an out age
wel I, refueling outages, forced outages, or whatever,
it takes all of those departnments and everybody
wor ki ng toget her.

So there are other things that start
showi ng up early on and keep cascadi ng t he ot her way.
If it's not truly there, inaway it will continue to
deteriorate. But it will manifest in what we could
ook at -- outage durations, inability to Kkeep
schedul es, just it will show up in aggregate in sone
ways that would be synptomatic of | think the
condition that you' re describing, as | understand it.

MEMBER APOSTOLAKI S: Any ot her questi ons?
| mean, you also enphasize the |eadership -- the
i nportance of | eadership, which | believe the other
speakers did, too. But that brings nme back to ny
pattern, my question that | raised earlier

What can a regul at ory agency do about the
| eadershi p? | mean, we're not supposed to run these
plants. But that creates a problemfor ne because,
agai n, as you correctly poi nted out and ot her speakers
did, this agency is charged by the Anerican people

with protecting the health and safety of the public.
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Peri od.

It doesn't say, you know, but don't get
i nvol ved in senior nmanagenent issues, and so on. It
says, just protect the health and safety of the
publi c.

MR. KEISLER: That's ultimately what it's
al | about.

MEMBER APCSTOLAKIS: Right. And it seens
tome that we are all agreeing here that | eadership of
the plants is extrenely inportant. And yet we are

very reluctant to get into that. And do you have any

t houghts on that? | nean --
MR KEl SLER: Well, | made --
MEMBER APOSTOLAKIS: -- what do you see

t he agency doi ng?

MR. KEI SLER: | nmade a statenent in there
that in the organization half-lives, and | am
intimately famliar with the history of this plant --

THE W TNESS: Right.

MR. KEISLER: -- you will go I ook -- and
| think there's nore work to be done, but there was a
conmon thene in each of the half-lives, and that was
aregulatory failure to act, even in the aftermth of
obvi ous events, things that occurred that shoul d not

have occurred.
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There's a nmentality being conditioned by
that. Those requisites were already there. | think
that the labyrinth to protect the public health and
safety does exist. Wat's so perplexing nowis this
failure didn't happen overnight, and all of the
signals were ignored. So | --

MEMBER APOCSTOLAKI S: Do you know why?
Does anyone know why?

MR. KEI SLER. Those signals were there.

MEMBER APOSTOLAKI S:  Ckay.

MR, KEl SLER: And those archives wll
reflect that even now. | think there is nore work to
be done, and in the vein, too, that it is that
important to where we are as an industry, because
there is now -- the entire spectrum has w dened. A
ot nore plants are better, | would agree with that.

But the single event that we're tal king
about on a nuclear plant can never be allowed to
happen. It's not a matter of averages.

MEMBER APCSTOLAKI S:  Ri ght.

MR KElI SLER: There can be done. W cane
to the brink of now -- no airplane crash could ever
approxi mate what m ght have been, to the point that
none of us ever assuned that that coul d even be there.

They didn't assune that people could ignore what got
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ignored for that |ong.

So but also again, too, in ny mnd
everything in a plant exists -- its design basis, and
t hat other curve | ooked at distinct errors, and there
was one reason for that. Desi gn and construction
startup, HFT, this could verify that we build it to
what we designed it to. W can operate it within the
bounds.

So there is some maxi numl evel there from
t he desi gn bases of an overal |l physical condition, and
that's where we start, and say we do have enough
history now to know that there is a slow physical
decline in aggregate over tinme. That's what throws
the chall enge continually to organizati on.

Inparticular, agingit forces adifferent

di agnostic technique. 1It's not just |Iike change the
oil filters, do this. W get into passive
degradati ons, the NDE technol ogies that go -- not
every -- | nmean, this area is a specialization, and

you have to build an organi zati on proactively to have
that capability to stay in front of it, because it's

constantly deteriorating and com ng at you.

And once you get behind it -- | had a
farmer once tell ne, he said, "It seens |like you | ose
noney on a property. If it's down a dollar, you need
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two dollars to get back even." He said, "I don't know
why it is, but it takes three."

Well, you are behind, and you' ve got to
get up front and get your profit noney back, too. And
once you' re behind that curve, it accelerates faster.
And | think we've all been disturbed wth
erosion/corrosion as to how fast it can affect the
total plan. You know, and that trend is com ng at us
at a 25-year interval rather than what we woul d have
t hought maybe in 30 to 40 years on a plant, and we've
al so gone into life extension now W' re already in
si x-year intervals here.

But | still see it that -- and what the
researchers, the people who had | ed those plants, and
we sat down many, many hours trying to figure out why
it worked. These other things cane out, and the thing
was you've got to manage the organization with an
intense effort. This isn't a part-time effort. It
probably takes 80 percent of your efforts to deliver
t hat byproduct.

And if you just function on maintenance
procedures and ot her things, youw Il buildthat wall,
but it will be so straight and so tall that it wll
collapse in the wind. It won't have the integrity

t hat you need to hold that place solid.
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That's how! seeit. | don't know whet her
" mexplaining it --
CHAI RVAN BONACA: The question | have is

t he i ssue of | eadership was recognized fromthe tinme

of TM. | mean, that has really led to the formation
of 1 NPO. Do you see a role for an industry
organi zation such as INPO or NEI, | mean, to -- you
know, in this sense? | nmean, where the regul ator

cannot interfere in the running of a plant? The
i ndustry has organi zations that, in fact, do nonitor
| eadership and --

MR. KEISLER: Well, | don't think that --
" mnot sure |'mbuying conpletely that you can't do
that. | think that's part of the culture drift that
is occurring now and that we're hearing, because in
t he obvious cases that are really in the outliers,
like a hole in a reactor vessel.

And we had an indication -- we had the
same probl emhappen at Turkey Poi nt way back. That's
what | argely influenced Generic Letter 88-05. There
was special -- and what you're seeing now in the
i ndustry, ASME Section 11, we were all required to
attend speci al sessions of those neetings to | ook at
t he physical films of that reactor vessel head.

This is not sonething new. It got
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ignored. That was in, what, '86 or '87. | nean,
sat through those presentations, and what was cl ear
t hen, because Turkey Point's reliability had
increased, and all of a sudden they got into
conti nuous runs that were unprecedented. And | think
it was a canopy seal |eak that caused that drip, and
in that 200- or 300-day run there was a crevice from
the top of the vessel that nobody would have ever
t hought before coul d have gotten there that fast that
deep.

There was a problemon a reactor cool ant
punp not or stand nount at Rancho Seco that -- with the
mai n cl osure gaskets |l eaking, literally eroded four to
six inches back up into the notor stand that was
invisible. You alnost had a structural integrity of
the notor to the punp.

MEMBER APOSTOLAKI S: | think we should
nove on

MR. KEI SLER:  Ckay.

MEMBER APOSTCOLAKI S: And then i f we have,
as | said, some tinme at the end of the presentations,
to revisit some of these issues.

Thank you, gentl enen.

MR. KEI SLER: Thank you.

MEMBER APOSTOLAKI S:  The next speaker is
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M. Alan Price. David Collins, sorry. Now, that was

not a systematic error, you understand.

(Laughter.)

MEMBER SHACK: What do you call that, a
slip or a | apse?

MEMBER APOSTOLAKIS: It was a | apse.

Sotell us a fewwords about yoursel f, and
t hen proceed with your presentation.

MR. CCOLLINS: Okay. Good norning, nmenbers
of the ACRS and guests.

MEMBER APOSTOLAKI S: Speak into the
m cr ophone, pl ease.

MR, COLLINS: Howis that? Can everybody
hear ne now?

MEMBER APOSTOLAKI S:  This is good.

MR. COLLINS: |Is that good? | work at
M|l stone, which a few years ago was auctioned by
Nort heast Utilities and bought by Dom ni on. The vi ews
| express here are nmy own, and nmay or may not be
shared by M| stone or Dom nion.

Inthe early ' 80s, Northeast Utilities was
consi dered one of the top nuclear operators in the
US By the md "90s, it was viewed as one of the
wor st. Like many operators, NU began to aggressively

manage costs in reaction to deregul ation, preparing
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for conpetition. NU did a good job with costs, but
not as good a job with culture. This presentation
wi |l discuss sonme reasons why and suggest sone tools
for neasuring and managi ng cul ture.

Now, if George t hought that TomMirl ey had
too many slides -- | will be noving fairly briskly,
not sharing quite a bit as | go along. And at the end
we can go back and revi ewany particul ar slides people
would like in detail.

How about if | -- Slide Operator?

MEMBER APOSTOLAKIS: It's over here.

MR, COLLINS: Oh.

MEMBER APOSTOLAKI S: You're already up
t here.

MR. COLLINS: Okay. How about if | just
rai se ny hand for the next slide? kay.

Okay. So why is it inmportant to manage
cul ture? | NPOanal ysis of events says that 70 percent
of the nost significant ones are related to culture.

Now, how does one go about managing
culture? To manage somret hing you have to be able to
nmeasure it, and to neasure sonething you have to be
able to define it.

For mer Chairman Ri chard Meserve said at an

| NPO CO conference |ast year that the term "safety
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culture” hasn't been crisply defined, and that's
really the reason the NRC has trouble neasuring it.
So what |I'm going to talk about is defining,
nmeasuring, and managi ng culture, and along the way
what creates it and what destroys it.

Now, defining safety culture starts with
defining safety. Ethics is caring about people, and
safety is caring that no physical harm cones to
peopl e. So safety is a type of ethical behavior
Next we need to define culture.

The sinplest definition of cultureis --
this is from Edgar Schein -- the way we do things
around here. Now, Schein is considered by many to be
t he gooi est guru of culture. He's an MT professor.
And one of the quotes fromhimis, "W could argue
that the only thing of real inportance that | eaders do
is to create a nmanaged culture.”™ And | think that
that's been expressed here nany tines.

So | eaders create culture. Howexactly do
| eaders create culture? By a | eadership attitude of
et hi cal managenment. You can see that safety culture
is part of the -- part of |eadership culture and part
of human  performance culture and part of
organi zational culture. Leadership creates the

cultureinthe other two, and flows froml eadershipto
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t he ot her two.

So putting all of this together, we come
up with a newdefinition for safety culture, whichis
a leadership attitude that ensures a hazardous
technol ogy i s managed ethicly, so individuals in the
envi ronnent are not harned.

Dr. Jonat han Wert, President of Managenent
Di agnostics, says there nust be a chanpi on for nucl ear
safety culture. The chief nuclear officer/president
should be that chanpion. Leadership drives the
culture. So what exactly are the tool s? What are the
attitudes that |eadership uses to drive the culture?

The first oneis trust, and during nost of
recovery that was the huge i ssue. That was basically
expressed as the root cause, that the public and the
regul ator had | ost trust that M| I stone was operating
safely. John Carroll of MT did a wonderful paper
which | just shipped over -- | hope we can find the
stuff -- called Managi ng Change -- or Driving Change
in the Mdst of Crisis.

And Ri ckover had a word that he coined
call ed "say-do," which is basically trust, doing what
you say. And in Dom nion reactor head repl acenents,
| think I read an NRC transcript, they were pointed

out as a good exanple of doing the right thing.
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The  next value is commtnent to
excel | ence. Again, we have Rickover with his rising
st andards of excell ence. W have | NPO s excellence in
human performance. And Lee Oivier, when he was at
M1l stone, established a best of the best program

The third and final one we have is care
and concern. The motto of Hugh Kelleher, CEO of
Sout hwest Airlines, one of the only airlines nmaking
nmoney | think, is take care of the enpl oyees, and t hey
wi |l take care of the conpany. That was very nuch an
attitude of M. divier. And Domnion's work-life
bal ance -- Thomas Capps i s very big on ethics. He has
witten about it. Janmes O Hanlon is another very
i mpressive guy. | think he headed up the excell ence
in human performance task force for INPO And M.
Alan Price, tony right, | think is a good exanpl e of
t hat .

So ny key concept, third key concept, is
that determnants of a safety culture are the
| eader shi p-denonstrated ethical attitudes of trust,
commitnent to excellence, and care. Really, all we're
tal king about is doing what's right, which is trust,
doi ng your best, which is coomitnent to excell ence,
and treating peopleright. It'sreally pretty sinple.

Now, the nost inportant of these when you
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-- an organi zati on needs to adapt to cost-cutting | ean
production is care and concern for all stakehol ders
and i ndi vidual s, which is called an adaptive cul ture.
An adaptive culture is one that maintains a proper
saf ety focus as production becones nore and nore | ean,
and this is out of this strategi c managenent textbook.

It says the outstanding trait of an
adaptive culture is that top | eadershi p denonstrates
genui ne care and concern for the well being of al
consti tuenci es.

And the next slide is just basically a
rehash of that.

So when we have a safety culture |ike --
problem like MIlstone had in the '90s, where the
safety culture failed to adapt along with the cross-
cutting, it's usually because of a |ack of the care
and concern.

So what 1is it that destroys safety
culture? Here we have some words from-- John Beck
was told by the NRC to nonitor safety culture for a
while after MIIstone recovery. And he said in his
| ast report, hisfinal report toMIIstone | eadership,
"Never forget that previous managenent failed so
m serably not because they were not intelligent, not

because they did not wunderstand clearly what

NEAL R. GROSS
COURT REPORTERS AND TRANSCRIBERS
1323 RHODE ISLAND AVE., N.W.
(202) 234-4433 WASHINGTON, D.C. 20005-3701 (202) 234-4433




10

11

12

13

14

15

16

17

18

19

20

21

22

23

24

25

114
successful economics look like in a conpetitive
environnent; they fail ed because they were arrogant,
di sm ssive, and refused to listen to the issues and
concerns of the people who make this place run.”

And here are some of the nmessages that
were rolled out by NU Il eadershipinthe early -- late
'80s and early '90s fromthe NUCNO. W can no | onger
-- these are in the general neetings with enpl oyees.
We can no longer afford to be a Cadillac. W nust
become nore like a Chevy. |If it is not absolutely
necessary to do sonething, it is necessary to not do
it. W have to do things differently now to be
conmpetitive. If you don't like it, there are 100
peopl e waiting outside the door to take your place.

An enpl oyee responded at the neeting
"What about conpany | oyalty t o enpl oyees?" and t he CNO
responded, "If you want loyalty, | suggest you get a
dog. "

MEMBER APOSTOLAKI S: Are these in witing
sonewher e?

MR. CCOLLINS: These are -- | can go and
get you as many, you know, w tnesses at M| I stone as
you want. This is right open in public neetings.

| actually went to a stockhol ders neeti ng

and asked the NU Board of Trustees, "Were were you
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guys when all this stuff was goi ng on?" because there
were so many reports. And they said they never saw
the 14 different reports on the pervasive, shoot-the-
nmessenger attitude with any nucl ear organization.

Now, the questionis: is this a lack of
care on the -- by the trustees, or is this a | ack of
culture netrics? And | would say that they weren't
getting the information that they needed to nake the
calls.

| have a slide on the sanme stuff on Davi s-
Besse, but I'mreally not here to discuss it. A lot
of other people are going to discuss that, so |l
just nove on and cone back to it if people want.

Okay. Metrics -- howdo you neasure this
stuff?

Leadership skills. The I NPOSER i n Davi s-
Besse says, "Assess that your organization has the
| eadership skills to maintain the proper focus on
safety, and identify long-term underexpl ained,
abnormal conditions."

Now, Lou Holt says if you want to know i f
you have a good | eader you just need to ask three
questions. Can | trust you? Are you conmtted to
excel l ence? Do you care about ne?

And when | startedthinking about cul ture,
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really, can | trust you just connected with the trust
issue at MIlstone, and | started thinking about the
other ones and | said, "If |eadership drives the
culture, maybe these are the kind of Ilitnus-type
guestions that we can assess the | eadership culture.”

So | went around at MIIstone and | asked
a bunch of enpl oyees these three questions about the
chief nuclear officer that we had and about Lee
Aivier, who was the officer we had at the tinme, which
nost people didn't know Lee felt he had an excel |l ent
culture. And without a single exception, the answers
were all no for the first guy and all yes for the
second guy. So | said maybe these are the questions
inour litnus to see if the | eadership has the skills
to manage a -- properly manage a safety culture.

Now, back to this Venn diagram of the
| eadership skills. You'll see at the top that the
| eadership behaviors are really the determ nants of
the culture. That's what controls the culture. And
the others -- the human performance attributes in the
culture are the resultants of the culture.

This is John Sorenson comenting on this
approach, |ooking at | eadership. He says, "David, |
think the idea of using”" -- let ne back up. M .

Sorenson wote this paper, which |I consider to be
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probably the nost excell ent paper on nuclear safety
culture. | don't know how | ong he spent on it. He
didit for the ACRS, and he | ooked at safety culture
net hods from all around the world. An incredible
paper -- | suggest anybody read it to |earn about
culture.

But he said, "I think the idea of using
| eadership culture as a surrogate for safety culture
is a good one." And then he goes on to say, "You' ve
| ai d out a prom sing approach. | think it has a good
chance of advancing the state of the art."

So back to this nmeasuri ng t he
determ nants. Now, if you | ook at the second bl ock,
body fitness, how do you neasure your weight? You
step on a scale. But this isn't really information
you need to know to nmanage your weight. The
i nformati on you need to know are the determ nants of
wei ght, which is diet and exercise. So you need to
neasure and control what you eat and how nuch you
exercise, and the result will be that you'll contro
your wei ght.

|"'m sorry. Back up to that slide for a
second. So it's the sanme thing. Up here | have
| eader shi p behavi or, attitudes, as a determ nant, and

| have t he organi zation culture, | atent organi zati onal
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weaknesses, and human performance culture. And this
just sunms up the sane concepts. Skip that.

Now, where do you get this informtion on
how the culture is doing, both |eadership and LON?
| NPO f undanent al s, HP fundanental s, say the worker is
t he best source of information about the weakness of
t he organi zati on.

Back to John Carroll of MT, who wote
that paper that | held up a while ago, he says
"Real |y, t he nost i mport ant t hi ng is to
institutionalize surveys and di al ogues wit h workers."
And, again, that's the key to effective safety culture
managenent .

Now, what are sonme met hods for neasuring
safety culture? Now, as far as actually what this is
is the different organi zati ons that we have. Wat is
sonething that INPO could do to help neasure safety
culture? Well, they could devel op approaches for
institutionalizing worker feedback.

What | didat MIIstone was | ran a sanpl e
survey, if | could findit here -- where did that go?
Do you have sone paper that's blue over there? Oh,
there it is. It's asinple survey. It just asks the
basi ¢ questi ons. Do you care about ne? Are you

commtted to excellence? Can | trust you? And it
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does it through the whol e worker's food chain, and it
basically gives aread to the | eaders on his culture.

And it cross-references to lots of the
different |atent organi zati onal weaknesses that we'd
find in the culture. So, basically, it doesn't just
say, do | like you or don't like your face, it says,
what are the specific issues that | feel | don't --
that the | eader is weak on

Now, nethods for managing culture -- we
have | NPO her e pronoti ng hurman performance | eadership
and organizational training. | think they have
sonmething called the Acadeny, and they have sone
wonder ful human performance literature on | eadership

and organi zation, which really every |eader should

read.

And the second one is pronpte training
above the chief nuclear officer level. People |ike
Peter Berg of FENOC -- | nean, | think he's a great

CEO, but sone of the things that he tal ked about as
far as how he -- netrics he was using for culture, he
was saying he was using -- how long was the plant
online, what was the industrial safety netrics. I
t hi nk he needs different netrics.

Now, t he pl ant needs to i nprove | eadership

behavi or t hrough feedback -- sonehow ki nd of feedback
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by tal king to workers, and that survey is a way to do
it, inprove the corrective acti on programwhen there's
not enough resources for it and focus resources, and
for the NRCthey need to nonitor all of these things.
And also, they need to start using the reactor
over si ght process performance i ndicators to fl ag when
there's cul ture probl ens.

Here's a quote fromreactor oversi ght from
an ACRS transcript fromsonebody who works in reactor
oversi ght. M. Johnson said, "The problem was we
predicted,” or "we predicated,” |I should say, "about
15 out of the last four of them You know, we
overpredict." So how do we assess risk wthout
over penal i zing the plants?

| suggest that we coul d take a | ook at the
type of information that was -- all the plants cul |l ed
t oget her fromthe response to t he Davi s- Besse SER, and
here's a sanple fromthe plant | worked at. There's
about 70 itens. Risk assess those, you coul d use the
EPRI assessnent tool, the action matrix, and nake a
wei ght ed pl ot of the | atent organi zati onal weaknesses
for risk on a normal distribution.

And then, the small tail onthe right side
of the distribution would be that the plants that have

an unusual nunber of these risky weaknesses that
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haven't been addressed, and the other side of the
equation would be plants that don't seem to be
reporting themeffectively.

So a key concept here is to create -- we
need to create an objective risk-based managenent
net hod, safety culture, and it requires devel oping a
basel i ne, whi ch requires anal yzi ng | at ent
organi zati onal weakness data from U.S. plants.

That's a summary that you can read i f you
like. I'mjust going to skip through it for now

And conclusions is that plants need I NPO
and the NRC to do a better job with safety culture,
and corrective acti on programassessnents. M opi nion
is that Davis-Besse's safety culture is probably no
worse than many other plants out there, and that
everyone who manages nuclear should be trained in
safety culture, both posturing and assessing it,
especi ally above the CNO | evel .

This is a slide from the ACRS neeting
transcript, and it's basically saying that, shoul d we
just keep doing the sanme things over and over wth
safety culture? And isn't that the definition of
insanity?

So concluding remarks i s safety cultureis

really a safety-related system but it's a human

NEAL R. GROSS
COURT REPORTERS AND TRANSCRIBERS
1323 RHODE ISLAND AVE., N.W.
(202) 234-4433 WASHINGTON, D.C. 20005-3701 (202) 234-4433




10

11

12

13

14

15

16

17

18

19

20

21

22

23

24

25

122

behavi oral system not an el ectronmechani cal one |ike
we're used to. So we don't maintainit |like a safety-
rel ated system but we shoul d.

Thi s concludes nmy presentation. ['lIl be
happy to try to answer any questi ons.

MEMBER APOSTOLAKI S: What di d you nean by
t he second bull et in your conclusion that the Davis-
Besse safety culture is probably no worse than many
ot her plants out there. |Is there a nessage there?

MR. COLLINS: Yes, there is definitely a
nessage there. |'msaying that there's no objective
way to assess whether the safety culture at Davis-
Besse is necessarily the worst in the industry or
necessarily represents risk unless we create a
baseline on sonme kind of a distribution of risk.

| think Randy Fast of Davis-Besse saidin
one of the neetings that Davis-Besse has the best
mat eri al condition of any of the FENOC pl ants, and t he

operators have one of the |owest error rates of any

plant in the country. So there's a couple of
i ndicators that don't -- that say that there may not
be all that bad a safety culture at Davi s-Besse. It

may be a localized type thing.
But the NRC has been reporting -- now we

have an event at Davi s- Besse, and everyone says, wel |,
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Davi s- Besse has just the worst safety culture that
there is. But the NRC has been reporting that the
safety culture is acceptable, and the corrective
action programis acceptable.

So with those kind of indicators, to
someone |i ke Peter Berg at FENOC, how is he supposed
to focus nore resources on corrective actionsif heis
getting information fromthe NRCthat says the safety
culture seens fine?

MEMBER APOSTOLAKI S:  Any questions?

MEMBER RCSEN. | have one, Ceorge.

MEMBER APOSTOLAKI S:  Yes.

MEMBER ROSEN: David, | just don't
understand the slide on -- which gets to the heart of
t he question for ne, the nmethods for oversight, ROP
slide. They don't have any nunbers of them but it's
the one with the distribution on it.

MR, COLLINS: Yes.

MEMBER ROSEN: And what you' re suggesti ng
we do is analyze some data, these [|atent
organi zati onal weaknesses --

MR COLLINS: Specifically, this data.

VEMBER ROSEN: -- data which we don't
have.

MR. COLLINS: Well, okay. 1'mnot saying

NEAL R. GROSS
COURT REPORTERS AND TRANSCRIBERS
1323 RHODE ISLAND AVE., N.W.
(202) 234-4433 WASHINGTON, D.C. 20005-3701 (202) 234-4433




10

11

12

13

14

15

16

17

18

19

20

21

22

23

24

25

124

you have it. I'msaying it exists.

MEMBER ROSEN:  Well, tell nme nore about
it. Since |l don't have it, | haven't seen it, and,
therefore, | don't know what it is.

MR. COLLINS: Okay. This is probably the
di sconnect between | NPO and the NRC. | NPO has asked
all the plants to do three things in response to
Davi s-Besse. One is to train people on the event.
Another thing is to assess the leadership skills
necessary to maintain a safety culture. Andthethird
one is to assess --

MEMBER ROSEN: Is this all in the SOER?

MR. CCOLLINS: Yes. There's three -- and
this INPO guy here, he can talk nore about it. And
the third one was to assess the | ong-termi ssues t hat
are out there, the |atent organi zati onal weaknesses.

MEMBER ROSEN:  So t hat when | NPO asks t he
plants to do that, this particul ar piece of paper is
MIlstone's --

MR, COLLINS: Yes.

MEMBER ROSEN: -- assessnent, and it --

MR, COLLINS: Yes.

MEMBER ROSEN: -- and what ki nds of things
are there in it?

MR. COLLI NS: Well, | don't know if Al
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wants me to tal k about that or not.

MEMBER ROSEN: Well, I'mnot asking -- I'm
just asking what are the categories of things.

MEMBER APOSTOLAKI S:  The type of things.

MEMBER ROSEN: I n M| stone.

MR. COLLI NS: It all cuts across the
spectrum The categories of types of things that | NPO
asks for were | ong-termunexpl ai ned conditions. And
sone of themw || have sone risk significance.

MEMBER ROSEN: Those are the LOAs, those
| ong-term - -

MR, COLLINS: Yes. Sone will have some
risk significance, and some won't. And what |'m
suggesting is that the ROP already has sone pretty
good tools for assessing risk, and you can see from
t hat slide that they predicted 15 out of the | ast four
of them So they get some -- a lot of information on
risk. But what do you do with that information? You
don't want to hanmer a pl ant, you know, unnecessarily.

So what |' msayingis, by distributingthe
plants on a normal distribution, a weighted
distribution, soit's not just quantity but it's risk
signi fi cance, and then what you do i s you go after the
plants that have the worst risk represented by the

| at ent organi zati onal weaknesses, and you tell that
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pl ant that that ROP perfornmance indicator is goingto
stay that color until you put enough resources into
your corrective actions program until you get that
down to where Janes Reason says you get that wheel of
cheese that's got those holes init. You get those
hol es down in size and nunber, so that you're back in
this distribution where you don't represent an
unr easonabl e ri sk.

DR. MJRLEY: | would just coment, if I
could, M. Chairman --

MEMBER APOSTOLAKI S:  Sure.

DR. MJRLEY: -- that unfortunately, David,
plants with a poor safety culture would |ook at
t hensel ves and respond to the SOER by saying, "W
| ooked real hard at ourselves, and we're just fine."

MR. COLLINS: That's why part of this --
and | think I go back on this slide, nethods for
managi ng, is that the NRC s job would be to nonitor
how t he pl ant is doing these. The resident inspector
woul d have to go out and say, okay, let's take a | ook
at -- are these people reporting responsibly?

MEMBER APOSTOLAKI S: So t hi s di al ogue t hat
you would li ke to seeinstitutionalized, this would be
done by industry groups, not by us.

MR, COLLINS: No, it would be done by the
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pl ant .

MEMBER APOSTOLAKI S: By the plant.

MR. COLLINS: They could use this or any
type of survey.

MEMBER APCSTOLAKI S:  Ri ght.

MR. COLLINS: Sonething that Dr. Carroll
saidisthis surveyisreally theleast i nportant part
of it. The inmportant thing is you initiate the
di al ogues with the enpl oyees, and what's i nportant
about a survey is that you ask the kinds of -- the
i mportant -- that you ask the right questions.

And the MIIstone culture surveys that
wer e done typically had 150 to 200 questi ons and t ook
about 40 mnutes to fill out. This takes about five
mnutes to fill out. It really only asks three
guestions of everyone in your food chain. So it's
really designed to be admnistered quarterly
initially. And then, if there's no problens, mybe
yearly.

Soit's not atremendous resource thing at
all for the plant to do. It's not a difficult thing
for the NRC to assess. And it's -- something that
Edgar Schein said was --

MEMBER APOSTOLAKIS: So NRCw Il get into

thi s?
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MR. COLLINS: The reports, the summary

reports. NRCisn't going to do any of this | egwork,
but the NRC will get the sunmary reports on the

| eadership. And all they'll do is watch to see that

the | eaders that show a bad -- you know, a culture
that's substandard or -- will be corrected, where
there will be some reinforcenent coaching of those

| eaders to get them above sone m ni mum

MEMBER  APOSTOLAKI S: So are you
recommendi ng, then, that this conmttee reconmend to
t he Commi ssion that sonething |like this happen?

MR, COLLINS: Yes.

CHAl RVAN BONACA: But you said that the
NRC will have to nonitor that, in fact, they have
properly provided --

MR COLLINS: Right.

MEMBER ROSEN: That's not usual, Mario.
The NRC al ways has to check to see that it's accurate.

CHAI RVAN BONACA: | ' mtrying t o under st and
how t hat --

MR. COLLINS: Let nme make a quick -- can
| make a quick --

MEMBER APOSTOLAKI S:  Sure.

MR. COLLINS: A quick comment is | read

t hrough a | ot of pages of ACRS transcripts on safety
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culture. One of the concerns that ACRS raised was
they don't want to get into -- the NRC doesn't want to
get into managenent's shorts. They don't want to get
into the game of managi ng the plant.

| just wanted to quote sonething from
Edgar Schein. He said, "If you can nmake a di stinction
bet ween | eader shi p and managenent, it's that | eaders
create the culture and managers live within the
culture.” So this isn't managenent. This is
| eadership that we're tal king about, and there's a
di fference.

W're not just talking about the top
| eaders of the conpany either. W're talking about
poi nt | eadership -- the peopl e who are ri ght where the
rubber neets the road, who are right at -- you know,
if it was Davi s-Besse, the peopl e doing the boric acid
control. And sothat's the dual nessage, really, that
has to go out. But it's the same thing; it's
| eader shi p.

MEMBER APOSTOLAKI S:  Any ot her questi ons?
Last question. | notice that whenever you quoted
sonmebody you included their picture.

(Laughter.)

MR. COLLINS: Not everybody. [|I'msorry

that --
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MEMBER APOSTOLAKI S: Except for M.

Sorenson, who --

MR, COLLINS: Well, actually, | quote you
at the end, too, and I --

MEMBER APOSTOLAKIS:  -- who didn't work
for us. But Jack Sorenson, he deserves his picture --

MR. COLLINS: 1Is M. Sorenson here? All
right. He is quite a guy. A very inpressive -- once
agai n, everybody has got to read t hat paper he wote.
lt's really -- it's incredible.

And | apol ogi ze for not quoting you, too.

MEMBER POVNERS: Let ne ask just a question
that continues to nag at ne. Qite a few speakers
have said, gee, these are the characteristics of a
good or a bad safety culture, and it was really just
an inverse, we'll convert it to the proper adjective.
And if you |l ook at these things, you' |l decide what
ki nd of safety culture you have.

But then, M. Collins, you pointed out
t hat Davi s-Besse had a superb material condition, few
operator errors, which one or another speaker or
various authors have characterized poor material
conditions as indicative of a bad safety culture, and
hi gh operator errors as indicative of a bad safety

cul ture.
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VWhat | never see i s sonmething quantitative
that says, oh, |'ve neasured these characteristics
that | think are indicative of a safety culture, and
i ndeed when | conpare that to the event rate at this
plant, there's sone sort of a positive correlation.

VR. COLLI NS: You want sonething
guantitative on Davi s-Besse?

MEMBER PONERS: And what | know from M .
Sorenson's work is that he did find within the
chem cal industry some characteristics of plants which
had a positive correlation with some neasure of
events. But | never see the corresponding thing for
t he nucl ear industry.

MR, COLLI NS: Ckay. Let me -- | can
sketch it out real quick for you. 1'Il just go back
to a slide. This is a slide on Davis-Besse that |
j ust ski pped over and saidif you want to come back to
it we can, but | can give you an i dea of what kind of
quantitative analysis we can do to conme up with the
safety culture for Davis-Besse if you want.

MEMBER PONERS: Wel |, that doesn't hel p ne
very nuch.

MR. COLLINS: No? Ckay.

MEMBER POWNERS: Because the going-in

assunption is that Davis-Besse had a poor safety

NEAL R. GROSS
COURT REPORTERS AND TRANSCRIBERS
1323 RHODE ISLAND AVE., N.W.
(202) 234-4433 WASHINGTON, D.C. 20005-3701 (202) 234-4433




10

11

12

13

14

15

16

17

18

19

20

21

22

23

24

25

132

cul ture. kay? And so we'll find a correlation
bet ween sonething. | mean, you can | ook around and
you will find some correlation

What |'mlooking for is a plant that has
not had an event that you can find something to
nmeasure that says, "WII| that plant have event?" and
you can val i date.

MR. COLLINS: A plant that has not had an
event ?

VEMBER POVERS: Vell, |I'm |looking for
sonet hing -- some correl ati onthat has sone predictive
capacity toit. Not an after-the-fact sort of thing,
because | always find sonething after the fact.

MR.  COLLI NS: I think the type of
predictive capacity |'mtal king about is -- and there
may have to be sone research to generate the type of
statistics | think you' re tal king about, but if you
| ook at statistics, let's say, on drunk driving, a
drunk driver will drive about 100 tines on average
statistically before he gets into a serious acci dent.

So the assunption that |I'mmaking i s that
the plants that live with a lot of these |atent
organi zati onal weaknesses | ong termset thensel ves up
statistically for nore events. That's an assunpti on.

MEMBER PONERS: Yes. And what |' masking
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for is, is there any truth or validity to the
assunpti on?

MR. COLLINS: | think the way to get your
handl e on that, if sonmeone wanted to do a research
project on it, would be to start with the |NPO
anal ysis of 20 nost significant events, and take a
| ook at the cultures. You' d have to kind of backfit
the culture studies to these plants, and then take a
| ook at the |eadership behaviors and the
organi zati onal weaknesses for those plants and take a
look if they're nore significant than the average
pl ant .

That's sonmething | actually tal ked to the
guy who wrote t hat paper about at | NPO, and he t hought
it was a very interesting idea.

MEMBER PONERS: And the troubleis -- with
that again is there's sonething blind about it. W
know t hat an event has occurred.

MR, COLLINS: Wwell, then, what you do --

MEMBER POVERS: Therefore, | wll
interpret things in light of that.

MR. COLLINS: Well, then, what you do is
you go to plants that, by whatever assessnent the NRC
or | NPOhas, considered the top perform ng plants, and

then you do a simlar study.
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MEMBER PONERS: And sit around waiting for

themto have an event.

MR.  COCLLI NS: Wll, 1 think you can
probably use your ROP process at that point and take
a look at sone of the things that they've had and
probably -- you know, you may not have an event |ike
Davi s- Besse, but you'll probably have --

MEMBER POVERS: Yes, | can define an event
any way | want to.

MR COLLINS: Right, right.

MEMBER POVWERS: But | --

MR. COLLINS: Anyway, the point isthere's
many different ways to --

MEMBER PONERS: If that's the case --

MR,  COLLI NS: -- | think get at the
solution that you're tal king about.

MEMBER PONERS: |If that's the case, if |
can use the ROP, then I'min good shape, because |'ve
got the ROP. | don't have to do anything. | just sit
there and wait.

MR. COLLINS: Right. Exactly. Exactly,
that's right. You wait until you see --

MEMBER PONERS: Wl |, okay.

MEMBER ROSEN: But | don't think that's

right, Dana. | mean, the ROP we have, but it doesn't
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have the indicators in it that we need.

MEMBER POVNERS: Well, he says it does.

MR. COLLINS: No, no, I'mnot sayingthat.
"' m saying the ROP needs to be changed to do that
normal distribution, so that when you're in the tail
t hat your col or changes on your ROP. W don't have a
real risk assessnent | think of LOES that's connected
to the ROP.

MEMBER ROSEN: LOEsS? LOW?

MR. COLLINS: |'msorry. LOW yes, |atent
organi zati onal weaknesses.

MEMBER ROSEN:  So t hey need to change t he
ROP to incorporate sone of the information that you
say i s nowbeing routinely coll ected but we don't see.

MR. COLLINS: Right. To connect the |ong-
term | atent organizational weakness risk itens that
the plants are now collecting in response to | NPQ,
connect those to the ROP.

MEMBER APOSTOLAKI S:  Can we have that or
is that --

MR. COLLI NS: It would be up to Alan
Price.

MEMBER APOSTOLAKI S:  Ckay.

MEMBER ROSEN: | think what we need to do

islet M. Price talk here at some point. Dana, why
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don't you concl ude when you're confortabl e, but we do
have one nore presentation this norning.

MEMBER PONERS: Wel |, again, | nmean, | --
| see lots of things saying -- | have no difficulty,
actually, with the fact that we can't define safety
culture. | can't define defense-in-depth very well
either, but I live with that.

So the fact that we can't define safety
cul ture doesn't bother me very nuch, but |I see | ots of
people saying this is indicative of a good safety
culture.

MR. COLLI NS: I would disagree that we
can't define safety culture. | would ask people to
read the definition | gave.

MEMBER PONERS: Well, let nme stick with
mne. | think I --

MR, COLLINS: Ckay.

MEMBER POVERS: | think I am on safe
grounds when | quote Professor Apostol akis by saying
there i s no universally-accepted definition of safety
culture.

MR. COLLINS: | think until that becones
the case, | think probably the first thing for safety
culture woul d be to get sone kind of a task force that

the ACRS m ght --
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MEMBER PONERS: That's not ny point.

MR. COLLINS: No, I'msaying it's a huge
point. For managing culture, if you don't define it
clearly, that's your basis for nmanaging safety
culture. You have to start with that. |[If you don't,
you're never going to be able to really nmanage
cul ture.

MEMBER POAERS: M point is that | see
| ots of peopletellingme thisis indicative of a good
safety culture, and that a good safety culture wll
prevent you from having events. But | don't see
anything quantitative. | don't see -- | nmean, they
seem pl ausi bl e enough to nme, but | --

MR. COLLINS: Is anormal distribution --
i s that quantitative enough for you? Wuldn't that be
gquantitative?

MEMBER POVERS: I would like to see
somet hing that borders on a correlation

MEMBER APOSTCLAKI S: Yes, this is a
subj ect nore appropriate for the general discussion
later. But | think the point has been nade.

Is there a clarification question here?

MEMBER RANSOM A comment .

MEMBER APOSTOLAKI S: Go ahead.

MEMBER RANSOM | was very glad to hear
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you t al k about | eadership andits inportance, and, you
know, and the nmanagenent caring for the people, you
know, who work i n the organi zati ons. The only coment
| have is it seens |like these attitudes i n managenent
organi zati ons persist through many, many years, the
ones | have worked for maybe 10, 20 years.

You can go in and find that they still
have the sanme kind of characteristics in their
managenment style that they had 10 years ago or 20
years ago. So the probleml| see is when you find bad
managenment, which | think has a big effect on the
culture and safety culture, what do you do about it?

MR. COLLI NS: | think there is, in ny
view, a m sconception about culture in that it takes
years and very, very slow change. | don't think
culture change is a function of tinme at all. 1| think
it's a function of expectations and reinforcing
expect ati ons.

If Alan Price here were to tell everyone
at MI|stone they need to wear ared shirt tonorrow or
they' re not going to be all owed access to the plant,
| guarantee you everyone at the plant is going to be
wearing ared shirt tonorrow. It's just a question of
t he expectations that you set and how you reinforce

t hose expectati ons.
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VEMBER RANSOM It's a lot nore subtle

than that | think.

MR COLLINS: | would --

MEMBER RANSOM [t's the arrogance of the
managenent style, you know, that an organi zation has
created over tine, and it's passed on fromgeneration
to generation.

MR, COLLI NS: You can certainly get an
ent renched, arrogant managenent styl e, and |
definitely saw that at MIlstone. And I've got to
tell you, it's no fun working at a plant |ike that.
But | alsotell youit can change instantly if you get
dynam c l|leadership in there that sets a different
course, and | saw that at MIIstone I

MEMBER RANSOM The only one |'ve seenis
in National Labs, where you throw out one nanagenent
team and bring in another one. There is a definite
change.

MR.  COLLI NS: What |'m hoping is that
there will be a nmethod in place, instilled by the
plants, so that if you do have an arrogant,
unaccept abl e managenent team one that's toxic to
culture, one that's toxic to safety, that the NRC ROP
drives change and doesn't let that stand.

VEMBER APOSTOLAKI S: Let' s nobve on now and
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maybe we can revisit these issues during the pane
di scussi on.

The | ast speaker for this norning is M.
Al an Pri ce.

MR PRI CE: Good norning.

MEMBER APOSTOLAKI S:  Good norni ng. Maybe
you can take one of the m crophones.

MR. PRI CE: Oh, thank you. I's that
better? Can you hear ne now?

You nentioned early on to pl ease descri be
why we're here. Clearly, 1'm here because | was
i ssued an invitation.

(Laughter.)

| wasn't sure why | was issued an
i nvitation.

MEMBER APOSTCLAKI S: You could have
refused, of course.

MR PRICE: Ch, | didn't realize that was
an opti on.

(Laughter.)

|*ve been with Dominion for 24 years. |
began my career at Surry Power Station. And in 1996,
when the three units at MII|stone were shut down, |
had the offer to goto MIIstone at the tinme for what

| thought was going to be a fairly brief period, and
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| was there for close to three years. Mst of that
time was spent as the plant manager for Unit Nunmber 2
during the recovery.

When the pl ant was purchased by Dom ni on
just over two years ago, | had the opportunity to go
back in June of 2001, and |I'm now the site vice
president. So | presune that has sonme of the reason
for ne being invited to speak.

The slide behind me you'll see on the
| eft-hand margin there is an open l|lock, and as we
proceed forward through the next set of overheads
you' re going to see keys for the |l ock. | thought very
seriously about trying to find a picture of a chain
wi th a broken |ink, because we're only as good as the
weakest link in the chain.

The first overhead that | have is the
definition of safety culture, which we have gone over
several times today. | amgoing to leave it up --
request that we leave it up just as a backdrop for an
openi ng statenent.

| don't knowwhat el se | can add after M.
Dugger and ot hers have preceded ne this nmorning with
regard to the effect that |eadership and senior
managenent has on the safety culture for an

or gani zati on. And | truly appreciate the positive
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conments that Dave Collins nade about ne personally.

From my perspective, it's much nore of a
struggle than Dave gives ne credit for. | believe
that it is slowand constant, slow and steady, and it
is definitely walking the talk. It's leading by
exanple, andit's also-- 1 thinkit takes nuch | onger
t o change the cul ture of an organi zati on, and at | east
ny current experience is that it's taking |onger than
| ever thought that it would.

| also believe that if | make a bad
deci sion, or if seni or managenent nmakes a bad deci si on
-- when | say "I,"” I'm not referring to nmnyself
personal |y, but rather senior nmanagenent -- if senior
managenment nmekes a bad deci sion, its inpact is pronpt,
and its inpact goes through the organi zation very
quickly. Andits inmpact froma single act can have an
i mpact that lasts for a long tine.

Trying to change things for the better,
trying to achi eve standards of excellence, however,
t akes constant reinforcenent over and over and over
again. And the things that senior nmanagenent woul d
i ke to have happen in the plant is not al ways what - -
t hose characteristics are not always exenplified in
t he organi zation i nmedi ately.

| f we could go to the next overhead on the
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safety culture nodel, please.

Many of the attri butes of a safety culture
that we've heard about this norning | believe are
properly presented on this overhead. VWhat this
represents is a three-tier approach. One is at the
corporate |evel, where policies are established to
depict what the overall policy and organizational
characteristics that are desired by the corporation.

For Dom nion, this includes our nuclear
safety policy. It also includes our principles of
professionalism The two things that are i ncluded in
the nuclear safety policy and the principles of
professionalism is we try to make a tie from the
corporationtothe individual teamnmenber at the power
station, no matter who it is, no matter whether it's
the reactor operator on the bench board or the
i ndi vidual who is delivering the boric acid fromthe
war ehouse to the aux building where we're going to
make a boric acid batch

Everyone at t he pl ant owns nucl ear safety,
and one of the things that we try to dois we try to
personal i ze that, so that everybody understands t hat
they own part of reactivity nmanagenment. And we are
all stewards of the plant, and we all represent the

plant to the local community as well as the gl oba
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conmuni ty.

On the | eft-hand side, the pl aques t hat we
have around the power station has a large red circle
around it with the words "you are here," and we use
t hose i n our managenment neetings. Wat we try to do
is wetry to drive hone to the people in managenent,
fromfirst-line supervisors right through to senior
managers at the power stations, that this is the
regi ne where we normal |y operate.

W' re t he peopl e who are representi ng what
t he corporate policies are.

MR. PRI CE: W're the people who are
living the nucl ear safety policy and their principles
of professionalismevery day. We're the fol ks who are
demandi ng rigorously that we do the pre-job briefs
before we go out even on the nost mundane activity,
because a nundane activity remai ns nundane when t hi ngs
go as you expect, but a nundane activity can quickly
turninto an accident situationif things don't go as
you expect. So we try to drive hone to our nanagers
that you can't take the eye off the ball even if
there's something out there that you think is quite
routine.

And then at the individual level, as |

said before, through our training progranms, through

NEAL R. GROSS
COURT REPORTERS AND TRANSCRIBERS
1323 RHODE ISLAND AVE., N.W.
(202) 234-4433 WASHINGTON, D.C. 20005-3701 (202) 234-4433




10

11

12

13

14

15

16

17

18

19

20

21

22

23

24

25

145

the interactions that we have with the Plant staff,
whether it's in the pre-job briefs, whether it's in
departnment neetings, tailgate neetings, post-job
briefs, all-hands neetings or whatever series of
neetings that we have, we try to reinforce the
i ndi vidual responsibility. Wuld you go to the next
over head, pl ease.

Seni or plant nanagers' role. It's our
duty and responsibility to affirmand articulate a
strong safety culture vision. That's not only the
wor ds that we say in the plaques that hang on t he wal |
but as |I've indicated before al so the actions that we
have. We have to establish clear organizational
val ues and priorities. That's everything through our
busi ness plan right down through our outage goals,
what our acceptable industrial safety accident rate
is, what plant key performance i ndicators we're goi ng
to track. W have to be accountabl e ourselves and to
expect organi zational accountability and encourage
teammork and to build trust within the organi zation

It's not just a managenent thing, it's a
managenent thing that includes every nenber on the
teamso that there's an environnent that exists where
anybody on the teamis encouraged to bring forth a

qguestion or an exanple of a degraded plant condition
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and know that that individual is going to be |listened
to. That individual may not go away happy, but the
i ndi vidual should go away knowi ng that he's been
listened, he's had an opportunity to air his or her
t houghts or concerns. And also if he or she is not
happy or satisfied with the answer that sonmeone in
managenent is providing, they need to know that
there's a work environnent that exists at the power
station where t hey have ot her avenues that they can go
and express their opinions without fear of retaliation
-- intimdation, retaliation or discrimnation or
har assment .

We al so need t o understand and expect the
organi zation wll share an understanding of the
details. Wat that nmeans is that we can't just trust
that -- | can't just trust that what | say is going to
actually manifest itself in performance at the power
station. W have to follow up, which neans being in
the field, observing and not doing drive-by
observations but going out and having neaningful
interactions with the client staff. It nmeans
recogni zi ng that our business i s not an eight to five,
five days a week business; it's 24/7, 365. And seni or
managers need to be in the Plant talking with the

plant staff on off-hours, on weekends, nights and
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hol i days i n various different work environnents. And
what that neans is we need to be visible, we need to
be vigilant and we need to chanpi on safe operations.

' mgoing to tal k about three departnents
today. |'mgoing to tal k about plant operations, |I'm
going to tal k about plant naintenance, and |' m going
to tal k about plant engineering. Plant operations,
the operators inthe Plant, this is the PEGs right up
through the shift managers, need to know that we
demand and we respect conservative operational
deci si ons. Sonetimes a conservative decision is
manual ly trip the reactor from 100 percent power.
Sonetimes a conservative decision is don't start the
Plant up. Sonetines a conservative decisionis |'ve
got a unexpected degraded condition on the unit, and
we real ly shoul d not be maneuvering the unit right at
thistime, the Plant is stable, let's get the degraded
condition repaired and then we' || maneuver the unit if
necessary.

There needs to be an extreme conmtnent to
training, not only the fundanental training for the
reactor operators in the Plant, equi pnent operators
but also the continuous training that we |earn
internally or wthin our conpany or externally

t hroughout the gl obal community. W always need to
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try to learn from others' mistakes in a training
environnent rather than replicate them at our own
plant with either a unit of power or in a shutdown
condi ti on.

Oper ati ons sets the standard of the Pl ant.
What we tell our operators is that the Plant will
never exceed the command and control, the rigor, the
di I i gence that exists inthe control room So you al
set the standard, you have set the bar as highasit's
going to go. The Plant can al ways performat a | esser
val ue than you all set in the control room but if you
don't set the highest standards of excellence in the
control room then the rest of the Plant will never
reach those |l evels of excellence that we desire.

Def ense-in-depth of plant managenent,
meki ng sure that we maintain our safety systems, we
al ways maintain those degrees of redundancy. And
degrees of redundancy are not only in plant equi pnent
-- chargi ng punps, HPSI punps, LPSI, contai nnent spray
-- it's also in howwe make our decisions. |If you're
an unexpected or an unusual situation, one of the
things that | require of my shift managers when we're
trai ni ng themor when sonebody's up for a pronotionto
a shift manager is don't think that you're carrying

the world on your shoul ders. | f somet hing unusual
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cones up, we have a nunber of telephones in the
control roomfor a reason. Pick up the tel ephone and
call sonebody and get sone assi stance.

Ri sk-informed decisions, | believe very
strongly in the risk-informed environment that we're
in now. | think that it's helping us nmake better
deci sions, and |I' ma huge proponent of it. Adherence
to procedures, we have to have good quality
procedures, we have to have been trained in their use,
and then we have to go out and adhere to those
procedures. |If we can't adhere to those procedures,
then we need robust processes to get the procedure
changes done. |'ve already spoken to continuous
| ear ni ng.

And the last thingthat 1'll nentionis on
t he focus on nucl ear safety. As we were goi ng t hrough
t he SOER 0204 traini ng, | personal |y conducted, either
nyself or when | was not at the power station ny
seni or directors conducted the training, weremn nd our
folks that while we're in a training environment, we
have two nucl ear reactors right across our alleyway
that have nuclear boiling sites right now, and no
mat t er what deci sions we make with regard to training
or adm ni strative processes or questioning attitudes,

the reactor denmands that the heat be safely renoved
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fromit and never ever forget it. And that brings it
ri ght back to our principles of professionalism

What we ask of our plant mai nt enance st aff
is adhere to plans, procedures and schedul es.
Sonetimes there's a bal ance when -- perhaps bal ance i s
not the correct word -- sonetines there's a struggle
when we get into our refueling outage or an out age of
a piece of equipnent. Is there a sense of urgency to
adhere to the schedule? 1Is there an oversense of
urgency to adhere to the schedule. | believe that
there needs to be a sense of urgency to adhere to a
schedul e. Schedul es are devel oped to make sure that
we have proper coordi nati on between di fferent crafts,
t hat we have adequate marginto limting conditions of
operations. So we ask our maintenance staff to get
i nvol ved very early on, nmake sure that our schedul es
and our scope of work is appropriate, that they're
wel | thought out, and then when we have a schedul e
established stick tothe plan. If youcan't stick to
t he plan, meke people's phones or pagers ring very,
very qui ckly.

W need a strong interface between
mai nt enance and pl ant operations, and this is plant
operations, thebit "O " whichincludes operations and

engi neeri ng. Soneone nentioned earlier in one of the
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nodels that was up there that there could be a
different safety culture in Engi neering, Operations
and Mai ntenance. |s that a good thing or a bad thing?
| personally believe that that's a good thing if we
handle it correctly. | think that one of the
strengths of our business if we Ileverage it
appropriately is the diversity that our industry has.
People in Mintenance |ook at the world through a
di fferent set of gl asses than t he peopl e in Operations
or the people in Engineering. |If we can bring that
collective together in a healthy respectful
environnent, we're a lot better off than just
listening to one group of people or to expect that
we' re going to have the sanme culture in each of those

or gani zati ons.

Strong qual ity assurance progranms. | |like
an intrusive quality assurance program | like an
assertive quality assurance program | think that

havi ng an assertive qual ity assurance programhel ps us
rub the two pieces of netal together, perhaps, and
keep it nice and shiny and keep a nice sharp edge at
t he power station. So |l like it when our QA auditors
of QCinspectors or whonever cone i n and say, "W went
out and we saw this. This is what we saw, we didn't

like what we saw." Gets us together and hel ps us
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i mprove.

Conti nuous | earning, |'ve nentioned that
before. A strong operating experience program That
includes internal operating experience as well as
ext ernal operating experience.

The last thing I'lIl mention is craft
ownership. | love it when | go out in the field and
you don't need the first-line supervisor to exhibit
craft ownership, it's the mechanical in the valve or
the electrician in the breaker that you just have
confidence that that individual is not going to | eave
t hat pi ece of equi pnent until they can guarantee that
it's going to work to their satisfaction

Movi ng t o Engi neering, | believe a healthy
Engi neeri ng Depart nent under st ands and controls their
desi gn basis. They establish and they nmaintain a
strong and heal t hy set of engi neering prograns. These
are your high-energy line break prograns, your
Appendi x R programnms, the EQ prograns and the |ike. |
al so believe that there needs to be a healthy and
respectful interface with Operations, M ntenance and
Training. You' ve got to have the engi neers worKking
el bowto elboww th the operators in the Mintenance
craft. They need to know each other by nane, they

need t o know who t he systemengi neers are. The system
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engi neers need to be in the Mintenance shop and in
the field and wunderstand their equipnent. The
operators in the Maintenance craft need to knowwho to
call when they have an equi pnent probl em

Engi neering is a very tough job, in ny
opi ni on, these days. There are many nore denmands nade
of our Engineering Departnent than they can ever
achi eve. They can't pl ease everybody, and soneti nes
our Engi neeri ng managenent feels |ike they're pl easing
nobody. They have to attend to day-to-day operations
to make sure the Plant operates today safety and
reliably. They also have to think long term where
are we going to be two years fromnow? W need to
have resources allocated to this nodification that
we' re not goingto inplenment for anot her two refueling
cycl es. Sonetimes that doesn't give you the
sati sfacti on when you' re goi ng hone, when t he engi neer
goes home and says, "Gee, | net nmy m | estone today.
W' re going to be successful two years fromnow." The
engi neer doesn't feel nearly as good as know ng t hat
he went home and was out in the aux buil di ng working
with a craft or an operator getting a heat exchanger
repaired.

And then the engineers need to help us

assess equipnment reliability. How are we naking use
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of operating experience? How are we eval uating our
equi pment officer 1|icense? Do we see degrading
equi pnent probl ens based on the trends that we see,
whether it's from our Section 11 prograns, our |Sl
prograns or our vibration nonitoring?

Moving to enployee training and skill.
The balance here is highly skilled operators and
techni ci ans, use of industry, internal and external
CE, use of the training prograns. Wen we benchmark,
one of the biggest benefits | think we get of
benchmarking is attributes that we can conme back and
we can put out in our training programso that we can
l earn in a sinmul ated envi ronnent and nake m stakes in
a simulated environment before they're transferred
into the operating environnent.

Management know edge of the Plant. Qur
Conpany is a strong believer that people in senior
managenment positions need to have a know edge of the
Pl ant, need to have a di ver se background, need to know
what the operators are doing, need to know what the
craft is doing, need to know what's happening in the
training environment in the RP and the chem stry
areas. This includes controll ed managenent rotation
and use of nentors to make sure that we're continual ly

i mprovi ng and that our managers are not getting stale
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and also that a departnent is not hearing only one
person's perspective of howto do business. So we do
do reasonably frequent rotation and fairly frequent
use of nentors.

Per f ormance nonitoring, prograns need to
be robust in nmeasuri ng and paying attentionto trends,
whet her it's vi brations t her nogr aphy, human
performance errors, industrial safety acci dent rates,
contam nat ed square footage. W have well over 100
key performance indicators that we nonitor at our
Pl ant .

Predictive risk analysis, if we're going
to have a refueling outage or a forced outage or take
a pi ece of equi pnment out of service or a systemout of
service, proactively do risk-based analysis to nake
sure that what we're doing is appropri ate and we have
t aken the appropriate conpensatory actions. Use of
i nternal and external performance assessnments, that's
usi ng our own hen house resources as well as inviting
others in to assess our perfornmance.

And work environnent feedbacks. M.
Collins mentioned earlier sone surveys that he is
personal | y associated with. W have done surveys and
interviews as part of our recommendation for the SOER

0204. W also do at Ileast on an annual basis
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managenent surveys where we get that feedback on
managenent know edge, skills and abilities at the
power station.

Pl ant i nvestnents. It takes a lot of
resource to maintain our plants and to have them
prepared for future long-termreliability. | believe
that in an appropriate safety culture there's a
consistent nodel that's used to help managenent
prioritize where it's resources are going to be
all ocated, and I'm tal king resources of the hunman
resource, the dollars, the materials, the engi neering.
| believe that a good way to incul cate safety culture
i nto your decision nmaking process is to ask yourself
is this nodification or activity going to inprove
safety of the plant, isit goingtoinprove industrial
or environnmental safety for the plant, is it a
regul atory requirenent, is it a equipnent or plant
reliability requirement, and, |ast, what's the return
on investnent for the utility?

So where does the Plant staff conme in?
Enpl oyee behaviors, sensitivity to degraded plant
conditions, a wllingness to question unusual or
unexpected results, a focus on continuous | earning,
demanding for the managenent team that they be

provided adequate training, a focus on human
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per formance, which includes peer coaching and peer
nmonitoring in the field, not only of thenselves, the
peopl e that t hey work wi t h but al so seni or managenent.
Just yesterday at one of our managenent neetings | was
gi ven sone observations, and | asked our managenent
team aml only the person that gets coaching fromthe
Mai nt enance craft when I'min the Pl ant, because | get
coaching all the tine. Maybe it's just nme. Also
willingness to advance itens that they feel is
i mportant to safety.

VWhich brings me to ny next to the |ast
slide, | believe. That's the safety consci ous work
envi ronnent . Enpl oyees at all levels need to be
know edgeabl e of t he avenues t hat t hey have t o advance
their concerns, and they need to have confidence t hat
t hey can advance their safety concerns wi t hout fear or
reprisal. W' ve conducted extensive training for our
enpl oyee staff as well as our managenent team We've
provi ded al t ernat e pat hs f or enpl oyees to pursue their
concerns, which includes a seni or managenent revi ew of
potential or perceived reprisals and a shared trust
and respect at all organizational |evels.

Sone of the netrics that we use to assess
our safety cultureis equipnment reliability. What are

t he performance trends of the systens and conponent s?
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What are our | ong-range plans, are we pl anni ng for the
future? What about our forced outages, how many have
we had, how have we performed? And then how are we
doi ng on our refueling outage pl anni ng and executi on?
Froman or gani zati onal effectiveness perspective, have
we done i ntegrated cross-functional assessnents, and
what have they told us and what are we doi ng about
then? Howis our reactivity managenent, are we havi ng
events, are we having precursors? VWhat are the
trends? Wat are we doing about it?

How effective are we using our operating
experience? Has it be inculcated throughout the
organi zation? Do we do | eadershi p assessnments? What
are we doing with the | eadership assessnents? And |
think, very inportant, are we providing back to the
Plant staff what the |eadership assessnents are
telling us? At our power station, we do themand we
do provi de feedback to the Plant team And then with
regard to adherence to standards, how are we doing
with regard to procedure, quality, use and adherence,
our commtment to training and corrective actions?

While the units were offline, a very
detail ed set of nmetrics were devel oped that got youto
a nunber for safety culture, which included these

types of attributes. Each was weighted for its
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signi ficance and then t here was an al gorithmt hat went
in, and every nonth we trended our safety culture
i ndex. W have nodified that over tinme as the needs
of the station and performance of the station have
changed. We still nonitor safety culture index. W
use these types of nmetrics and we | ook for trends. W
| ook not only for trends but we |ook for specific
i ndi vi dual activities or events, precursors,
transients that need to tell us sonething.

| guess in closing | knowthat one of the
guestions that's been asked of a nunber of presenters
before me is should we pursue regulation with regard
to safety culture? | personally do not believe that
we shoul d. | believe that the current regulatory
process i s nore than adequate for giving us the tools
that we need. | also believe that we are getting very
val uabl e f eedback fromour resi dent i nspectors as wel |
as our visiting inspectors and from senior NRC
managenent . | believe that if we try to regulate
safety culture and we try to put a set of netrics in
that is a one-size-fits-all for every power stationin
the United States, that we're going to m ss sonet hi ng,
and then two years from now we're going to be back
sayi hg what di d we m ss, what ot her regul ati ons shoul d

we put in place? | think the current regulatory
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infrastructure is adequate, | thinkit's upto us just
toinplement it appropriately. And that concl udes ny
presentation.

MEMBER APOSTOLAKI S:  Thank you very mnuch.
St eve?

MEMBER ROSEN: Okay. VWhat sort of
addi ti onal information should we ask for, if any, from
t he pl ants?

MR. PRI CE: What sort of additional
i nformati on should you ask --

MEMBER ROSEN: Yes, data, indicators we
get on safety culture. |Is there sonething that we
shoul d be doi ng di fferent t han what we' ve done bef or e,
in your view? | understand you don't think we ought
to reconmmend to the Conmission that there be new
regul ations. | happen to share that view, but there's
a lot you can do short of new regul ation

MR PRI CE: Yes.

MEMBER ROSEN: And i s t here somet hi ng t hat
you think the staff and the ACRSultimately shoul d see
short of regulation in terns of information, perhaps
i ndi cators, perhaps sonme of the things you just laid
out on your last slide and the data from those
efforts, all to the idea of |ooking for trends or

changes that one could then say, "Hey, Alan, this is
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different than it used to be. Do you see these
di fferences? Are they neani ngful ?"

MR PRICE: | really don't know. That's
my answer, | don't know. | knowthat for -- | was at
our Surrey Plant for 16 years, and the culture, the
wor k environnent, the needs of Surrey were very, very
di fferent fromour North Anna Pl ant and very di fferent
fromour MII|stone Plant. | believe that our senior
executi ve managenent recogni zes the difference inthe
needs, recognizes the differences in the weaknesses
between the three | ocations, and we don't use a one-
size-fits-all. Sofor netotry to give you an answer
that you all could apply to over 100 plants | just
don't think I can do that.

MEMBER ROSEN: Do you think we shoul d ask
the plants what they think makes sense for themto
submt and to avoid the one-size-fits-all question?
Woul d t hat nake sense? Because | recogni ze t hat nakes
sense, not to have a one-size-fits-all --

MR PRICE: | think it would nake sense to
ask licensees how they assess their safety culture.
| think that woul d make sense. In effect, that's what
| NPO has done of the individual |icensees as part of
the SOER And | think it's been very healthy for us

to do that. That gives us the flexibility to
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determ ne what is appropriate for our power stations
with where we are in our tine and give an assessnent
for oursel ves, what type of environnent that woul d be
done in. What type of protocol woul d be used, | don't
know, but | do think that woul d be appropri ate.

| thinkit's al so appropriate, and we w ||
dothis, toshare theresults of our SCERreviews with
our resident inspectors. | believe that we have
al ready done that. So a lot of this work has al ready
been done and is done on a nonthly basis for us.

MEMBER APOSTOLAKI S: Any ot her questi ons?
Ton®

MR. MJURLEY: | regret that | have to | eave
for an airplane in about ten mnutes. | agree with
what Al an just said, though, that it may be the best
approach, if you accept that we're not ready yet for
aregulationinthis country of some kind, but to ask
the utilities thenmsel ves how do you neasure your own
safety culture? That could get them-- some do, sone
do a very good job, like David said. It m ght be best
if it were anindustry initiative with sone help from
NRC proddi ng al ong the way.

MEMBER APOSTOLAKI S: Yes. I'"d like to
cone back to what M. Price said. | do appreciate the

poi nt that you don't want to see any new regul ati ons.
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Now, | assume that neans rules, but would you object
to what TomMuirl ey presented, sonme sort of regul atory
intervention in the -- again, | come back to ny
earlier point: W have an action matri x here whichis
part of the reactor oversight process. Its first
colum is really the nost benign one. It says
| i censee response col umm.

Basi cal ly, what the agency does is tells
the licensee you're all green but here are sone
probl enms that you may want to | ook at. That woul d be
a formof intervention which can be either after the
second box or after the first box in the diagramt hat
Tom showed us. And the nere fact that the NRC is
rai sing the questionattracts attentionbytheutility
and usually there is a response. Wul d you object to
something like that, to make it a Ilittle nore
systematic, perhaps, sothat we make sure that all the
regions do this or maybe they're doing it already, |
don't know.

MR PRICE: It's not so nuch that | woul d
object toit, it's that | believe that al nost all of
us are already doing it, soit's a question of making
use of what we are already doing. So | believe that
all the tools are there. | also believe that the

interactions are already taking place wth the
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resident inspectors as well as wth regional
managenent . It's a question of what are we doing
about it.

MEMBER APOSTOLAKI S:  But don't we have a
problem though, if we say, yes, all the tools are
there, and yet Davis Besse happened. And as soneone
said earlier, we can't really regulate this industry
based on averages, everybody has to be on board. How
would that look to the public? | nean one of the
strategic goals of the Comm ssionis to enhance public
confidence in our activities and of course in nucl ear
power plant safety. How would it look if the
Conmi ssi on said, "Yes, Davis Besse happened but what
can you do? It was an exception. W have all the
tools we need so we're not going to do anyt hi ng about
it." Whuld that hel p us in gaining public confidence
in what we're doing. By we | nean t he Agency, but you
can extend that a little looking at really the input
inthe industry. And by the way, it seens to ne we're
novi ng nowinto the general part of the discussion, so
anybody who wants to participate please feel free.

MR PRICE: It's my opinion that safety
culture is very subjective -- 1'm sorry, the
nmeasur ement of safety culture is subjective: Howfar-

reachi ng do you want to go? Dave has brought with him
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one of the wearly outputs from our review of

unexpl ai ned condi ti ons at our power station. | don't
agree that al | of those represent | at ent
organi zational weaknesses. Some of them are just

unexpl ai ned t hi ngs or recurring problens that we just
have not taken care of over the years.

| also believe that the regulatory
processes' expectations have changed over t he two pl us
decades that |'ve been associated with the industry,
and it's not |ike under the ROP process, we've just
now had a significant event. W' ve had other
significant events under the SALP process and under
ot her enforcenment processes. So |l don't thinkit's a
failure of the current regulatory process. | think
the current regul atory process has a | ot of strengths
in helping us look at the risk associated wth
activities and with deficiencies that are identified.

| think that depending on what the
deci sions of the ACRS are, that good intentions that
you all may have coul d have uni nt ended consequences
for the industry. For us to assess safety culture,
"' m not saying that we need to do things outside of
the light of the day and in cl osed roons that you al
are unaware of, but for us to assess our safety

culture and for us to assess our nanagenent and our
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| eadership we need to be very, very critical and we
need to be very critical sometines subjectively.
Someone was aski ng earl i er howcan we come
up with a set of netrics that are predictors of future
failure? That's tough to do, but I think you all know
that that's what managenent's all about. When we're
assessing a first-line supervisor's performance or a
senior nmanager's performance or a site Vice
Presi dent's performance, ny boss i s | ooking at how!l'm
conducting my business, what type of decisions am!l
maki ng, how am | expressing nmyself, how effective is
t he unit being operated, andit's his job to nake sure
that 1" mrenoved before we have a significant event.
So that's not part of the regulatory process, but
t hose thi ngs happen every day in our industry.
MEMBER APOSTOLAKI S: Anybody who woul d
like to address this issue? The issue innmy mndis
woul d we enhance public confidence in this Agency if
we say the regul atory systemis fine, David Besse was
an outlier and do nothing? Let's give the Panel
first, 1'lIl come to you. Please. You have to have a
m crophone in front of you. Go ahead.
MR. KEI SLER: Can you hear ne now?
MEMBER APOSTOLAKIS: Sure. No, it's for

t he reporter.
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MR. KElI SLER: There is precedence. ASME

Section 11 was an entire retrofit code on an existing
i ndustry, not just the commercial industry, all the
experinmental reactors, everything in the nation.
That' s exactly why there were over a pair of prograns,
repl acenment progranms. Where you go fromhere I don't
know. There are a lot of things in place, but the
whol e concept underlying and the underpinnings are
still evident within that code body, the actual
docunents. The diversity what's there to reach back
i n and have everyone that needed to be but at the same
time there was control. And that data started com ng
in, and you keep adjusting to that, and you set an
ongoi ng process within there.

So the issue of safety culture now began
t hrough all of breach. 1In fact, I don't know of ever
sitting an inquiry session in 20 years that all owed
the cladding to be taken credit for as a pressure
boundary. It's a point of law. The code becones | aw
by i ncorporation. There's been a year and a half of
di scussi on about howthey protected everything. It's
a noot point. But there are strategies and those
t hi ngs have been used. It is an arduous process, but
it becones a continuumtoo, and you set in notion to

do. And one key exanple of that would be ASME 11 and
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how it was retrofitted into evolution over the |ong
haul as to how that brought it into play to where it
is now used in the sites by the industry. He
mentioned in his slides howhe takes credit for those
prograns, a vital part of nanaging that Plant.

MR WH TCOVMB: Dr. Apostolakis, | would
just liketotry to address your question perhaps with
one perception. Wth respect to the findings of the
| nspector General's Ofice in Decenmber regarding the
safety culture of the NRC, ny sense is that the public
i s concernedthat there are sone safety culture i ssues
within their owm regul atory agency that's tasked with
protecting its interest. So to do nothing perhaps
woul dn't bode wel |l or support that perception, and I
think that it would only manifest itself and grow.
And | think there's a m strust because of information
that comes in spurts and pieces and doesn't al ways
appear to be forthright. And | think that that
coupled with this perception or the findings that the
NRC itself has to westle with its own internal
probl ens apart fromthe industry I think is a concern
for the public at |arge.

MEMBER APOSTOLAKI S: Pl ease identify
yoursel f.

MR. MEYERS: I'"'m Lew Meyers. ["m with
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FENCC, and | present later today so |'ve got to watch
how I ask this question. You know, 1'll talk about
Davi s Besse, and nmy advice is | ook at Davis Besse as
a plant. Wen Davis Besse event happened, | was the
VP of another plant, and | had to respond back from
the other plant froma regul atory process and an | NPO
process and everything el se on the material condition
of the reactor vessel head at the plant I was working
at. | had to respond back in a certified letter,
had to have telephone calls, and | had to do
i nspections. And | | ook at the differences of the way
we approached the i ssue at the plant that | worked at,
t he same conpany, versus at Davis Besse. So there's
plants and there's differences in plants, |ike M.
Price tal ked about a while ago and the cul tures and
t he behaviors of the unions and everything el se.

But then | al ways step one step hi gher and
| look at the industry through INPO s eyes and the
regul atory process through the NRC s eyes. And what
"' mproud of today sitting here is that the industry
experience that we had in this country and others
drove us to assess our heads and forced us to shut
down and go really do a thorough inspection of the
heads that we have today in this country. And as a

result of that, you know, there was no real Davis
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Besse loss of integrity. W were fortunate, and it
wasn't as tinely as 1'd like to have seen it, but

sonewhere along the line you all guys got to realize

that the process that you had in place did work. |'m
not tal ki ng about Davis Besse, |'mnot tal king about
t he NRC process. It did work. It protected the

health and safety of the public. Now, do you have
enhance that? | don't know. But it did work. That
woul d be nmy coment.

CHAI RVAN BONACA:  Soret hi ng nundane but
it"sinportant tool would like to point out. W just
found out that the cafeteria is going to close today
at one o' cl ock.

MEMBER SI EBER: Wy ?

CHAI RVAN BONACA: Because there is sone
cerenmony. So ny suggestion would be that maybe you
wap up by 12:30, leave at least half an hour for
people to get sonething to eat and continue the
di scussion in the beginning of the second session,
however you want to handle it.

MEMBER RANSOM O we can start at 1:30.

CHAl RVAN BONACA:  Yes. We'Il start it
again at 1:30. O whatever. | nmean we can continue
for ten mnutes, but at |east we | eave sonme tine for

people to feed thensel ves.
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CHAl RVAN APOSTOLAKI S: Ckay. Any ot her

conments? Yes, please.

MR. COLLINS: 1'd just like to say that
believe that there's a couple of NRC inspection
procedures for safety culture and for a corrective
actions program And after -- it seens |ike what
happens is we don't flag any problens until after an
event |ike Davis Besse, and then we say, "Onh, the
safety culture is terrible or the corrective action
programis terrible at this plant.” And | think that
we're at the point nowwhere we really need to -- the
NRC really needs to take a | ook at those tools that
they use to assess those things and whether they
shoul d keep using themin the formthat they are.

Because the problemis if you' re feeding
information to an operator |ike FENOCthat you're not
really sure of, | nean right now we're all sitting
here saying that -- or at | east Chairman Meserve said
| ast year that safety culture hasn't been clearly
defined, so we can't -- NRC or anyone else hasn't
found a way to unanbi guously neasure it. Well, if
that statenent is true, then what business does the
NRC have telling plants that their safety culture
| ooks fine? That's ny comment.

CHAI RVAN BONACA: Well, let nme go back to
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t he i ssue of Davis Besse now. W have an event, and
at the end of that one coul d concl ude t hat you have an
i sol ated event and sowe will react toit accordingly.
And the other possibility is that a nunber of
indications then are found which corroborate or
substanti ate the perspective that says, oh, there is
a safety culture issue. That canme out pretty quickly.
| mean we were just | ooki ng at what evol ved t here, and
t he nunber of the indications that were brought to
bear were, for exanple, action statenents on a very
frequent basis. Well, very unusual and yet didn't
anybody notice that? And so the clogging of the
filters and a | ot of other things that happened.

Now, the conclusion of that is thereis a
safety culture problem and now we're all junping on
safety culture. Solet ne forget about safety culture
now and sinply say howdid we m ss, not only the Pl ant
but al so the NRC and everybody el se, this issue, these
indicators that were telling us sonething was going
on? Ckay? | nmeanit just is alegitimte engi neering
technical question. | meanit's ajust alegitimte
| eadership question. How did we mss this?

And the next question is for safety
culture that's okay, but it's so nuch nore intractable

than safety culture. Let's just talk about the
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i ndi cati ons and what can we do at other plants today
to make sure if we see these indications we junp on it
and infer, and we are rai sing issues about questioning
attitude and so on and so forth. And that's sinply
the facts of the matter now. |'mafraid at times when
we begin to say all these indications are safety
culture and now we junp on safety culture we really
| ose si ght sonmewhat of what the job has to be. And so
what we're |ooking for here, | think, is also sonme
perspective from people with experience in running
power plants and from NEl and everybody el se on what
can we | earn that we can put in place so that an event
i ke Davis Besse will not occur again, and | think we
all have the same objective there. | nean nobody's
trying to say our objective is to regulate safety
culture, it's just sinply to prevent that | apse from
occurring again.

CHAI RMAN APOCSTOLAKI' S: Yes. To expound on
this, does the Safety Revi ew Board have a question
are they really doing anything or are we just
visiting, saying -- receive a few presentations, say
a few nice words and | eave? Where was I NPO? | nean
we have to answer these questions first. For years
now | ' ve been hearing here that | NPO has t hese great

prograns to do this and this and that, but they can't
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tell us about it because it's proprietary. Vel |,
where were they? | mean they are fanobus for being
very frank with plant managenent. Did they forget to
be frank this tinme? These are the real issues |
think. | nean on paper it | ooks very good. You have
t he plant, you have external oversight, you have the
NRC i nspectors, and then the whole system seens to
col | apse. \Why? Wiy? Wiy did that happen?

CHAI RVAN BONACA:  One di st urbi ng el ement
is sone of the elements that we normally consider
attributes of safety culture as an effective
corrective action program seemto be okay. That's
really the nessage we got. | mean it wasn't that bad.
Now, when you say it wasn't that bad about a situation
i ke Davis Besse it neans it probably was pretty good,
and so on and so on. So that's the other intriguing
part, that sonme of those attributes that we normally
consi der el enments of safety culture as i ndicators were
not so bad after all. So that's why we're left with

t hat puzzling question about how do we prevent a

repeat in the future. | nmean not necessarily that
there's going to be one. |'msaying --
CHAI RVAN  APCOSTCOLAKI S: Do the Panel

menbers care to make a comment on this?

MR, VH TCOMB: Yes.
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CHAI RMAN APOSTOLAKI S: You don't have to.

MR WH TCOMB: | would like -- before |
address that specifically, I1'd like to echo what M.
Col l'i ns sai d about reassessing what the tools are in
place. And the reason | say that's twofold. On the
afternoon of the sane day that it was reported at a
public neeting the problemwith the reactor vessel
head, the NRC had an exit and gave Davis Besse all
green in performng assessnment -- perfornmance
assessnent, okay? Now, later, perhaps six weeks
|ater, there's a determnation that this is -- the
root cause is a safety culture issue, okay, which
perhaps woul dn't have been identified through the
normal routine assessnent of plant performance.

But I woul d echo M. Collins' concernfrom
alittle different perspective. 1In 1985, at Davis
Besse there were the independent failure of 14
different systens, and that's why they issued a
blistering assessnent as to the superficial
mai nt enance practices. Now, that was 18 years ago, 17
years before the identification of the reactor vessel
head. How did we ever let that get to that point
where we were once again surprised by that very sane
pl ant that had t he same ki nds of problens? That's the

issue of safety culture that truly hasn't been
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addressed i n any of the assessments. And particularly
when they get a glowing all green report card it just
i s unfat homabl e.

And the public 1is concerned, M.
Apost ol aki s. They really are concerned because
they' re scratching their heads sayi ng how can we have
such great performance reviews but have this near
di saster? So | think there has to be a review, and |
think it's got to go beyond that. | think there has
to be a new road paved. | agree with M. Price,
there's a lot of things that are being reported, and
| think to alarge degree many of the plants are doi ng
the right things, and they are assessing their
cul ture, because that's the right way to nanage. But
for those who don't give the sane attention to that,
| believe their guidance needs to be put in place.
Thank you.

MR. COLLINS: Can | just nention what |
think is probably the single nost fundamental issue
for neasuring safety culture? And |'ve been
corresponding with this Dr. John Carroll of MT who
wrote t his wonderful paper, | recomrend peopl e readi ng
it, really analyzing M I 1| stone, but he's al so studi ed
many different nuclear plants' safety culture. And

what he says, and it's part of nmy presentation, and
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this is shared by INPO as well, that, well, |INPO says
the nost inportant source of information is the
worker, and Dr. Carroll says we need to start
institutionalizing dialogues with workers.

Now, after Davis Besse there was a root
cause report done and it said that a | arge anount, |
bel i eve, of the Operating staff felt |ike the keys
were taken away from them starting early '90s. Is
t hat a good characterization, M. Meyers? And | think
that was very simlar to what happened at M| stone,
and | also believe it tal ked about the focus on the
cost control as being part of the issue.

So really | obviously respect -- | don't
want to say anything what the Panel is saying, but I
don't think we need safety culture studies done of
M1 1lstone right now because | think the culture is
great, but | think we woul d definitely need the NRCto
take a | ook at the MIIstone culture before 1996. So
can we leave it up to the licensees to just nanage it
on their owm? | think there needs to be at sone poi nt
sonmething -- sone involvenent by the NRC that can
renove toxic | eadership when it gets install ed.

CHAI RMAN APOSTOLAKI S: s this idea of
getting feedback fromthe workers isn't this what the

Japanese industry did with the quality surplus, not
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t he nucl ear industry, where they had these -- | think
that's what it is. They had nmanagers and workers
getting together in groups of eight to ten.

MR. COLLINS: There's nodels of Japanese
and al so Saturninthis country, they have the sane --

CHAl RVAN APCSTOLAKI S Saturn, yes.

MR. COLLINS: -- quality surplus.

CHAI RVAN APOSTOLAKI S: Wi ch was nor e t han
t he Japanese.

MR COLLINS: Right.

MR. KEI SLER: Some of the private work
done in what was going on in this nation, and |
interfaced with Patel Human Affairs Research Centers
substantially through this period. | knewa nunber of
peopl e t hrough the code activities individually just
i ke you guys know everyone. They did a nunber of the
conparative analyses for this nation against the
Japanese industry, the European industries, against
FAA and aerospace i ndustries donestically. Al so what
was evi dent then, and it was overall efforts to assess
t he st at us of nmi ntenance at the donestic i ndustry now
that the larger plants were comng into play and
| arger nunbers of them But they had not dissected
what was going on at the leading plants in this

nati on, and | happened to have worked close in with
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t he | eadership of those in my own career, which was
t he essence of why | went back to |l ook in detail to go
t hr ough that.

But what you're seeing there, there were
nodified quality surplus plants, there were
psychol ogi sts on staff wor Ki ng to create
programmatically the innovation | cited, M. Qdlie
Bradhamwith the V.C. Summer Plant. dIlie had been
t he Mai nt enance Superi nt endent at Cconee, and actual |y
when he had executive mgration into the start-up of
the V.C. Sumer Plant, | would go back to what M.
Price said, different plants were there. And that was
true in Duke with Catawba and MacGuire versus Cconee
and the culture changes and differences.

V.C. Sunmmer and al so being a very snall
utility with one reactor but they inpl enented sone of
the |lessons learned that were not well-docunented
t hrough that era. There was no INPO at that tine at
all, but we went back i n and what were the el enents of
that and very formal programs to assure that those
craft personnel had access all the way to t he Board of
Directors if +they needed that and set up of
architecture procedurally, programmtically and then
actually brought in professional expertise of

psychol ogists to work with and to do that. And they
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went to a couple other plants in the nation in 1987
and that's what was the prem se of ny point in talking
about a generation digress now, we noved i n t he ot her
direction. W were headed there, it didn't captured
inall the official docunentation, as | understandit.

CHAl RVAN APOSTOLAKI S: kay. | think
we' re pressed for tine now So before we recess, 1'd
like to ask the Panel nenbers, are there any issues
that you would Iike to raise that were not di scussed
so we can spend 15 minutes with the sane panel after
l unch or do you believe we've covered everything and
this is it for Panel 17?

MR. WHI TCOVB: | think | have nothing el se
to raise.

CHAI RMAN APOSTOLAKI S: Very good. So
t hank you, gentlenmen, for com ng here. This was very
hel pful to us. W'Il recess until 1:40. Thank you.

(Wher eupon, the foregoing matter went off

the record at 12:39 p. m and went back on

the record at 1:40 p.m)

CHAI RVAN BONACA: All right. It'stinmeto
start the neeting again. So we will resune the
nmeeting with the second panel discussion.

CHAI RVAN APOSTOLAKI S: Ckay. The subj ect

of this afternoon's panel is attributes of safety
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culture, which is of course what the ACRS is really
interested in, whether we can define these attri butes
and maybe neasure some of them We'll followthe sane
rules as this norning. Please try to keep to your
timetoallow the allottedtinme. Andthen we'll have
sone discussion and then at the end we'll have a
roundt abl e di scussi on.

The first item on the agenda is the
overview and status of the NRC staff's activities.
M. Trinble?

MR. TRI MBLE: Thank you. M nane is Dave
Trinbl e. I"'m the Chief Operator in Licensing and
Human Performance Section within the NRR staff. And
as you'll see shortly, the Comm ssion has tasked the
staff wthnonitoringefforts of foreignregulatorsto
measure and regulate safety culture and the
effectiveness and nonitoring efforts to develop
obj ective measures and indicators of safety culture.

We're currently doing this through ateam
fromacross offices, and it consists of Team Leader,
Clare Goodman, who's on ny left, who wll be
presenting the details of the information that is in
this presentation. And Clare is our -- as a Senior
Human Factors Analyst wthin ny section. Al so,

al t hough he' s not actively participatinginthis panel
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di scussion, Jim Bongara is also on the team of ny
staff. | also have Lisamarie Jarriel. Lisais -- you
want to stand up, Lisa? Lisa is the Agency's
Al'l egati on Advisor. And we al so have -- she's within
NRR.  And we also have Dr. J -- Julius J. Persensky
who's fromthe Ofice of Research, and I don't think
Jay's in the roomright now but he will be shortly.
And he's al so a nenber of the team

Consi stent with the m ssion of this team
several of the nenbers, C are, Lisamarie and Jay, are
al so menbers of the NRCinspection teamworking onthe

-- looking into the Davis Besse issue.

Qur purpose today is to -- go to the next
slide -- just to give you an overview, we want to,
first of all, refresh everybody's nmenory as to what

the current guidance that we have provided by the
Commi ssion, and then we're going to list the set of
attri butes of the safety culture that was devel oped by
the -- under the | AEA' s auspices, the International
Saf ety Advi sory Group and set forth in I NSAG 15, which
| was very inpressed with when | first read that
docunment. And, anyway, it certainly represents a |l ot
of thinking that's evol ved on the issue, but -- well,
we use those as sort of a baseline docunent. And for

each attribute we will describe what characterizes
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these attributes and then what guidance we have
agai nst these attributes, what gui dance we currently
have.

And | want to say on the outset we
currently assess and noni tor safety culturew thinthe
i nspection program but it'sonalimted basis. And
we'll try to show you what we do and then give you a
little flavor for what we don't do. At the end, we'll
provi de some conclusions regarding our plans. And
sinmply put, our plans are to try and work within the
gui dance t hat we' ve recei ved fromt he Comm ssi on. And
if we do find that we see a need for regulatory
enhancenent, then we woul d be obligated and we woul d
plan to go back to the Comm ssion to basically get
their buy-in and approval to nove into a new area.

| want to now -- again, tinme is limted,
but I want to shift seats here with Cl are Goodman as
our teamleader. |1'd like Clare to go through those
attributes, and thenwe'l|l get onw th the di scussion

MEMBER POVNERS: Well, maybe just ask you
one question --

MR. TRI MBLE: Pl ease.

MEMBER POVERS: -- before 1 |eave.
Suppose that you said, "Cee, we've got to regulate in

this area,” wouldn't you have to do a backfit
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anal ysi s?

MR. TRI MBLE: Yes, we woul d.

MEMBER POVERS: How do you do a backfit
anal ysi s?

MR TRIMBLE: How would you do it?

MEMBER POWERS:  Yes.

MR TRIMBLE: | think it was nentioned
this norning that it could be difficult and
chal | engi ng. | haven't really thought about it
enough, Dr. Powers, to know whether it would be
i mpossible or not but it certainly would be
chal | engi ng.

MEMBER ROSEN: What you real | y nean, Dana,
| think is if you wanted to establish a newrule to
regulate in this area without a backfit analysis.

MEMBER POAERS: No, you can't regul ate --

MEMBER ROSEN: But you coul dn't establish
a new rul e,

MR TRIMBLE: Yes. That's a good point.

MEMBER POVNERS: |If you try to inpose new
requi rements on a reactor, you have to do a backfit
anal ysi s.

MEMBER ROSEN: If you try to inpose new
requirenents, that's right. But |I'mnot talking about

t hat .
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MR TRIMBLE: Right.

MEMBER ROSEN: |' mtal ki ng about what you
| ook at within the scope of what you have.

MR. TRIMBLE: Right. If you have -- yes.
In other words, if you -- | think what you're saying
isif you were to enhance your inspection program or
sonething, it may not -- of course, you'd have to be
very careful in that area that you' re not through the
i nspection program --

MEMBER  ROSEN: You're adding new
requi renments.

MR TRI MBLE: -- putting newrequirenents,
right. But nmaybe in the nonitoring area, NRC staff
noni t ori ng.

MEMBER SI EBER:  Even with that you can't
inpose a nonitoring data requirenment except by
agreenent with the industry or with the |licensee.

MR. TRI MBLE: Yes. That's ny
under st andi ng.

MEMBER SI EBER:  Ri ght.

MR. TRI MBLE: W're going to do a
switcharoo here and |l et C are have the m crophone.

M5. GOODMVAN: Al t hough 1" ve been known to
speak plenty loud enough that | don't need a

m crophone. Just as some background for sonme peopl e,
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|'ve been working on the NRC staff since 1980 in a
nunber of areas of Human Performance. And if | put up
nmy hand, can you see, that means the next slide.

|'m going to basically skip over this
fairly quickly because this norning we went over the
definition for safety culture. NRC is using the
definition, as Thadani indicated this norning, that
was put forth in INSAG 3 and 4. And also in the
nature of time |I'm going to nove to the current
Conmi ssion guidance fairly quickly. As Dave
i ndicated, 1'mgoing to go through what currently is
our Commi ssi on gui dance and wi t hi n t he boundari es t hat
we're operating at the nonent.

First on this list is a 1989 policy
statenent. It was probably issued during TomMirley's
time as NRR Director on the conduct of operation. And
it's the only regul atory docunent that we have that
directly addresses safety culture. It starts out by
stating that, "The Comm ssion believes that the
wor ki ng environnment provided for the conduct of
operations at nuclear power facilities has a direct
relationship to safety.” It also states that,
"Managenent has a duty and obligation to foster the

devel opnent of a safety culture,” and it does use the

word, "safety culture,” "at each facility and to
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provi de the professional working environment in the
control roomand t hroughout the facility that assesses
saf e operations.” And throughout this talk I'll give
a couple nore quotes fromthat policy statement.

The Conmi ssion has al so provi ded further
guidance in three staff SRWMs that have been issued
that are listed here. The first SRM issued in 1998,
approved only the current staff practice of inferring
| i censee managenent performance fromper f or mance- based
i nspecti ons, routine assessnents and event fol | ow up.
That SRM specifically said that efforts to devel op
| eading indicators of performance should not use
| i censee managenent performance or conpetency as an
i nput, and the inspection program should focus on
per f or mance- based i nspection findings. And, lastly,
that SRMelimnated resources directed at devel opi ng
a systematic nethod for inferring managenent
per f or mance.

Probably the nost inportant thing that
cane out of this SRM is that NRC should not be
addr essi ng managenent conpetencies. And | thinkit's
i nportant | anguage-w se that that SRMwas addressing
managenment conpetencies nore than it was safety
culture as we're tal king about today.

In the second SRM whi ch was nai nl y about
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saf ety consci ous work environnment, but at that point
the definitional differences between saf ety consci ous
work environnent and safety culture were used
i nterchangeably, so it's unclear if the guidance was
referring just to safety consci ous work environment or
also to safety culture. But the guidance of that SRM
was t he staff shoul d continue with current policy with
the addition of developnment and inplenentation of
addi ti onal guidance and training in support of nore
conpl ete and consistent programinplenentation. It
didn't further give any details.

Lastly, and nore recently, the Comm ssion
inan SRMthis year issued quite a bit of gui dance on
saf ety consci ous work environment, and at the end of
that SRM had two additional points related to safety
culture. Those points were that the staff should
nonitor the efforts of foreign regulators to neasure
and regulate safety culture and assess their
ef fecti veness. In particular, because the
subjectivity is a principal objection to the direct
regul ati on of safety culture, the staff shoul d noni tor
efforts to devel op objective neasures, indicators of
safety culture. And that's probably the nost recent
gui dance that we've received.

This slide lists the key i ssues of safety
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culture from | NSAG 15. "Il refer to them as
attri butes. Gt hers have referred to them as
principles or elements. |In any event, they're the

sel ected topics by the International Nuclear Safety
Advi sory Group, or INSAG and these are the group of
attributes that have resulted froma maturation of a
nunber of docunents.

First, INSAG 3, which dealt with basic
principles of safety, to I NSAG 4, which specifically
dealt with safety culture, all the way through | NSAG
11, which dealt with devel oping safety culture and
practical suggestions for utilities to use. |NSAG 13
dealt with the managenment of operational safety. And,
finally, the docunment, |INSAG 15, dealt with a nunber
of attributes that arelisted here for safety culture.
And | think the inportant thing to take away fromthis
slide is that this is an international set of
principles that have wi de applicability and cut across
nmul tiple cultures and applications.

The first attribute, commtnent to safety,
nmeans that safety is put clearly and unequivocally in
first place fromthe top of the organi zati on. There's
absolute «clarity from the organization safety
phi | osophy. The foll ow ng slide addresses some of the

pl aces that NRC tal ks about this type of comm tnent.
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MEMBER POWERS: Does your previous slide

nmean that you' re demanding that organizations say
safety is
t heir nunber one priority?

M5. GOODVAN:  Correct.

MEMBER PONERS: That can't possibly be.

M5.  GOODMAN: Yes. | heard you this
nmorning that -- 1 think it's best stated that
managenent exhibits safety first practices. And by
that we're not tal king about the ultimtely shutting
down the facility because the only way for a facility
to be safe is shut down.

MEMBER POVERS: Yes, but sonme of our
facilities are not safe if we shut down.

M5. GOODMAN:  Yes, that true.

MEMBER POVNERS: It would be bad to shut
down a spent fuel pool.

CHAI RVAN APOSTOLAKI S: Why are you gi vi ng
us the INSAG 15 attributes? |s there anywhere -- did
t he Comm ssion say you should | ook at those?

M5. GOODMAN:  No. The guidance fromthe
Conmmission is limted to three SRVS --

CHAI RVAN APOSTOLAKI S:  Right.

M5. GOODMAN: -- that we received. |I'm

using those attributes because those are the best
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definition for safety culture and attri butes of safety
culture agreed upon at the noment by a panel of
experts, they' ve matured over tinme, a nunber of years,
a nunmber of comm ttees have nmet that have led to the
devel opnent of these attributes. And |'musing these
attri butes to show you where there are pieces of NRC
regul atory rul es or gui dance and where there are not.
It's nmore a nmet hodol ogy to sort of present what we do
cover and what we don't cover.

CHAI RVAN APOSTOLAKI S:  Okay. Ckay.

M5. GOODVMAN: Soit's an effectivelist to
start from

CHAI RVAN APOSTOLAKI S:  So you may go back
to the Comm ssion then and gi ve sone reconmendati ons
at sone point --

M5. GOODVAN:  Yes.

CHAI RVAN APOSTOLAKI S:  -- regarding the
ones that are not covered.

M5. GOODVAN:  Yes.

CHAI RVAN APOSTOLAKI S Ckay.

M5.  GOODMAN: The policy statenent on
conduct for nucl ear power pl ant operations, |'ve read
fromit already, it also says that, "Managenent nust
provi de the | eadership that nurtures and perpetuates

the safety culture.” It says that, "The starting

NEAL R. GROSS
COURT REPORTERS AND TRANSCRIBERS
1323 RHODE ISLAND AVE., N.W.
(202) 234-4433 WASHINGTON, D.C. 20005-3701 (202) 234-4433




10

11

12

13

14

15

16

17

18

19

20

21

22

23

24

25

192

point for the necessary full attention to safety
matters is wth the senior managenent of all
organi zations concerned.” And it, lastly, sort of
wraps up by saying, "Mnagenent should review their
procedures and policies on the conduct of operations
t o assure they support an envi ronnent for professi onal
conduct . "

We al so have techni cal specificationsthat
require certain admnistrative controls related to
organi zations, including PORC and other senior
managenent revi ew groups, and we al so have an SRP t hat
has some |imted gui dance.

So in summary, we have |limted coverage of
this attribute, and we shoul din particul ar understand
t hat policy statenents are not directly enforceable,
they're not rules.

Next attribute, use of procedures. \Very
qui ckly, this states what the characteristics are of
that attribute. Procedures need to be clearly
witten, sinple, understandable, fit for their
pur pose, appropriate for task and acconplish what is
needed to maintain safe operations.

The next slide identifies a nunber of
areas where t he NRC does have sone rul es and gui dance.

Appendi x B addresses procedures directly. Reg Cuide
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1.33 endorses ANSI 3.2, which provides a list of

activities that shoul d be proceduralized. Also, there
are inspection procedures. There's one inspection
procedure |listed here. Now, the copies of your slides
that you have are a prior one where | listed sone
suppl ement al i nspecti on procedures. Under the reactor
oversi ght process, we have baseline procedures, and
then we have special inspection procedures or
suppl enment al i nspection procedures, such as t his 95003
and t hen we have further suppl enental procedures, such
as pl ant procedures or EOPs or hunman perfornmnce t hat
could be used in conjunction with 95003 if that was
the appropriate issue that was being dealt wth.

So, in summary, we have -- we've witten
gui dance that cover this attribute, though to sone
extent i npl enentationisrestricted by the ROP process
because a nunber of our items are in supplenental
procedures and not part of the baseline.

The next attribute deal s with conservative
deci si on maki ng. Most incidents intheindustry occur
because sonebody failed to consider or questionin a
conservative nmanner deci sions that they've nade, and
this slide is just a list of those characteristics.
The next slide provides agai n a nunber of pl aces where

NRC does provi de docunent ati on or gui dance to the two
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i nspection procedures listed here, 71111.15 and
71111.14, are part of the baseline ROP process. So
they would be conducted at all plants on a regul ar
basi s.

The operability evaluations reviews
eval uations to ensure that operability is properly
justified and that conponents or systens renain
avai | abl e. The personnel performance baseline
i nspection procedure reviews personnel performance
during planned non-routine plant evolutions or non-
routi ne unplanned events. It also reviews all LERs.

Lastly, the policy statenment, again the
same one that | tal ked about previously on conduct for
operations, addresses this attribute by stating that
open attitudes are required in such staff to ensure
that information relevant to plant safety is freely
communi cated. When errors of practice are comm tted,
t heir admi ssion is encouraged. By these neans and al |
pervadi ng safety thinking is achieved allow ng an
i nherently questioning attitude. The prevention of
conpl acency, a commtnent of excellence and the
fostering both of personal accountability and
corporate self-regulation in safety matters.

So, in summary, we have a nunber of

specific indirect guidance in this area, but we have
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alimted coverage i nthe gl obal sense of conservative
deci si on maki ng. And, again, just to repeat what |'ve
al ready said, the policy statenments of course are not
directly enforceable.

The next attribute is reporting cul ture.
The characteristics are listed in this slide. I n
summary, in this particular area, we have a fair
anmount of coverage of this attribute. There is a
policy statement -- goontothe next slide -- there's
a policy statenment on freedomto rai se safety concerns
which sets forth expectations that |icensees wll
establish and nmai ntain safety consci ous environnents
i n whi ch enpl oyees feel free to raise safety concerns,
both to their managenent and to the NRC, w thout fear
of retaliation. A safety conscious work environnent
is critical to a licensee's ability to safely carry
out licensed activities. The baseline procedure, IP
71152, which is called the identification resolution
of problens, has been revised to give guidance to
i nspectors on the topics of willingness to raise
saf ety concerns.

The next attribute is challenging unsafe
acts and conditions. This attribute speaks to the
process for identifying, reporting and correcting

unsafe acts in the plant. An inportant feature of
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this attributeis that enpl oyees are fully involvedin
t he process and are trained to know how to chal | enge
in a constructive way. The next slide.

This attributeis a cost-cuttingissuein
the reactor oversight process, or ROP. In the ROP
process, it's addressed through the inspection
procedure | P 71152. A fundanental goal of actually
the NRC s ROP process is to establish confidence that
each licensee is detecting and correcting problenms in
a manner that limts the risk to nenbers of the
public, and in fact a key prem se of the ROP process
is t hat weaknesses in i censee's probl em
identification and resolution prograns will nmanifest
t hensel ves as performance issues which wll be
identified during the baseline inspection programor
by crossi ng performance i ndi cat or threshol ds. And so,
insummary, we have a fair anount of coverage for this
particular attribute.

The next attribute, | earning organizati on.
This is a little bit trickier. If an organization
stops searching for i nprovenents i n newi deas by neans
of elimnating say benchmarki ng or seeking out best
practices, there's a danger that it wll slip
backwar ds. | deally, all enployees are involved

proactively and --
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VMEMBER POVNERS: \WWat does that nean that

there's a danger it will slip backwards?

M5. GOCDMAN:  Operati onal experience and
benchmar ki ng bot h are cruci al ways that afacility can
find out about either prior near msses at their
facility or at other facilities. And |l -- can you --
am | answering your question or --

MEMBER PONERS: It's to slip backwards.
| f sonmebody stays constant, how do they slip
backwards? That's what |'m struggling wth.

MR. TRIMBLE: | think the point was that
if yourenot -- it's one of these things that you --
the old saying is if you' re not out there constantly
| ooki ng at how ot hers are doi ng, others are i nproving
around you, are you keeping up with them not that we
have a rising standard necessarily but for the
organi zations that don't keep | ooki ng, then obvi ously
have m ssed opportunities to find problens.

MEMBER POVERS: This sounds like the
conti nuous i nprovenent ki nd of phil osophy t hat t he DOE
likes to pursue with their facilities, and |I thought
we were smart enough in this Agency to avoid that kind
of thing.

MR. TRIMBLE: Well, like |I said, | was

trying not to go so nuch at the rising standards as
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nore as the mssed opportunities. | don't know
whet her you call it goi ng backwards, but at | east you
m ss the opportunity to see sone other event or see

ot her issues at facilities, and | guess that's what we

MEMBER PONERS: | think you want to avoid
t he accusation of ratcheting.

M5. GOCDMAN:  Yes. | don't think we're
really speaking of ratcheting here. W are speaking
of maki ng yoursel f aware of near m sses. Research has
shown that approximately -- is it ten -- ten near
m sses occur for every event. Now, | could go back
and get you nore information on that, but if you m ss
those ten near msses and you don't know anyt hi ng
about those ten near m sses, you' ve m ssed
information. | think that this Agency does recogni ze
t hat assessing operational experience, though, is in
i mport ant. In fact, the prior Chairman of the
Commi ssion did at House testinony on Davis Besse did
say, "The assessnent of operating experience,
i ntegration of operating experience into training and
review of program effectiveness action plan wll
provi de for a conprehensi ve eval uati on of the current
prograns for coll ecting, eval uati ng and di sseni nati ng

operating experience."
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MEMBER POVNERS: l  won't hold vyou

responsi ble for that statenent.

M5. GOODVAN:  Yes.

MEMBER PONERS: How fortunate he's not
her e.

MS. GOODMAN:  Yes. And he was -- well,
" m quoting fromsone past testinony.

CHAI RVAN APOSTOLAKI' S:  But this, though
inplies that you have a good root cause analysis
net hodol ogy, right, in order to learn from the
experience. Andif root cause anal ysis, say, stops at
hardware failures, you really don't learn much. |
nmean that's sonmething that -- does the Conm ssion
encour age anybody to do that or does the industry do
that? | nean depends on --

M5.  GOODMAN: | think in the new LER
rul es, although those people aren't here right at the
monment, | think we did take a step in the direction of
trying to get licensees to go considerably further
when evaluating and witing up and LER to go into
Human Performance itens. The gui dance i n NUREG 1022,
is it, on LERs gives a nunber of human performnce
areas, and we do expect that they do discuss not just
hardware failures. And in fact when we review LERs

still about half of the LERs, actually nmaybe a little
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bit nore than that, do contain and wite up human
performance itens. So we do get feedback fromthe
| i censees on Human Performance. |'msure the industry
would feel that they very much are involved in
reporting human performance. It may not be at the
| evel of detail that we'd like but it's come a | ong
way in the |ast 20 years.

CHAI RVAN APOSTOLAKI S: W ar e runni ng out
of time, so let's --

M5. GOODMAN:  Yes. (kay.

CHAI RMAN APOSTOLAKI'S:  So what's your --

M5. GOCDMAN:  There are --

CHAI RVAN APOSTOLAKI S: Go ahead. ' m
sorry.

M5. GOODMAN:  Yes. Let ne very quickly,
maybe | can just skip through. Wth regard to
training, we're definitely -- we have sonme gui dance.

We're possibly mssing guidance on nmanagenent
training, but that may or may not be an issue here.
We're not really ready to nake recomrendati ons i n t hat
area. The underpinning issues are comuni cati ons,
clear priorities and organi zation. Those three areas
are covered by Appendi x B which deals with corrective
action, and we have a very limted coverage really

with these attributes. W don't have certainly any
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di rect guidance in the area of comrunicati ons.

Lastly, in conclusion --

MEMBER ROSEN: Before you get to the
concl usi on, one point about training. In the area of
training, the Agency has agreed with the industry to
support the National Acadeny for training and to use
the requirenments thereof in lieu of a rule on
trai ni ng.

M5.  GOODMAN: Well, we have a rule on
training --

MEMBER ROSEN:  So in a sense -- but in a
sense, we are coordinating with the industry on that
one.

M5. GOODMAN: Most definitely. That does,
as you wel I know, involve ten positions that are named
-- or ten categories, positions, that are nanmed in
50. 120.

MEMBER ROSEN: But to say that we don't
have much on training is not exactly the whol e story.

M5. GOODMAN: No, that's really not. |'m
sorry, | was starting to rush. W are on --
managenent training is not an area --

MEMBER ROSEN. Oh, managenent trai ni ng.

M5. GOODMAN: That's what | neant to say.

So in conclusion, the Comm ssion has provided sone
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directionto the staff with regard to safety cul ture.
They've directed us to monitor safety culture
devel opnents intheinternational arena and to nonitor
events, both donestic andinternational. |Infact, our
EEOBi |l Travers recently chaired a neeti ng on safety
cul ture of operational events.

In sunmary, we sanple attributes to
vari ous degrees, but our programis limted. W don't
have a process to | ook at issues as a set or a whol e.
We admittedly | ooked at safety culture fromsort of
performance i ndi vi dual facets rather than as a whol e.
I n fact, using an overused cliche, we tend to focus on
the trees and not the forest. You m ght say the
forest is possibly still elusive.

CHAI RVAN APOSTOLAKI S: Wl |, the question
that comes to ny mnd after your presentation is it
appears that we are addressing vari ous degrees, nost
if not all, of the attributes fromI|NSAG 15, and yet
we give all green to Davis Besse and then it happens.
Sonething is mssing here. | don't know what it is.
s it because of our limted involvement? Is it
because these attributes are not a conplete list? |
nmean they seemreasonable. Wat is it that creates
t hat ?

And i f you are to nake any reconmendati ons
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in a SECY, | assune, to the Conm ssion, perhaps you
shoul d expand what you're doing and | ook at actua
events. M. Thadani this norning had a slide where he
said donestic events, Indian Point 2, Cooper,
M1 stone and David Besse. And go back and see what
is it that happened there and if we had a reasonably
good systemcovering these attributes, would we have
prevented it or we woul d have known enough i n advance
to do sonething about it?

| think, as you pointed out, al so as nmany
others as well, operating experience is the nost
i mportant i nput you can get, right, because that shows
you howthings really work. So I'mstill puzzled. I

mean we are past the first panel, we're beginningthe

second, and | still don't know why Davis Besse
happened. | nean how can you help with me that?
MR, TRIMBLE: Well, | think, as | -- we

did want to bring out the limtations of the program
as you referred to. It islimtedinits scope, and
| know this nmorning one or two of the speakers
nment i oned t he dangers of naki ng an assessnent based on
alimted programthat can give you a fal se degree of
confidence in the area. And | guess | have to say
that we're in the thinking process. As we go and

we're doing the inspection at Davis Besse, we're
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| earning and we're trying to keep an eye on, okay, is
there a way that we could have or shoul d have known
about these problens, and | guess we haven't gotten
the answer, but it's an open question and we're
working on it. That's about the best | can do right
NOW.

CHAl RVAN APOSTOLAKI S:  One thought that
occurs tonmeis, isit possible that because of Davis
Besse we are focusing on the wong things? W were
urged t hi s norning to bring behavioral scientistsinto
the way we do business around here. If you | ook at
Davi s Besse, they expl ai ned away t he i ndi cati ons t hey
had and t hen sonme peopl e argued that they didn't have
the required questioning attitude to lead them to
alternate nodels, alternate hypothesis that would
expl ain al so, which tells ne nowthat nmaybe we shoul d
train them to understand uncertainties in nodels,
whi ch has nothing to do with behavi oral science. It's
an engineering issue, it's a risk assessnent issue.
So do our people out there understand that there nay
be very different hypotheses that can explain the
synmptons and -- it's not just behavioral science here,
and it seens that we are all focusing on safety
culture because everybody says safety culture is

i nportant, and maybe it's an engi neering probl em
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MEMBER ROSEN. Wl |, George, | knowyou're

pushi ng hard on this i ssue, but there are three people
on this panel who | think would have a fairly good --
ought to have a fairly good answer to that: M.
Meyers, M. O Connor -- not M. O Connor, M. Meyers
and Jack G obe.

CHAI RVAN APOSTOLAKI S Ckay.

MEMBER ROSEN. At | east, maybe Sonj a.

CHAI RVAN APOSTOLAKI S:  You guys know our
charge, for you to answer this question.

MEMBER ROSEN. And they nay be able to
address why our regulatory system --

CHAI RVAN APOSTCLAKI S: | hope ny point is
cl ear.

MEMBER ROSEN:. Yes, but you're pushing on
t he wong spring.

CHAI RMAN APOSTCLAKI S:  |I'm not pushi ng,
|"mjust raising --

(Laughter.)

VEMBER S| EBER: There is an answer to
this. The questionis the sane question as why didn't
t he PRA give you a probability that this event woul d
occur. And the answer to that is underlying all the
trees is a determ nistic anal ysis of what can happen.

And it turns out that nobody antici pated t hat | eaki ng
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boric acid in this configuration would lead to
creating a large hole in the reactor vessel head.
When you get to the point of should the utility have
been able to identify it, the answer to that, in ny
view, is they probably should have. They should have
qguestioned why the |leak rate changed and went up.
They shoul d have questi oned why the filters needed to
be changed all the tine. | nmean there were
i ndi cations out there that somethi ng was w ong, but
not necessarily was there enough information to tell
you you're eating a hole through the reactor vesse
head.

| have anot her question, however, rel ated
tothis presentation. It seens to ne that if you take
the INSAGattri butes, | NSAG15 attri butes, what you' ve
really done is to |look through Title 10 and policy
statenents and i nspection procedures and so forth to
try to match up do | have sonething that addresses
some pi ece of one of these attributes, okay? And you
can draw a conclusion, yes, | have an inspection
procedure or a reg guide or Appendi x A or Appendi x B
or sonething like that that addresses bits and pi eces,
but it certainly isn't conprehensive.

My question is in order for an inspector

in the plant, the NRC inspector, to be able to get a
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handl e on safety culture, he would have to weave his
way t hrough the 15 or 20 different procedures and reg
gui des and parts of Title 10, and sone of those are
pretty gross. Like the description of job
requirenments that's inthe tech specs, it goes back to
the ANSI standard, | think, because it says -- it's
alnmost like what do you need to be wunder the
Constitution to be in the House of Representatives?
You' ve got to be 21 years old and a resi dent for seven
years. And so they are not very denmandi ng st andar ds.

The question is using the inspection
procedures and all the policy statenments and the
regul ations and the reg guides, the guidance that
cones with the regulations, could you come to a
conclusion that the safety culture was good or bad
based on their relationship, the regulations
relationship to the attributes? And the answer is
probably no. Is that correct or incorrect?

MR. TRI MBLE: Yes. And al so our ROP
process is performance driven to -- you also would
have to -- you' d have to not only do this integration
but you'd also have to see an acconpaniment wth
performance i ssues.

MEMBER S| EBER: Wl |, the bigger question

is, which gets back --
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M5.  GOODMVAN: You get back to this

norni ng' s i ssue where TomMirl ey had, you know, do you
have the performance first or the safety culture
first? W're arguing which of those boxes cones
first. In fact, | mght argue that you m ght have
ei t her one.

CHAI RMVAN APCSTOLAKI'S: O bot h.

M5. GOODMAN: O both. They m ght be on
top of each other.

CHAI RVAN APOSTOLAKIS: I n a |ine.

M5. GOCDMAN:  And | think that we wll
within the Conmm ssion guidance and if we see
necessary, | think we'll go to the Conm ssion for
further guidance. We'll reviewthe ROP process. It's
our intention to work within the ROP process, but |
t hi nk what we did for this presentati on made us take
a |l ook at coul d sonebody, could an inspector pull all
t hese pieces together or do we have the pieces all
over the place? So it would be kind of a very
difficult task for the inspector to pull them all
together. And that's one thin we acconplished and you
made us acconplish, | guess, by doing this
presentation, and maybe that's a first step and we' ve
got sonme other steps to go.

CHAlI RVAN APOSTCLAKI S: Do you pl an to send
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a SECY to the Comm ssion on this?

M5. GOODMAN: At the nonent --

MR. TRI MBLE: Well, our thoughts are what
we want to do is to be very clear to nake sure we're
comuni cating well with the Conmission as to -- if we
decide to get back in this area, we want to nake sure
that the Conmission is in agreement with that. That
may translate to a Comm ssion paper, it may not, but
maybe communi cation can be done in some other way.
But we definitely want to -- | think we see a need to
at least talk to the Conm ssion before we get -- you
know, here at the earliest, at the onset, before we
get rolling too far in any direction.

MEMBER ROSEN: Do you plan to cone to the
SERS' Human Factor Subcommittee and di scuss what you
have - -

M5. GOODMAN: | think, yes. In fact --
yes. | think that it would be very appropriate for us
once we have got together a plan that we would conme to
a subcommittee or that we would come to the ACRS to
di scuss our plans, and hopefully we would do a j oi nt
of fice presentation.

CHAI RMAN APOSTOLAKI S: | don't want peopl e
to feel that we're giving nore tine to the staff than

t he guests, but --
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MEMBER SI EBER: | have one short questi on.

CHAI RVAN APCSTOLAKI S: One short questi on.

MEMBER S| EBER: I think that it's
i nportant to remenber George's first question, which
is, isthis all safety culture or is there sonething
else, and | think there's two issues. There is a
technical issue, and that issue is have we really
t hought about all the way these corrode and crack and
otherwi se fail and alert ourselves to | ook for that?
The other issue is the culture issue that causes
people to say, "I wonder why |I'm changing all these
filters all thetime. | wonder why the | eak rate went
up,” and those kinds of things.

CHAI RVAN APOSTOLAKI S: | think we are
already in the discussions with M. Myers.

MR. MEYERS: Nobody has said this yet: |If
you're going to |ook at what -- go back to the --
after the event started that's one issue. But what
allowed it to start? There was 9701 and we wrote you
all safety evaluations fromthe owners group. Each
owners group did that. The safety evaluation said
that we would do head inspections, which you all
endor sed. | still read that safety evaluation
thinking it was a well witten safety eval uati on.

So we wuld go dowm and do head
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inspections at every outage, we would have
surveill ance procedures in place to do those head
i nspections with and that we woul d | ook for one cubic
inch of boron for criteria. And if we found one cubic
i nch of boron, that's what the safety eval uati on gave
you, | said, then we would do detailed engineering
anal ysis of where it cane frombefore we started back
up.

You can | ook at the Davis Besse event and
you coul d | ook at Davi s Besse, period. The procedures
that we had in place did not inplenent that safety
eval uation. The owners groups di d not nmake sure t hat
we had procedures in place. The owners group wote
you the safety evaluation, the owners groups didn't
make sure that each utility put in procedures and
surveill ance procedures that inplenented that safety
eval uation. And then when you all inspected it or
| NPO i nspected it, youdidn't call us to task either.
So all of those failures are right there. |If any of
those failures had taken place so that we had
surveill ance procedures in place, inspections every
outage and |l ook for one cubic inch of boron, we
woul dn't be sitting here today. Nobody's sayingthat,
which were the failures.

CHAI RVAN  APOSTOLAKI S: Wiich were
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failures. | think it's tine to nove on, and we have
t he next presentation by M. Ceorge Fel gate of | NPO

MR. FELGATE: Thank you. | appreciatethe
invitation to be part of the nmeeting today. 1'mVice
President and Director of the Analysis Division at
| NPO. The Analysis Division at INPO is responsible
for the analysis of all the plant-specific data that
we use in preparing for our various interactions with
our nenbers. I1t's also the divisionthat anal yzes all
the data that we use to detect energing industry
trends, and we nmanage the industry's operating
experi ence exchange program

As far as several had addressed why they
t hought they were here, well, I NPO s nane has come up
a couple tines, so that's a good reason to be here.
But alsol thinkit'stotally appropriate. If there's
a di scussi on about safety culture in the industry, |
t hi nk 1 NPO should be at the table, so I'mvery --

VMEMBER ROSEN: WIl you pull the
m crophone a little closer?

MR. FELGATE: So | appreciate very nuch
t he opportunity to be here. Next slide, please -- or
our first slide. That's good.

What |'m going to talk about briefly is

| NPO s perspective on safety cul ture, meani ng how have
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we approached | ooki ng at safety culture? W' re going
to tal k about Davis Besse | essons | earned. That's not
the subject of the neeting, | realize, and |I'm not
goingtogointo all of the lessons | earned. 1'mjust
going to nmention those that inmpact directly on safety
cul ture. "1l mention briefly the significant
operati ng experience report that we've issued, and
that's been nentioned a couple tines, and what we're
doingwiththat. Andthen, finally, I'Il discuss sone
of the actions that we have planned going forward.
Next slide, please.

Just briefly, | drawyour attentionto the
| ast bullet onthis slide, whichis safety culture or
| ooki ng at safety has been an integral part of INPO s
activities going back to its formation. The Camity
Conmi ssion said there needed to be at the tine of
Three Ml e Island a dramatic change in the i ndustry's
attitude towards safety, and the I NPO, of course, was
the industry's response to the Commi ssion, to the
Camty Commi ssion. Next slide, please.

This is INPO s mssion, and, as you can
see, it isto pronmote the highest |evels of safety and
reliability. So safety again appears promnently in
our mssion. It'sreally in our fabric of what we do

at | NPQO

NEAL R. GROSS
COURT REPORTERS AND TRANSCRIBERS
1323 RHODE ISLAND AVE., N.W.
(202) 234-4433 WASHINGTON, D.C. 20005-3701 (202) 234-4433




10

11

12

13

14

15

16

17

18

19

20

21

22

23

24

25

214
VEMBER ROSEN: And the word there is

"excel l ence,” which inplies rising standards of
per f or mance.

MR. FELGATE: That's correct. The
di scussion we just had about ratcheting, we do
ratchet, and we do it openly and willingly and with
our menbers --

MEMBER ROSEN. Wt hout apol ogy.

MR FELGATE: That's right.

MEMBER ROSEN: Now, the staff has a
different problemfor a regul atory agency.

MR. FELGATE: And understandably. That's
part of the differences in our two organi zations.

CHAI RVAN APOSTOLAKI S: There's no backfit
rul e.

MR. FELGATE: No backfit rule, that's
right. Next slide, please.

VEMBER ROSEN: The rule is backfit at
| NPQO.

MR FELGATE: As |'ve nentioned, it is
fundanental to I NPO s m ssion, but we have not al ways
-- our activities have not always used the term
"safety culture.” We've often gone about our
activities |looking at safety and dealing with safety

but wusing different termnology in some of our

NEAL R. GROSS
COURT REPORTERS AND TRANSCRIBERS
1323 RHODE ISLAND AVE., N.W.
(202) 234-4433 WASHINGTON, D.C. 20005-3701 (202) 234-4433




10

11

12

13

14

15

16

17

18

19

20

21

22

23

24

25

215
interactions with our nmenbers. For exanple, safety
focus or deep respect for the core or reactivity
managenment. A lot of enphasis in the past by I NPO on
subjects |likereactivity managenent. Sowhileit'sin
our fabric, it's in everything we do at INPQ, it's --

t he words, "safety culture," are not spoken perhaps as
often as they shoul d be.

MEMBER ROSEN: But they do show up, do
t hey not --

MR, FELGATE: Oh, yes.

MEMBER ROSEN: -- in the performnce
obj ectives and criteria.

MR. FELGATE: The very first --

MEMBER ROSEN:  The 1997 version at | east
was very unabashed. It has a section, in fact it's
Section 1 --

MR. FELGATE: Right.

MEMBER ROSEN: -- and it's entitled not
deep respect for the core, not reactivity managenent,
not safety focus, it's entitled, "Safety Culture.”

MR. FELGATE: Safety culture, that's
right.

MEMBER ROSEN:  So | NPO has been there for
at | east six years.

MR. FELGATE: But soneone | ooking -- |
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guess my point is someone |ooking at just what's
printed on paper would get the inpression that it's
one of many things whereas ny point is it's really
enbedded in a ot of what we do.

MEMBER ROSEN:  But | just want to be very
cl ear that 1" mmaki ng t he poi nt, and you' re confirm ng
it, that I NPO has had that focus with those words in
its performance objectivesandcriteria, whichislike
t he Bi bl e for t he begi nning of the eval uati on process.

MR FELGATE: That's right.

MEMBER ROSEN:  Since 1997.

MR. FELGATE: That's correct. Next slide,
please. And | will answer the question that's on your
lips there, M. Apostol akis.

Princi pl es for enhanci ng professionalism
of nucl ear personnel was issued in the '80s, and as
you can see, just an excerpt fromthat, it spoke to
t he nucl ear professionals thoroughly and viewed with
a great respect and sense of responsibility for the
reactor core, for reactor safety, and all of his
decisions and actions take this unique and grave
responsibility into account. Another way, really, to
define safety culture.

Qur performance objectives and criteria,

as M. Rosen has nentioned, says that individuals at
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all level s of the organi zati on consi der nucl ear safety
as the overriding priority. 1In 1996, we had a CEO
conference, and for those who don't know, the CEO
conference gathers together all of the CEGs in a
conference at one tine once a year. The focus of that
wor kshop was safety focus during changing tinmes, and
why we pi cked that thene at that ti me was deregul ati on
and the forces of the increasing need to keep the
units online, that the pressure to produce negawatts
and the inpact that m ght have on safety focus.

Starting also in 1996 we noved to cross-
functional areas where we pl aced a greater enphasi s on
t he organi zational factors that could detract from
sustained high levels of performance or could be
tracked through safety cul ture.

And as al ready been nenti oned by soneone
here this norning, the nost recent CEO conference
again focused on safety culture, building it and
keeping it. It was a direct result of the Davis Besse
event. We discussed the | essons |earned as a group
fromDavi s Besse, and we focused on actions to not | et
that occur again. Next slide, please.

So our approach over the years has been an
overall |ook at plant performance, safety culture

i ncl uded, by a teamof professionals that have broad
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experience, many at the managenent |evel that are on
our teanms that visit the plant. Qur philosophy has
been if safety culture is unhealthy, it will show up
inthe synptons that we | ook at, and I'l| cover those
synmpt ons which you could call attributes if you like
or we've said they're synptons of declining
performance. Next slide, please.

Qur definition of safety culture is just
alittle bit different. I1t's an abbrevi ated versi on,
it's not out of line with the INSAG definition, it's
simlar to INSAG 4, but it is that set of attributes
that results in nuclear safety being the overriding
priority at the station, that set of attributes. It's
very simlar to what you'll read, as has al ready been
nmentioned in our performnce objective dealing with
safety cul ture.

So what do we look for? \Wiat are the
synptons that |'mreferring to that we | ook for to see
if safety culture is healthy? Every plant eval uati on
we | ook at operators inthe sinulator and i npl ementi ng
t he energency operating procedures. Andit's not just
can t hey successfully get through the procedure. It's
what respect do they show for that procedure? Wen
t hey cone across sonething that is not quite witten

per procedure, what do they do? Do they proceed even
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t hough they may be a bit uncertain? How does the crew
manage that kind of situation? O do they blindly
follow the procedure when they turn the switch or a
di al and not real |l y under st and what m ght be happeni ng
outside the control roomby turning that switch? So
it's nore than just seeing if they can make through
t he procedure satisfactorily.

W | ook at any evolution that m ght be
occurring on how operators -- any evolution that
affects corereactivity. It m ght be sonething sinple
like a boration or a dilution, or it could be a nore
conmpl ex evolution. But we watch very carefully how
t hat evolution is approached and with what care and
caution that evolution is perforned.

We take a | ook at where the problens are
not reported or are allowed to linger -- leaks in the
pl ant or deficient plant equipnent. W do a pretty
t hor ough i nspection of the plant, and we identify any
equi pnent deficiencies that we cone across. W check
to see that they're in the system their system for
identification and resolution. If they're not, a good
question is, well, why isn't it? Are there reasons
t hat that deficiency hasn't been identified? Does it
have something to do with the culture at the station,

for exanpl e?
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| nportantly, we watch a w de range of
activities, mai nt enance activities, oper ati ons
activities, and we take a | ook at do the operators or
the technicians stop when wuncertain or facing
unexpected conditions? And over a two-week period
with a teamof 50 or so people on site, you will run
across several evol utions where it doesn't quite go as
pl anned, and it's very telling how the organization
deal s with that when they cone across that situation.
s there an attitude that says, "Ch, well, it's not
quitetheway it's witteninthe procedure, but we've
done it this way before, and I know | can proceed."
O do they stop, put the systemin a safe condition,
contact the supervisor and approach it in a
conservative manner? |It's very telling.

VEMBER ROSEN: You skipped the fourth
bullet, and I'dreally Iike to hear what you say about
t hat .

MR. FELGATE: OCh, | skipped the -- safety
systens are unavail abl e | onger t han need be. They may
neet regul ations. Their safety systemunavailability
may even neet the 2005 goal s as one of the performnce
indicators, but if it's planned to be out of service,
onl i ne mai ntenance, let's say, it's planned to be out

of service for ten hours and it's out of service for
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12 hours, why? |Is the organization doi ng everything
they can to ensure that operations and RP and
mai nt enance are coordi nated so it goes out of service
promptly or crisply, let's use that word, and then
when it's ready to be put back in service there are no
i nefficiencies associated? |In other words, there's a
respect or arecognitionthat that safety system even
t hough it may neet the rul es, should be in service the
absol ute maxi mum anmount of tine possible. That's
what's meant by that bullet. Next slide, please.
Howri sk i s neasured and managed. W | ook
at the planning going into outages as well as the
pl anni ng for online mai ntenance and how wel | the risk
managenent of systens being taken out of service is
handl ed by the station. W | ook at nodifications that
are installed. Do they adequately question the inpact
that's going to have on the margins? And it may be
subtle things. It may be nore than this -- just to
gi ve an exanple, power uprates have caused severa
consequential events recently in the industry but on
t he bal ance of plant side, not necessarily directly
related to the power uprate scope itself. It may be
t hat i ncreased steam flow has caused an
erosi on/ corrosi on i ssue on the secondary side of the

plant. |Is the thinking of the plant broad enough to
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i ncl ude t hat scope of i mpact s, uni nt ended
consequences, if you will, in equipnent as well as
extra chal | enges that m ght be posed on the operators
in the control room Sonewhat subjective.

CHAI RVAN APOSTOLAKI S:  When you say the
pl ant whomdo you nean, the managenent of the plant or
ever ybody?

MR FELGATE: Everybody, top to bottom

CHAI RVAN APOSTOLAKI'S:  Top to bottom

MR, FELGATE: Yes.

CHAl RVAN  APOSTOLAKI S: So i ndi vi dual
wor ker s shoul d have a good i dea as to howwhat they're
doing at the nonent affects the big picture.

MR. FELGATE: That woul d be correct, yes.
How confortable is the plant staff wth raising
probl ens? W'll spend a great deal of tinme
interview ng surveys, just spending tine with the
board operator in the control room And after a few
days with the board operator, there's a certain
rel ati onshipthat's established, because typicallythe
peopl e on our teans are board operators on another
plant or SORs at another plant. And you'll see
somet hi ng deficient and you' Il ask why is that item--
have you rai sed that to your managenent? And if you

get an answer like, "lI"veraisedit threetines but it
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never gets taken care of,"” that's a culture i ssue, and
it's ared flag to the team that there's sonething
t hat needs to be addressed with the organization.

Now, that's not intended to be a conplete
list of the attributes, there's other things. e
mentioned here in another presentations today the
respect or the way operating experienceis dealt with,
t he engagenent by the managenent team Do they
actual ly go out and put their eyes on the problens in
t he plant thensel ves?

MEMBER KRESS: How many of these synptons
have to show up before you deemthe safety culture to
be not quite good enough?

MR. FELGATE: Actually, 1'll answer that
guestion now, next slide, becauseit's at the heart of
the Davis Besse |essons |earned. W identified a
nunber of the organi zati onal contributors that ledto
the -- that we've been tal king about here off and on
this norning that I ed to the probl ens that occurred at
Davis Besse. W did not put it all together. W did
not aggregate those organizational factors, and in
doi ng so we did not send a conpelling nmessage to the
| eadership at First Energy at the tine that there were
degradations in safety culture, that if it wasn't

going to be a head wastage problem it was going to
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lead to a significant event sonewhere in the Pl ant.

So just |like the Agency, we have alot to
| earn at | NPO about not letting an event |ike that
occur. And the next event won't be boric acid
corrosion of a head, it will be something el se deal i ng
with -- and we want to avoid that, so we have nmuch to
| earn. There are 14 reconmendations for | NPO com ng
out of that. |1'mnot going to cover those. The first
two, though, are key to what we' re tal ki ng about here,
that we need to do a better job recognizing and nore
openly discussing with our nenbers safety culture
i ssues. Actually, getting to the point where when
there is a set of organi zational issues that are not
working well, it raises the red flag, and we're very
confortabl e and the organi zation is very confortable
sitting down with us and having that dial ogue about
safety culture. But it's not a yes or a no; it's a
conti nuum and we need to have that dial ogue w thout
getting the defensiveness of the station up

CHAI RVAN APOSTOLAKIS: | really like the
argunent you nmade because | was about to object with
Tom s question, | nmean why do | need to have an
assessnent of the whole culture, but then you said
because that may | ead to probl enms sonewhere el se.

MR FELGATE: Yes.
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CHAI RVAN APOSTOLAKIS:  Which is a good

point. But were there any synptons other than those
rel ated to the head probl em the vessel head probl enf

MR. FELGATE: Ch, yes.

CHAI RVAN APOSTOLAKI S:  There were ot her
synpt ons.

MR, FELGATE: Yes.

CHAl RVAN APCSTOLAKIS: And those could
have |l ed to a probl enf

MR. FELGATE: Yes, and | don't think I'm
speaki ng out of school, because these have di scussed
in fairly public forums, but things |ike not using
operati ng experience effectively, which is generic.
If it wasn't a head problem it was going to bite the
organi zati on somewhere el se. There wasn't sufficient
rigor in the way engineering organization was
approaching issues. W had concerns about the
supervi sors and how nuch tinme they spent actually
coachi ng and observing.

So as | said, if you list the actual
organi zational contributors that today in our 20/20
hi ndsi ght we know caused or | ed to the event and t hen
listed the ones that we identified at | NPO, we've got
probably nore than half of them But what we didn't

do is we didn't aggregate that. W didn't say,
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"That's enough for us to be worried about,” to send a
strong nmessage to First Energy senior managenent,
"There's a worry here, and you need to be worried
about it." That's where we need to be better. Next
slide, please.

MEMBER ROSEN. Now, woul d you get better
by tripping sooner, by being --

CHAI RVAN APOSTOLAKI S:  Payi ng attenti on.

MEMBER ROSEN: -- nore sensitive by
ri sking having too many fal se positives?

MR. FELGATE: Well, there's alonglist of
t hi ngs that we're doing to not get the -- actual ly not
| et a menber down |i ke we didinthis case again. One
is an entire -- the entire division that | had up has
been strengthened to do better data anal ysis.

VEMBER ROSEN: Better what kind of
anal ysi s?

MR FELGATE: Data anal ysis.

MEMBER ROSEN:  Dat a.

MR. FELGATE: W' ve changed t he eval uati on
process to place greater enphasis on organizational
factors rather than on functional areas, maintenance
engi neeri ng. W're |ooking at cross-cutting

managenent | eadership i ssues nore aggressively. So

there's a whol e host of things that we're doi ng, and
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"1l mention a few nore of themas we go al ong here.
MEMBER POVERS: Let nme ask a question. |
know you haven't explored all the things that you're
doi ng, but why do you think that these kinds of things
that you're doing are going to be effective and t hat
you won't be in here 20 years fromnow sayi ng, "Well,
we aggregated everything together so badly that we
couldn't find the specifics for the next event."

MR. FELGATE: | guess the only way | can
answer that is by, just as you are doing, by getting
the collective intelligence and wi sdom of a |ot of
peopl e together fromthe industry, from I NPQO using
t he i nternati onal docunments and st udi es t hat have been
done, doing a better job |l earning fromwhat operating

experience is telling us, to look for and putting

greater focus -- the other thing | would say is
putting greater focus on outliers. The industry
record, | could show you curves of safety statistics

and data that show the industry, but it's been said
here that's all good and well, but if one plant has a
safety-significant problem we're goingto be sitting
here tal king about it again.

So all I can say is that we think that we
can |l earn fromthe experiences at Davis Besse and put

things in place that will preclude being surprised by

NEAL R. GROSS
COURT REPORTERS AND TRANSCRIBERS
1323 RHODE ISLAND AVE., N.W.
(202) 234-4433 WASHINGTON, D.C. 20005-3701 (202) 234-4433




10

11

12

13

14

15

16

17

18

19

20

21

22

23

24

25

228

t hat agai n.

MEMBER PONERS: | guess |I'mjust worried
about the general's problemof fighting the |ast war.

MR. FELGATE: Yes. No. Well, our focus
from the start is not to address this as try to
prevent another boric acid event but to | ook at the
organi zational factors that lead to a decline in
performance. And to the point you were nmaki ng, we are
seeing -- just to answer a question you raised
earlier, | didn't grab the m crophone then but we are
identifying sonme indicators that correlate well with
decline in performance. One is the -- just to give
you an exanple, one is the sum of significant and
noteworthy events. W get alot of events, nore than
t he Agency gets, and we categorize them in various
categories. And we found a strong correlation inthe
sum of significant and noteworthy events to plants
t hat have experiencedinthe past a safety-significant
event or an extended period of shutdown.

We' re nowappl ying that to plants that are
runni ng fine who have that same trend in indicators
and having a predictive, having a proactive
comuni cation with those plants, saying, |ook, we're
not saying you' re about to have a significant event

tomorrow, but your indicators aretrendinginthe sane
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direction and why? You ought to look at that, we
ought to | ook at that together. W need to grow that
set. W believe there are a set of predictive
indicators that wll correlate well and help us
identify declining performance before it resultsina
significant event. Next slide.

| think -- just back up one if you woul d.
Let nme nmention the SCER just a m nute because it's
cone up several tinmes in the discussion. W issued a
signi ficant operating experience report on the Davis
Besse event. It is our top|level operating experience
docunent. We don't issue many of them one or two a
year. It contains recommendations that our teans,
eval uation teans followup with to nake sure that they
have been t horoughly i npl enented. That's what the key
or unique about an SCER, significant operating
experience report, is the recommendations that are
followed up and not closed out wuntil they are
satisfactorily inplenented by each station

MEMBER SI EBER:  Coul d you, just so | can
conplete my notes, tell me what the three
recommendat i ons are?

MR. FELGATE: I will, yes. It's on a
| ater slide.

MEMBER SI EBER:  Ckay.
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MR FELGATE: This was our first red SCER

since 1997, and red nmeans urgent action required by
our nmembers. Next slide. And this SCER contains an
event descri ption, contains the causes and
contributors we think that -- and we worked cl osely
with the wutility, in this case First Energy, to
capture accurately those causes and contri butors. And
thenit contains reconmendati ons. Next slide, pl ease.

In the case of Davis Besse, there were
t hree reconmendati ons. We asked every utility to
conduct case study discussions with the entire
managenment team all the way down to first-line
supervi sors on the causes and contributorsthat ledto
the Davis Besse event and how they applied to that
particular utility, and there was high-Ievel
i nvol venent. At one utility, NMC, for exanple, the
CEO personally facilitated those case study
di scussions. So that al one sends an i nportant nessage
to the organi zations.

The second was to perform a self-
assessment of safety culture at their stations, and we
asked themto send us those self-assessnents.

MEMBER ROSEN: Was this t he docunent that

MR FELGATE: Yes.
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VEMBER ROSEN: -- the fellow from

M1l stone was show ng us?

MR. FELGATE: Yes. Hereferredtoit. |
don't think he's in the room but this is what
required -- we asked each utility to performa self-
assessnment of their own safety culture. And what's
different, alittle bit unique here for this SOER, is
to send those results to INPO We're going to use
those and I'Il show you how in just a mnute.

And, finally, the thirdrecomendati on was
to identify and docunent any abnormal plant
conditions, and every plant has them You sort of
live with them You start the punmpinthistrain, and
it runs snoothly; you start the punp in this train,
and the pipes shake alittle bit and there's alittle
bit of a water hamrer, but that's just the way this
plant runs. We've asked themto get all those things
on the table, identify why. 1Is there sonething nore
insidious about that that maybe isn't fully
appreci ated by the organization?

Just to address Tom Murley's point, he
said if you ask a utility to do a sel f-assessnent of
their own safety culture, of courseit's goingto cone
back okay if they've got a safety culture problem

Al'l of the safety self-assessnents |I'maware of are
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bei ng done by teans fromnultiple utilities, and the
safety check or the backstop, if you will, is that
we're going to ook at the quality of every one of
those, and we're going to go back and if it's not a
quality self-assessnent, we're going to ask the
utility to work on it further.

MEMBER PONERS: | amitching to point out
that | know of at |east one exanple of where an
operating entity |l ooked at its safety culture and said
it didn't like what it saw

MR. FELGATE: Right. | cantell you l've
seen the first ten or so that have cone in nowto us,
and they're quite candid.

MEMBER PONERS: | was very inpressed with
t hi ngs that Duke has done when it saw declini ng human
performance. It turned out everything it was doing
fell inthe wrld of safety culture, but they avoi ded
usi ng the word, "marvel ous."

MR. FELGATE: Under st and. Next slide,
pl ease. Just very briefly, since | know I'mrunning
short on tine, sone of the actions that we have goi ng
forward. We put a task force in place at INPO to
address safety culture just like you have. It's a
hi gh-l evel task force because it crosses all of our

cornerstone activities. Fred Tollisonchairsit, I'm
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a menber of it, we have an industry advisory group
that's going to be working with us on it, and we're
al so getting international input. [|I'm aware of --
sonmeone asked earlier arethere any utilities that are
| ooking at safety culture indicators, and we know of
two, EDF and OPG that have actual |y devel oped safety
cul ture i ndexes, and we want to get their intelligence
and their input into this also.

MEMBER ROSEN: But didn't we hear that
M 11 stone had done just that as well?

MR. FELGATE: Al an Price, yes.

MEMBER ROSEN:  Yes.

MR. FELGATE: As | nentioned, the safety
culture sel f-assessnents are all comnginto |l NPQ, and
we' re going to revi ew each one of those, not only for
t he purpose of quality control but we think all of the
utilities telling us what they think are inportant
attributes in the self-assessnent they did of their
safety culture, aggregating all that is going to be a
tremendous i nportant source of information on a good
l[ist of attributes that ought to alert us when a
station is declining in safety culture.

MEMBER ROSEN: But, eureka. That is
exactly what we have been asking to have done. Am

not right, George, that we would have a set of
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i ndicators for safety culture?

MR. FELGATE: Well, these wll be
attributes.

MEMBER ROSEN:  Attributes. VWhich would
t hen have indicators, presunably.

MR. FELGATE: Well, that's the next step.
| didn't -- it's not on the slide, but --

MEMBER ROSEN: Wel |, to what degree can we
wor k together on this thing?

CHAI RVAN APOSTOLAKI S: No.

MR. FELGATE: Well, actually, | was going

MEMBER ROSEN: Wait a minute. Before you
say no let's just --

CHAI RMAN APOSTOLAKI'S: | just said it.

MEMBER ROSEN.  Ckay.

(Laughter.)

MEMBER ROSEN:. | said to what degree and
you said no. Ckay. You have given the zero answer.

MR FELGATE: | will junp to the end here
then and say that everyone el se has addressed their
i nput on rules, whether rulemaking is appropriate in
this area. It'sreally not INPO s area of experti se,
but et nme offer that this strikes ne as an area where

INPO is particularly well suite because of the
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subj ective nature of culture, because of the -- you're
not tal king about rules, you're tal king about very
fine intuition mybe even is a word that you can use
that something isn't quite right in the organization
that you want to bring to the nmanagenent teanis
attention.

We think we're particularly suited, and |
woul d suggest that perhaps the di scussion we shoul d
have is to what extent can the NRC nonitor |INPO s
activities in this area? What does | NPO need to do?
VWhat additional sharing with the NRC does | NPOneed to
do to give the Agency sufficient assurance that the
i ndustry is in arobust way addressing safety culture
to the point of not allow ng another surprise like
Davi s Besse to occur?

MEMBER LEI TCH. CGeorge, can | --

CHAI RVAN APOSTOLAKI S: And | woul d say yes
to that.

MEMBER ROSEN:  You woul d say yes to that.

CHAI RMVAN APOSTOLAKI S: | woul d say yes to
t hat .

MEMBER LEI TCH: Can | --

CHAI RVAN APOCSTOLAKI S:  Go ahead.

MEMBER LEI TCH: -- give you sone

observati ons and get your reaction to then? Like you,
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my own personal feeling is the NRC has all the
regul atory authority they need, and where they don't
have absolute regulatory authority they have
consi derable influence that they can exert on the
managenment of an organi zati on, even extra regul atory
authority. But yet Davis Besse happened and what can
we do about that situation?

And in ny mind, | go back -- and how can
I NPO help in that regard? In ny mnd, | go back to
the very creation of INPOfollow ng the TM acci dent,
and we tal ked about in the year or two foll owi ng that
what we coul d do about operator training or training
of nucl ear plant personnel, in general, and whet her
the NRC should do that or exactly how we should
proceed in that regard. And | think there are a | ot
of parallels between that situation and the situation
we're dealing with now

And what was finally agreed to, and |
guess a hi gh-1level discussions took place between the
NRC and I NPO at that tinme, and basical ly that work was
ki nd of subcontracted to I NPO through the Nati onal
Acadeny of Training. They accredit training prograns.
Al'l the training prograns are accredited every four
years, there's a high-level panel where there's al so

an NRC nenber, | believe, sits on that panel. At
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| east that used to be the case, and | think it still
is. Andreally | think over the 22 or so years since
that's been in effect we have had a great deal of
confidence in the health of the training prograns.

| think there's been very good training
prograns, and they've continued to nmaintain their
excellent status in the industry, and | think it's
because of that accreditation process, which invol ves
plant visits, it involves plant managenent goi ng down
and having to face this high-level panel, and we al
know that if I NPO doesn't fulfill their role in that
to an excel l ent degree, the NRCis going to junp right
in and do it for them so to speak.

So | really think there's a lot of
parallels there. 1n other words, it seens to ne that
a lot of this work could be given to I NPO to watch,
because | think INPO is better organizationally
positioned to | ook at these things than is the NRC,
because you have a m ssion -- your mssion doesn't
require the sane objectivity that a regulator's
m ssion requires. And | think maybe there could be
sone kind of a blue ribbon panel and senior plant
managenment conmes down that is after the plant
eval uations and you' ve collected all the data, all the

observations, that senior plant nmanagenent cones down
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and faces this blue ribbon panel. 1In as nmuch the sane
as we have to defend our training progranms, we have to
defend issues relating to safety culture.

MR, FELGATE: Yes. | don't know if |
would -- | nmeanthere's quite a bit of infrastructure,
as you know, associated with the National Acadeny for
Nucl ear Training, and I'mnot sure I'msitting here
suggesting that we go to that extent with safety
culture. M point is just that because of the nature
of the issue, | think we're better suited to | ook at
organi zational influences on safety culture than the
NRCis. Not areflectionin any way on the NRC, it's
just the nature of the issue.

And | think that there's obviously sone
need to observe then what we are doing to satisfy the
Agency that we're doing that, the industry is doing
that in a robust and thorough fashion.

MEMBER LEI TCH: Well, my concernis you're
responding to SOER -- you know, the industry is
responding to SCER 0204, but to what extent is that
going to be institutionalized? O five years from
now, will the industry still be |ooking for these
| ong-standi ng problens? WII| they still be bringing
to the new operators the l|lessons |earned at Davis

Besse? There's going to be a lot of turnovers. In
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ot her  words, is this process going to be
institutionalized sonehow or is it |INPO SCER 0204,
they conme in and do a plant evaluation, check off,
okay, you've done all that, but what about the next
pl ant eval uation and the next one?

MR. FELGATE: In fact, we have a process
in place already for certain SCERs that are, based on
our industry review groups and our own opinion at
| NPO, have ongoing inmportance to the industry. And
this certainly would be in that category, our what we
call select SCERs, and have an ongoi ng continuous
i npl erent ati on.

MEMBER ROSEN: Well, | think this is
clearly that kind of select SCER, but Gant's point,
seens to ne, isright onwith that idea that sonme sort
of arrangenment, a la the training arrangenment but not
with all the bells and whistles of the National
Acadeny. But not to say that there wouldn't be some
sort of formalities in the process but maybe not the
sane formalities or nodalities that are with the
Nucl ear Nati onal Acadeny. But | think you' re right on
there --

MEMBER LEI TCH:  But couldn't we use that
as sone kind of a nodel for, hey, this is what how we

dealt with sone very serious issues right after TM,
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and is this any |l ess inportant?

MR FELGATE: Yes. Again, | think what
" m di scussing here is a concept. As far as the
details of inplenentation, an organi zation that isn't
here right now that would have to be very nuch
involved in that is NEl.

MEMBER PONERS: | guess | ' mper pl exed, and
as nost of the nenbers know that's bad when |'m
per pl exed, | guess.

MEMBER ROSEN: Bad for you, anyway.

MEMBER PONERS: Yes. | nean we've been
di scussi ng Davis Besse here and we' ve concl uded t hat
the operating institution at Davis Besse failed.
O her peopl e have expl ained to us howthe NRC fail ed.
And we' ve had an expl anation of INPOfailed. Andthen
you' re com ng back and say, Ch, but INPO s the one to
correct that." And |I'mdesperate to try to find out
what evi dence there is to suggest that | NPOwho fail ed
just as much as the other institutions involvedis in
apositiontocorrect itself effectively here? | nean
what evidence is there -- 1'm sure you're very
confi dence that your institution can, but don't you
have to prove yourself first?

MR. FELGATE: | think that's well said.

We' d have to prove oursel ves.
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MEMBER LEI TCH: Vell, | think you're

organi zational ly positioned. The mi ssion allows them
to be | ooking for excellence. This organization can
assure that there's never another event |ike Davis
Besse. | nean they can make an absolute iron clad
guarantee that it never happens again.

CHAI RMAN  APCSTOLAKI S: G aham  you
mentioned TM. As far as | know, there was a torrent
of regul atory actions after that, so|l'mnot sure what
t he nodel you're talking about is. | nmean it's true
that the industry responded, I NPO was created and so
on, but I'mnot sure that at any point the NRC said,

"Oh, now they have INPO, so we don't have to do this

A B CD."
MEMBER POAERS: Wel |, that's not correct.
MEMBER LEI TCH: Well, with respect to
training, | think that was the case.

MEMBER ROSEN: Yes. Wth respect to
training there was that agreenent, not with respect to
the torrent, the design changes and all that, wth
respect to training of plant staff.

CHAl RVAN  APOSTOLAKI S: What kind of
oversi ght did the Agency have on that?

MEMBER POVNERS: They have a fellowon the

panel .
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CHAl RVAN APCSTOLAKI'S:  Sorry?

MEMBER POVNERS: They have sonebody --

CHAl RVAN  APOSTOLAKI S: But, you see,
trainingis different fromthisissue, because hereit
seens to ne you have to have the trust of the utility
managenment, and one of the hallmarks of [INPO s
operations, being that they do have that trust,
because they're frank with them but al so your reports
don't |eak out. | mean they don't becone public
know edge. And it seems to nme if you want to be
effective in issues |ike safety culture and you find
something wong, you do want to do that in a
controll ed environment and tell themfrankly what you
think without fearing that that will appear in the
newspapers the next day.

MEMBER ROSEN: That is an issue. | think

CHAI RVAN APOSTOLAKI S: But if you al | owus
in, well, I don't know.

MEMBER ROSEN: Wl |, our accreditation
reports are also private, just |ike our evaluation
reports are private.

MR. FELGATE: | guess what | would say in
closing, and I won't go over the |last -- you have the

slides in your notebook -- is we're proceedi ng down
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this path because it's fundamental to | NPO s m ssi on,
it's fundanental to what our nmenbers expected INPOtoO
do is to not all ow another event that has the results
in a plant to be -- that reflects a breakdown in
safety culture or results in an extended shutdown
period for a plant, to not | et that happen again. |
don't think it would be in the best interest of
anyone, quite frankly, for there to be a lot of
duplication of effort. W feel thisis fundanental to
our mssion, and we're proceeding on the path that
|"ve tried to outline here today. To the extent that
t he Agency can nonitor and assess our effectiveness,
| offer that as an opportunity.

CHAl RVAN APOSTOLAKI S: Thank you very
much. | particularly like that slide where you said,
you know, we're going to do this and this and that
because we failed there. |'m wondering whether the
NRC is going to do that at sone point and say, "We're
going to do a few things because we identified sone
weaknesses in the way we do things."

The next speaker is M. Meyers fromFirst
Energy Nucl ear Operating Conpany. M. Meyers?

MR. MEYERS: Thank you.

MEMBER ROSEN:  You need to tell us why you

qualify to be here, a Ilittle bit about your
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background.

(Laughter.)

MR. MEYERS: Let's go to the next slide.
|"m Lew Meyers. |I'mthe Chief Operating Oficer of
First Energy Nucl ear Operating Conpany, and for the
| ast year 1've been assigned to the Davis Besse
station for the return to service of that station.
From a safety culture standpoint and a return to
service, | tell everyone nowthat since |'ve been over
there | sleep like a baby -- | wake up every two hours
and cry.

(Laughter.)

To give you a historical perspective of
the Plant and how we got here, and | am proud to be
here today, | tal k about the safety cul ture nodel that
we have in place and then the safety culture
i mprovenents we've put in place. Today, | listened
and | cane with a presentation. After listening to
Charl es Dugger, there were sonme things that | agreed
with and disagreed with, sonme things that Howard
VWhitconb said that | agreed with and di sagreed wi th,
and Alan Price and Clare Goodman. So | don't know
exactly what |I'mgoing to say now after | listened to
all the other people talk. But first history.

You know, | mentioned 9701 --
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CHAI RVAN APOSTOLAKI'S:  But you will tell

us where you agree and di sagree.

MR. MEYERS: I will. |'ve got notes.
First, 9701. You know, | think if we had i npl enent ed
9701 properly, as we said in the safety analysis we
subm tted to you fromthe owners group, we woul d have
found the | eak very early and probably woul d not be
sitting here today. | think if the owners group had
cone back and made sure that the utilities did what
t hey said, we woul dn't be sitting here today. And all
the various inspections could have kept us from
sitting here today. So that's all history.

Now, we did have the event that was
identified March 2002, and we wound up entering the
350 process, and the FENOC return to service plan has
seven building blocks that I'lIl show you. Those
bui | di ng bl ocks wer e desi gned usi ng t he experi ence of
alot of other plants that were shut down for extended
outages to give us a conprehensive | ook at our plant
and to ensure that when we bring the plant back that
we've addressed issues for consistent [|ong-term
per f or mance.

Let ne show you the buil ding bl ocks very
qui ckly. The return to service plan has the seven

bui | di ng bl ocks to the react or head resol ution. W've
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now cut a hole in our containnment, repaired the
contai nnent, install ed anewhead, that buil di ng bl ock
supply is conplete. 1In fact, the head' s on, hooked
up, and we've already pressurized the reactor up to
250 pounds.

We went t hrough each and every one of our
prograns that we identified. | think there were |ike
45 prograns. And we did a type one and type two
programreviews. A type one programreview was when
we brought an i ndependent group to really go through
the programin detail and nake sure that it net al
the industry standards. A type two program was a
programin which we did a reviewto nmake sure that it
neets the regulatory requirenments and we had good
ownership, and that's conprehensive. And we went
t hrough those programnms i n good detail. That buil ding
bl ock is basically conplete.

The cont ai nment heal t h bui | di ng bl ock has
been enornmous. We've installed new-- we painted our
dome. About an acre of paint we had to scrape of our
done. We've identified issues in our containnent,
we' ve replaced the contai nment sunp strainer, if you
will. Nowwe believe we have the npost robust strainer
in the industry. And we've taken a lot of other

actions in our containment. And if you went in our
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contai nnent today, we've rebuilt all of our
containnent air coolers, | nean they're new. The
coolers are new. That was a huge, huge job. The
ventilation duct work that goes into those coolers is
new, stainless steel -- huge job. So there's been a
| ot of progress there. That building bl ock we shoul d
be closing that out on the 20th of this nmonth, so
we're |ooking forward to getting out of the
contai nnent. What that neans is we'll be handing of f
to Operations, and we' || put the mi ssile shields doors
back on containment. W' ve already pressurized the
contai nnent and done an integrated |leak rate test
al so.

From a system health standpoint, we've
gone down all of our systenms. We've | ooked for signs
of degradation, we |ooked for conpliance with the
codes, we | ooked for boron |eaks, and we qualified
people to look for boron | eaks, so it wasn't just a
bunch of operators go out there and | ook for boron
| eaks. W sent themthrough a training programthat
we devel oped ourselves to | ook for boric acid. So we
think that was effective.

The next building block that we have is
the restart test plan. That's the plan that we have

in place where we will start the -- we will heat the
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pl ant up using punp heat and prove that all the work
t hat we' ve done is in good stead. That's an industry
| esson learned, if youw ll, for plants that start-up
and then have a |l ot of problenms. W're going to try
to flush all those problens out prior torestart, and
So our intention is to heat the plant up. W' ve
already ran the reactor coolant punps for a couple
hours each. W' re doing the 250-pound test, but we
want to go up to near about 2,250 pounds nornal
operating pressure and as close as we can get to
normal operating tenmperature, check out all of our
equi pment that's not run the |ast year, condensate
punps, feed punps, and then stay there for seven days.

And then we cone back down then it's our
intention to do a bottomhead i nspection at that tine.
But we' ve done a very thorough mappi ng of our bottom
head, of our reactor. W did not have a pernmanent
cavity seal, we do now in the containnent, and so
we've installed that this outage. W' ve cleaned the
bottom head in great detail, so we're going up and
stay for seven days. W' ve had Framatone do some
anal ysi s which we presented to the NRC. W know after
seven days we can detect ten to the mnus fourth
| eaks.

W've alsoinstall ed a newfl eece nonitor
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on the bottomhead. | thinkit's one of akind. It's
a detecting systemusing a solid state detectors. It
| ooks for humdity and will detect -- and we're going

to test that during that heat-up to prove it. W're
going to inject small anpbunts of vapor into the
system and we believe that that systemw || detect
ten to the mnus fourth, | think it is, gallons per
m nut e | eakage, very snmall anmounts of | eakage in one
of the reactors if we ever were to have a bottom head
leak. We're the first plant in the United States to
install that system | think it buys us a lot of
margin. It's used in Europe by 12 plants, and it's
been performed wel | at those plants, so we're excited
about that.

Sowe'll finishthe restart test plan and
that gets the Plant back online. Prior to that, and
ongoing and even after the restart, there's a
managenment human performance excel l ence plan that we
have in place. Al of that feeds into the restart
action plan. And then we create an i ndependent panel
of what we think are industry experts, and they're
really i ndependent. Modst of you all would know sone
of the people on there. That panel provides feedback
to us on other things we should | ook at, and their

charter has themto agree with us that -- not justify
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why we shoul d restart but that we should restart. And
there's a difference there.

CHAl RMAN APOSTOLAKI S: Wasn't there a
Saf ety Review Board in place before the incident?

MR MEYERS: The Nucl ear Oversight --

CHAl RVAN APOCSTOLAKI S: Yes.

MR. MEYERS: Yes, sir.

MEMBER ROSEN:  CNRV.

MR MEYERS: CNRV.

CHAl RVAN  APCSTOLAKI S: Aren't they
supposed to be independent?

MR MEYERS: Yes.

CHAl RVAN  APOSTOLAKI S: So what --
obviously, they didn't warn the nanagenent that
somet hi ng was w ong.

MR MEYERS: |If you go back and | ook --

CHAI RVAN APOSTOLAKI S:  So why is this new
panel going to be independent?

MR. MEYERS: |f you go back and you | ook
at that Nucl ear Safety Review Board, this one's at a
hi gher level for one thing. They have the right --

CHAI RVAN APOSTOLAKI S: So i ndependence
rises as --

MR. MEYERS: They have the right to say

yes or no to restart. But the independent Nucl ear
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Safety Review Board we would tell you that would be
one of the things that failed at the Davis Besse
Plant. They did |ook at the potential head | eakage
with the data they had. They nade decisions that
probably for the sake of evaluations were okay. So
woul d tell you that group did not serve their function
for this particular issue. So we've done some things
in that area al so.

CHAI RVAN APOSTOLAKI S Ckay.

MR. MEYERS: VWhich is in the human
perfornmance area, okay?

CHAI RVMAN APOSTCOLAKI S: Good.

MR. MEYERS: In fact, sone of the new
charter -- newways of | ooking at things nowthey wl|
be involved during outages. W bring them in

routinely to help us |look at things where they only
neeti ng once a quarter or something and a coupl e days
at the Plant. W're integrating themat various parts
now, so there's a new way of business now with that
group. Ckay.

From a historical perspective also, in
August we gave you the root cause report on the
reactor vessel head. What we would tell you there is
that -- let's seeif | cando this correctly -- is the

production focused established by the managenent,
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conbined wth taking mnimal actions to neet
regul atory requirenents result in acceptance of
degradation. In short, industry experience, |ack of
i ndustry experience and | ack of techni cal questi oni ng
and attitude by the nanagenent.

W' |l go back and | ook at the history of
Davis Besse. 1In a few nonents, we'll talk about a
safety culture nodel which is nuch |ike the Dom nion
nodel . We found that our enployees identified
pr obl ens. In fact, they're not afraid to identify
probl ems. N nety-five percent of our enployees say
they'd wite a CRin a second, and at this tinme they
conpl i ment us on our onmbudsman programwe have, so we
get fairly good marks there.

However , when those programs were
identified in our corrective action program there
were 29 CRs witten, not that I knowthis or anyt hing,
but the CRs were kept at a very low level and
basically given to organi zati ons and t hrown away. So
we did not raise the CRs to the right level, we did
not root causes |ike we should have, and those were
managenent issues. So if you go | ook at the building
bl ocks of policy |evel decisions, managenent |eve
conm t ment and enpl oyee | evel conmtnent, the top two

are the ones we woul d focus on the nost for the return
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to service or Davis Besse.

Sone of the attributes that we found by
t he managenment and human perfornmance root cause -- if
you go | ook at our managenent i ntrusiveness, technical
guesti oni ng was not there, invol venment was not there.
The chief operating officer of FENOC was in the
contai nment for the last refueling outage nore than
nost of the nmanagers. He went into containnent one
time. That's probably not the top of nmanagenent t hat
the gentleman fromM || stone descri bed today or that
| would be accustoned to. So the technica
guestioning and the involvenent of Managenment was
sonehow |imted.

| sol ati oni sm was experienced throughout
the Plant, not only isolationismto the industry but
bet ween group. We tal ked about that today. You know,
t he teamwor k was mi ssing. Operations had a hands- of f
attitude. They becane sort of bus drivers. They
woul d run t he equi prent. When bui | di ng det erm nati ons
wer e made, the engi neers were just called over. They
t hen cane over, convinced their shift supervisor that
their operability determ nation was correct and
expl ai ned why, sort of a hands off attitude. So there
was i sol ati onismto the industry, isolationi smbetween

gr oups.
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The corrective action program was not
i npl emented properly, as | said. At our other plants,
we reviewevery CRin the norning neetings, every day
to make sure that they' re properly classified. Didn't
happen at Davis Besse. |1'Ill give you another good
exanpl e. At our Davis Besse Plant, we t hought we had
exactly the sane corrective action program at all
three of our sites. At our other two sites, which
|"ve worked at, an operability issue is called an
operability determ nati on. The engi neers go of f, they
do an eval uation, they come back and they explain to
the shift supervisor why that evaluation's okay. At
the Davis Besse Plant, that sane issue was called
operability justification. So we told the engi neers
right up-front what we wanted themto do to justify
it.

Root cause |like rigor. Operability
evaluations were narrowy focused, oper ati ons
| eadership was focused only on operating the Plant,
material condition issues were not resolved, silo
mental ity between plant work groups and then witten
policies did not support strong safety focus. Ve
found that to be true in the nmanagenent human
performance report, all those issues.

I n August of -- if you need to understand
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our safety culture, in August 2002, we set out to
understand that so we did the safety consci ous work
environment survey that the industry uses. W got
sone surprises there. VWhat we found was there's
reports in place fromyears ago that there was a cl ay
| ayer buil di ng between managenent and t he enpl oyees.
The solution to that was not to do anynore surveys, SO
t hat probably didn't solve that problem

January 2003, we devel oped a FENOC saf ety
culture nodel, which I'll show you in a nonent. And
January of 2003, we di d an i ndependent revi ewat Davis
Besse that was conducted by Ms. Haber and her group,
Human Per f or mance Anal ysi s Corporation. That was a --
but that eval uation was very nuchinline w th what we
t hought to be true. W think that wound up being a
very good product for us. March of 2003, the enpl oyee
saf ety consci ous wor k envi ronment survey was perforned
agai n, and we showed about a ten point inprovenent in
our all areas, so we were happy with that.

Let nme share our definition of safety
culture, next slide. This data synbol, you have
characteristics and attitude. Attitudes in the
organi zation and in individuals which establish an
overriding priority toward nucl ear safety activities

and that these activities receive the attention
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warranted by their significance.

Now has ever ybody seen that definitiontwo
or three tinmes today? No, you haven't. There's sone
key words that are different. Well, we al so say "and"
-- and overriding priority towards nucl ear safety, and
we changed it alittle bit. Very simlar. And that
issues receive the attention warranted by their
si gni ficance. That neans nanagenent invol venent,
okay? So, you know, that's our definition. It's very
simlar. W have nodified it slightly.

CHAI RMAN APOSTOLAKI S: You shoul d use Wr d

MR, MEYERS: Excuse ne?

CHAI RVAN APOSTCOLAKI' S: You shoul d use Wor d
to wunderline the differences from the inside
definition.

MR. MEYERS: kay. The word, "and,"

establishes and. And's different. They have sone
commas and stuff there in the other one. "Towards
nucl ear safety”" is a difference, so the word,
"towards." Activities versus issues -- "and that

t hese issues,"” so there's a few key word di fferences
there. And that's about it. OQher than that, it's
the sane definition. So we defined safety consci ous

wor k environnent as that part of our safety culture
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addressing enployees' wllingness to raise safety
concerns and managenent's response to these concerns.
The gentlemen from MIllstone today he said it
el oquently. It doesn't matter what the concernis, we
need to take themseriously. Everybody's concern is
a serious concern to them and how we address those
and respond to those concerns is extrenely inportant
to gain trust of our enployees.

MEMBER LEI TCH: Lew, did | understand you
to say that your evaluation cane up ten points?

MR. MEYERS: Pretty nmuch across the board,

yes.
MEMBER LEI TCH: And what tine frame was
t hat ?
MR. MEYERS: Well, the last one we did |
think was in August. |'msorry, it was --

CHAI RVAN APOSTOLAKI S: Mar ch.

MR. MEYERS: -- March, yes.

MEMBER LEI TCH: And t he previ ous one was?

MR. MEYERS: | think safety conscious work
environment, so August of |ast year.

MEMBER LEI TCH: So they're both after the
probl em

MR. MEYERS: Yes. Yes. W wanted to

benchl i ne, take a nmeasurenment and then we' Il probably
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t ake anot her measurenment in the fourth quarter this
year, see howwe' re doi ng. So surveying our enpl oyees
really --

CHAI RMVAN APOSTCLAKIS:  What is this ten
you mnentioned?

MR, MEYERS: Excuse ne?

CHAI RVAN APOSTOLAKI S:  You said ten. Ten
what ?

MR. MEYERS: |If you go |ook across the
board and you say, you know, how did we inprove, we
saw a pretty good step change, and it was |ike 35
guestions that we asked and a ten percent i nprovenent
across the board --

CHAl RVAN APOSTOLAKI S:  Okay. Ckay.

MR. MEYERS: -- fromthe questions that we
asked.

MEMBER LEI TCH: 1'I1 ask this question of
sonme of you later but inthat tine frane between t hose

two evaluations, | read an article inthe Tol edo Bl ade

or sonething |ike that where | guess it was the CEO or
soneone at that level said, "If we don't get this
pl ant back online soon, we're going to shut it down."
Do you think that had any i nfluence on the answers to
t hose questions?

MR MEYERS: No, | don't. In fact, that
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was way before that. But, you know, go |ook a the
guesti ons we asked. They're asked in a way where
you'd have to ask -- there's correlations between
guestions, these three questions are correl ated, and
you've have to get themall right. So we |ooked for
little deviations also, and we did find sone
deviations but | don't know what they were at this
time. But we | ooked for that correlation, as a matter
of fact. But we asked a simlar question three
di fferent ways.

| f you go | ook at the FENOC safety cul ture
nodel, it's very simlar to what we | ooked at today.
Policy-level commtnent is a corporate thing, and it
may be true that we have all the policies in place and
the policy statements to address safety culture. And
to be honest with you, we found t hat we t hought we had
all that stuff but, you know, it wasn't nearly as
clean as we thought it was or well understand. In
fact, if you go ook at our Davis Besse Plant, the
managenent val ue structure, when we got over there we
found -- when | got over there | found that the FENOC
val ues were not bei ng used at Davi s Besse, neither was
t he FENOC mi ssion of vision. They had their own.

CHAI RVAN APOSTOLAKIS: So it's not really

charts like these that are inportant, it's how you
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i mpl enent these things.

MR MEYERS: That's right. It's the --
"1l show you sone nore in a mnute.

CHAI RVAN APOSTOLAKI S: Yes.

MR. MEYERS: From a plant nanagenent
st andpoi nt, a nmanagenent-| evel comm tnent, that's the
comm tments that the | ocal managenent have to safety
culture, and the attributes that we nonitor are over
on the -- the commtnents that we nonitor are on the
left hand side, and then the individual-Ievel
commi t ment areas and then those areas that they would
nmonitor on the right hand side there. Let ne go to
t he next slide.

MEMBER ROSEN: What's the significance of
t he col ors?

CHAI RMAN APOSTOLAKI S: The col ors, what do
t he col ors nean?

MR. MEYERS: Well, in our |ast assessnent
-- inour first assessnent we graded oursel ves hi gher
than we did in our |ast assessnment, but we still
bel i eve that we' ve made i nprovenents. But if you ask
us right now how we woul d grade oursel ves today as we
sit here in each of these areas, before we nmake a node
change or a change to |oad fuel or any significant

mlestone at the Plant, we sit down and so an
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assessnment. Now, you notice |I'mnot using the word,
"monitoring,” I'musing the word, "assessnment."” W
di d an assessnent of what we think our safety culture
is there and are we ready to nove forward based on
t hat assessnent.

And t hat assessnent takes about four days
and i nvol ves every manager and a | ot of the enpl oyees
at the Plant. So we bring the enployees in and we
tal k to themabout managenment observations at random
and we go through each and every departnent and we
have a group of questions. And 1'Il give you an
exanpl e of some of those questions. |"ve got a
procedur e back here that we use, but just for exanple,
you know, if you go look at criteria related to
guestioning attitude under the individual comm tnent
area, we nay have five sheets |ike this where we have
qual ity of pre-job briefing, and the teamhas to cone
in and grade how well that group is doing pre-job
briefings. So we have specific criteria, and we do
that for each and every group, so every group has to
come in. And this is only one page of probably 50
pages you've got to understand. It's not 50 but |
think it's 40 pages or sonething.

So they have to go through all this

criteria. The percent of CRs per group, and they have
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t o grade thensel ves on how many peopl e are witing CRs
in their groups. And if they're not identifying
probl ems, you know, no one in their group is
identifying any problens over a quarter, that's
probably a problem right? The nunber of programmatic
CRs, progranms and process error rates we | ook at and
then raising problens, I|ook at the managenent
observation programthere. And so we have a group of
guestions and each group has to conme in and present
that to the total team

W also have a quality oversight
perspective where they cone in and give their
perspective on that assessnment. And then the team
gi ves feedback to the group. And many tinmes when the
group cones in they' Il be green and when they | eave
they're red. So it's like a four-day process that
we' ve used each and every tine we've nade a change to
ensure that not why we should go forward but that we
are ready to go forward.

CHAI RVAN APOSTOLAKI'S:  I' mnot perpl exed
but maybe puzzled --

MR, MEYERS: Yes.

CHAl RVAN APOSTOLAKI S: -- by the first
one, quality of pre-job briefs. How does that differ

fromyellow? It's exactly the sanme words.
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MR MEYERS: In the red one there's a

not .
CHAI RVAN APOSTOLAKI S: What is the "not?"
MR. MEYERS: Are not acceptable.
CHAI RVAN APOSTCOLAKI S: Are not accept abl e.
Oh, okay. You see the significance of one little
wor d.
MR. MEYERS: Yes. "Not" rmakes a
difference; it's a big word.
CHAl RVAN  APOSTOLAKI S: So with sone
exceptions is different fromin general, right?
MR. MEYERS: Ri ght . So sonme of these
t hi ngs are subj ective and sone are not. Sone are very
objective. So there's alot of subjective questions,
a lot of very especially very objective questions,
i ke nunber of work orders in the backl og, nunber of
late PMs. That's all here too in these questions.
CHAl RVAN APOSTOLAKI S: So if | say the
observations -- the procedures in general are
acceptable, that's different fromthe procedures are
acceptable with sone exceptions.
MR MEYERS: Right.
CHAl RMVAN APCSTOLAKI S: VWhat is the
di fference?

VMR. MEYERS: Well, we have criteria on

NEAL R. GROSS
COURT REPORTERS AND TRANSCRIBERS
1323 RHODE ISLAND AVE., N.W.
(202) 234-4433 WASHINGTON, D.C. 20005-3701 (202) 234-4433




10

11

12

13

14

15

16

17

18

19

20

21

22

23

24

25

264

t here.

CHAI RVAN  APCSTCOLAKI S: Ch, you have
criteria, okay. GCkay. This is not the only guidance.

MR, MEYERS: No.

CHAl RVAN APOSTOLAKIS:  In fact, this is
not guidance at all, this is just what yellow red,
white and green are.

MR. MEYERS: Ri ght, what we woul d di scuss.

MEMBER LEI TCH: What, if any, role does
| NPO have in this process? Is there a point at which
| NPO conmes and does anot her eval uati on and says, "Ckay
to go."

MR. MEYERS: To be real honest with you,
we' ve asked I NPO on several occasions already just to
have managenent -- we' ve had bl ue ri bbon commttees in
there, we had an |INPO assessnent [|ast week, an
i ndustry assessnment of our ETAP program that we're
putting in place. ETAP's an electrical distribution
program We found that the nodel was somewhat out of
date so we' ve upgraded the nodel. So we brought sone
people in from Duke and other utilities and an | NPO
person. And so if you |l ook just about on a weekly
basis, there's sone kind of industry group at our
Pl ant doi ng sonme assessnent.

MEMBER LEI TCH: That's a special visit in
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some particular area. | guess ny questionreally is,
is there an overall time at which | NPOcones in, |ooks
at the whol e process and says, "W agree, and it's
okay to go."

MR, MEYERS: No.

MEMBER LEI TCH: They're not inthe |l oop as
far as that's concerned.

MR. MEYERS: And what we do have is on the
Restart Oversi ght Panel we have an | NPO per son on t hat
Panel .

CHAI RVAN APOSTOLAKI S:  One of the things
that this brings up, which is a concern of mne
regardi ng nost of what i s being saidand witten about
inthis field, is that in some i nstances we focus too
much on nunbers and this process doesn't seemto be
risk informed. For exanple, | don't care that they
had X process errors. It's the one error that is
really risk-significant that worries me.

MR. MEYERS: You'll findthat there's sone
qguesti ons about significant CRs too. |'ve got 20, 30
copi es of the procedure back there with ne.

CHAl RVAN APOCSTOLAKI S: Yes.

MR. MEYERS: ['Il giveit toyoutodayif
you want .

CHAI RVAN APOSTCOLAKI'S:  All 20 copies to
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me?

MR MEYERS: No, I'll give you one.

CHAI RVAN APOSTOLAKI'S:  Oh, just one.

MR. MEYERS: This is only one sheet out of
t he whol e procedure. It gives you sone exanpl es.

CHAI RVAN APOSTOLAKI'S: But isn't it true,
t hough, maybe this is part of -- a lot of this stuff
doesn't appear to be risk inforned. | nean the

significance of what is being done doesn't appear to
be a factor, so many conplaints, so many this, so nany
t hat .

CHAI RVAN BONACA: But t he number of error
sis inmportant because you don't know which ones are
going to be significant or not.

CHAI RVAN APOSTCLAKI S: But |I'm worried
about the single error that is really lethal.

CHAI RVAN BONACA: | under st and t hat but - -

MEMBER PONERS: Ceorge, you're a POA
person. You know that very, very seldomis a single
error lethal, that nost tines it's a conbi nation of
t hi ngs.

CHAl RVAN APOSTCLAKI S:  But even in that
context, though, not all errors are equival ent.

MEMBER PONERS: | understand that.

CHAI RVAN APOSTOLAKI S:  Cognitive errors
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are nuch worse than sinple |apses.
MR. MEYERS: W would call that a
significant division of quality --

CHAI RVAN APOSTOLAKI S:  Yes.

MR. MEYERS: -- in our CR process, and
that would be reviewed as part of this. Any
significant --

CHAl RMAN  APCSTOLAKI S: That's good.

That' s good.

MR. MEYERS: Okay. And let nme give you
very quickly some of -- because George used all ny
time up -- some of the actions we've taken.

MEMBER POVERS: That's very bad form
That never happens on this Comm ttee.

CHAl RVAN APCSTOLAKI S:  Go, Lew, go.

MR. MEYERS: Okay. From a policy-Ievel
comm tment, the Board of Directors passed aresol ution
on nucl ear safety. W do not have that straight from
our Board. We established a policy on nuclear safety
culture. That policy didn't exist before. W sort of
had it laid out sonme places but it wasn't clear. W
have a specific policy on nuclear safety -- on safety
cul ture now.

W created a Chief Operating Oficer

position. W were |ooking at that person. Qur
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corporate organization was nmore of a virtual
organi zation. W actually only had t he CEQ, our Chi ef
Operating Oficer, at corporate, the President of
FENOCC. So now we' ve created a person that all the VPs
report to that ensures that we're doing things the
sane at all of our plants. That's my job now, so as
soon as | get through the Davis Besse event, |'II| try
to go do that. And we created an Executive Vice
Presi dent of Nucl ear Engineering. W brought Gary
Lei di ch back and he's in that area now So we've al so
el evated and got our engineering nore consistent
across our sites.

W established a FENOC corporate
organi zation structure. W took our critical prograns
t hat we | ooked at when we di d the programrevi ews, and
we' ve creat ed a whol e organi zati on, our 16 fl oor now,
of program owners. The purpose of those program
owners is to make that the prograns are good quality,
that they're being i npl enented consistently and they
neet the regul atory requirenents. Sothere's probably
20 peopl e i n corporate nowthat we didn't have before.
So we don't have an isol ation type case |ike we found
at our Davis Besse Plant where they had different
vi sions, mssions, everything else. And in fact they

were still wearing Tol edo Edi son hard hats over there,
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rat her than our FENOC hard hats.

W i mpl enent ed an executive | evel quality
assurance position. Quality assurance, if you go back
and | ook at the way we used to do busi ness, reported
tothe site VPs. And if you go read the -- you know,
you tal ked about that | NPO gave you sone i deas about
sone of the things they had found in the past. |If you
go read our quality assurance reports that we had done
at our plant and read the report and ook at the
concl usions that were drawn at the end, they're not
consistent wwththe material inthe report. And we've
elimnated that now That quality is independent.
They not only report upto the Chief Operating Oficer
and the Site VP, they report to the Board. They give
a presentation to the Nuclear Subconmmttee of the
Board once a nonth. So they actually report to our
Boar d.

We strengthened the enployee concerns
program W established a safety conscious work
envi ronnent policy. Once again, that's focusing on
peopl e and people's right, listening to what people
have to say. W enhanced the FENOCC val ues, m ssion
and vision statenments, went back and revisited al
that. Froma managenent | evel area, we went back and

| ooked back at the seni or managenent teamand we said
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we want peopl e that are dedi cated to excell ence, that
inspire trust and believe in enployee devel opnment.
"1l tell you why. |If you | ook back at the "94 tinme
frame, we had specific things, |ike we had an operat or
pi peline program for devel opi ng mangers. That got
decreased to a certification program andthenit went
away all together at Davis Besse. So over tine you
can see that degradation from'94 to when we did our
root cause report.

So we' ve appoi nted a new seni or team and
that senior teamwe think has the attributes that |
di scussed. We've al so went down to t he next | evel and
we're still working on finalizing sone of the
managenment team We're | ooking for people that have
simlar attributes, they've involved in field work,
what | call intrusive managenent, and | think that if
you go | ook at our managenent team bel ow the senior
team now, they're pretty solid citizens. W've got
three nore jobs we're going to fill, and they'll be
very solid then. And so we're finishing up in that
area now.

W' ve est abl i shed t he managenent
observation ties to plant risk. Now, what does that
nmean? At our other two plants we had a procedure

where every day we | ook at all the jobs we're doing,
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and we do a ri sk significance of those jobs. And what
we do is for nmedium risk it requires managenment
review, and for high-level risk it requires director
reviewat the | evel belowne. So, you know, we didn't
have that at our Davis Besse Plant, but we had it at
our Perry and Beaver Valley Pl ant, so nowwe have t hat
at all three plants.

We inplenented a nmjor inprovenents in
pl ant safety margins. | told you about sone of those.
We then have a | eak rate programwe think will set an
i ndustry standard. That's specific criteria that
managenent has to take on trends, various nodel
increases ontrends. And it has things that we can go
correlate leaks to, like the filters you were tal ki ng
about. Soit's anintegrated process to go ask if you
see thi s change, howcan you correl ate that the change
isreal, and it gives you specific areas to goto. So
we think that's going to be a nodel

W strengthened the corrective action
program established an Engi neeri ng Assessnent Board.
One of the things we had at our other two plants that
we've institutionalized here is an Engineering
Assessnent Board. So if you want rigor, there ought
to be sonme board that your products from Engi neering

goes through to ensure that you have consi stent rigor
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in those products. And we already had that at our
Perry and our Davis Besse Plant -- our Beaver Valley
Plant, but it was not at Davis Besse. And t hat
ensures you keep that level of rigor there all the
time. It's like a quality check on your engi neering
products.

W' ve assi gned owner s and new expect ati ons
to t he engi neering prograns, i nproved probl em sol vi ng
deci si on maki ng processes. W have a procedure that
we use that we use the I NPOnodel from It's where we
get teans together of our best people when we have a
problem sit themdown and | et thembring us, "Here's
what we think caused the problem here's the
approach,” and then gets nmnagenment approval. And
that structure was not in place there at the Davis
Besse Plant, and it is now.

Revi sed t he conpet enci es and t he appr ai sal
process to i ncl ude nucl ear professionali smand nucl ear
safety consciousness. W do evaluations on our
managers each and every year, but we did not have
those two areas identified as conpetencies wth
criteria. W do now. So went back and | ooked at
that. We provide | eadership and action training and
addi ti onal conmpetenci es.

Qur programfor managenent devel opnent is
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call ed Leadership in Action. Wat |I can tell youis
the feeling | have is that we've really internalized
t hat program at our other two plants, but at Davis
Besse it's sonething we sort of check off and put on
the shelf and don't really institutionalize every day
like we do at our other plants. For exanple, if you
wal kK in our neeting roons at our other two plants,
you'll see our |eadership principles posted on the
wal | . They were not posted on the wall at Davis

Besse, so that's sone significant changes that we've

made in the managenent --

MEMBER POVERS

Way is that significant?

MR MEYERS: Huh?

MEMBER POVERS

MR,  MEYERS:

Wiy is that significant?

It's the behaviors you

di splay in neetings.

MEMBER PONERS: The behavior | display in
neetings, if anything is posted on the wall for nore
than two nonths, | ignore it.

MR MEYERS: Well, that's not true. |If
you post it on the wall, and one of the things we do
is adelta check after each neeting to nmake sure that
we conmply with the |eadership qualities that we
So if we don't --

pr of ess.

MEMBER POVERS: That m ght be significant.
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Posting it on the wall is not.

MR. MEYERS: Well, let ne say this: W've
institutionalized those qualities, and we work on t hem
every day.

MEMBER ROSEN:  Posting on the wall works,
because i f sonebody steps outside the boundaries of
one of those factors, sonmebody wi Il say, "Wat about
the third bullet up there? Are you really behaving in
accordance with that?"

MR. MEYERS. Yes. Do we beat this guy up
or not beat himup or do we really take this posting
seriously.

MEMBER ROSEN: Well, it's a way of
bringing it to his attention wi thout being too toxic.

CHAl RMAN  APCSTOLAKI S: Do we as a
Conmttee want to wite letters, |look at that frane
t here and ask oursel ves whet her what we'd wite?

MEMBER ROSEN:  Sure, we do.

CHAI RVAN APOCSTCOLAKI S: Ch, you' re uni que.
| never do.

MR. MEYERS: W do that at every neeti ng.
Qurs is large too. It's nuch larger than --

CHAI RMVAN APOSTOLAKI'S:  It's | egible.

MR. MEYERS: You can see it a mle away.

MEMBER LEI TCH: As an industry, | think
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we're fairly good at sharing operating experience,
what | would call plunbing and hardware issues, but
how do we share these managenent | evel comm tnents?
Presumably, there's sone very significant nanagenent
| essons that you' ve |earned here. | nean, for
exanpl e, you sai d you made sone mgj or changes to your
Of-site Safety Review Conmttee. | nmean how does
t hat kind of information get around the industry?

MR MEYERS: That's an excel | ent questi on.
One of the things we've done, and we' re probably goi ng
do anot her one before long, is we got with I NPO and we
did a road show, if you want to, wth all the
executives in the United States, and | went out --
went to Denver, Atlanta -- where else did we go?
Dal | as, New Engl and. So we went and had nmeetings with
all the executives at all the plants in the United
States. We went over all these |essons |earned and
nore. It was |ike a four-hour neeting where | NPO went
over their | essons | earned, and | spent a coupl e hours
wi th questions and feedback in small groups. And
we' re probably going to do that again sonetine in the
near future.

MEMBER LEI TCH: That's excell ent as far as
Davi s Besse's concerned. | guess |I'mjust wondering

is there any thought to institutionalizing that kind
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of a process?

MR. FELGATE: Just to address your
speci fi c question, one of the other recommendati ons |
didn't address from Davis Besse was | NPO to becone
nore involved in reviewing as part of our ongoing
eval uati ons t he oversi ght organi zati ons, corporate on
down. But as to the specific question you're asking
about, Nucl ear Safety Revi ew Board, and we'll factor
intoit the way we | ook at those, the | essons | ear ned
fromDavis Besse. So that institutionalizes that for
all the plants.

MEMBER LEI TCH: Ckay. Good.

MR. MEYERS: Now, from an enployee
standpoi nt, we've taken sone actions to inprove the
conmuni cations. It's amazing the things that | get
told. One of the things we've inplenented is what
call the four Cs neetings. That's neetings that |
have Wi thin enpl oyees about conpl i ment s,
conmuni cati ons, concerns and changes. W tal k about
the changes we're making in the plants, stuff I|ike
t hat . Today, | think I've net with over 500, 600
enpl oyees at our plants in groups of about 20 each.
VWhat | do there is | bring an independent person in
and they neet with the team-- the people one day so

they can bring up issues and I'mnot there. And then
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we can talk about them and have dial ogue. \What's

funny is usually when | go through the i ssues nowthe

guys w Il say, "I brought that one up." Soit's sort
of -- and that's a big change in the behaviors 1've
seen over the year. | think that's been effective.

We'veinstitutionalized-- tryingtoinstitutionalized
the listening process, if you wll.

From a managenent standpoint, we do town
hall neetings, all-site neetings and departnent
neetings now that we routinely schedule to get
i nformati on out -- and stand-downs. And what you get
from our enployees when you listen to them is,
"Nobody's ever taken this kind of tinme to talk to us
before.™ So it's really a pretty -- 1've really
enj oyed the neetings that |'ve had. | |look forward to
them And at the end of each neeting we do a delta
check, and then we -- and | take actions that | foll ow
up on, and we agree that | will take actions on these
i ssues at the end of the neeting. And we do the sane
thing with town hall neetings and t he stand-downs, so
we think we've inproved the comruni cations with our
enpl oyees.

We provide reactor head case studies to
all of our enployees. That was a full day training

wher e we st opped t hings on-site and i n groups of about
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-- and various work groups just sat down and went
t hrough thi s whol e case study. W' ve done supervi sor
refresher training, Leadership in Action, supervisor
training on the safety conscious work environnment,
which is specific safety conscious work environment
we're giving to all the supervisors now again. W've
i npl ement ed our operator | eadership plan. Renenber,
one of the issues we had was we told you we did that
| arge root cause too. That spurred us to go do sone
smal | er root causes. And one of the ones we did was
in Operations, another one was the independent
oversight group that you tal ked about a while ago.
And t hat made us make changes there. And you heard
about sone of the i ssues that we cane out with in the
Operations root cause. So we've got that plan in
pl ace and are tracking itens. It all folds up and
under the managenent human performance pl an

W strengt hened the individual ownership
and the conmtnent, both in engineering, operator
i censing, operational deci sion maki ng process and t he
shi ft manager command and control. Qur CEO has net
wi t h each one of our shift supervisors personally, and
| have taken groups of three shift supervisors at a
time to Akronto sit down for a coupl e hours, each and

every shift supervisor that we have at Davis Besse.
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And we'verewittenthe duties and responsi bilities of
t he shift supervisor on shift and conmuni cated those
very wel |l and nade sure that we have buy-in across the
board. And so we think froman operational standpoi nt
right now the feedback that we get from the
i ndependent groups that cone in is Operations is
probably the strongest organi zationally. So we feel
pretty good about our Operations group.

W' ve established asiteintegration plan
for alignnment and | eader shi p devel opnent i nterventi on,
and what that plan is is a plan that's a |onger-term
pl an where we before we start up we're going to sit
down with 200 enpl oyees, 20 at a tinme, in groups of
20, and we' ve got a road map for the next -- to get us
to 2004. As we conme up, we'll neet our schedul es
assum ng, we have md-cycle outage we've got to do,
we've got -- our people are all worried about the
backl ogs that we have. W had all these wal kdowns and
everyt hing, and what you really see is our backlog is
going to be pretty | ow when we start up, a |l ot |ower
t han we think anyone's seen before. So are we goi ng
to be abl e to nanage all that stuff, and the answer is
yes. So we've got to sit down and share with our
enpl oyees all the things we have to do and nake sure

that we have it aligned not only prior to start-up but

NEAL R. GROSS
COURT REPORTERS AND TRANSCRIBERS
1323 RHODE ISLAND AVE., N.W.
(202) 234-4433 WASHINGTON, D.C. 20005-3701 (202) 234-4433




10

11

12

13

14

15

16

17

18

19

20

21

22

23

24

25

280

after start-up.

Now, in closing, I'd like to say that
safety culture can be nonitored, | believe, with the
exi sting performance i ndi cators. |f you go |ook at --
now, there's a difference between assessing and
nmonitoring. |f you've got a good operating plant, |
think you're in a nonitoring node, but if -- | think
safety culture can be nonitored wth existing
per formance indi cators.

There's two real questions that need to be
asked when nonitoring safety culture of the two pl ant
assets. The only two assets that you have are the
material condition of your plant and the peopl e that
work there. So that's where you better focus. Are
the safety margins at your plant in the mterial
condi ti on and engi neering areas i nproving on a cycle
basis? If you can't have sone performance i ndi cators
that tell you that you're PMs are up to date, your
mat erial condition is good, your Al systemissues are
bei ng wor ked of f, and t he engi neering i ssues you have
on your plate are not great and you're gaining safety
mar gi ns every cycle, | don't believe you can | ook at
it on ayearly basis. | think you have to | ook at it
on a cycle basis. So in that cycle, if you do not

gain safety margins in your plant, you' ve gone
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backwar ds.

From a personnel standpoint, you need to
| ook at your programs for strength in your
organi zation: Your enployee problem and resol ution
program there's several of those, the technical
training prograns that you have in your plant, the
supervi sory devel opnent prograns that you have, the
managenent devel opnental prograns you have and the
| eader shi p devel oprment prograns t hat you have. So for
succession planning if you' re not |aying | eaders out
and devel opi ng | eaders for the future every cycl e and
you have those identified, you' re probably going
backwar ds.

Taki ng strong actions when degradation
exi sts and any decreases in safety margins, either in
people or material conditions of your plant, wll
ensure the organi zation is what | call built to | ast
in the future. That's all | have. Thank you.

CHAI RMVAN APOSTOLAKI S:  Any questions or
clarifications? We've asked a lot of questions
al ready, so why don't we take a break until ten past?

(Wher eupon, the foregoing matter went off

the record at 3:50 p.m and went back on

the record at 4:10 p.m)

MEMBER APOSTOLAKI S:  Qur next speaker is
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Jack G obe.

MR. CGROBE: Again, thank you very much
My nanme is Jack Grobe. For the | ast 15 nonths or so,
| ve been deeply i mersed in Davi s-Besse. |'ve been
serving as the chairman of the Davi s-Besse Oversi ght
Panel for the NRC

| don't think | sleep for two hours and
wake up crying, but it certainly is what |'ve been
eating, sleeping and thinking day and night for the
 ast 15 nont hs.

Wth me today is Geoff Wight. GCeoff is
a Senior Staff Menber from Region 3 and he's been
| eadi ng each of our inspections in the Managenent and
Hurman Performance area at Davi s- Besse.

My goals today are to discuss the
regul atory basis for the i nspections we' re performn ng
inthis area at Davi s-Besse. Ceoff will describe the
i nspecti on approach we're using in sone detail. And
then 1'd like to conclude with providing you sone
t houghts on potential short and | ong-termregul atory
oversi ght inprovenents.

Next slide, please.

(Sl'ide change.)

MR.  GROBE: Prior presenters have

di scussed in quite a bit of detail the current U S
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and international guidance on safety culture, so |
won't go into nuch detail there. The NRC does not
routinely i nspect managenent or cul tural issues. The
focus of our inspection program is what we call
performance based, we | ook for perfornmance problens
and then if they're risk significant, we further
engage and drill down into those problens to find out
what the root causes m ght be. Less significant
performance problens are left to the licensee to
addr ess.

There i s one significant regul ation that
could be used to address this area. |It's Criterion
XVl of Appendix B, Corrective Action. An effective
Corrective Action Programis essential for sustained
safe operation. And the foundation of an effective
Corrective Action Program is the ability and
willingness of theutility toidentify all of the root
causes of a problem And those root causes should
i nclude cultural issues.

Criterion XVI provides us the regul atory
basis for perform ng the i nspections into these areas
at Davi s- Besse, sincethe head degradati on, root cause
i nvol ved cul tural issues.

The next slide is just a brief sunmary of

what Lew Meyers spent a couple of pages on
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(Slide change.)

MR. GROBE: It's a broad overview of the
root causes, the principal causes of the reactor head
degradati on were cul tural

Let's go to the next slide.

(Sl'ide change.)

MR. GROBE: The Oversight Panel was
significantly chall enged, given the state of
regul atory standards to neasure these types of issue
agai nst. The chal | enge was how do you det ermni ne t hat
the licensee had nmade sufficient progress that the
pl ant could be restarted safely and would ultinmately
operate on a continuing basis in a safe way.

The Panel designed a set of inspections.
The i nspection that Geoff is going to describe is one
of those which wll give us insight into those
attributes that are essential for safe operation and
conti nued safe operation into the future. So the
Panel will be utilizing not only this inspection, but
others, as well as the licensee's assessnents in a
conbi ned fashion to nake a determ nation of whether
sufficient progress has been made torestart the unit.

The i nspection, the specific inspection,
we call it Managenent and Hunman Performance, was

divided into three phases. The first phase was the
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root cause assessnments and whether or not they were
sufficiently broad and deep. There was nearly a dozen
di fferent root cause assessnents that were perfornmed
and there was a very, very broad one using the MORT
Managenment Oversi ght Ri sk Tree approach t hat went into
organi zational issues. But then there were separate
assessnents of the operations organization, the
engi neering function, quality assurance function, the
over si ght conm ttees, corporate support and there were
several others that conbi ned together and resulted in
t he corrective actions that woul d address each of the
bui | di ng bl ocks.

| believe the Managenent and Human
Performance building block had sone 125 or nore
corrective actions that were identified through these
root cause assessments.

Phase | and Il are already conplete.
Phase Il was a reviewof the corrective action planin
each area and the inplenentation of those corrective
actions and that the goal was to make sure that those
corrective actions addressed all of the identified
causal factors.

The Phase 11l of the inspection is in
process today. That is an evaluation of the

ef fectiveness, the on-going effectiveness of those
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corrective actions. And Ceoff wll go into sone
detail. | just wanted to briefly touch on, again, due
to the state of regulatory structure in this area,
we're utilizingaconbinationof NRCand international
guidance in conjunction wth regional staff,
headquarter staff and contract staff that have
ext ensi ve experience i n organi zati onal effectiveness
assessments.

And between a conbi nation of that expert
team and the guidance, both  nati onal and
international, we've put together inspection plans,
detailed inspection plans to acconplish the
assessnments in these areas.

MEMBER SI EBER:  This planis uniquetothe
Davi s- Besse situation?

MR. GROBE: Absol utely.

MEMBER SI EBER: So you didn't find regul ar
i nspection plans in the grand schene of things that
were appropriate for assessing safety culture?

MR. GROBE: That's correct.

MEMBER S| EBER: If a plant has a bad
safety culture, where would you expect to see it in
t he ROP process?

MR. GROBE: |f we could holdthat question

because |'ve got a nunber of comments |I'd |ike to get
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into on that.

MEMBER SI EBER.  All right.

MR GROBE: Go ahead, Geoff.

MR, W\RI GHT: If we could have the next
slide, please.

(Sl'ide change.)

MR, WRI GHT: The third phase of our
i nspection program into the Managenent and Human
Performance area is designed to |look into six areas
that the |icensee is working on.

One is assess the process that they have
used for their internal assessnent, that is what Lew
Meyers was tal ki ng about on his safety cul ture nodel,
to take an in-depth | ook at that, what the attri butes
were and the standards against which they were
assessing their performance.

The second i temwas what we referred to as
t he external one which is the assessnent performnmed by
Dr. Haber which you'll hear about later this
af t er noon.

The third itemwas to take a | ook at what
process the |icensee is going to use for nonitoring
their safety culture in along-termprocess, not just
for restart, but on a continuing basis for sone peri od

of time.
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The next areas that we wanted to | ook at
was t he Enpl oyee Concerns Programas it is a subset of
an overal |l safety culture, as well as those itens t hat
they're using to inprove the safety conscious work
environnment at the facility and a review team that
they have put in place to nonitor and to work on
saf ety consci ous work environment, potentially safety
conscious work environment type of issues called
Saf ety Consci ous Wrk Environnent Review Team

So those are the six areas that we are
| ooking into. As Jack indicated, we are not judging
at the end of this whether the output from sone of
t hose assessnents, whether it's the internal or the
external . My team is not judging the output on
whether it's acceptable or not. The 0350 Panel is
going to take our input and take a | ook at the out put
from those assessnents and conmbine it with all the
ot her inspection activities and |licensee activities
since the issue covers the whole site and not just a
very narrow area. They're going to nmake that
determ nati on. My inspection teamis not going to
make that determ nation

MR. GROBE: Let ne say that in alittle
bit different words just to make sure t hat nessage was

clear. W are not assessing safety culture at Davi s-
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Besse. What we're doing is utilizing national and
i nternational gui dance to assess howthey're assessing
safety culture and then we're utilizing the extensive
i nspections that we've conducted in engineering,
corrective actions and all other areas to | ook for the
out comes of the inproved safety culture and in areas
where we don't see inproved outcones and there have
been several of those, we clearly articulate that to
the utility and they go back and | ook again at what
they' re doing and the effectiveness of their actions.

MEMBER ROSEN: Jack, | think I understand
the structure, but the timng is a little bit a
nmystery to ne. Don't sone of these things take tinme
to not only be enbedded in terns of programmatic
aspects, but also to show outcomes because the
processes have to evol ve. How can you assess the
outcones today of a program you put in place
yesterday? That's an exaggeration, but that's the
i ssue.

MR. GROBE: | had forgotten that Pl ant A,
Plant B, that Tomput up earlier today and i n some of
my younger years | renenber that clearly and brought
back fond nenori es. Both Plant A and Plant B net
regul atory requirenments and were safe as defined by

t he NRC. Clearly, Plant B had significantly |ess
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organi zati onal safety margin than did Plant A

Wat we're looking for, for restart
deci sionis sufficient i nprovenment, but by no nmeans do
we believe that that wll be the end of the
i nprovenent process, but sufficient inprovement to
assure that the plant can be restarted and operated
safely.

MEMBER ROSEN:. Jack, can you see it? WII
you see enough outconmes to be sure?

MR. GROBE: That's for the Panel to judge.
| believe the answer to that is yes. W should be
able to seeit. In sone areas, we haven't yet seen it
and we're continuing to inspect.

One of the -- | can briefly summarize in
ki nd of sone broad contexts what both the interna
safety culture assessnment process and process done by
Dr. Haber concluded. What it concluded is that there
wer e al ready some substantive changes in the culture
of certain work el enents at the plant. There were not
substantive changes in other work elenents at the
plant. There was an inconsistency l|laterally across
t he organi zati on.

In addition, there was inconsistency
vertically in the organi zation. There was different

under st andi ngs and expectations at sone | evels in the
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workers as contrasted with the supervisors and
managers.

And one of the other findings was that
there was no |ong-range vision on organizational
ef fecti veness and a pl an on achi evi ng that | ong-range
vision, in essence, the N rvana of safety culture.
Where do you want to be in three years, five years?
So the utility has been working on those attributes.

The Oversight Panel will not di sappear at
restart. It will be in place for an extended peri od
of time after restart, continuing to nonitor. And
that's why it was inportant to get Geoff's teamin
here to nake sure that the tools that they're usingto
nonitor safety culture going forward are effective
tools so that we can utilize those in the future to
depend on them

It's clearly along-termprocess. At sone
poi nt they've nmade sufficient progress to authorize
restart and we're not there yet.

MEMBER ROSEN: Maybe this is a question
for Lewis you' re running the place now, but is that
-- are you going to keep on doing that after restart?

MR. MEYERS:. | said that we have a | onger
term plan now. And we've got a director we put in

charge of organi zational effectiveness. Long term
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plan right now takes us out through the sunmer of
2004, so we've got a plan in place to continually
assess through 2004 and then maybe at that tine it
will be ready to go into a nonitoring phase.

MEMBER ROSEN:  Where you' Il nove back to
your corporate home?

MR MEYERS: [|'Ill nove back before then

MEMBER ROSEN: Well, that was the
guesti on, when are you goi ng to nove back? And who is
going to be running the show?

MR. MEYERS: W' ve al ready announced t hat .
W already have a Site V.P. that we selected for
Davi s- Besse.

MEMBER ROSEN:  |s he naned officially?

MR. MEYERS: Yes, Mark Bazilla. So he's
onsitenow |I|I'mstill there and I'll nove back sone
time after restart.

VMEMBER APOSTOLAKI S: Al this activity
t hough and what Jack mentioned, you know, it inplies
t hat you have some sort of what's good in your m nd.

| wonder whether the reactor oversight
process can take advantage of it and naybe in the
future be nodified so that we wll not have an
enbarrassing i nci dent again where we give all greens

for a plant and then sonet hi ng happens. Are there any
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plans for doing this or are they doing independent
activities?

MR. GROBE: That was actually one of the
recommendations that | was going to tal k about.

MEMBER APOSTOLAKI S:  Ckay.

MR. WRI GHT: Next slide, please.

(Sl'ide change.)

MEMBER LEI TCH: Just a question about the
Enpl oyee Concerns Program did you find that it was
broken? In other words, was it a failure of the
Enpl oyee Concer ns Programwhy i ndi vi dual s di dn"t bring
some of these issues forward earlier?

MR, VARl GHT: W haven't rmade any
concl usions. What they have done is at the beginning
of this year, an entirely new program was put in
pl ace. They had gone from a single individual
onbudsman program to an actual Enpl oyee Concerns
Program with a manager and a nunber of independent
investigators. So we're | ooking at -- we' ve | ooked at
what they had before and we're | ooking at what's in
place now to see what are the changes and have
i mprovenents been nade.

MEMBER ROSEN: | n t he new program the new
Enpl oyee Concerns Program is there an internal

oversight group that |ooks at what the internal --
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what the functioning of that Enployee Concerns
Pr ogr anf

MR. WRIGHT: | don't believe -- they have
a programto do an assessment of that organization
but it has not been done yet.

MR. GROBE: Let nefleshthisout alittle
bit. The assessnent that Lew spoke of that was done
| ast August on safety conscious work environnment
reveal ed there was little confident in the onbudsman
program And as Geoff indicated, that program has
been conmpletely revanped and strengthened. Thi s
i nspection teamis continuing to | ook at the Enpl oyee
Concerns Program but | believe part of the Safety
Consci ous Wrk Environnent Revi ew Team SCWERT, as an
acronym part of their charter is to | ook at safety
consci ous work environnent. And if the Enployee
Concerns Program is not functioning effectively, |
t hi nk that woul d surface through the SCWAERT function
intheir periodic review of the effectiveness of the
health of the safety consci ous work environnent.

MEMBER LEI TCH: | guess ny question was
continuing to look for things that mght have
identified this problem sooner. And | guess ny
guestion was real |y was t he Enpl oyee Concerns Program

broken and therefore people weren't bringing issues
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forward and m ght that be a place to focus on and |
guess what you're saying is you still haven't really
drawn a conclusion in that matter?

MR. GROBE: No. | think it was broken.
| think what Geoff was referring to is they haven't
drawn a conclusion on the current existing program
t oday.

MEMBER LEI TCH: | see.

MR GROBE: And I think, yes, it would
have been a valid outlet for nmenbers of a staff if
they felt their concerns weren't being adequately
addressed, to bring them to the Enployee Concerns
Program but therewas little confidence at that tine.
There was an onbudsman program There was little
confidence in it.

MEMBER LEI TCH:  Thanks.

MR. MEYERS: | saidearlier too, if you go
| ook at the root cause that we did, we didn't find a
situati on where people were not witing CRs. And the
CRs were getting resolved. They were just not getting
properly elevated and root causes done. I n ot her
wor ds, we have these |l owl evel CRs. They were treated
as lowlevel CRs and didn't neet the criteria for |ow
| evel CRs. So you know nore than anyt hi ng el se we had

29 CRs witten any one of which could have led us to
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t he head degradation issue.

MEMBER LEI TCH: | guess -- | don't want to
t ake too much tinme, but the Enpl oyee Concerns Program
is sort of a bypass around that CR process and | guess
if you had an effective Enployee Concerns Program
even if the CRs weren't getting addressed, an
i ndi vi dual coul d say and el evat e t he concern t hat hey,
|"ve witten all these CRs and not hing i s happeni ng.
|"'mstill concerned.

But that program was evidently not
functioning effectively either.

MR. MEYERS: What | woul d say i s we had an
onbudsman program W didn't have an Enployee
Concerns Program An onmbudsman program the guy sits
inthe office and waits for you to bring in a concern.
We turned our programinto a proactive program where
we're nmeeting with people and trying to find out if
t hey have concerns. |It's a nore proactive program
And we've also done things to inprove the
confidentiality of the program

MEMBER LEI TCH: Thank you.

MEMBER APOSTOLAKI S: The Davi s-Besse
incident, it seens to ne we're -- obviously, the
i censee had problens, but it's still not clear to ne

what our inspectors were doing there.
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Is there a simlar panel |ooking at the
NRC itsel f?

MR. GROBE: Yes. | guess you've asked
this question three tines, so maybe | shoul d answer it
Now.

(Laughter.)

MEMBER APOSTOLAKI' S: It's been asked t hree
times?

MR. GROBE: The Lessons Lear ned Task Force
presented to you several nonths ago.

MEMBER APOSTOLAKI S:  Yes, |'ve seen that.

MR. GROBE: And t hey made appr oxi mat el y 50
reconmendations inquite a fewareas, both regul atory
structure as well as inspection program and other
areas, research. They addressed quite a few areas.

They did not touch on this area, safety
cul ture. | think this area is very critical. And
Davi s-Besse is not unique. M. Collins earlier
suggested there m ght be other plants with equally
chal  enged cul tural aspects to their organi zati onal
ef fectiveness. There's a nunber of plants across the
country that have had significant performance
probl ens, Cooper, Point Beach ri ght now, |ndi an Poi nt
and | believe there are many cultural attributes. W

now use that word, cul tural attri butes, to
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characterize what we mght have called sonething
different a fewyears ago. So | don't believe Davis-
Besse is unique. And I think it's essential that we
do sonething to address this issue.

Dr. Apostol akis, you asked questions
earlier about what were the inspectors doing in
response to the | eakage was going up and down, and
the filter clogging and all of those i ssues. That was
Pl ant B. They were complying with all of their
requi renments. Qur inspectors were engaging. The
branch chief was engaging on a regular basis wth
pl ant managenment, encouraging themto address these
issues in a nore proactive nature. But they were in
conpliance with all of our requirements. So fromthat
standpoint, the NRC was limted in its ability to
engage in a nore structured way, a nore formal way.

MEMBER APOSTOLAKI S: What that tellsneis
that the two inspectors who were there were doing
their job, but the Agency was not, because if our
requirenments allowPlant Bto operate, then sonething
i S wong.

MR GROBE: | think that's the way Bill
Travers has characterized at Davi s-Besse, it was an
organi zational failure on the part of the NRC

MEMBER APOSTOLAKI S:  Yes.
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VMR GROBE: Let me talk in alittle bit

nore detail. The --

MEMBER LEI TCH: But there was a
requirement to inspect the head, right?

There i s arequirenent that you can't have
primary system | eakage, right?

MR. GROBE: Yes. | wasn't around back
t hen.

MEMBER LEI TCH: | neanit's not |like they
were in conpliance with all the NRC requirenents.

MR. GROBE: Again, they were in conpliance
in the context that there were CRs witten regarding
the boric acid on the head. Those CRs were resol ved
and cl osed.

From time to tine inspectors would
guestion the resolution of one of those types of CRs
and the answer was the head had been cleaned and
everything was fine, that there was not the | eakage
that was being experienced, the identified and
uni dentified | eakage i nsi de cont ai nnent was not com ng
from the head because it had been cleaned and
i nspect ed.

And t hat was docunented in work orders, in
the condition reports. So a head is not sonething

t hat you can just go out in the plant and i nspect. So
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you have to depend to a certain extent on those types
of interviews.

Now one t hi ng we di d not take advant age of
and we're encouraging stronger involvenent in this
area i s video evidence. W coul d have pursued furt her
t he vi deo record t hat was made of the head and whet her
there was video post-cleaning activities. But we
didn't do that at the tine.

MEMBER ROSEN: Is there any indication
t hat those reports were fal se or m sl eadi ng?

MR  GROBE: There is an on-going
i nvestigation into many of the aspects.

MEMBER ROSEN: So that's still yet to be
determ ned. That's 50.7?

MR GROBE: That's 50.09.

MEMBER ROSEN:  50. 9.

MR,  GROBE: | believe the augnented
i nspection team follow up report, it's already been
docunent ed about ei ght di fferent areas where t here was
i naccurate information. Wat O is investigating is
what was the cause of that inaccurate information.

MEMBER APCSTOLAKI S: So at sone point,
soneone fromthe staff will cone and tal k to us about
t he organi zational institutional changes that perhaps

will take place within the Agency?
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MR, GROBE: | think Chris Boder and Ci ndy

Carpenter's folks would be glad to do that. There's
an action plan in each of the areas. There's one
dealing with ASME code requirements and text spec
requirenents. There's one dealing with research.
There's one dealing with inspection.

MEMBER APOSTOLAKI S:  Good.

MR. GROBE: And the EDOreceives a report
on progress on each of those Corrective Action Plans
every six nonths.

| believe one of those reports was just
conpleted in the last couple of weeks.

MEMBER APOSTOLAKI S: Do we get copies of
t hose reports? Very good.

MR, GROBE: Ceoff, | think -- why don't
you try to quickly go through the slides.

MR WRIGHT: All | wanted to do, a couple
nore itens here for your information and interest. In
the areas of inspection guidance, we do have within
t he Agency gui dance dealing with Enpl oyee Concerns
Programand we have a specific program procedure that
we can follow. W're using that to |ook at the new
Enpl oyee Concerns Program

| think as Clare indicated before, there

are questions that we do get into on safety consci ous
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wor k environment. We've intervi ewed about 45 peopl e,
| believe, or 50 people on the site, as part of the
i nspection and have folded in a nunber of these
questions into those interviews in | ooking into that
ar ea.

For the three areas dealing with safety
culture, where there isn't any specific guidance on
even what a good programshoul d i ncl ude, we are using
sone of the international standards, guidance, the
| NSAG docunents to | ook to see the prograns that are
bei ng used, do they have sone of the same attributes
that are nentioned there. W' re | ooking at themboth
as well as the surveys. Were the surveys an
appropriate survey? Did they have the right type of
gquestions? Didthey try to discrimnate agai nst -- |
t hi nk the question was if a person knows their job, it
depends on their answer. Are you going to get
truthful answers. W're |ooking at the surveys to
make sure that there are ways of discrimnating
agai nst that kind of answer.

The interviews that the people, that the
surveys were done, sone of the observation of work
activities that were acconplished through, by the
utility and by Dr. Haber's people. W're looking in

those areas to get a feel for how rigorous were the
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eval uations and can, inthe future, can the 0530 panel
rely on the output from that evaluation as a good
out put .

MEMBER APOSTOLAKI S:  Has the Comm ssion
ever expressed an opi nion about the | NSAG docunents?

M5.  GOODMAN: | don't believe the
Conmi ssion has. Do you think so, Jake? No. Jake
Persensky is agreeing with ne, that as far as we know,
t he Commi ssion has not conmented on them

MEMBER APOSTCOLAKI S: They are awar e of t he
fact you are using --

M5. GOODMAN:  Yes, they have been briefed
on those docunents. In fact, Jake Persensky has
bri efed several of them

MR. PERSENSKY: Jake Persensky fromthe
Ofice of Research. |In fact, Jack also briefed the
Conmmi ssioner's assistants on this particular
i nspection plan, what we were doing.

As far as the Comm ssion recogni zing the
| NSAG docunents, about the only place you' d see that
would be in the policy statenent on conduct of
operations, where in fact, they refer to and take
| arge quotes out of INSAG 3, which was the only one
avai l able at the tine of the policy statement being

devel oped, but there haven't been any further
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endor senents of that process, but we've been using it
and it was part of what we were doing in ternms of
devel opi ng i nspection program plan for this.

M5. GOODMAN: | was just going to say, we
have given a copy of that policy statement to -- if
you want a copy for all the nenbers, that policy
statenment because it is one that has not surfaced
recently.

MEMBER APOSTCOLAKI S: Because the | NSAG
docunents were not witten for the regulator, right?
It was general docunents of the safety culture.

M5. GOODMAN:  But that policy statenent
sort of incorporates a nunber, at |east what the
status was in 1998, have been incorporated in that
policy statenent. |"ve interrupted you now three
times, | think.

MR. GROBE: That's fine. | was just going
tofurther clarify one issue that Jake nenti oned. Due
to the sensitivity of this type of inspection, we did
brief each Comm ssion office on details of the
i nspection plan and how we were goi ng to approach it
and who is on the team So they're aware of what
we' re doi ng here.

MR WRI GHT: Next slide, please?

(Sl'ide change.)
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MR WRIGHT: Here you can just see, we
wanted to |l et you know who was on the team As you
can see four of the seven individuals are here today.
You' ve heard from C are. You' ve heard from Jake
Lisa is here with us as well and nyself.

The two individuals who are not with us
are John Beck and M ke Brot hers. They're consultants.
Both worked extensively at MII|stone and have had
extensi ve experience dealing with safety conscious
wor k environnents and the |i ke, as well as operations
froman executive level in the industry. W thought
froma bal ance on the teamthat it was inportant to
have kind of expertise along with us. So they are
al so working with us.

The next slide is rather abbreviated and
unl ess there are questions, |I've talked a little bit
about the approach that we're using, evaluating the
surveys that were done and the interviews that were
conducted. | won't go in and take up your tine as far
as nore details on just the how-- but | woul d respond
to questions if you have sone in that area.

MEMBER APOSTOLAKI S:  Next slide.

(Sl'ide change.)

MR. WRI GHT: Go ahead, Jack?

MR.  GROBE: I just had sonme broad
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concl usi ons, sonewhat different than what's on the
page. You can read that. That's self-explanatory.

Al an Price suggested that each utility is
eval uating and responding to safety culture issues.
| think the enpirical evidence m ght not support that,
at least wouldn't support that they're effectively
doing it because we continue to have performance
probl ens, not necessarily as significant as
Davi s-Besse's, but still significant performance
problens at various utilities.

| believe that there's additional work
that needs to be done in this area. The current
reactor oversight process regulatory intervention
opportunities are two-fold. There's, of course, the
action matrix which is a graded response, but that
graded responses cones on risk-significant outcones,
so if there are safety culture concerns, it is a
| aggi ng response. | don't know which box you'd but
the arrow between, but it's later on the right hand
side of Tom Murley's slide.

The ot her area of regul atory i ntervention
is a very limted opportunity to engage in what we
call cross cutting areas. The Agency has defined
three cross cutting areas, human performance,

Corrective Action Program effectiveness, and safety
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conscious work environnent. And the limted
opportunity to engage and this m ght be what you were
hearing about in Region 1 is that once a year, we can
put two or three sentences into aletter and there are
no structured response requirenments or managenent
neetings or further engagenent. It's sinply a few
statements that there appears to be some concern in
this cross-cutting area.

MEMBER APOSTOLAKI S:  But it was nade very

clear to us that they cannot be dismssed by the

utility. Even though they're not regulatory
requirements. It would be asking for trouble if they
just said --

MR GROBE: Well, I'mnot sure what kind
of trouble they'd be asking for. There is no

provision to do additional inspection.

MEMBER APOSTOLAKI S:  No.

MR GROBE: It would still be doing just
t he baseline inspection. So it is an opportunity to
express totheutility in apublic format some concern
that it ends with that, just the expression and
concern.

The current inspection procedures under
the ROP exam ne many of the outcomes, the rel evant

out cones of safety culture. Again, it's focused on
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t he outcone and it's based on ri sk significance. The
entire ROP, the inspection attributes that are
selected, this is nowthree or four years ago when we
initially put together the ROP, it was baaed strictly
on risk significance.

Probabl y, the nost significant insights on
safety culture can be gained fromthe review of the
Corrective Action Program as | mentioned earlier
Significant conditions adverseto quality are not only
required to be corrected, but that the new policy is
expected to be identified and prevention is expected
to be inpl enented.

In addition to that, the utility's trend
| ower | evel significance issues, and when there's a
trend indicated, there would likely be cultural
aspects there. | believe wi th additional gui dance and
training of the staff, we could get nore intrusive
into the insights of safety culture effectiveness of
utilities by nore thoroughly exam ning the root cause
in those areas.

MEMBER APOSTOLAKI S:  But then what woul d

we do? | mean if these are not requirenments?
VR. GROBE: Criterion XVl is a
requirement. |If they have not adequately addressed

t he root causes to prevent recurrence, then that's not
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consistent with the requirenents.

The i nspection reports that are currently
available to the public are very broad and the only
speci fic outconmes that are di scussed i n those reports
are situations where there is a violation. There
woul d not be any discussion of organizational
ef fectiveness i ssues or cul tural issues or anyt hi ng of
that nature in the reports the way our guidance is
currently structured.

The industry initiatives pursuant to SCER
204 are quite meaningful and | heard sone dial ogue
earlier about the Training Institute. 1'd like to
clarify just a couple of things. The NRC nom nates
one individual on the Board. That's normally a very
experienced individual who doesn't work for the
Agency.

I n addi ti on, the NRC observes t he di al ogue
when the licensee is presenting information to the
Board and questions that the Board m ght have for
them But the NRC is not permtted to observe any
deci si on maki ng that the Board does.

In addition to that, there's no public
presentation of the findings of the accreditation
board to -- so if we were to incorporate safety

culture concepts into an INPOinitiative, there m ght
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be certain challenges with respect to the NRC s need
for public scrutability, for public accountability,
publ i c confidence.

| was interested in one comment that was
made earlier and that was that there was significant
infrastructure necessary for the accreditation
organi zation. Well, technical conpetence of the staff
isjust one attribute of safety culture. There's many
other attributes andif there's a need for significant
infrastructure to effectively assess training
accreditation, one woul d think there woul d be need for
substantial infrastructure to assess safety culture
effectively al so.

MEMBER ROSEN: | don't think that was the
thrust of it, Jack.

MR, GROBE: Kkay.

MEMBER ROSEN. My sense of that issue is
t hat havi ng been there and done that, the utility has
put in place a substantial structure to gain
accreditation and to mai ntain accreditati on. So does
| NPO and the National Acadeny for Nuclear Training.
What | was saying was that if the | NPOroute which was
of fered by CGeorge Fel gate's concept was chosen, that
that degree of infrastructure, both in the industry

and in INPO need not be put in place because it's

NEAL R. GROSS
COURT REPORTERS AND TRANSCRIBERS
1323 RHODE ISLAND AVE., N.W.
(202) 234-4433 WASHINGTON, D.C. 20005-3701 (202) 234-4433




10

11

12

13

14

15

16

17

18

19

20

21

22

23

24

25

311

really pretty massiveintraining. We're talkingonly
about -- at least | was talking only about the fact
that there's a deal struck between the industry
t hrough I NPO and t he Nati onal Acadeny and t he Agency.
Wll, a simlar deal could be struck in the safety
culture area that INPOw Il do certain things and the
Agency will have certain access to that and if that
neets the Agency's needs, fine and well. If not, no.
But the structure that cones with the Nati onal Acadeny
of Nucl ear Trai ning need not be replicated in anot her
way. You don't need the National Acadeny of Nucl ear
Training Two to achieve this objective. W kept some
formof averages, true, but not necessarily conpletely
anal ogous to the National Acadeny.

MR. GROBE: 1'd have to think about this
quite a bit and the devil may be in the details of how
you structure that and the rel ati onshi ps and t hi ngs of
t hat nat ure.

MEMBER ROSEN: | don't think anybody is
drawi ng any conclusion. |1'mjust pleased to have had
the offer, so now it can be considered.

MR. GROBE: A coupl e other thoughts maybe
to consider. The cross cutting areas defined in the
ROP may not be sufficient. Saf ety conscious work

envi r onnent and Corrective Action Program
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effectiveness, the attributes that go into a
Corrective Action Program effectiveness do capture
sone of the safety culture issues. But they don't
necessarily capture all of them So it may be
appropriate torevisit the cross cutting areas to see
if they fully capture what we want to be assessing.

I n addi ti on, the mechani smfor regul atory
engagenent in those areas may be appropriate to
eval uate that.

As | nentioned earlier, guidance and
training for the staff and expanding their
conpet enci es beyond t he techni cal real mof eval uating
engi neering quality and Corrective Acti on Prograns and
making sure that thorough root causes in the
or gani zati onal effectiveness area may be an
opportunity to further inprove on a short termthe
ef fectiveness of the Agency.

Inthe long tine, | think Care descri bed
the direction fromthe Conm ssion to nonitor industry
and international activitiesinthis area and eval uate
the need for any NRC action.

One ot her issue | touched on briefly and
| think it warrants consideration is that the ROP was
originally set up with the inspection attributes

sel ected on a risk-informed based. And C are went
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t hrough qui te a di al ogue of | ooking at safety culture
attributes and trying t o see backwards howt he program
fits into those attributes and found sone el ements of
themin a nunber of areas.

It mi ght be an appropriatetinmetorevisit
t he i nspection program not only froma risk, but from
a cultural perspective and see if there's a better way
to integrated those attributes into the inspection
pr ogr am

Those are just sone thoughts | had.

MEMBER APOSTOLAKIS:  Very good. Thank
you. M. O Connor from Ferm .

MR. O CONNOR: Thank you. My nane is Bill
O Connor . I am the Vice President of Nuclear
Regeneration at the Ferm Nuclear Plant. " m al so
here as the Chairman of the Board of the Utilities
Service Alliance and we've tal ked a | ot today around
what are the attributes and the Utilities Service
Al'liance is a group of plants that 1'll talk about in
a second, but we put together what we think is a
credible way to perform at Ileast a one tine
assessment and then figure howto do it in an on-going
way .

Now how did | get to be here today? M.

John Barton, a former ACRS nenber, a rather quiet and
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reserved fellow, as you all know, sits on ny Safety
Revi ew Board and we nmade a presentation at our | ast
Nucl ear Saf ety Revi ew Board neeti ng about what we were
doing and the results of our assessment at Ferm and
he t hought that this formmay be one that we ought to
come and at |east talk about, but appears to be one
way of doing it that is getting sone positive results.

Next slide, please?

(Slide change.)

MR. O CONNOR Again, this is just what |
intend to tal k about today. Next slide.

(Sl'ide change.)

MR O CONNOR: The Uilities Service
Alliance is a legal entity. It does involve the
stations that are listed on the board. W don't own
each other. W don't control each other's stock or
anyt hi ng, but we have a Menorandum of Under standi ng
bet ween us on per sonnel shari ng, comon suppl y chai ns,
things like that, so -- but our goal is to inprovethe
operation of our fleet of plants which is slide 4.

Next sl i de.

(Sl'ide change.)

MR. O CONNOR: W& want to operate a fl eet
of safe cost-effective top quartile operators. W' ve

got some strategi c objectives inour business plan and
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that's what USA is all about.

| want to junp what really got us goingin
this safety culture assessnent. At our board neeting
i n June of 2002, right after Davi s- Besse announced t he
head degradation in March, we had been watching very
cl osel y what was goi ng on and one of the questions we
asked oursel ves at our board neeting was do any of us
in our plants have the sanme kind of weakness that
exi sted at Davis-Besse. So we wanted to do a really
deep di ve t hrough our organi zati ons to see what can we
| ook at, what can we do to hopefully get ahead of this
so that we don't |let one of our stations get into a
simlar situation.

(Sl'ide change.)

MR. O CONNOR  You' ve seen the next slide
a bunch of tinmes today about what is safety culture.
You' ve seen the next slide.

(Slide change.)

MR. O CONNCR So nove on about what's a
saf ety conscious work environnent.

(Sl'ide change.)

MR. O CONNOR: Slide 8 we are | ooking at
ways to assess the safety consci ous work envi ronment
as part of our assessnment and | will |eave a copy of

this report with the ACRS.
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This is the traini ng manual we use for the
team nmenbers that go out on the assessnent. It has
all the question banks. It has all the matrices that
we use to do the assessnent, how we do the scoring, so
just you can have the details.

One of the things we use is the NEI survey
that was developed in 1997, 97-05, around safety
consci ous work environnent. There's about 21
guestions there that we had to try and get an
assessment around, gee, do people really feel okay
about bringing things up. How s your corrective
action process, you know your managenent conduct and
performance. So this is one of the areas we do | ook
at and we try to use a consistent survey.

Anot her one that | use at Ferm 1is the
Gal l op 12 survey which | ooks at enpl oyee engagenent.
It's got 12 very sinple questions. Kind of |ike what
you heard around M| stone and things |ike have you
heard from your supervisor in the |ast 7 days about
your performance? It sounds like a sinple question,
but it's very specific, inthelast 7 days, which says
i s your supervisor out there engaged with you, tal king
to you? Do | have the right tools and equi pnent to do
nmy j ob, not does the station have the right tools and

equi prent . So it's very personalized down to the
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i ndividual. W get those results and then we watch
the trends of that and | run that survey at Ferm at
| east once a year. For a while, we were doing it
twice a year, but our performance has noved up into
t he better phases fromGall op's perspective, so we're
running it once a year. But just watching that trend
of what our enployees are telling us.

You need to find | ots of ways to see what
your enployees are telling you, not just about ny
safety culture i s okay, but what other indicators can
you use to reinforce that it's still there.

(Sl'ide change.)

MR. O CONNOR: The next slide you' ve heard
enough about today, safety over-production. The
bott om sentence is true. Managenment is a driving
force in chasing organizational change and | think
you've heard that from all of the speakers today.
People do look to the top of the food chain, if you
will, and you' re going to do what your bosses do. As
an exanpl e, at Ferm , | ask everyone duri ng an out age,
go get an outage job. You need to help over there.
If I don't go get an outage job, aml reinforcing the
expectation. Like at one of nmy outages, | worked as
a decontam nation technician. That's a fancy nane for

sonmebody that gets in two sets of PCs and pl asti cs and
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cl eans up contam nated areas. But the troops see ne
out there doing that and they know Bill knows, Bil
believes it's inportant for everybody to get an out age
j ob, so go participate inthe outage and do sonet hi ng.
Again, it's that managenment rei nforcement of what is
good culture, do you really wal k the tal k?

(Slide change.)

MR. O CONNOR: Next slide, if you get
producti on over safety, then you can get to the |eft
si de where you ki nd of get conpl acent. You m ght get
i solated and arrogant, not intrusive, because all
you're worried about is that bottomline. Aml making
negawatts at $12 an hour or $13 an hour, whatever it
is, instead of am| doing the right thing?

(Slide change.)

MR O CONNCR: Now the next couple of
slides denonstrate a nunber of barriers and we've
heard a |ot about these things today, managenent
behavior, staff capability and Corrective Action
Program Just flip to the next one.

(Sl'ide change.)

MR O CONNOR: | ndependent oversi ght,
operati ng experience and regul atory conpliance. |If
all these are in place, obviously, an event won't get

t hrough. |f none of these are in place -- next slide.
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(Slide change.)

MR. O CONNOR: Then an event can cone
t hrough and affect your safety of your reactor. So
again, had to put a little visual on there.

(Laughter.)

MEMBER PONERS: Is it significant that you
chose block rolls instead of reinforced concrete?

MR. O CONNOR  Excuse ne, sir?

MEMBER PONERS: |s there asignificanceto
the fact that you chose block rolls instead of
rei nforced concrete?

MR. O CONNOR: No. | probably could have
used a bunch of mni containers.

| also had sound effects in it at one
poi nt and | thought | probably shouldn't do that.

(Laughter.)

But agai n, what you see here are all the
t hi ngs you' ve heard t oday about nmanagenent needs to be
engaged. The staff has to be really engaged in
reporting of problenms and dealing wth things and
technical rigor. Al of this together would say you
probably have a pretty good safety culture.

(Slide change.)

MR. O CONNOR: The next slide says gee,

even if one or two of them aren't there, enough of
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themcan be there and still result in a safer reactor.
It doesn't nean you' re not worri ed about weaknesses in
oper ati ng experi ence or weaknesses i n managenent, but
it's still -- if you have good staff and good
Corrective Action Program it should stop it and the
event shouldn't get all the way through. It's the
def ense-i n-depth concept overall. You need enough
barriers in place that sonet hing shoul d not be able to
get through and affect the reactor.

Now |I'd like to talk about the real
details -- next slide.

(Sl'ide change.)

MR. O CONNOR:  About how di d we get to our
assessnment? And the first thing we did over the next
three slides is just these are all the docunents. W
stepped back and said, what's everything that's out
there that we m ght use as possible inputs to come up
with a set of attributes that we can evaluate. So we
| ooked at the SOER and obviously a bunch of |NPO
docunents, the teaminput fromthose of us that run
t he devel opnent team

Ferm is very close to Davi s-Besse, as you
know, so we had people at virtually all of their
public neetings, tryingto gaininsights. | was at a

| ot of the evening neetings, as Jack will attest to,
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and Lew. So | personally wanted to see it for a
coupl e of reasons. | have the sane newspaper, so Tom
Henry woul d go to the neeti ng and t hen he woul d ask ne
later, well, what's this mean to Ferm ? So again, |
can say first hand, here's what | heard. Here's
what's the sanme or different.

So again, part of this is making sure
you' re engaged and understand what's goi ng on.

(Sl'ide change.)

MR. O CONNOR: Slide 14 is sone nore
t hi ngs that we | ooked at. You've probably heard a | ot
about these docunments today. Page 15 are sone nore
items. But the intent of these three slides is not to
list every singlethingwe did. It'stosay wetryto
be very conprehensive in | ooking at what's avail abl e
out there for us to better hone our assessnent.

Now page 16 starts to narrow down what
does it look like or how did we put this into an
assessnment tool ? So one of the docunments we | ooked at
was INPOs principles for effective operationa
deci sion making. And it has six major attributes with
a whol e bunch of sub-attributes, if youwll, to add
up to about 60 or 70 itens. This is one of them One
of the itens says people at your site recognize

potentially degraded conditions. Wll, that's a nice
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thing to say, but how do you know that? The first
thing is do they have the right know edge and
understanding of what the safety expectations,
i ncl udi ng desi gn and | i cense basi s? Have you trained
t hen? You can say the top one, but if your engineers
do not know what's in Chapter 8 of the USAR around
el ectrical power distribution, it doesn't matter that
it"sinthis nice book that's on the wall called your
Updat ed Saf ety Anal ysis Report. You need to nmake sure
t hat the people really have that.

The second one, are you aware of proper
equi pment or system operation and trends? If your
operators don't knowwhat it | ooks |ike to be proper,
or your system engi neers don't understand it fully,
then they can't assess if it's degraded or not worki ng
right. They can't trend it because they don't know
what it |ooks like. It sounds silly, but believe it
or not, you can't assune that. You really have to
di ve through it and nake sure they understand.

MEMBER POVNERS: One of the problens we
encountered within the Departnent of Energy reactors
is a culture they grew in running the plants on a
beddi ng ware and spirit gum And an entire generation
went through doing that. They didn't have any idea

what a first rate plant | ooked |i ke because they had
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never seen one.

MR. O CONNOR: I n any good change nodel,
the first step says you' ve got to have a conpelling
reason for the change, but the second one is you' ve
got to have a good vision and a vision neans to be
able to explain to your people in no uncertain terns
what it |ooks |ike to be okay.

I n ot her words, what does t hi s change | ook
like? So again, sonetimes we skip a few of these
steps and that's when you don't do a good j ob.

MEMBER S| EBER:  You mi ght al so | ook at the
whol e concept of questioning attitude in terns of
knowi ng what the plant is supposed to be doi ng. Wen
you performan operation or a test or sonmething |ike
that, questioning attitude conmes in. \Wen you see
results that differ fromwhat you expect and that's
when the question has to cone out. Even if it's
satisfactory, why is it different?

MR. O CONNOR: We tal k about training. W
mentioned it several tines today and some of ny
managenent observations in our sinulator, | noticed
over the last three years that the shift technica
advisors were losing a little of their edge. And
t hose of us who grew up before TM and during TM, |

was a |licensed operator then and we saw why the STA
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function was created and why it was so i nportant. But
what has happened over the years is we've |icensed
t hem We've kind of integrated them into the
operating crews which is good for the day to day
t hi ng, but they weren't sw tching hats when t he ECPs
come out. So we've been working hard to get our STAs
back to | ook, your job is not to manipulate controls
and not to be in energency operating procedure.

Your jobistolook at thecritical safety
functions of reactivity, inventory, heat renoval, all
of those kind of things, so when the operators are
mani pul ating, you're in |leg one of the EOP, and they
do this, did the plant do what's it's suppose to,
based on what the operators are doing. So getting
t hat STA back out into the role, so | nean these are
t he on-goi ng things t hat we have to keep wat chi ng for,
to al so prevent events. And again, it's a
never-ending battle. |It's a never-ending struggle.
You have to keep after it all of the tine.

So again, this slide shows the kind of
thing we | ooked at. The next page i s one of the score
sheets where we actually took that particular one,
rolled it into a score sheet. Go to the next slide.

(Sl'ide change.)

MR. O CONNOR: W al so devel oped questi on
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banks. So one of the questions that relates back to
t hat one was does the station have a trendi ng program
to assist in the identification of repetitive
equi pnent issues? And we would interview, we had a
set of questions and you'll see it in here fromseni or
managenment all the way down to workers. So there's a
set of questions for mddle managers. There's a set
of questions for senior managers. There's a set of
questions for craft workers to get at this particul ar
thing. One of the answers m ght be well, gee, we had
a particular valve, this F606 in order to fail a
couple of tines in the last 15 years, yet gee that
di dn't bounce out as a trend. So they got a score of
two. Now what does a score of two nmean?

You go to the next page. W put a set of
scoring criteria that says 1 to 5. One neans every
time, all thetinme, everythingis perfect, not athing
is wong. And we were pretty stingy on our grades
when we wer e out doi ng these assessnments at the pl ant.
It really had to nmean every tine you did it right al
the tine.

Three nmeant you're doing it pretty nuch
all the right kind of behaviors nost of the tine. 1In
ot her words, you're pretty confident. Two obviously

is alittle less than that and one neans you' re way
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out of whack. You're down bel ow acceptable and this
needs to be worked on.

Next slide. During the week when we're
out doing the assessnent, let nme back up a second.
Who did the assessnent? W had about 9 or 10 people
on each assessnment team It was led by a vice
presi dent fromone of the other stations. In other
words, |'mthe teaml eader for the Colunbia Plant. |
had Ri ch Anderson from Susequehanna with mne. There
was ei ght other people fromthe other utilities. W
had nmenbers from the international comunity, OPG
Ontari o Power Gen asked if they coul d partici pate and
we're also doing the sanme assessnment for Goose
Pi ckering, what's their other plant? There's anot her
one, Darlington Plant.

MEMBER ROSEN: One of our distinguished
menber s doubts t he ef fecti veness of peer participation
in these things. Can you say sonething about how
critical these guys are? Are they uncritical because
t hey know you' re com ng?

MR. O CONNOCR: No, not at all. No, not at
all. W had one of their vice presidents of
engi neeri ng at our assessnent at Ferm and believe ne,
he wasn't bashful at all in diving through things and

| think the peer involvenent, they have a different
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pl ant, but they have the sane issues, so they bring
t hat expertise just to kind of look at it a different
way .

Ask the question a little different way.
|"ma very strong proponent of the peers which is why
we use these i ndependent teans to go out to the other
sites. |'ve got a group of 8 or 10 people. W also
had a coupl e of I NPO seni or reps that participated on
the teans to watch how we're doing this. In fact,
| NPO posted this on their website as one way of doi ng
this.

So again, what you see then on the wall
during the week and we woul d post all of the 80 or 90
attri butes up there and you see scores of 1, 2, 3, 22,
and that's each of the different eval uators comng in.
And it's not just the questions. It's we watch
nmeetings. W watched interactions. W sawdifferent
t hings. W had some pre-reads ahead of tine, so |like
this particular one would cone out of two, the first
one. The second one ended up at 2.6 which says that's
bel ow what's considered fully conpetent. The third
one we found peopl e asking pretty good questions. Now
these are just sone exanples -- | just put sone
nunbers in here, but that's howwe did the assessnent.

The next page, slide 21.
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(Slide change.)

MR. O CONNOR: As | said, we had an
i ntervi ew question bank for seni or managenent, m ddl e
managenment and each team nenber had a set of
qguestions. There was a set for the seni or managenent .
There's a question for mddl e managenent. And we
would divide it up, like I would be talking to the
site VP plant manager |evel folks, chief nuclear
of ficer, board of directors' nenber if we could get
him So again, we staggered this to make sure we got
a good cross section

The assessnent scoring was docunent ed on
our fieldcollectionsheets. Weinterviewedtypically
about 80 to 90 people at each of the sites. Ve
wat ched | ots of neetings. W attended control room
operations. W attended pre-job briefs.

Next slide, slide 23.

(Slide change.)

MR. O CONNOR: Before we went to the site,
each site sent us a ton of material that we revi ewed.
So this assessnent actually starts a nonth or so ahead
of when we go to the site. W ask for any JCO. Now
why woul d you want to | ook at a JCO? The plant has
got three or four justifications for continued

operation. That m ght say, gee, what's up here. It

NEAL R. GROSS
COURT REPORTERS AND TRANSCRIBERS
1323 RHODE ISLAND AVE., N.W.
(202) 234-4433 WASHINGTON, D.C. 20005-3701 (202) 234-4433




10

11

12

13

14

15

16

17

18

19

20

21

22

23

24

25

329

m ght be an indicator of maybe their safety culture
isn't right. W |ooked at root cause reports, problem
reports, adverse trends, corrective action backl ogs,
sel f-assessnments. Next page.

(Slide change.)

MR. O CONNOR: Here's sone things that you
m ght think, gee, what's that got to do with safety
culture? We |ooked at their O & M and Capital Cost
Tr ends. If we saw any dramatic changes |i ke gee
you're running along with $110 O & M budget and t hen
you see it's just been dropping $10 mllion a year,
t hat m ght be okay, but you've also to assess is this
j ust bei ng driven by sonet hi ng by cor por at e nanagenent
cutting cost out of things? |If you see the capital
budget is dropping dramatically, that says maybe
they're not reinvesting in their plants and doi ng the
ri ght things.

The bottom was real inportant, staffing
stability. You |l ook at a plant and we had one of our
menber stations that just went through a lay up. Now
they hadn't had one in a long tinme, but when they | et
t hose 150 people go, then we dive into that and say
what was your changed nanagenent plan? How can you
ensure when those 150 people are no longer in your

system that the programs, processes and procedures
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t hat you had in place can be supported with 150 | ess
peopl e? Howard nentioned or soneone this norning
about prograns and people. | nmean t he peopl e make t he
prograns work and i f suddenly you built your structure
on this many and now you have this many, guess what?
Peopl e are going to have to do what they have to do,
sothen they start dilutingthe prograns and processes
and procedures to be able to cope. So we |ooked at a
| ot of things ahead of tinme and that pronpted us to
ask a |l ot nore questions as we went on. And this may
be an area that George fromthe INPO side -- | know
INPO typically hasn't gotten into those kind of
t hi ngs, but here again, |ooking at that, that is one
of the things that can contribute to a plant not
keepi ng up performance | evel.

Now what does it | ook |i ke when we're al
done? And 1've just included a couple of sanple
slides that would cone out of a typical report.

(Sl'ide change.)

MR O CONNOR In this particular one is
around the results out of the effective operational
deci si on making set of attributes and you could see
for attribute 2B1, this particular station had a 3.5.
So anyt hing above about a 3, we call that's pretty

good. You got a strength in that area. Keep doing
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it. \Whatever you're doing there, keep doing. The
rest of the ones for that particular site cane out of
3.04. So all the rest of the 70 or 80 attributes, the
aver age was about 3. 04.

So this station had sonme pretty good
things. Also, on the next page we point out -- in
addition to the graphs we gi ve verbi age to say why we
t hought item 2B1A was a strength. So we don't just
say here's your graphs, go figure it out. There's the
docunent ati on about why it was considered a strength
and what about that the rest of us can learn fromit.

Li kewi se for the areas for inprovenent.
You know this particular one, item6H you got a 2.44
on average, so that says you need to pay attention to
that and that station management now has sone areas
that i f they go focus on these five or six areas, then
can bring them up, that will help the station get
better.

MEMBER APOSTOLAKIS: On the scale, 5 was
best ?

MR. O CONNOR: Five was off scale. W
gave very few 5s on any attri bute.

MEMBER APOSTCLAKI S: But how did you
deci de what 5 was?

MR. O CONNOR: What we did was collegially

NEAL R. GROSS
COURT REPORTERS AND TRANSCRIBERS
1323 RHODE ISLAND AVE., N.W.
(202) 234-4433 WASHINGTON, D.C. 20005-3701 (202) 234-4433




10

11

12

13

14

15

16

17

18

19

20

21

22

23

24

25

332

we step back and you can have any rating system you
want . What we said was we could have picked four
nunbers or three nunbers

MEMBER APOSTOLAKI S: No, | understand
t hat, but what's best?

MR. O CONNOR:  The best we just said 5 and
then we wrote down what does 5 nean? That was that
other chart. Five nmeant you do it right every tine,
all the tinme and all the things are perfect in that
particular attribute, fromour quick snapshot.

I n other words, you go in and you | ook at
their neeting. It every nmeeting they start a neeting
with a good safety nessage, if you saw t he team wel
engaged and you saw seni or managenment sitting back
wat chi ng and nmaking sure things went -- intervening
when necessary. |f you went to the control room the
pre-job brief was perfect, then they did the
evol ution, whether it be a rod pole or whatever. You
m ght check a file.

MEMBER APOSTOLAKIS: So it's really what
a group of experienced people believe is the best
practice in the industry?

MR. O CONNCR  Yes, and that's the other
part. W didn't say what do our seven or eight

stations think is best. W did benchnmark agai nst the
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INPO criteria for what is best. We did benchnark

against the INPOcriteria for what i s best practicein
this particular area. So that was the criteria. You
had to be at best practice |level to get a 5.

MEMBER APOSTOLAKI S: And simlarly of
course, for one.

MR. O CONNOR: Sane thing for the bottom
numnber .

MEMBER KRESS: |Is 2.87 different from 3?

VR. O CONNCOR: You nmean is it
statistically different?

MEMBER KRESS: Wuld you treat it
differently?

MR. O CONNOR: That's where you have to
read the verbiage around this one. In other words,
you | ook at what 2.87 was and you say gee, what is
thistelling mne? What it tells me is for some reason
|"m not fully conpetent and then you need to dril
t hrough that --

MEMBER KRESS: Just one aspect of that
area m ght have --

MR, O CONNOR: And that's exactly what
this was, one aspect of the 90. |In other words, the
one exanple | used was this attri bute on paragraph 1B1

says does the station have a trending progran? So |
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went into here and if one of these was 1B1B, that was
2. 87.

So he' d go back and say there's sonet hi ng
about my trending programthat isn't right. Nowthe
team back him at what they thought wasn't right, so
that would point the station in the right direction.

Li kewi se, the INPO warning flags we
t hought were very inportant. Now there are severa
sets of warning flags that | NPO has out there, so we
put a special enphasis on the warning flags and this
particular one, this particular station did pretty
good across the warning flags. An exanple, itemGGin
our report, that warning flag is the one that says
you' re over confident. You're | ooking at your nunbers
and you're relying on your past history. |[|'ve been
running pretty good. My capacity factor is up so
you' ve got to kick back. You're living in the past.
So we found at this station there was alittle bit of
living on the past positives and not really saying |
need to do any nore. So you get into that |'m okay
here and everybody else is going to run by nme. So
this station needed a little wake up call -- because
we heard terns |i ke we' ve been runni ng pretty good for
two cycles and you get little comments |ike that and

you start thinking.
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VMEMBER S| EBER: \What are sone of t he ot her

war ni ng flags?

MR. O CONNOR:  The other warning fl ags,
t he second one, FF is industry interaction and bench
mar ks, managi ng rel ati onshi ps with your regul ators, in
other words, if we sense sone contentiousness wth
| NPO or your regulators. Ops and engi neering
standards is BB. These don't -- if you go into the
| NPO report it doesn't say that these were what's in
our -- you go in here. So those are the things that
cane out. And this is just part of the warning fl ags.

MEMBER SI EBER:  Thank you.

MR. O CONNOR: Now for ny assessnent whi ch
was finished up several weeks ago, | just included a
couple itenms that just to show you what conmes out in
the witten parts of this, so in one area it says
managenent oversi ght of nuclear safety
over-production. That was one of the major bullets.
And t he exanpl es wer e busi ness pl an, i ncentive program
and our managenent involvenent. The team saw those
three attri butes were pretty good. As an exanpl e, our
incentive program there's a zero payout for any of
t he managers or enpl oyees if we don't nmake our nucl ear
safety items. You can get all of the production in

the world, all the other itens, but if you don't hit
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the nuclear safety goals which include things like
your performance i ndicators on risk, your perfornmance
i ndi cators around safety systemavailability, you can
do great on everything el se, but you get zero payout.

So again, it's putting that enphasis up
there. Qur business plant starts right out with al
the safety policies and why it's inmportant. So agai n,
t hey thought that was very positive.

There was no reluctance to raise issues
and a very strong partnershi p between nanagenent and
the craft. So these are the three areas that turned
out as strengths in my report. | had sone ot her ones.
| just listed sone exanpl es.

They al so pointed out sone areas that we
weren't doing as well as we should. Qur work contr ol
process. W' ve got a very antiquated conputer system
wor k control process that's quite cunmbersonme and what
it leads to is there's sonme fragnentati on of some of
our reliability inprovenents, so they pointed out to
us that yeah, you ve got the stuff there, but it's
tough for the troops to figure out what's the next
nost inmportant itemfromthe work control system So
|"'mnot going to go through all of these, but again,
t hey gave us very detail ed conments about what they

saw that was less than fully conpetent.
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This is a roll up that would go to the
executives at the board. So in other words, of the
five plants that we've done so far, we're going to
finish the two up by July. On the INPO warning flag
and this is one warning flag, there's a roll up for
each one of these and each attribute that we, the
executives get, and you can see, two of the plants,
pretty positive.

I n other words, this is the variance from
3.0. So Plant A had -- you know, basically, they were
runni ng about 3.4 on this one. Plant B was 3.5, so
wel | above the average. Plant Cand D were conpetent,
a little bit low, but here's Plant D. And this
particular plant on this warning flag said the orbit
site organi zati ons denonstrated an unbi ased vi ew and
del i vered tough nessages. Self-assessnents, high in
probl ems and addressed. This plant was well bel ow
what woul d be considered fully conpetent.

So, we, the executives on USA wl|l
chal | enge each ot her and say what do you need, Pl ant
D, here? Wat can we do to help, but nore
i nportantly, what are you doing to bring us up because
we as a fleet don't want to be pointing on the bottom
side of this. Soit's this peer challenging anong t he

executives to boost each other up and hel p the other
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stations that need it.

This is a roll up right now of the five
stations that we finished and the scores. So we've
got a couple of stations at 3.2, 3.25, one at 3.08 and
one at 2.94 and one 2.96. | didn't put the station
nanes down there. The other execs said they'd rather
talk to you personally, if you want to know who' s who.
But mne was a 3.2, so |l will tell you mne

(Laughter.)

And on average is 3.09 for the five
stations. On average, we feel confident, but on
average doesn't count. You still have got to dive
into those various roons for inprovenent and find out
what do | needtowth the station in these particul ar
areas. Mich like you do with your I NPO eval. |NPO
comes in and gi ves you a score, but they alsotell you
areas for inprovenent and strength. You need to
real ly dive through the areas for i nprovenent and wor k
on that.

Where do we go fromhere? This assessnent
is clearly a spot check. W think it's areally good
way to do it. It was very intensive, very |abor
i ntensive, very resource intensive, but we think we
got a really good check on where our stations sit. M

as a site VP, the things that | got out of this
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assessment wll really help ne to continue ny
i mprovenent efforts at Ferm . And what we're | ooki ng
at nowas USA, (1) howcan we do a -- rather than this
round robin spot check every year or 18 nonths or 6
nont hs or whatever it is, we've got to find a way to
make this into our day to day activities in our QA
assessnents, our | SRGAssessnents and t hings |i ke that
to figure howwe can keep pul sing this day to day, our
managenment observations. So that's the next step.
We're going to start working on that.

And again, that's the last slide on -- it
is an SOER  You heard George say this. It wll be
done that they keep assessing. Again, it's howdo we
continue to do that as a group of plants and as an
i ndustry. But again, this was one nethod. | just
t hought it good to share with the ACRS, one way of
doing it. W' ve been kind of bouncing around it today
and | think it was pretty effective.

MEMBER APOSTOLAKI S: How | ong have you
been doing this?

MR. O CONNOCR: W have five plants done.
W started the first plant in January, so we've been
basi cal |y doi ng one a nonth.

MEMBER APOSTOLAKI S:  Ckay.

MR O CONNOR: And we will finishthel ast
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plant in July. So all of the plants will have been
t hr ough their 1 NPO 02- 04 assessnent recommendati on B.
That's what we're using this as the recommendati on B
assessnent.

MEMBER APOSTOLAKI S:  And you plan to go
back then?

MR O CONNOR: That's the slide here.
VWhat frequency do we think we need to do this? How
can -- | don't want to just wait for another round
robin, we want to build it into our day to day and
routine QA assessnents and managenent observati ons,
but | alsothink it's inportant every now and then to
have that team cone around and do assessnent agai nst
what's consi der ed.

MEMBER LEI TCH: How about the third
recomrendati on on the | NPO SOER? What are you doi ng
about that? That seens to me it would be nore
difficult --

MR. O CONNOR: The third one is probably
the nost difficult and that's the one where you have
to go back and try and pick at what are those things
that are just kind of nagging out there. As | |ook at
nmy station, particularly, we've got sone i ssues around
out heater drains where whenever we test our turbine

bypass val ves quarterly and Ferm is probably uni que.
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W' ve got two huge turbine bypass val ves i nstead of a
bank of six. The operator has to be just perfect on
the hand auto station to keep that valve open.
O herwise, atrip, the pressure drops, it nmesses up ny
heaters. | trip ny heater drains and | get a recirc.
run back at 65 percent. That's not a good thing to do
to your plant.

We've kind of lived with it. W' ve gone
through it, but we've got to find a better way to do
that, you know. Half the time | do one of these tests
| end up at 65 percent power and | shouldn't do that.

That's one of those things that we've
lived with too long. One thing, maybe we don't need
to test the valves every quarter. Maybe it's one of
t hose things, the val ves al ways work. It's just nmaybe
there's a design issue that we can do it different.
So --

MEMBER LEI TCH: The difficult thing, it
seens to nme i s many pl ants have t hese i ssues, but over
the years you get used to themor you conpensate for
t hemprocedurally. They may even be entered i nto your
training program Hey, this is howyou got to kick it
here to make it work. And those kinds of things
becone institutionalized.

MR. O CONNOR: Right, and again this is
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the -- we've gone back into our hard databases and
| ooked for gee, is there sone conmponent that's had
nore than a couple of failures? W interviewed al
t he system engi neers.

W're interviewning all the operators.
Just dunp on us everything you think mght be out
t here that you think you' re havingtolive with and so
again, this oneis adifficult one. You just have to
get out there and talk to a | ot of people. You have
to t hi nk about what have we changed i n our procedures.

There's a wealth of know edge in your
training instructors. There's a wealth of know edge
i n your operators about howthey have to do things and
believe ne, they're not bashful to tell us about it.
We have lists of things nowthat we're going back and
taki ng another | ook at. Sone of them we may deci de
it's still okay. But others, it probably isn't.

MEMBER LEI TCH: The results that you got
her e, would you expect that that would be
significantly different than you get on an | NPO pl ant
eval uati on?

MR O CONNOR | think we did a |l ot deeper
di ve than you would get on an INPO plant eval. One
reason is we had 8 or 10 people specifically focused

around only these attributes, this group of 60 or 70
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attributes. The INPO team conmes in. They've got a
coupl e of week wi ndow. They have to | ook basically a
qui ck snapshot across a |l ot of higher | evel things and
whil e they do wal k down the plant and do things |ike
that, | don't think that without a whole |ot nore
peopl e and nore tine that they could dive through it
at this level. Nowwe may find better ways to help.
They may not have to in the new |INPO eval uation
process. They're going to | ook at howwe' re assessi ng
oursel ves and they will judge are we doi ng a good job
or not.

MEMBER LEI TCH:  Yes.

MEMBER APOSTOLAKI S: So let's say the
Agency decides that this is a great programor sone
variation of this program where -- at which step
woul d you say the Agency should be infornmed of what
results you're getting or what's happening so that
they will have this warm feeling that, yes, the
industry is self-assessing itself?

MR. O CONNOR:  And we have t hought t hr ough
that and here's what | intend to do with nmy report and
|"msure the other stations are simlarly doing this.
|"mgoing tosit dowmmw th ny residents to beginwth.
|"mgoingtosit dowmn with ny branch chief, Mark Ri ng,

and go through here's what we did. They already know
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what we di d because they saw us tal ki ng about this at
our norning nmeetings and all that. But then here's
the areas that we found at Ferm and here's how we
entered it into our Corrective Action Program and
here's what we're doing about it.

Now i f you go into the Reactor Oversight
Process, one of the areas inthe cross cuttingis your
probl emidentificationresolution. That's not limted
to hardware problem identification. These are
problens. Did we identify themourselves and are we
working on them are they in our corrective action
process? So again, | think the door is already open
there for the regulators to |l ook at are we i dentifying
our safety culture problenms as well as we identify our
har dwar e probl ens. Saf ety consci ous work envi ronnent,
anot her cross cutting area. How are we | ooking at
that? Are we taking it serious? Are we enteringinto
the corrective action process.

So again, | feel that getting there,
especially to the folks that are directly overseeing
us, our resident inspectors, our branch chi ef and our
proj ect manager, that's the first step. And if
they' re convinced that we're continuingtoworkonit,
| think that's okay. |If Jack and his teamsees -- |

blew this thing off and didn't do anything with it,
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then I think he has a right to say gee, you told us
about this stuff. Youenteredit intoyour Corrective
Action Program but you didn't do anything with it.
That's probably the doors open plenty far enough to
say, ineffective problemidentification resolution.

MEMBER APOSTOLAKI S:  But also -- | think
it's great that you are sharing the results wth
appropri ate NRC peopl e, but a net hodol ogy | i ke this or
agai n, maybe two or three simlar methodol ogies, isto
be bl essed by the Agency, shouldn't it have a chance
to review it and maybe make sone conments? | mean
you're relying now on | NPO docunents and so on.
nmean t here may be a perspective fromthe staff that is
not there. | would hate to say they should treat it
like a draft regulatory guide, but | nean sonething
that will also take the NRC staff's input. Wuld you
be anenable to that?

MR O CONNOR  Yes. |'Il speak for ne
personally. 1've got nmy USA Board Menber hat on. |
woul d have no objection to have the NRCtake a | ook at
this. W can leave it here. If they've got sone
areas that they think, gee, here's a better way to
think about this, that's another input. Just like
| NPO | ooked at it with us and we took i nput fromthem

W brainstormas best we could and this is round 1.
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In the spirit of continuous inprovenent
round 2 will be a better one because we'll find --
we' ve al ready found ways that we want to change sone
of the things as we got through the first five
stati ons. We changed sonme things from station to
station a little bit, but we think round 2 will even
be better. So ne, personally, | would have no
obj ection to Jack or Samor anybody's -- pass it out
to their team and say what do you guys think? |Is
t here sonme other ways you might want to | ook at it?

MEMBER APOSTOLAKI S:  Very good.

MEMBER POVERS: Suppose NRC | ooked at it,
George, and said it's the greatest thing since they
started putting beer in bottles and what are they
nmeasuri ng?

MEMBER APOSTOLAKI S: Wat are they
nmeasuri ng?

MEMBER POWERS: Yes.

MEMBER APOSTOLAKIS: | think the scales
t hat have been presented are what Sonja would cal
bars, |I think, aren't they bars essentially? It's a
schedule 1 to 5, 5 being best.

M5. HABER There are no behavioral
anchors. It's just a question of having rates on

t hem
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MEMBER APOSTOLAKI S: There's lot of

behavi or.

M5. HABER: It's simlar scale. Different
concept .

MEMBER APOSTOLAKI S: The idea is that you
have a scal e where people who are intimately fam li ar
with operations --

MEMBER POAERS: | heard the words. | know
t he questions they ask and what not. But are they
guestions that the Agency wants answers to0? I
understand howit can be used to infer things that the
Agency professes to want to know, but if you're
| ooking for safety culture as a | eadi ng i ndi cator and

degradi ng performance that can | ead to an event, it's
not clear to ne that this does that.

MEMBER APOSTOLAKI S: That's why | asked
whet her the staff would have a chance to reviewit,
because --

MEMBER PONERS: |If the staff reviewed it,
they could reviewit until they're blind in the face.

MEMBER APOSTOLAKI S: Wiy?

MEMBER POWERS: There is no proof that
having a 3.2 shields you from having events or even

reduces your vulnerability to events.

MR. O CONNOR: But at |least it points out
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areas that you have a potential vulnerability. If the

station works on it, | think it Ilessens the
possibility event. WIIl it preclude it, prevent it?
| absolutely can't answer -- stars could line up on

next Tuesday --

MEMBER PONERS: That's exactly right. And
from your perspective | think the biggest problem
anybody has running sonething i s know ng what can go
wong. It's hardest thing to find out in the world
until it breaks. And that's not when you want to know
when sonet hing i s wong.

That's not what the NRC needs to know.
Now why NRC wants this as an indicator. They want it
because they want to protect the public health and
safety. And there's no proof that it does that.

MEMBER APOSTOLAKI S: Well, but again,
plausibility.

VMEMBER POVERS: Il  wll grant you
plausibility.

MEMBER APOSTOLAKIS:  Aren't you putting
nearly an inpossible condition here? To nme, if you
want proof -- well, | don't know what kind of proof
one can give you. W can start with soneone that is
a pl ausi bl e argunent and you agree that these things

are good. It's better to do themthan not to do them
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right?

Now whet her they guarantee, whether they
are sufficient conditions for a safe operation, |
don't think anybody woul d claimthat.

MEMBER POAERS: | think if you could sit
here and show ne.

MEMBER APOSTOLAKI S:  Par don?

MEMBER PONERS: | f you coul d show ne t hat
a 2.6 plant has a 50 percent nore probability of
having an wundesirable event and you can define
undesirabl e event any way you want to, whereas a 3.2
pl ant only has a 10 percent probability of having an
undesi rabl e event over the next 18 nonths, then I'd
say fair enough, you' ve got sonething here. | can --
I"'mwilling to -- but in the absence of that kind of
information, then | think these guys have got a hel
o fa good managenent tool and as a regul ator | appl aud
you. But I'mnot going to use it --

MEMBER APOSTOLAKIS: Do you have such a
proof for special treatnment requirenments?

We are demandi ng them Do you have proof
that the probability of failure goes down by 10
percent or 20 percent?

MEMBER POVERS: |'mnot asking to add in

speci al treatnment requirenents --
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MEMBER APOSTOLAKIS:  What |'msaying is

that there is already a precedent where the experts
wi thin the Agency decided --

MEMBER PONERS: That's not acriterion for
addi ng somnet hing in.

MEMBER APOSTOLAKI S:  What ?

MEMBER PONERS: That's not acriterionfor
addi ng burden.

MEMBER APOSTOLAKI S: No. It's not a
bur den. They're doing it. W are not adding
anyt hi ng.

MEMBER POVNERS: It is a burden as soon as
we ask themto share it with us.

MEMBER APOSTOLAKIS: No. W'retryingto
avoi d i nposing burden by saying okay, you guys are
doing great, but on the other hand, | cannot, if
sonebody asks ne, how do you know t hey' re doi ng great ?

MEMBER POWERS: George, if he turns it
into the NRC, he signs sonething that says if |I happen
to make a m stake here, know ngly, you can send ne to
jail. That's burden.

MEMBER APOSTOLAKIS: | don't know about
t hat .

MEMBER PONERS: You create burden --

MEMBER APCSTOLAKIS: | --
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MEMBER ROSEN: You' re maki ng argunents

that don't really goto the issue here, Dana. | think
what we're --

MEMBER PONERS: It certainly goes to ny
i ssue.

MEMBER ROSEN. Wel |, okay, the -- to ne,
what you're suggesting -- the excellent here is the
eneny of the good and | think that we shouldn't allow
that. | think what's been descri bed here as you even
agree is a useful exercise for the USA Alliance and
t he suggestion that George Felgate of |NPO nade and
may ul ti mately be useful for us, that neither of those
attributes are perfect, but they're better than doing
nothing and that's the alternative. W're sitting
here --

VMEMBER POVERS: That's absolutely not
true.

MEMBER ROSEN: W't h not hi ng.

VMEMBER POVERS: As soon as you do
somet hi ng, you're consunm ng resources that could be
better spent on other things.

MEMBER ROSEN. It's a | ogical argunent.

MEMBER POVERS: You're consunming alittle
bit of resources that do sonething that's nuch better

t han what we' ve got which is next to nothing. W have

NEAL R. GROSS
COURT REPORTERS AND TRANSCRIBERS
1323 RHODE ISLAND AVE., N.W.
(202) 234-4433 WASHINGTON, D.C. 20005-3701 (202) 234-4433




10

11

12

13

14

15

16

17

18

19

20

21

22

23

24

25

352

no insight to the safety culture of the utilities.

MEMBER ROSEN:. W have al | the pi eces, but
have no integration. Thisis an offer of integration.
W' || debate this some nore obviously.

MEMBER APOSTOLAKI S: |"'m sure when the
time cones to think about the letter, this issue will
come up again. But it's 5:30, so nmaybe we shoul d | et
Sonja --

M5. HABER W can say last, but not
| east. W can say --

MEMBER POVWERS: Sonja has the answer to
one of ny questions.

M5. HABER. Well, | hope. W could say
| " mat a di sadvant age because you' ve heard so nuch and
a lot of everything, but | can say |I'm at an
advant age, because | think | can provide you with a
coupl e of different things, having had the benefit of
havi ng heard everyt hi ng.

| think that -- next slide, please?

(Sl'ide change.)

MS5. HABER: Rat her than introduce nyself
and ny background, | want to tell you about ny
i nvol verrent inthis area which really defines who | am
and why I'mhere. As Tom Murley said this norning,

back in the | ate 1980s we were not all owed to use the
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word safety cul ture when we did work for the NRC. And
Tom in fact, was an instigator for a project called
t he I nfl uence of Organi zati on and Managenent on Saf ety
Performance. And that's howl really got involved at
this. | was at Brookhaven National Laboratory and
ended up being the project integrator for many years.
That project, as George can tell you, involved many
di fferent groups from academ a, fromindustry, from
t he National Laboratories, fromother industries, to
really look at what is the influence of organization
and managenent on safety performance and really, |
think what we're calling it now is a/k/a safety
culture to really a |l arge extent.

VWhat | do want to say is that at the tine
of the NRC work, we did pilot nmethod that cane out of
t hat project and the nethod | will tal k about sone of
t he net hods and sone of the behaviors that we used to
| ook at organi zation and nanagenent. W piloted at
three facilities. One was a fossil facility of P&E
and the other was Diablo Canyon and then we also
piloted at GahamLeitch's plant at the tinme, at the
Linmerick Station. So there was some precedent and
t hen, of course, various regulatory decisions were
made not to pursue that work in about the m d-1990s.

Subsequent to that tinme, and while we
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still had that data, we did start an initial project
to answer sonme of the questions about correlation to
ot her types of indicators. And we did try to | ook at
the data that we obtained from this assessnment of
organi zati on and managenent to other perfornmance
indicators that the NRC was collecting at the tinmne.

W started to find sone interesting
relationships wth human errors, from the OER
dat abase. But again, that work was basically
di scont i nued. So there was an attenpt to try to
correlate the data we col | ected wi t h ot her i ndi cators.

W worked on the front end of the work
trying to define the organization and managenent
behavi ors and George and his col | eagues real | y wor ked
on the back end because TomMirl ey' s questi on was how
can we i ncorporate the influence of organization and
managenent into -- at that tine we called it
probabilistic risk assessnment. So in fact, was there
away to quantify these things to actually thentie it
to risk. That was the initial question of that
research project.

And | think we cane i nterestingly close at
some point with sone very good work between the
behavi oral sciences and the engi neering discipline.

Subsequent -- well, duringthat sanetine,
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actually, | was involved i n some Departnent of Energy
work. |f you remenber, they had Ti ger Teamapprai sal s
and we supported the managenent subteam of those
apprai sals by conducting the survey, a paper and
penci | questionnaire, the sane one that we had deci ded
to use in the NRC organi zati on and managenent wor k.

In 1995, after the NRC decided not to
continue the work, at that time, the Atom c Energy
Control Board of Canada approached us and said well,
we'd be interested in pursuing this. W think it's
important and we'd like you to help us adapt it or
work on it or update for purposes of using it at our
Canadi an facilities.

" mstill working onthat project and|'1|
tell you just a little bit about it because | think
it"sinteresting froma regul atory perspective. They
have -- we piloted it. W updated sone of the work
that we had done for the NRC and t he R&D program W
piloted it at one of their stations and then we went
ahead and i npl enented it across the major |icensees.
Now, of course, you know they are a nuch smaller
i ndustry, but we did conduct nine eval uations, using
basically the nethodol ogy that had been devel oped
through the R& D project for the U S. NRC, with sone

nodi fications which I'mnot going to go into now, but
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primarily the same type of tools and t he sane types of
behavi ors that we were | ooking at.

They are now going to do sonething very
i nteresting which m ght be of interest to you, is they
have decided to go back and re-evaluate the first
pl ant that we did which was the pilot plant and we're
going to conduct that evaluation using the sane
nmet hodol ogy as we did before. And i ndependently,
they're going to have their -- what they call project
of ficers, your resident inspectors, as well as other
peopl e t hat conduct i nspections at thosefacilitiesin
heal t h physics and quality assurance and ot her types
of areas and put their inspection findings fromthe
wor k that they' ve done within a period of tinme at that
site, the sanme site, into the simlar type of
framework that 1'mgoing to talk to you about in a
mnute. So they're going to have their inspection
findings in the franework. W're going to have our
eval uation data in the franmeworKk.

And then there's going to be a conpari son
made between what in the inspection process is not
being captured that perhaps is captured in our
eval uati on met hodol ogy, what could we do to enhance
that inspection process to capture those safety

culture attri butes or characteristicsor, infact, are
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there some things that we just have to get using
i ndependent nethods that cannot be captured by our
regul ar inspection activities. So that project wll
take place inthe fall. So that shoul d be of interest
froma regul atory perspecti ve.

From 1995 to 1998, | also had the
opportunity to do a lot of work in Soviet design
reactors as part of a U S technical assistance
program t hrough DOE and the reason | nmention that is
that we had an opportunity to collect again simlar
t ypes of organizati on managenent data at three Sovi et
design plants, an opportunity nowto really | ook at
cultural differences within the industry across
countri es.

MEMBER APOSTOLAKI S: Sovi et design or
Sovi et operate.

MS. HABER: Sovi et desi gn because one was
in Bulgaria. And one was in Ukraine and one was in
Russi a.

Starting in 1998, | had an opportunity
start working with the IAEA in the safety culture
ar ena. |'ve done sonme of their safety culture
eval uations with them Al so conducted sone work
trials wth them and consultancies. And in

particular, the reason | mention that is when | talk
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about the franmework, sone of the nbost recent work cane
out of the consultancy in Decenber where they're now
novi ng beyond the I NSAG 15 into a guideline for howto
assess safety culture. So | think that will be of
i nterest.

From2000, the Spani sh regul at ory body was
interested in | ooking at organi zati on and nanagenent
and they started a project as well and I was wor ki ng
with themand got to i npl enent the nethodol ogy in two
plants in Spain, a BWR and a PWR and just com ng out
of a workshop a couple of weeks ago wth the
regul ators in Spain. They are now taking forth an
action planthat will basically ask their |icenseesto
have sonme type of assessnent of safety culture, safety
managenent systens, but they're really tal king about
safety culture characteristics.

So they intend to ask their licensees to
do that as well.

And t hen, of course, as many of you know,
| was involved this past year in the Davis-Besse
safety cul ture eval uati on.

The evol ution of safety culture, | think,
| just want to nention this because |'m going to go
intonore detail inamnute, really has three phases.

| think the first isfromthe R& D wrk fromthe NRC,
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identifying the behaviors that inpact safety
per formance and t he met hods and howto assess t hemand
then there was another phase in ternms of high
reliability organi zations and I'l1 tal k about that in
amnute and finally, the one that we're working with
today, if you read the Davi s-Besse report, you'll see
the safety culture characteristics in there.

Qut of the first phrase which were the
organi zati onal behaviors from the NRC work, we
identified 17 organi zati onal behaviors andit occurred
to me that one of the behaviors, one of the things
that |'ve been heari ng about today, George, was David
Cakwi n's * (5:39:54-need correct spelling) concept of
t echni cal know edge where -- and he al so partici pated
inthis project as part of George's group, the notion
agai n of having that information, that big picture of
t he systens and the operation of the plant.

But there are several behaviors in there.
| didnot bringthelist with me, but sone of themare
t he ones we' ve been t al ki ng about t oday, conmuni cati on
and decision nmaking and gold setting and problem
identification and resol ution. And these were --
they're not new W all know about them but | think
inthat project we went through a | ot of peer review,

a |l ot of workshops, alot of input and I think we al
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felt pretty confortable with that |ist of behaviors.

As | nentioned, we had data collection
tools then to develop, that we developed for the
assessnment of behaviors, but we didn't develop them
fromscratch. The NRC s requirement was they have to
have gone under peer reviewand scrutiny. They didn't
want us to do R & D. They wanted nethods that
exi sted, that had denonstrated reliability and
validity, avery inportant concept. It's very easyto
wite questions and ask people questions. [It's not
difficult to wite rating scal es and have peopl e put
mar ks on a piece of paper. And a |ot of people just
put surveys together. But they don't look at it
psychonetrically to know whether or not are they
nmeasuring what they really think they're nmeasuring in
avalidity sense and will their results be consistent
inareliability sense. I1f | nmeasure you today and |
neasur e you next week, will | get simlar results? So
we wanted tool s that had undergone that kind of peer
review and scrutiny. And we did. W cane up with
four of those tools, plus we use, as Bill descri bed,
not dissimlar, a functional analysis where we get
docunentation from the stations and information to
hel p us under st and what they're doi ng. But aside from

that, we have a dat abase of interview questions which
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we do fromtop to down, |ike you talk about, and al so
across the organi zation, across di fferent departnents.
And the reason we do that is, as we've heard today,
it's inmportant to know where the differences are in
t he organi zation; the operations group answering in
one way, the mai ntenance i n anot her, seni or managenent
one way, the working | evel in another. So we use that
same type of notion

We have behavi oral anchored rating scal es
t hat George nmentioned. The difference here is a
rating scale, but the person identifies their
percepti on of that behavior, based on an exanple, so
you actual |y gi ve theman exanpl e of how a pl ant m ght
deal wth comunication and you give them the
attributes of very good conmunication in the first
exanpl e. There are five exanpl es and the | ast one has
t he absence of all of those attributes. They get to
put an X next to the one that they think represents
their perception of that behavior.

These were developed wth industry
experts. They were not done by us. They were done by
people from the nuclear industry to actually make
those attributes neaningful to people when they
conpl ete them

W al so have observati onal checklists so
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t hat we can actual |y, when we go and | ook at a neeti ng
at a plant or a work process, we | ook at attri butes of
the sane 17 behaviors that we' ve been tal ki ng about.

Final Iy, we have a survey which is a paper
and pencil questionnaire. And the reason |'mtelling
you about this is that one of the things that we
provide, | think, that | haven't heard a | ot about and
"1l talk about in a mnute nore, is we really ask
peopl e for their perceptions about things. Now, we
get a lot of criticismabout that because peopl e say
well that's just sonebody's perception. But | think
| don't have totell you that perceptionisrealityto
nost people and if you really believe sonething,
that's how you' re going to behave. If you really
bel i eve that managenent does not val ue safety in the
organi zation, then you're going to exenplify that in
your behavior in that organization. So we really do
try to get at sonme of the attitudes and val ues as wel |
as sone of the other types of things that we've heard
about today.

I n addition, by having rmultiple nmethods,
multiple tools, the bars, the survey, the interviews,
t he checklists, to asses the same behavior, we have
somet hi ng that we call convergent validity. And what

that nmeans is when we are doing an interview and
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aski ng questions about conmunication, we're not just
going to use that information. W're also going to
see if it's consistent with the data that we get from
the survey, from the rating scales and from the
checklists.

So in that sense now we have a nultiple
way to say conmunication is an issue for X, Y and Z
reason baaed on mul ti pl e nmet hods of assessnent. So |
think those are the two things that we look at a
little bit differently from what |'ve heard. The
convergent validity and the fact that we' re | ooki ng at
attitudes and val ues and perception in addition to
sone of the other types of information.

The tools allow for quantitative and
qualitative. Asurvey will give you nunerical val ues.
Managers find it very useful to | ook at differences
between departnments or between levels in the
organi zati on, between managenent and non- managenent.
But it al so gives you qualitative data because | think
we al | knowthat the case studi es and t he exanpl es are
often very rich sources of information for these types
of cultural characteristics.

Next slide, please.

(Sl'ide change.)

M5. HABER | just want to nention briefly
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Hi gh Reliability organi zati ons because it's a concept
that is maybe not famliar to everybody, but when we
wer e wor ki ng on the USNRC research proj ect, we worked
with the University of California at Berkel ey, Todd
LaPorte, Gene Rocklin and Karlene Roberts. And many
of you may know of their work. It's been published in
popul ar as well as scientific journals. And really
t hey tal ked about organizations that depend on human
performance to avoi d i nci dence i nvol ving significant
adver se consequences in terns of enployee and public
heal t h and safety. These organi zations cannot afford
to make a m st ake because t he consequence i s too high
if they make is. So that's what a high reliability
organi zation is.

Just recently, last sumer, Roberts and
Bea canme out in an Acadeny of Managenent article with
an excell ent framework for thinking about what makes
a successful H gh Reliability organization. And I
just want to give you the characteristics. | think
they' Il sound very famliar to you.

First one, please.

(Sl'ide change.)

M5. HABER: The first is getting enpl oyees
to buy into the big picture through consistent

comuni cati on and teamwrk to arrive at a common path
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f orward. Peopl e have to know what the vision is.
They have to conmunicate by it. They have to talk
about it anongst thensel ves and then you have to get
themto work on a common path to achi eve that m ssion.

Second, please. Next slide.

(Sl'ide change.)

M5. HABER: Bei ng a | ear ni ng organi zati on.
And basically |I heard a little bit discussion about
what does that mean and why is that inportant. It's
aggressively seeking to know what you don't know.
O herwi se, you will never nove and you never w |l be
anticipating the next step or the next event.

And finally, the last one is using
measurenent to nanage. W all know the term that
what ever gets neasured gets managed, but now you can
build a reward and incentive system around it that
recogni zes that not only the cost of failure which
we're often good at doing, but the benefit of
reliability. Andit's not just a conpensation system
it's awhol e social systemthat really recogni zed t hat
reward. After all of their years of research from
case study and analysis, they canme up with these
characteristics that they felt executives in these
t ypes of organi zations would find very useful tothink

about .
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Cultureisreally the unbrell a over these
characteristics and really i nfluences t he
i mpl enentati on of howthey are carried out. And high
reliability organization, successful ones that do it
well, place a very heavy enphasis on pronoting a
positive safety cul ture.

Next slide, please.

(Sl'ide change.)

MEMBER APOSTOLAKI S: So is there an

inmplication here that if | do these three bullets
well, I will be a Hgh Reliability organi zation? O
is it that if I am already an HRO, then these are

three of ny characteristics?

M5. HABER: They argue that to help
promote being a successful HRO this is what you
shoul d aimfor

MEMBER APOSTOLAKI S: But they don't
provi de any proof.

M5. HABER Vell, they provide sone
exanpl es. And we'll tal k about sonme of the behavi ors.

MEMBER APOSTOLAKI S:  Ckay.

M5. HABER: (Okay, we've heard a | ot about
t he | AEA docunents. Let ne just quickly put it in
perspective for how we've used it. The first, of

course, is the INSAG 4 and | ' mnot going to go t hrough
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t hat agai n.

The second is that we also think about
this in terns of safety culture existing in an
organi zational context. W heard this norning a | ot
about managenent and |eadership and that's very
important. And safety cultureis very inportant on an
i ndi vidual level too, but it has to exist within the
right organizational context. You can have an
excell ent |eader and they're going to have a very
tough tinme if there isn't the appropriate
infrastructure and organi zati onal processes for them
to actually inplenment the visions and what they want
to carry out. So we need to think about this, not
only at the |leadership issue, but also in the
organi zati onal context.

The | AEA uses Schein, and we heard Edgar
Schein's nodel of culture and this is where we think
that we're providing sone information on the | ast
bullet. The first two bullets we've heard about al
day. Artifacts in Schein' s nodel are the observabl es,
the things that we can see; mnmission, a Vvision
statement, a poster that's on the wall that we've
tal ked about. Those are the observables, the
artifacts.

The cl ai med val ues are what do we espouse
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as an organization? \Well, we hear safety first.
That's a good one. W hear that safety is our top
priority. These are all clainmed values. | think al
of us would agree that we're pretty successful at
| ooking at these things and defining what they are.
VWhat we're | east successful about, but probably the
nost inportant thing for culture are the basic
assunptions. These are the attitudes and val ues t hat
we all bring into work, to our famlies, to our
societies, to our groups that really determ ne our
behavior and in a working environment, those basic
assunptions are going to inpact performance,
particularly safety performance. So when | think
about it, we think about basic assunptions |ike safety
can al ways be i nproved. In other words, if you cone to
wor k and you think that everything i s okay and safety
| evel in the organizationis fine, then you' re going
to behave in a certain way. But if you re goingto be
on t he | ookout because you bel i eve you can al ways nake
italittlebit better, then you' re going to behave in
a different way.

If we believe as human beings that all
people are good, that's a basic assunption and we
behave i n a way, assum ng that people are good. If we

didn't believe that, we woul d behave differently. So
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basi c assunptions are really the val ues and attitudes
that conprise a lot of culture. And it's the hardest
thing to assess.

The | AEA al so tal ks about the stages of
safety culture developnent and | think from a
regul atory spectrum these are inportant. Conpliance
is aregul ation-based safety culture. [|f the NRC says
thou shalt have a positive safety culture, then the
utility is going to go out and conply with that
requirenment. It's goingto a conpliance-based type of
appr oach.

VWhen t hey nove i nto performance, what the
organi zation is doing is now neasuring, providing
indicators or ways to |l ook at safety culture. And |
t hi nk we' ve heard sone of that today. But the final
one is when it becones a process and it becones a way
of life or a way of working and it really is this
notion that it can be inproved and that it's always a
conti nuous process.

Next sl i de.

(Sl'ide change.)

MS. HABER: In Decenber of this year,
there was a consultancy in Vienna to try to take all
of the information fromthe different | NSAG docunents

t hat we' ve heard about. And by the way, George, | did
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want to nention that there has been, | think this
nonth, and there will be in the fall, neetings with
regul ators on these characteristics as well, to get
t hat i nput.

We had a consultancy. W took together
all these INSAG docunents for 1315, 1329 tech doc.
all of themand said is there a way because the goa
of the consultancy was how are we going to assess
safety culture? |If the IAEA wants to send out a
safety culture assessnent review team SCWERT, then
how are we going to do it. And one thing was we had
to categorize these into sonmething that nade sense.
And so what cane out of that neeting were these five
safety culture characteristics. They're now calling
t hem di nmensi ons. |'ve been calling them
characteristics.

The first one, safety is a clearly
recogni zed value in the organizati on. Now beneat h
each of these, I'mgoing to showyou on the next chart
are performance objectives and criteria that go with
each of these characteristics and we still have to
understand how we're going to neasure them Let's
just go through these for a mnute.

Accountability of safety in t he

organi zation is clear. Safety is integrated into al
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activities. It's kind of the notion that it's all
safety. It's not just nuclear safety and it's
ever ywhere. A safety |eadership process exists.

Sonet hi ng we' ve heard a | ot about today. And finally,
that safety culture is learning driven, that the
organi zation will use their own past performance and
the experience of others to inprove their own
performance in the future.

Next sli de.

(Slide change.)

M5. HABER: This is very busy. |'m not
going to go through the whole thing, but I just want
to show you how this framework is wused in the
met hodol ogy that we use to look at safety culture
eval uati on

For those of you who have read t he Davi s-
Besse report, sone of this should be fam liar to you.

Down the mddle are the safety culture
characteristics that we just spoke about, the five.
Safety is a clearly recognized value, for exanple.
Al ong here, are the performance objectives or if you
want, the attributes of that characteristic. So you
woul d look for docunentation that describes the
i nportance and rol e of safety, the value of safety is

clearly transmtted and understood. Deci sion nmaking
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is conservative or reflects the val ue, etcetera and so

forth. 1'mnot going to go through all of them
W' re still at the point of how do we get
to the basic assunptions? | can show you the

artifacts and the clained values for these, the
observables, but what about those values and
attitudes? Well, along theright sideyou' re goingto
see what we're calling organizational behaviors and
these are the sanme organi zational behaviors for the
nost part that we had identified back in the late
1980s and early 1990s fromthe USNRC research t hat are
used to assess those types of influences. And by
using the different tools, we can get at not only the
artifacts and the «clained values for those
characteristics, but sone of the basic assunptions,
not all. | nean because that's very difficult.

But as an exanple, if we l ook at attenti on
to safety, we have scal es on our survey that have 40
items that |look at what is -- are these behaviors
hel pi ng you to be successful in ternms of perform ng
safely inthe plant? Okay? And so nowyou're getting
at not whether or not it just exists or not, but what
are enployees', workers' perceptions about the
i mportance of those particul ar behavi ors. And you can

conmpare between groups. So you can |ook at what
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operations people feel, what nmaintenance people
percei ve, what engi neering people perceive, what do
seni or managers perceive. They think it's there, but
what about the maintenance technician who says no,
it's not there. W don't haveit and it's not hel ping
me on ny job. So you can |l ook at those Kkinds of
differences in avery quantitative and pretty graphic
ki nd of way.

So | won't go through all of these, but
basically we use these behaviors in assessing the
characteristics, collecting themfromthe different
tools and then being able to aggregate it up to make
some st at ement about the absence or presence of these
characteristics.

Last slide, please.

(Slide change.)

M5. HABER: | think fromthe experience
that we've had and the work that we've done, we can
say right now that safety culture attributes are
defi nabl e and accessi bl e. And we t hi nk and we bel i eve
and | think we've denonstrated that there are tools
avai |l abl e for the di agnosi s of the absence or presence
of these attributes that are inportant to safety
cul ture.

We found in sone of our work that sone of
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t he behavi ors that | showed you are nore successful at
differentiating between organizations. So we're
attenpting to | ook at what sone behavi oral indicators
m ght be that would differentiate or discrimnate
bet ween organi zati ons.

W have a database now of over 20,000
people that have responded to these tools and
particularly the survey and we can del i neat e nucl ear
and non-nuclear. W can show differences there and
even within nuclear, which | believe is probably not
a wi de, as wide a distribution as you m ght think, you
can di scrim nate bet ween di fferent nucl ear
organi zations as wel|.

And based on this kind of information,
strategies can be inplenented to really ensure
alignment in an organization on these types of
behaviors. | think sonething else that we heard a
little bit about is what's the comon node and is
t here a conmon node or is there a conmon node fail ure?
Well, when | think about our results and | see a | ot
of i nconsi stency or non-alignnment i nan organization,
what we're really | ooking at in sone sense i s a conmon
node failure because the value of that organization
have become really discrepant or not simlar across

t he organi zati on on behaviors that are all inportant
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to safety culture.

And finally, | think that wetalk alittle
bit about this, but | think that whatever the ACRS i s
going to recommend to t he Comm ssion, sone criteriais
going to have to be defined in terns of what the
regul ator expects fromthe |licensee on safety culture
and | think it mght be better defined with a | arger
enpirically generated database to |ook at the

conti nuum of these characteristics across the

i ndustry.

Thank you. Any questions?

MEMBER APOSTOLAKIS: A quick one. As a
regulator, why should | care about the basic

assunptions? Shouldn't the artifacts be good enough
for ne?

M5. HABER: Because often the artifacts,
in an organi zation that will not have a consi stent or
necessarily positivesafety culture, theartifacts are
not aligned with the basic assunption.

MEMBER  APOSTOLAKI S: Yes, but ny
under st andi ng of the artifacts is they are observabl e.

M5. HABER:  Uh- huh.

MEMBER APOSTOLAKIS: If they are fine, |
don't care. | don't care about the guy who has bad

intentions, as long as he is doing the right thing.
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Because all | want to do is protect the public health
and safety and that's what matters.

M5. HABER: But then you're |ooking --
you' re | ooking just at the outcone.

MEMBER APOSTOLAKI S:  Yes.

M5. HABER: But often that is not a
consi stent outcome in an organi zation either.

MEMBER APOSTOLAKI S: So there may be
anot her outcone later that may get nme into trouble?

M5. HABER Right, and part of that could
be, if you want to understand why, then you need to
under st and t he basi ¢ assunpti ons of why you m ght have
had the di screpancy.

MEMBER PONERS: Geor ge doesn't care about
under st andi ng why.

M5. HABER: Well, you do care.

MEMBER APCSTOLAKI S: No, why? Don't take
everything Dr. Powers says very seriously.

(Laughter.)

MR. GROBE: The artifact is the poster on
the wall.

MEMBER ROSEN: Is that right or is that an
outcone of an activity? | need a definition here.
The artifact if it's just the poster we want, nucl ear

safety is our top priority and everybody has that and
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you can find a nice colored poster, is that all you
have to do?

MEMBER APOSTOLAKI S: | thought that thing
on the wall is a clained val ue.

M5. HABER: No, no, no. The artifact is
a visible, observable -- it can be a behavior. Gkay?

You m ght al so have, George, a difference
within the artifact. So you could see that you have
t he poster on the wall, but then the behavior in the
organi zation doesn't match the poster on the wall.

MEMBER APOSTOLAKI S: Then | ami nt er est ed.

M5. HABER: The artifact is a visible,
observabl e, either behavior or -- concrete thing.

MEMBER APOSTOLAKI S: | dare say that nost
-- nost plants have the sanme policy statenents. They
have the sanme -- all of them So therefore, | would
say those kind of artifacts right now are commonly
used by everybody and yet, the behaviors are different
fromplant to plant.

M5. HABER: Well, you might think they're
everywhere, but | think they' re not al ways everywhere
consistently and they're not always -- they're not
al ways as obvious as you would think. | nean they
m ght be on the wall. They m ght be outdated with the

policy of the organization. So you m ght have an
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artifact on the wall that describes sonme guiding
principles, andif youread their actual procedures or
t hei r operating documentation, there's inconsistency
between two artifacts.

MEMBER APCSTOLAKI S: What -- | nmean, this
particul ar nodel, it seens to ne -- | agree, well, |
agree. You just told ne that artifacts may incl ude
actual behavior and al so these things.

As a regulator, I'mreally interested in
the behavior. Now it seens to nme that the one who
should be interested in the assunptions is the
utility. |If the behavior is not appropriate or upto
standards and so on, and they want to change it, they
go and do this. But the NRC, we don't care. As |long

as your outcome i s okay, because the trend nowis to

go to performance-based regul ation. So if your
performance is acceptable, | don't care how you got
t here.

M5. HABER But if you're |l ooking at -- |
think I believe that the safety -- to understand the
cultural aspects, you cannot just Ilook at the
artifacts and the clainmed values. You're not really
getting at --

MEMBER APOSTOLAKI S: And that's perfectly

true.
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M5. HABER And what we're doingis trying

to assess safety culture. As aregulator, if all you
want to do is | ook at outcone --

MEMBER APOSTOLAKI S:  Unless | have a big
problem with the outcones and then | want to go
deeper. Use your other exanple. | nmean you had
pl ants where the artifacts and t he cl ai med val ues were
fine.

MEMBER APOSTOLAKI S:  But t he behavi or may
not be good.

M5. HABER  No.

CHAI RVAN BONACA: \What i s the consi stency
between the artifacts, the paper artifacts and the
nmessages that nmanagenent is sending to the people.
For exanple, you may have all kinds of posters that
says safety i s nunber one. But then there are project
nmeetings that last all day long and the first
statement is safety is the nost inportant thing. And
then you don't talk about that any nore. You talk
about for eight hours about schedul e and who's goi ng
to do what.

M5. HABER: That's right. Those are the
i nconsi stencies that you would want to | ook for.

CHAI RVAN BONACA: Yes. And then, of

course, the conmmunications that are not artifacts.
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They are
-- well, actually they are --

M5. HABER:  Performance objectives.

CHAI RVAN BONACA: Yes, there are the
cl ai med val ues.

M5. HABER  Yes.

CHAl RVAN BONACA: And those will affect
behavi or ultimately.

M5. HABER Yes, and that's all fromwhat
we find. And if you read the report that we wote,
there were nmany inconsistencies |ike that where the
claimed value was one, but the observables were
somnet hi ng el se.

MEMBER APOSTOLAKI S:  Are there any ot her
guesti ons or observations?

MEMBER POVNERS: Just one question that |

struggled with in | ooking at your report on

Davi s-Besse. In the course of reading -- well, it's
going to turn out to be two questions, George, |'m
sorry.

MEMBER APOSTCOLAKI S: That' s okay. As | ong
as there are not three.

MEMBER POVERS: | n the course of reading
the report, you indicated that there was variability

in the safety culture from organization to
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organi zation. But when you cane to the concl usions,
you refer to condeming of the safety culture. And I
was -- the question then cane up, how do you
characterize an institution wth Jlots of sub-
organi zations within it and there's variability in
their safety cultures? Did you take -- it didn't
appear you were taking a nmean. It |ooked as though
per haps you were enphasi zing the worst of the safety
cultures within the various organizations.

M5. HABER: The results that led to that
really did come about froma |ot of the survey data
and differences between groups in the organization.
Statistically significant differences at a very |ow
probability level. So we were very convinced that
they were real differences in conbination with the
interviewresults which al so indicated those types of
di f f erences.

MEMBER POAERS: | ' moperatingalittlebit
fromnmenory here, but when | read your concl usi ons you
basically said they have a poor safety culture here.
When | read the text, there are obviously sone
organi zati ons wi t hi n Davi s- Besse t hat you t hought had
a pretty good safety cul ture and sone that you t hought
had a bad one.

But when you cane to the conclusion for
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the institution as a whole you saidit's bad. And I'm
wondering i s the appropriate way -- and naybe you were
marching * (6:05:21) and say |ook, tell nme what the
m nimumis here or the nean or the node. What are you
telling me about it?

M5. HABER: What t hat report indi cated was
that there was a | ot of, as you say, inconsistency or
di fferences. Sone groups, in fact, were nuch poorer
t han ot hers.

Safety culture, one of the things we're
talking about is a value that you want fairly
honogeneousl vy, maybe represented or exhibited
differently by different departments because of the
nature of their work. But you want people to be on
the sane page working towards that same goal of
safety. And so in many cases we could not say the
presence of one of those safety culture
characteristics out of the fivewas clearly evident to
us because of this consistency or inconsistency.

And so then we had to say that, in fact,
t hose characteristics were not honogeneous or perhaps
uni form t hr oughout the organi zati on.

MEMBER POVNERS: The problem | have with
that is they will never be uniform unless they're

scripted. Nowif | go through and say when she asked
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you about this question on this, this is the right
answer and if you don't give that answer you get
fired. That's the only way | can get uniformty. So
| --

M5. HABER: That's not true.

MEMBER POVNERS: | will always have
non-uni formty.

M5. HABER: W have data t hat denonstrates
ot herw se. W have data --

MEMBER POWNERS: How can you possibly?

IVB. HABER: W're talking about
uniformty. W're talking in sone statistical sense
t hat we have groups that have significantly different
scores on surveys or bars or whatever fromeach ot her.

We have ot her organizations, not Davis-
Besse, where you don't see that type of inconsistency
on those types of values and attitudes across your
operati ons, mai ntenance or engi neering groups.

MEMBER POVNERS: |'m sure you do.

M5. HABER They're not wuniform but
they're not as different or as inconsistent.

MEMBER PONERS: |'m sure of that.

M5. HABER  Ckay.

MEMBER PONERS: My average, if | randomy

selected aplant, | will have a possibility of getting
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one where there's total discordance fromorgani zation
to organizati on. | have a possibility of getting
there's total concordance, but in general, | will get
sone wherethere's alittle bit of di screpancy between
t hi ngs.

So now howdo | characterize -- | nmean how
do | add this together? 1Is it horrible when there's
even alittle bit of discordance or is it just kind of
bad or undesirable? | nean |'mtrying to understand
t he addition process here.

M5. HABER: From a quantitative sense,
we' ve noved away from putting the nunbers on it.

MEMBER PONERS: Well, you've definitely
noved that. | wll give you that. There are page
nunbers is what you have in your report.

M5. HABER: And | think it really is in
that sense when we ook in the organization, it's a
profile of that organizationwithinitself interns of
whet her or not -- | nmeanit's an oxynoron to nme to say
that you have very different safety culture val ues
wi thin an organi zati on.

| mean by definition then you don't have
-- you nmmy have them but then you don't have
necessarily the positive honbgeneous type of culture

t hat you woul d want to have.
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VMR MEYERS: Can | comment on that? W

wor ked hard on operations and engineering. W' ve
really focused on them There are mai ntenance guys
who are wal ki ng around saying life is good. W don't
have any probl ens. You know? We haven't really
| ooked at mai ntenance too hard, right?

If you look at all the issues, none of
them gets into nmaintenance too nmuch. So we haven't
done nuch i n mai ntenance. What this told us, when we
| ooked at it is, we need to focus on our mai ntenance
groups a little bit, you know?

VMEMBER POVERS: I'"m sure of that. [''m
just asking a nechani cs questi on.

Let ne ask anot her nechani cs question. |
was struck i n your net hodol ogi es that you' ve advanced
on the extensive use of interviews. You talk to
peopl e.

MEMBER ROSEN: Goodness, you talk to
peopl e.

MEMBER PONERS: But you're asking themto
get sone assessment on their views about sonething
where you're testingtheir religious fervor onthings.
And the problemis that people use words in different
ways. And you have a set of words that you' re | ooki ng

for and I' mwondering do you run into a probl emand as
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an exanple, I"'mmarried to this girl fromCalifornia
that is truthfully |aid back and the best thing she
ever experienced in her life she'll say it's pretty
good. Okay? And the worse thing she ever experienced
in life she said no, | didn't |ike that nuch. I n
ot her words, there are no extrenes in her response to
your questions. Ckay?

Wiereas, | can also find people who are
very excitable like M. Shack here who the slightest
di screpancy between his aspirations he is convinced
it's like the end of the world in the |anguage he
uses.

(Laughter.)

Do you run into a problemw th that? The
wor ds peopl e use are just different.

M5. HABER What | haven't had tine to go
into is the integration and the aggregation of the
data. Wen you tal k about the interview data, we do
alot of interviews because noresult cones forth that
isn't heard consistently or repetitively across the
organi zation. So one individual's description or one
individual's word, if youwill, that mght bealittle
bit different, we're not |looking for a particular
word, we're |looking for the ~concept and the

under st andi ng and the perception of the person.
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If we would only get one on that end of
the distribution, you didn't see that in the report.
So there's a very | aborious process that we go t hrough
to make sure that they are aggregated from-- and not
only the interviews, but then we also have to have
consi stency from the survey data which is nore
guantitative and the bars and the checklists. So the
conclusions that you read at that point really
represent a lot of nethods, a lot of data that's gone
into that.

MEMBER PONERS: At the risk of incurring
M. Apostol akis' wath, 1'll ask you athird question.

MEMBER APOSTOLAKI S: ['"'m not easily
excitable |ike M. Shack.

MEMBER PONERS: | know, you're a |l aid back
Cal i fornian, transplanted to Boston. | understand,
Geor ge.

I namsspent youth, | got associated with
enpl oyee opi ni on surveys and one of the things that |
| ear ned about t hose surveys i s you survey peopl e about
the opinion of the organizations and they tell you
what you' re doi ng good and what you're doi ng bad. And
peopl e having the survey done will find these things
t hey do bad and they' Il work very hard to change t hem

And havi ng done that they' Il give a survey again. And
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al nost universally, their scores will go down. It's
called a statement effect. And do we have that
problemw th surveys?

M5. HABER: No. W' ve done these again.
Not at Davis-Besse right now, but at other
organi zations and then we've done them because the
organi zation has wanted to do an intervention to try
tofix aparticular problemmaybe in the comunication
area, asked us to cone back in.

The key to that issue which is docunented

inthe literature is how nuch tine you wait between
when you do the first assessnent and the second
assessnent.
Typi cal ly, depending upon the behavior -- | nean
cul ture beconmes sonething, as we've tal ked about
bef ore, doesn't change very quickly. But things |ike
conmuni cation, attributes of conmuni cati on can change
qui cker if you're doing sone focused intervention.

If we went back about 18 to 24 nonths

| ater, and then you can assess even degradation or

i nprovenent or stability, | mean you can get any
combi nation of those. So I'd still say, | nean, |
understand the issue. If it's a well-designed

questionnaire, youwill mnimze that effect. You'l

mnimze the sabotage effect. You'll mnimze the
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repetitive effect.

And | think the reason that we feel
confortable to use it is because we have the other
tools as well, that will either validate or not the
results that we get from one tool.

MEMBER POVERS: |'ve got nore questions,
but you threatened nme at three.

MEMBER APOSTOLAKI' S:  Three i s good enough,
Dana, unl ess you have sonething that's real |y burning.

MEMBER PONERS: Wl |, the next questionis
suppose that we said okay, we'll require people to
assess the safety cul ture and use t hat as an i ndi cat or
and the licensee -- that's done, okay? And the NRC
comes i n and sai d gee, your indicator is too dam | ow.
And so we're going to take you and gi ve you fuschi a as
a color. And we'll take fuschia as bad.

And this goes to the significance
determ nati on process. Sothelicenseethenbringsin
sonmebody ot her than Sonja, sonebody el se as a conpany
who says they can assess safety culture and cones
back, will they come up with the sane result using
presumably different tools?

MEMBER APOSTCOLAKI'S: There is obviously
nore than uncertainty here. That's what vyou're

sayi ng.
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MEMBER PONERS: Yes.

MEMBER APOSTOLAKI S: And | don't think
Sonja denies the fact that there is a lot of
subj ecti ve eval uation and in fact, what we're hearing
fromthe industry, the way | understand is that they
are reluctant to have an overall rating of safety
culture. They would rather talk about specific
attributes and try to inprove them

Bill O Connor didnot goto any integrated
assessnment and maybe that's why they are trying to
avoid. But thereis definitely nore than uncertainty
here. M goodness.

MEMBER PONERS: In fact, if the greatest
difficulty we have right nowwith the STP is that a
finding is mde, a color is assigned -- | get ny
phases wong here all the time. Phase 2, and it goes
into a conparison and you don't get the sane results
com ng out of that, | mean it | ooks |i ke we're begging
for that kind of problemhere and there's trenendous
nodel i ngs here.

MR. MEYERS: Does anything matter? You
tal k about our report. W were pretty happy w th our
report. We thought it validated and believedit to be

true already. The key is you have managenent buy in
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MEMBER POVERS: That concernwas primarily

one of nmechanics of doing --

MR,  MEYERS: My point is when you get
t hrough with one, what you have got to have is the
managenment buy in that you believe those factors are
true and you're going to go do sonething about them
Wthout that buy in, the survey doesn't do you any
good. None of that stuff does you any good. You got
to buy in because we said all along is that safety
culture is |leadership driven, right?

MEMBER POVERS: |t has been said all day.
If you're asking ne to say it, no, I won't say it.
Because | don't think it is.

MEMBER APOSTOLAKI S:  Any ot her comments.

MEMBER RANSOM Just a very quick
comments. It seenstoneinthelast 40 years inthis
country, we've gone through managenent by objective,
managenent by commitnent, total quality managenent,
si x sigma progranms, and frommy experience in sone of
these it seens |ike fatigue sets into an organi zati on
where they say well, here's just another program |If
we just sort of hang back and it will go away and wait
for the next one. And as |I've listened to a | ot of
t his Davi s-Besse situation, | can imagi ne the people

there feeling somewhat -- oh ny God, here's another

NEAL R. GROSS
COURT REPORTERS AND TRANSCRIBERS
1323 RHODE ISLAND AVE., N.W.
(202) 234-4433 WASHINGTON, D.C. 20005-3701 (202) 234-4433




10

11

12

13

14

15

16

17

18

19

20

21

22

23

24

25

392

program And | don't know, do you, from a
psychol ogi cal perspective, see that?

I know that I"ve heard that in
organi zati ons t hat change t he organi zati on frequently.
Peopl e after a while say well, okay, I'll just wait
for the next organization and see if | can position
nyself so I'min a better spot the next time they
change the organi zation. And it really cuts into
productivity and actual perfornmance.

M5. HABER: W don't have to go too far to
ook at it. Doesn't it happen in our own governnent
institutions?

(Laughter.)

MEMBER S| EBER:  Yes, but that's not a good
exanpl e.

(Laughter.)

M5. HABER: It's the flavor of the nonth
and it's the way you see attitude of |like what are
they going to do now and how is that going to work?

MEMBER RANSOM In ny observation, it
seens to ne the organizations that have been
successful are the ones that have had a history of
stabl e organi zation, respect for their enpl oyees and
t he enpl oyees buy into the organi zati on and becone a

part of it. They're nore fraternal, nore or |ess, or
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pat er nal

M5. HABER And you're right, but you can
manage change successfully and nmake that transition
nore successful than uncertain.

MEMBER RANSOM |t seens to nme you have to
be very careful to make it believable.

M5. HABER  Yes.

MEMBER ROSEN: But Vic, there's a piece
t hat you didn't tal k about and that is the newl eader,
when he comes in, has to provide the incentive for the
peopl e i n the organi zation to want to have t he change
and have it be successful. And that's what -- Lew,
you and | sawthat. The burning platformspeech where
the CEO conmes in and says i magi ne you' re on a burning
oil platformout on the ocean, we're all going to die
unl ess we get together and fight the fire and put it
out, pretty soon.

CHAI RVAN BONACA: That's when you have a
change in managenent to deal with the problem I
agree with that. There is one thing to say, however,
in favor of the newconer, if he's given the resources
t hat the previous organization did not spend, that's
really a fundanental difference. Before you had an
organi zation that had a mandate form the top down

that, for exanple, you shall not spend the npney
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because this conpany already spends too nuch noney.
Now t hen t he whol e organi zati on goes down the drain.
The saviors cone in and they' re gi ven tons of noney to
fix everything. So now then all this fixing really
translates into al so behavioral attitudes on the part
of managenent because now they want to have people
supporting that and so you have the transfornmation.

| think a bigger issue is given that you
have a stable organization there, |ike we had at
Davi s- Besse, how does the organi zati on assess itsel f?
How does it neasure, in fact, that maybe there is a
degrading culture and is willing to cope with that
whi ch nmeans to resolve the issues and to bring it --
that, | think is a fairer assessnent of what we have
tolook at. Also because | think, in general, we have
power plants right now that are performng pretty
wel | . Wiat we're trying to do is to prevent
degradation, in fact, of performance in the future.
Sol would really | ook at that as a nodel that we have
t o address.

MR CGROBE: | think there's two parts to
that. One is how does it assess itself and how does
it benchmark itself such as it's confident, that its
sel f-assessnent aren't deceiving.

CHAI RMAN BONACA: Yes, but it seens to ne
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what it cones down to nonetary, really that's an
i ndustry responsibility and that's why -- thisis just
a personal opinion. | see a significant role for
| NPO.

However, it seens to ne that the NRCstill
has the need to recogni ze the synptons of poor safety
culture, evenif we did not regul ate anything. There
is aneed for inspectors to recogni ze safety cul ture.
Now we can say the inspector is doing his best and |
agree with that, but we all recogni ze t hat peopl e have
to be trained. They have to be able to recognize
synpt ons, and particularly, | feel that the
i nspectors, for exanpl e, have a huge chal | enge because
they are isolated within the organi zation. It's very
hard to stay i sol ated, particularly if you becone part
of the organization, even if you are a regul ator.

It's very hard to sit in a place like a
power plant and to maintain a judgnmental perspective
on everybody who is around you. It's alnost an
i npossible thing. So that behaviorally, | think, is
a huge challenge. I1t's very hard for any i ndivi dual
to live that way and how do we -- | know the NRC
recogni zes that problem the challenge. But howdo we
make the inspectors nore capable of recognizing

synptons? Can we hel p them sonehow?
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VR. GROBE: | think we have to set that

expectation, provide trainingandthento address your
ot her concern of what we call | oss of objectivity, we
have a nunber of coping strategies. We assign at
| east two inspectors per site to ensure that there's
sonmebody that they can benchmark thensel ves off of.
W rotate inspectors on a regular basis. W don't
allow people to becone permanent fixtures at a
facility. The different regions have different
frequencies of -- different data regarding how
frequent people rotate. Lots of tinmes it depends on
pronmotions and things like that.

But it's frequently on the 3 to 5 year
range. There's a limt of 7 years. So these issues
are -- we try to deal with these issues. How
effective we are is another story. | think we're
pretty effective.

MEMBER APOSTOLAKI S:  Tonf?

MEMBER KRESS: |'minterested in just how
i ntrusive you' re maki ng the net hodol ogy m ght be, for
exanpl e, how many peopl e do you i ntervi ew, how do you
choose people to interview, howmnuch tinme do you spend
with themand what's the overall tine that you' re at
the plant, that sort of thing. Just give ne an idea

of what --
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MS. HABER. Wel |, at Davi s-Besse, it's in

the report, but we interviewed -- we requested 96
peopl e.

MEMBER KRESS: Do you deci de whi ch peopl e
you wanted to talk to?

M5. HABER: W do it by functiona
posi tions, not by individual nanes. So we'll say we
want to talk to three or four mai ntenance technici ans
or three or four reactor operators.

MEMBER KRESS: And then the nmanagenent
deci des which ones to send you?

M5. HABER: They said that they did it
randomy through Human Resources by -- every
organi zation has a different way to do it. W
surveyed 100 percent of the population and we got
cl ose to 80 percent response rate of all the enpl oyees
t ook the paper and pencil questionnaire, which is a
very acceptabl e response rate.

W observed over 50 different types of
activities. W were at the site for two weeks
actually alittle |l ess than two weeks. W were a team
of four people.

MEMBER KRESS: That hel ps ne.

MEMBER APOSTOLAKI S: One | ast question, if

you are tal king about |eadership, which |eadership?
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Site |eadership, corporate |eadership, board of
directors? Wio is the | eadership here?

M5. HABER: Wel |, fromour perspective, if
you | ook at the characteristic that says |eadership
process, it's at all levels and it even includes the
i nformal | eaders of the organi zation. So you have the
formal | eaders at all your | evel s of the organi zati on,
but you also have informal |eaders, perhaps people
from bargaining units or people fromcertain groups
and you have to |look at them and how they can
i nfluence the culture and be into the --

MEMBER APOSTOLAKI S: But you don't
i nterview those guys, do you?

M5. HABER: Sure we do. Absolutely.

MEMBER APOCSTOLAKI S:  Li ke who? Who's the
hi ghest ranked --

M5. HABER The president of a |ocal
uni on.

MEMBER APOSTOLAKI S: Ch, t he st akehol ders.

M5. HABER: No, not a stakeholder. He's
a worker. He m ght be president of the | ocal chapter
and he's a mai ntenance nmechani c, absolutely.

MEMBER APOSTOLAKI S: Wthin t he
organi zati on, what was t he hi ghest ranki ng person t hat

you i ntervi ened?
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MS. HABER: W went to FENOC and we

interviewed Peter Berg at First Energy. | don't think
we can go any higher than that, in that conpany.
MEMBER APOSTOLAKI S: Okay, | think we
shoul d cl ose this. Thank you very much, all of you.
It was very informative.
The i dea was to take a break and conme back

to go around the table, but I think it's getting too

| at e.

MEMBER SI EBER:  You could try to give us
a break.

MEMBER APOSTOLAKIS: It's up to you, M.
Chai r man.

CHAI RVAN BONACA: | think we can take a
little break and then just come back for 15 m nutes
around the table. Of the record.

MEMBER APOSTOLAKI S: Do you want to do
t hat ?

CHAI RVAN BONACA: We're going to go off
the record now and certainly we want to thank all of
you for your participation. | think it's been great.

(Whereupon, at 6:27 p.m, the neeting was

concl uded.)
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