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PROCEEDINGS
(10:00 a.m.)

CHAIRMAN ZECH: . Good morning, ladies and gentlemen.

Peach Bottom.Atomic Power Station has been shut down
by NRC Order since March, 1987. The Order resulted from
investigation results indicating pervasive inattentiveness
of licensed operators on Qatch in the control room and the
failure of Philadelphia Electric Company management to correct
this inattentive behavior.

The purpose bf today's meeting is for Philadelphia
Electric Company énd the NRC Staff to brief the Commission
concerning the status of the Peach Bottom Atomic Power Plant
and the actions being taken to determine the state of
readiness for re-start of operationlat Peach Bottom.

Today's meeting is for informaﬁion dnly. Theré is
no vote scheduled today. The Commission will meet again at a
later date in order to consider a re—start.decision for Peach
Bottom,

'.I understand fhe copies of the slides are available

as you enter the room.l

Do any of my fellow Commissioners have any opening
comments they would like to make?

(No response})

CHAIRMAN ZECH: If not, Mr. Paquette, you may begin.

MR. PAQUETTE: Mr. Chairman and Commissioners, good
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morning. I am Joseph faquette, Chairman and CEO of
Philadelphia Electric. My associates and I appreciate this
opportunity to give the Commission a status report on our
efforts to reétore the Peach Bottom Atomic Power Station to
operational readiness and;to ultimate operational excellence.

With me at the table today, Mr..Corﬁin McNeili, our
Executive Vice President for Nuclear Operations; Mr.
Dickinson Smith, our site Vice President at Peach Bottom; and
Mr. John Cotton, Superintendent of Operationé at the plant,
who is substituting for Mr. John Franz, the Plant Manager,
who incidentally is on his honeymoon.

Additional members of our corporate and plant
organization are also in.attendance today and are available
to answer questions.

Our presentation today will foéus on three areas.
Mr. McNeill will feport on ouf.nuclear organization and on
the results of our self-assessment of readiness for re-start.
Mr. Smith will discuss the status of the plant and its
operating personnel and their readiness. I will start off
by reviewihg the sighificant changes made in our corporate
organization to strengthen the management support, oversight
and quality of our nuclear operations.

Immediately following the shutdown, the company
embarked on major programs to institute changes of equipment,

people, programs and attitudes at the plant. Although not
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initially recognized, a cultural éhange at corporate
headquarters was also required.

Let me reassure the Commission today that your
message ‘on this extremely important factor has been received,
is now fully understood, and-is being implemented. The new
management of this company understands the seriousness of the
Peach Bottom situation and we are implementing the steps
necessary to support the cultural éhanges required to foster
effective self-assessment, accountability by line management,
and positive attitudes towards regulation.

In addition,; we have sent a clear message to our

'organization that we personally are committed to these

changes.

.k81ide.)

MR. PAQUETTE: To begin, I wouid like to describe
the significant changes made in our corpofate organization
which_provide for strengthened line management and improved
communication and accountability for the nuclear organization
by corporate management.

. The key change was establishipg a separate
organization with full responsibility for nuclear operations
under the 1eadership of Mr. McNeill in the new position of
Executive Vice President reporting directly to me. The top
officials at Peach Bottom and Limericklhavé been promoted to

Corporate Vice Presidents, thus providing them with direct
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6
access to the CEO on.a'regular bésis and étrengthening the
relationship bétween corporate and plant management.

We have also reduced layers 6f management,
streamlined the organization énd, thereby, increased
management control and involvement in timely problem
identification and rééolution.

In thé area of quality assurance and safety review,
we have consolidated and strengthened our nuclear quality and
safety review organizations and significantly reduced their
role and reporting level within the compaﬁy.

As CEO, I realize I have ultimate responsibility
for performance of our nuclear blants and have madé a
determined efféft to keep fully:informed about our nuclear
operationsland to visit our plants frequentiy. For example,
since I re-joined PE in March of this yeér, I héve visited
Peach Bottom on nine occasions and Limerick on four others.
These visits héve included a number of discussions with the
operators on_shift and I intend to continue them when the
plant is back in operation.

I have also instituted a new practice of having Mr.
McNeill present a monﬁhly oral report on_huclear operations
to all of_our corporate officers to improve their understandin
of this inportant aspect of our company; We have also
recently recruited a new Vice President for Human Resource

Activities. This individual is a career professional who
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7
clearly understands the role of human reséurces in supporting
line ménagement in carrying out its responsibilities.

We have also conéiderably strengthened the Board
of Directors' oversight of our nuclear operations. A new
Nuclear Commitﬁee of the Board of Directors is now in place
with é specific charter to provide ovefsight and management
assessment of our nuclear operations. The coﬁmittee consists
of five outside members of the Board with the assistance of
two advisers with extensi&e technicél experience in nuclear
power. The committee has'direct access to Mr. NcNeill and
the entire nuclear organization including our quality
assurance organization and our Nuclear Review Board.

So far this‘year, the committee has met_24-times
including four times at Peach Bottom and tﬁice at Limerick.
In addition, the entire Boafd'receives a.written and oral
report from Mr. McNeill monthly on the status of our entire
nuclear program.

| In the final analysis, the.key'to success in any
organization is the caliber of its people and the level of
théir dedication, integrity and professionalism.“ We have
increased the number of operating personnel and enhanced their
selection, training and qualification. I firmly believe that
our nuclear personnel under the overall direction of Mr.
McNeill, and with the able assistance of such people as Mr.

Smith and the other members of corporate and plant management
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8

and supervision, are capable of providing the leadership,
expertise, integrity and accountability required to restore
Peach Bottom to operational excellence. I believe that the
success of our Limerick station demonstrates our potential.

 Today Peach Bottom is not ready to re-start but I
am happy'te,repoit that we are well on our way to the
successful:achievement of that objective. Work is cohtinuing
to coﬁplete the remaining preparation for re-start items
identified in our recent self-assessment. When that is
completed and when we haQe determined we are ready, we will
ask the Commission for approval to re-start under a very
deliberate and controlled test. and power -ascension program.

Philadelphia Electric has devoted significant
resources to the correction of the deficiencies uncovered at
the plant and in the'management organizaﬁion and practices
which existed. Every action taken has been designed to
restore the plant to operational readiness to assure
continued.protection of the qulic safety and to restore
public confidence in our ability to operate'the'plant in
accordanee.with fhe hiéhest standards.

We recognize that the many improvements we have
made do not permit us to be satisfied and that we must
eontinue the cycle of improvement, assessment and improvement
again. Philadelphia Electric is committed to that coﬂrse.

If there are any questions at this time, I will be
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very happy to attempt to answer them.

CHAIRMAN ZECH: You may proceed. Thank you.

'MR. PAQUETTE: Otherwise, I will now ask Mr.
McNeill td discuss our nuclear organization.

jCHAIRMAN ZECH:. Mr, McNeill.

" MR. MCNEILL: fThank you, Joe. Good morning. I am
Corbin McNeill, the Exeéutive Vice frésidént, Nuclear, of
Philadelphia Electric. I joined the company.in March of this
year after having been Chief Nuclear Officer of Public Service
Electric and Gas Company for three years. Prior to that, I
had served for three years as Plant Manager of the Jémes A.
Fitzpatrick Nucleér Power.Plant of the New York Power
Authofity-and earlier had served a 20¥year career in the
Navy's nuclear submarine program.

When I joined Philadelphia Eleéfric; it was with
the understanding that the company was committed to quality
and to excellence. I would like to assure you that Mr.
Paquette and the Board of Directors by their active
participation and resource commitment have more than met the
test. |

Mr. Paquette has described several of the corporate
level changes which have been initiated to effect a new
culture. I would like to highlight several of the specific
changes relative to the nuclear organization which improve

our organizational effectiveness and ensure good management
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control of both Peacﬁ Bottom .and Limerick.:

(Slide.)

MR. MCNEILL: We have concentrated our efforts for
achieving improved effectiveness in thé four areas shown here.
I shall diécuss each. The nuclear group has been established
as a separéte organization with responéibility and
accountability_for all functional areas related to nuclear.

I report directly to the Chairman and Chief Executive Officer.

(Slide.)

MR..MCNEILt: As shown on this slide, I have six
direct line reports representing operations at our two
stations =-- Peach Bottom and Limerickz—— completion of
construction of Limerick Unit 2 which will be ready for fuel
load by the middle of next year; a nuclear engineering
organization dedicated to our two plants}-a nuclear services
organization; and a quality assurance organization which
includes independent safety and engineering groups and a
performance assessment group.

.The independent safety éngineering group at each
site performs the traditional technical specification
defined :Qle of independent significant event review,
operations monitoring, and safety evaluation review.

The performance monitoring group is our internal
INPO type organizatioﬁ which monitors functional effectiveness

against the various INPO evaluation criteria and guidelines,
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as compared to compliance-related inspections.

As a dedicated organization, we are able to focus
on nuclear issues without dilution by other production matters|
This structure has resulted in reducing the average number
of management layers fro& seven to five. Additionally, all
of the working forces atwthe station work for the site
organizatioh, rather than.being matrixed élsewhere in the
company as they previously wéré, 'Thus, on-site responsibility
and accountability truly rests with the site Vice President.

Reducing the layers of management and eliminating
the matrix structural organization has significantly enhanced
open two-way communication, particularly in pfoblem
idehtification, analeis and resolution.

Mr. Paquette hés_describea the fact that a major
cultural change is underway in Philadelphia Electric. That
change is most evident within fhe nuclear group. We have
attempted to set the attitude of.ﬁhe people in the work
environmen£ by defining a vision and set of values which
define our management commitments and focus our employees'
priorities.

(slide.)

MR. MCNEILL: As you see here, we have a lofty
vision of being world class, and we define our values set

focusihg on safety, quality, our people and their teamwork.

This value set is a key element of the new culture we are
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12
embracing in the nuclear group. Experience tells me that a
lofty visiqn and high standards are effective only if there
are controls for measuring performance against these high
standards. -
l_(Slidé.)

:MR. MCNEILL: We have improved management control
by establishing definitive goals in all functional areas,
by developing performance monitoring reports which show our’
progress, and, even more importantly, reports which highlight
areas where increased management'atténtion is required.

We further enhance the process by requiring 100
percent performance appraisals and by ensuring that both
plant and corporate managers visit the plants frequently.

Another element of control is oversight.

(slide.)

MR. MCNEILL: As Mr. Paquette has indicated, we
have significantly improved our management oversight of
nuclear operations, starting with the Board of Directors and
their standing Nuclear Committee. Likewise, we have
revitalized our Nuclear Review Board and have restructured
and strengthenéd our quality assurance organization.

(Slide.)

 MR. MCNEILL: However, the most important thing we
have'accomplished in. this area is to make a strong commitment,

organizational commitment, to effective oversight and to
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créate an environment which is conducive to self-critical
analysis. Without theée, any oversight can bé only marginally
effective.

(Slide.)

MR. MCNEILL: Our Nuclear Review Board Chairman
and the General Manager of Quality Assurance report directly
to me. The General Manager of Quality Assurance is also held
reSpbnsibie for ensuring that the quality is built into our
processes from the beginning and not just inspected in at the
end. This places a responsibility for involvement of Quality

Assurance up front in program development in all of our

~activities.

Our Nuclear Review Board has beén reconstituted to
have a fuli-time chairman and has employed three outside
consultants. |

(Slide.)

MR. MCﬁEILLE. It reports directly to me and has
been given particular responsibilities fbr reviewing plant
operations, engineering and radiological safety. I have found
the Board's reports particularly useful.in highlighting
issues such as diesel generator fuel tank.erosion and
emergency cboling tower testing which have been unresolved
for'several years.

1In preparation for re-~start, théy have also

provided good insight .as to the effectiveness of our internal
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14
communicatidhé and the organizational response to the many
improvements that we have underway.

.<Slide.)

MR, MCNEILL: The quality assurance organization
has been restfﬁctured by consolidating four-separate
organizations, each of which Qaé operating under a different
program, into one organization.  We have brought five new
people into the top seven posi£ions in this organization,
two of whom were from outside of Phiiadelphia, thus infusing
new ideas and viewpoints into the orgénization.

Additionally, we have added gpproximately 120 years
of outside experience into other varioqs levels of the
organization. The quality assurance organization pfovides
independent reports to the Nuclear Review.Board, the Nuclear
Committee of the Board of Directors and,.at the_site level,
to the site Vice President.

The effectivenéss of this organization and its
respect within the nuclear group is demonstrated by the
decreasing trend in outstanding findings and the decreasing
trend in the average age of their findings.

In addition to these changes, we have also
demonstrated our commitment to safety and_high standards by
ihstituting a stroﬁg drug policy which includes testing of
all personnel with unescorted access by November lst of this

year and random screening during the following year. We have
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terminated the employment of seven.individuals who have been
identified as drug dealers either on or off our nuclear
facilities.

Thé changes within PhiladelphiaIElectric's nuclear
group are-significant and have produced positive results. We
now have the abilitf to effectively respond -to NRC findings
and INPO evaluation results but, even more importantly, we
have the ability to'identify and respond to issues and
weaknesses before they afe identified by outside agencies.
Since excellence is an undefinable goal, we are not satisfied
with our current leVellof'performance and we never will be.
However, when we have completed the open items which Mr.
Smith will discuss we will be ready for re-start.and I am
confident that the weaknesses identified by the post shutdown
analysis- have been satisfactorily correcﬁéd.

This cOncludes this part of my presentation. I am
free for questions.

| CHAIRMAN ZECH: Ihank you, Proceed..

MR. PAQUETTE: . All right.. Mr. Smith will detail
specifics concerning the'Peaéh Bottom station.

MR. SMITH: Good'morning, Mr. Chairman, Commissioner
I am Dickinson Smith. ;Aftgr compieting a naval career, I
joined Philadelphia Electric in May of 1987, shortly after
the shutdown. I came onbbard as the Plant Manager and, as

Joe has mentioned, with the reorganization of last fall,
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became the.station Vice President.

It is my pleaéure this morning to talk to you about
the overall readiness at the Peach Bottom Atomic Power
Station --

" (Slide.)

‘MR, SMITH: =-- in these three afeas-—-.peOple;'plant
and progféﬁs. I hope to be able to demonstrate to you some
of the results of our efforts in this paét year.

In the area of ﬁeople; with the reorgénization of
last fall, the station:came under one leadership and I brought
in a number of new managers. to help run the station. We
looked at what was available at Peach Bottom, what was
available in other parts of Philadelphia Electric, and what
we needed to bring in from outside Philadelphia Electric.

Of my managers and supervisors; which are the top
two layers, and myself -- of us; 14 people -~ seven were
brought in from outside Philadglphia Electric. Of those
seven, I am the only one without outside nuclear industry
experience. The other six people ha&e an‘average of ten and
one-half years of experience in other parts of the industry.

(Slide.)

MR. SMITH: The other seven individuals leading
the station.who were with Philadelbhia Electric at the time.
of :the shutdown, of those seven only three were at Peach

Bottom at the time of the shutdown. The other four were
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17
brought in as proven performers from other areas of
Philadelphia Electric Company.

In addition to bringing in top leadership from
outside Philadelphia Electric and from other parts of the
nuclear industry, we have hired 19 other professionals at
various ekperience levels to provide outside experience.

The average experience of those individuals is . seven and one-
half years in other parts of the industry. We feel that the
iﬁfusion of these new managers from outside Philadelphia
Electric and from other parts of the industry -- other parts
of Philadelphia Eiectric -~ has enhanced the leadership at
Peach Bottom. We have embarked upon numerous management
training programs and believe that we have enhanced the skills
of the managers there. |

We have opéned up lines of éommunication-at the
station, partially by bringing everyone under the same
organiéation and under the same management. We have developed
an attitude of teamwdrk and have set out clearly the
accountabilities of each of the people. The site meetings
that are held under Mr. McNeill's leadersﬁip on a monthly
basis are critical appraisals of where ﬁe stand at the site
and where we are going.

We have developed.a'number of newsletters to keep
our people informed and I personaliy run a "Tell it to the

Vice President" program where'people can bring any subject
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they want to my attention anbnymouslyf I have received about
2,000 questions from the employees at the station.

I would like to dwell a little bit on operator

readiness.

(slide.)

MR. SMITH: I will talk to operatbr readiness in
three areaé -- staffing, training and working hour

restrictions. Currently at the station we are on six shifts.
We intend to be on six shifts for the re-start and for the
future;. Each of those shifts is led by a Shift Manager.

This person is a qualified Senior ReactorlOperator who was

a Staff Engineer at Peach Bottom at the time of the shutdown.

in addition to having an SRO license, he has

received extensive management training ana was evaluated and
selected for this position. In addition.to the Shift Manager,

on each shift there are two other Senior Reactor Operators

who fill the post of Shift Supervisors. Additionally, each

shift has three Reactor Operators which are required by
technical specificatibns. Therefore, we are presently manned
with one Senior Reactof Operator on each shift more than
required by teéhnical specifications.

Our goal at Peach Bottom is to also add an
additional Reactor Operator to each shift. ‘We will not
achieve that goal until late 1989 ér early 1990 but the

training programs that lead to that are already in place.
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Having these'édditional'éperato;s will give us the flexibility
we seek to control overtime, to provide more off-shift breaks
for the operators so that they can leave shift duty for a
peripd of weeks or months, and it will aléo provide off-shift
career opportunities for operators so that once on shift work
they can see a future for them geﬁting off shift work as they
come up through the lgygls.

We also, with_theSe.additional operators, will be

able to embark on college programs for our Reactor Operators

.that we have already scoped out but we are not presently able

to use until we have_éufficient operators to make them
available for these programs.

(Sslide.)

MR. SMiTH: Aé I say,-it will probably be early
1990 before we achieve these lévels. |

CHAIRMAN ZECH: Are you talking about people to
operate both units?

MR. SMITH: Yes, sir. .Both uni£§, yes, sir.

CHAIRMAN ZECH: And, your plans afe to have that
number of RO's and SRO's that you mentioned in the control
room on both units.

MR. SMITH: Yes, sir. We'héve a single control
room and on each shift operating the two units would be those
numbers -- three SRO's, one of whom is the Shift Manager, and

three Reactor Operators.
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CHAIRMAN ZECH: _Well; tell me again, then on total
numher in the control room, if both reactofs were operating
at full power, how many RO's and SRO's would you have?

MR. SMITH: :Three SRO's and three Reactor Operators.
One of the SﬁO's would be the Shift Manager.

CHAIRMAN ZECH: Three SRO's aﬁd one of them would
be the Shift Manager.

MR. SMITH: Yes, sir.

CHAIﬁMAN ZECH: And three RO's. .

MR. SMITH: Yes, one on unit two, one on unit three,
and one we call the Chief Operator -- the required number by
technical specifications.

CHAIRMAN ZECH: Okay. Thank you. And six shifts.

MR. SMITH: Six shifts.

CHATRMAN ZECH: All right.

MR. SMITH: In the area of operator training, we
have done extensive training since the shutdown in the
simulator. .

_ (Slide.)

' MR. SMITﬁ: We began in the simulator at the
Limerick Generating Station late last year and early this
year and then shifted to simulator training in a Peach Bottom
specific simulator which was under contract and is being

finished at the Singer plant'in Columbia, Maryland. That is

not yet totally completed and is not in place at Peach Bottom
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but we are ‘able to do training on the factory floor. We

are presently in the fourth cycle of simulator training, the

third cycle in our own Peach Bottom specific simulator. That
last cycle of training began this week and will continue for
the next several weeks as.we go through each of the shifts

to ensure that the people.are in fact ready for the re-start.

'In'addition to simulator training, we have done
required professional training in the classroom and all of
our operators at Peach Bottom have gone through either
initial certification or recertification boards between the
time of shutdown and the present.

In addition to the professional licensed type of
training, we'héve also done personal effectiveness training.
This was training to enhance the operator's ability to deal
with other individuals, to deal with difficult situatiops, to
improve his communication skills. This training was
conducted for all licensed Reactor Operators and Senior
Reactqr Operators who are presently on the shifts and will be
done for those that céme on. the shifts in the future. It
was also conducted for all of the Shift Managers and for the
operations leadership.

After we had conducted this personal effectiveness
training, we formed the six shifts into shift teams and began
team training. One of the cycles in the simulator that I

mentioned was devoted to this team-building, communications,
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1 and Qorking toggther. In addition to that, in each simulator
‘ 2 cycle we are evaluating their teamwork ability and emphasizing

3 a teamwork evaluation one day of the cygle:*

4 The training that I have.described is the training

5 of the present.operators. Additionally, we have five

6 | licensed Reactor Operators who are in the final stages of

7 training béfore going into the control room. They passed the

8 NRC examination this July and ére doing some last minute

9 "training, including personal effectiveness training, this

10 fall and will come on watch before we re-start to gain the

11 experiencéﬁiﬁ watching the plant go up to power. They will

12 of course only have restricted licenses to cold operations

13 and will have to gain experience in the operating plant after

14 we get back to powér.

16 ' Beyond that; wé have put 16 noﬁ—licensed operators

16 into a pre-licensing course which will“take approximately two

17 months. On the completion of that course, we have another

18 16 non-licensed operators who will go into a pre-licensing

19 course fof, again, a period of two months. Those who meet

20 our standards will také the NRC theory examination schedule

21 for next February and, passing thaﬁ, we will put about 16

22 into the complete licensing course leading to licenses in

23 late 1989 or eariy 1990. It is from this group that we will
’ 24 achieve the necessary numbers to have the flexibility that we

25 are seeking.
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Looking further downstream to the future, we have
hired 35 new helpers into the operations section. Of these
35, 32 are former Navy enlisted men that have a minimum of
six years expefience in the Navy nuclear power program. The
other three have at least two years of college experience
before being hired as helpers.

in addition to the fraining shown on this slide,
we have put the next generatién of shift manégers into
training. We have seven carefully selected staff engineers
in SROItraining at the pfesent tiﬁe and we will be developing
from among fhat group our next set of Shift Managers. We
also have'plans to begin a-Senior Réactorl0perator license
class for some present Reaétor Operators beginning early in
1989:“ That again, by late 1989/early 1990, will give us
flexiﬁility of Senior Reactor Operators..

(Slide.)

MR. SMITH: " Finally, in the area of operator WOrking
hour restriétions; we have recently submitted fo the NRC a
proposed technical-specification amendment which affects the
operator overtime houis, as well a§ o;ertime hours of all
people involved on safety-?elafed equipmenﬁ.' This technical
specification amendment is based on ‘the proposed policy

statement by the NRC and, as far as I know, we are the first

- utility to embrace the principles of that policy statement.

The proposed amendment has short and long-term
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restrictione, heurs allowed to work in one.day as well as
hours allowed to work over the course of a year with various
intermediate points.

We are develeping the administrative controls and
they will be in place prior.te re-start.

(Slide.)

MR. SMITH: Shifting from peeple to plant, I will
talk briefly abouf the plant_readiness in the areas of
corrective and preventive meinﬁenanee, ﬁodifieations, and
how we are doing in cleaning up the plant. First off, the
work orders. Would you put up the work order slide, please.

(Slide.)

MR. SMITH: 'Iﬂ the area of work orders, we have
since £he refueling outage which began shortly before the-
shutdown order, we have completed over 14,000 separate work
items at the statien. "We are presently working on juet
slightly over 1,000 work orders. These consist of preventive
maintenance'items,'approximately 250 preventive maintenance
items, slightly over 20Q items relating to ﬁodifications that
we intend to complete prior to re—start; ieaving about 600
correcti&e maintenance iﬁeﬁs thaf-we anticipate accomplishing
prior to re-start.

Now, I'm not saying by that, Mr. Chairman, that
each and every one of these will be done but we anticipate

getting this down to a very small number and to be able to
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justify why those are.nof necessary for r;;start when we get
to that point.

(slide.)

MR. SMITH: The other preventive maintenance -- we
haa a backlog'of overdue preventive maintenance at the station
that went back unfortunately for a number of years. The
stahdpipes on this graph show a great increase from last
December to early this year as we really.got our hands around
the magnitude of the problem and reviewed all of the
requirements of the vendo?s manuals and other-documentétion
to determine what preventive maintenance was actually
required.

Our workoff rate has been very-mérkéd. The 262
items shown are '‘those items which are eithe¥ presently due
or overdue or will come due before the 30th of November of
this year. We would anticipate by fe-start that there will
be no overdue preventive maintenance items on unit two and
common equipment. Let me add, there will.be some that are
due but no overdue items.

(slide.)

'MR.lSMITH: In.thé afea'of.modi%ications, we are
tracking down to éero on thé modifications. There are 28
mods thaf are how totally finishéd'but each and every one of
these is in étages of installation and by the end of November

these should be totally closed out.
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(slide.)

MR. SMITH: Wé think we have méde gréat progress
in decontamination and cleaning up of the station. When we
met with you last September, Mr. Russell made the comment
that we were one of the most contaminated plants in the
region. I'm not sure if he said one of them or the most
contaminated plant in the r¢gion.i Butiwe.were not proud of
our surface:area contamination and we think we have made great
progress. ih that area.-

Apprdximately 33 pércent.of'the:évailable surface
area was contéminated when we got heavily into this program.
We are beléw the industry average for boiliné water reactors
and we anticipate achievihg our goal of ten percent somewhere
near the.énd of the year. The difficulty_of course is that
as you get closer and closér yoﬁ are cleéning up spots that
are harder and harder to cleaﬁ up. - But we h;ve made a
significant amount of progress in this area.

. (Slide.)

MR. SMITH: We also.embarkea two.years ago on a
cleaning and painting program that we cailed the detailed
plant cleaning program where we paint the:floors and the walls
and all of the equipment. We are over 80 percent completed’
with that program and will continue on until its done but
then it will be time tb come back and start over in some of

the areas. So, this will be an ongoing program to keep the
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plant in the condition it.should-be. Now, this painting
progress is units two and three and the eﬁphasis has been on
unit two. So, unit'two_is.higher than.the 80 percent and
unit three ié slightly behind.

(Slide.)
;  ﬁﬁ} SMITH: Shiftihé then to the area of programs,
there are mény,_many pfograms that we iooked at and tried to
improve our.performance in éince the shutdown. I have listed

only a few of them here. . JuSt-a_word.or.two about several of
them. .- o

'In the emergency Ereparedness afea, we have made a
number ofvchahges;_ We.brought the site emérgency preparedness
under my édntrol."Because of the numbers pf.new managers; we
have had td do a lot of rétraining of peoéie in various
positions. We ﬁpgraded our procedures aﬂd improved the
workoff rate on items tha£ had been backlogged for correction.

The culmination of this effort was in the emergency
preparedness drill of last week which was a successful drill
and was anhounced by the NRC in the exit interview as our
having demonstrated performance which was adequate to protect
the health and safety of the public. So, we feel that program
is in good shape.

.In the area of procedures, we reviewed all the

classes of procedures at the station to determine which ones

individually or as a class should be revised prior to the
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re~start and which ones'éﬁould be'revised.ih thellonger term
or which ones were fully adequate as they were. That effort
has been completed. Those ?rocedures we need for the re-start
are either completed ahd in placé or are déry nearly completed
and will be easily in place shortly.

We have also set up a good document control system
such that procedures changes can be initiated eésily by the
people in the field and aétions taken on thém in a prompt
manner._.The changes, when recognized, are put into the
procedures and those are deliyered to the operators so that
they have them available, and also they have the necessary
drawings to do the operatioén of the plant.

-The operating experience assessment program was one
in which we were criticized by the Institﬁte of Nuclear
Power Operations and we recognize that we did not have a good
strong program at the station. It was primarily being run
out of the corporate offices and we didn't have ownership.of
it out at the stations. We have turned that around. We are
running a good program now but it is éo new that we really
can't evaluate hoﬁ good it is. It has only recently been put
into place with the contfols that presentiy exist. That was
the comment of the Institute when they were in recently, that
it looked okay but we want to see it for a while.

Thé commitment tracking program is a similar

program. We had a commitment tracking system previously but




10

1

- 12

13
14
15
16
17
18
19
20
21
22
23
24

25

29
the peoble at the station did not feel owﬁeréhip'of'the
commitments and it was not an easily retrievable system. We
have made major changes to thaf system. The new commitments
that have gone inté the present program are recognized by us
at the station as our yesponsibility and we are working on
those.commifments. We are still working on the backlog to
bring that up-to-date.

In the configuratioh management ‘area, we have
embarked on a two-pronged approach -- one the short-term and
one the long;term. We feel that in the sﬁort-term, we are
very close.to'demonstrating that.we do know the configuration
of the plan# and weldo understand what is out there. The
drawings are in place and the procedures are correct.

As . a long-term program.over the course of the next
two or three years, we will be doing a méjof effort to
reconstitute the design basis and do other things necessary
to get a top-of—the—ihdﬁstry configuration management program.

The.other three areas on this slide I want to talk
about separately. Security is an area where we are not yet
ready for re-start. ﬁelére not yet at the stage we expect to
be or want to be. We héve had a history ét Peach Bottom of
poor SALP ratings in. sSecurity, numerous violations in this
area, and poor morale among the guard force. We were making
some improvements but slow improvements and this spring

recognized with a detailed self-assessment by our own NQA
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'organization_that we just were not making the progress that

we should. We brought in ainew manager'at fhe station aﬁd
we brought in a new.contractdr to fun the_Secufity for us.

Presently, wé have much improved our management
involﬁement and by that I mean 6ur Philadélphia Electric
Company management involvement. Again, with the reorganizatio
security came under my control, rather ﬁhan being controlled
from the corporate offices.. We changed the leader of the
security force at the station. We brought onboard shift
security assistants so that 24 hours a day there is a
Philadelphia Electric person in charge at the station. We
have much closer working'relatiénships with the new dontractor
than we had with the'former'contractor. The transition to
the new contractor occurred at the end Of.August. This
contractor runs our security organizafioﬁ at Limerick which
has been rated SALP-1 and is SALP-1 at some other plants
around the company. They were selected primérily based on
performance.

We have improved the.status of our equipmenf and g
systemé at the station ranéing from flashlight_batteries té
the perimeter intrusion detection system. So, we have good
solid systems at the present'time.

We have upgraded the training not only for.the
guard force but also for tﬁe gene;al population and general

employee training to enhance the understanding of the role

 ,
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of the guards and the inter—relationships that are necessary
for this to work. We feel that we are on the way. There are
a few of these enhaﬁcements that are still being put into
place this month. We feel that we will have é solid
organization by the end of Octobér.

In the area of radwasté,'i highlight this area
because we.had allowed a lot of radwaste to collect at the
station. We made a decision last summer fo start shipﬁing
radwaste within our barrel allotments and move it out of the
power block into'our low level radwaste storage facility or
preferably to get it off the station. At that time we set as
a goal for dry activé waste at fhe.station,'no more than ten
pefcent of the capaéity of the low level waste storage

facility. As you can see, we are way below that goal and we

have at the station now about four percent of the capacity

of the low level radwaste facility.

COMMISSIONER CARR: What does that "DAW" mean

. there?

MR. SMITH: Dry active waste.

COMMISSIONER CARR: All right.

MR. SMiTH; Liquid wasteshhave éhown a similar
decline, Commissioner. We had apﬁroximatély 700 barrels of
liquid radioactive waste, some of which was high level
radwaste and some of which we didn't know the contents. We

didn't know what the isotopes were, et cetera. It makes it
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very difficﬁlt to ship it and Very'cosfly to ship it. That
number. of bérreis,is down to about 150 now which is about the
number that we Qould have on hand all the time as inflow and.
outflow. We have also taken the iiquid waste way down.

(slide.)

‘MR. SMITH: In the area of rédiation protection,
this is another area that we were not up fo industry standards
at the time of the shutdown. Since the shutdown, we think we
have made marked steps iﬁ reducing station radiation exposure.
We have instituted 100 percent dose acgountability. That is,
if you go into the power-block; you have to record your entry
into the power block, and we keep track of the dose that you
received in the power block. That did not occur previously.

The reportable uptakes have significantly decreased
as shown on thié next chart.

(Slide.)

.MR. SMITH: Positive whole body counts which are a
measure of_the uptakes have decreased from-14 in 1986 to
three in.1987 and so far thié year we have had no positive
whole body counts. I am told the industry average is about
two whole body..counts.

.Fihally, I want to ﬁalk about the pipe replacement
that was conducted on uhit three at Peach Bottom.

(Slide.) |

MR. SMITH: I have shown on this chart a number of
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similar pipe replacements that heve_been conducted throughout
the cdﬁntry. They are ﬁoﬁ inlcﬁronological order. They_are
in decreasing order of personnel exposure. You can see on
the left, the highest exposure recorded for similer activity
was at Peach Bottom unit two in 1984. The lowest is the
Peach Bottom unit three'which was just completed. The level
of effort at Peach Bottom unit three was greater than the
level of effort shown on.any of these other seandpipes, and
the exposure wae of course the least ever achieved in the
industry to this date. This has been cited bf the Institute
and by your own inspectors as a very positive achievement.

(slide.)

MR. SMITH: .In summation, Mr. Chairman and
Commissioners, in the area of people, programs and plants,
we are not yet ready to start up Peach Bottom but we are
coming close. People -= we need to finish the cycle of
simulator training that we are QOing through now to assure
oufselves that our Reactor bperators are fully ready to run
an operating plant.

"In the area of programs, We eeed to improve the
performance of our security area and have that pass our own
self-evaluation.before we are satisfied with security. And,

we have developed a master open items list in all other

program areas such as open non-conformance reports, NQA

deficiencies, et cetera, that we are tracking down to zero
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before re-start.

In the area of the plant, we think the plant is
ready for re-start with the exception of that approximately
1,000 work orders tha£ we. will coﬁtinue to work on ‘in the
area of modifications, preventive maintenance and corrective
maintenance. We will of course be operable in the tech spec
definitiops.of all systems prior to re-start..

That concludes my.comments subject to your
éuéstibns. If not, we wili go back to Mr. McNeill.

CHAIRMAN 2ECH: Thank you very much.

MR, MCNEILL: The deterhination of our readiness
for fe—stArt,.as.subject to completion of the items that Mr;
Smith has noted, was made upon the recommendation of a
Re—Start Réview Panel conéisting Qf senior Philadelphia
Electric personnel not associated with Péach Bottom and
several consultants of national staturé'as shown on this
glide.

- (slide.)

MR. MCNEILL: The assessment pchess'was conducted
during three sessions of two days each_with most functional
managers appearing at all three sessions. ' These sessions
combined with in-plant observations by the re—start panel
members resulted in a recommendation for re-start. The panel
reviewed the lé functional areas shown in this slide.

(Slide.)
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MR. MCNEILL: - These afeaé were selected based not
only upon “their relation to safety but alsé because in some
we had identified problems during-the shutdown period. In.
each functionai area, the reéponéible manager was required
to identify the set of issues which the function had addressed
during the shutdown and to verify that list that the list was
éomplete.a'This verification waé accomplished by reviewing
each of the items noted in the slide.

In each area, the manager was reduired to decide the
varipus corrective action programs that had been undertaken.
either as a result of the formal re-start program or otherwise
and theh-to describé the results of the action plané and how
they had been verified.

Mr. émith has shown YOU'some of the information
that demonstrates the types and magnitudés of improvement
which were demqnstrated. The re-start panel members by their
own observations verified_many of the results. The
sufficiéncy-of the reéults were substantiated by observation
as in the case of plant cleanliness or by COmparison with
industry values in the example of radwaste accumulation.
Analyticalftecﬁniques weré used to confirm'éeveral
configuration management deficiencies that had been found.

Finally, the panel required that each member
demonstrate the permanency of the improvemeénts. Since the

many changes that were made would not lend themselves to one
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1 common method of'ensuring permanence, breed latitude was
‘ 2 accepted. '

3 (Slide.)

4 - MR. MCNEILL: Some of the types of issues that were

5 accepted are shown here -- proéeduralizaﬁion, continued

6 managementlsupport. They were also required to highlight

7 areas of continuing improvement where they had long-term

8 progfams such as the one ﬁhat'was described by Mr. Smith for

9 configurafion management where we are going to have a design

10 basis documentatioﬁ.reyision program.

11 _ I am also pleased to report that on September 30th
ii 12 we completed the last of the 138 action items described in

13 our formal re-—start plan.

14 |  (Slide.)

16 . - -~ MR. MCNEILL: . Dufing the last'several months we

16 have dealt closely with the State of Maryland and the
17 Commonweélth of Pennsylvania to resolve comments which they

18 had submitted at the invitation of the NRC with respect to

19 our re-start plan. We reached agreement with the Stete of

20 - Maryland aﬁd are continuing negotiations with the

21 coﬁmonwealth;

22 _ ‘ In addition, representatives of both states have

23 exercised full access to the Peach Bottom facility aed have
‘ 24 kept themselves inforrﬁed .of our progress and have participated

25 with your inspectors in some observations in the plant.
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Our self-assessment will be confirmed by. an INPO evaluation

which is currently in progress, and we expect an NRC

assessment to follow. We anticipaté that we will be ready

for.the NRC assessment mid-November.
I believe that Mr. Paquette haé some closing
comments and remarks;

-MR. PAQUETTE: I would just like'io summarize,
Commissioners, by éayiné that I perSohally_am'véry proud of
the accbmplishments of thé team ét Philadelphia Electric and
we are proud of what has ﬁeen accomplished at the plant. I
would like to extent an invitation to all of you and your
staffs to péy anbthef'viéit't; the plant, if your schedule
will perﬁiﬁﬁiﬁ; béfore we come back and ask for re-staft
perhisSion.ff

We aléo at this'time.ﬁould Be'very happy to answer
any questions that you'have.

CHAIRMAN:ZECH:: All right. Thank you very much.
Any questions from my fellow Commissioners. Commissioner
Carr. |

COMMISSIONER-CARR; No.

CHAIRMAN ZECH: iCommissioner Rogers.

COMMISSIONER ROGERS: No.

CHAIRMAN ZECH: You say your anticipated re-start
at £ﬁis time is when?

MR. MCNEILL: In the normal progression of events,
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wé would iodk fofward.to aétual re-start mid to late December,
if we follow in the nérmal progression of events from a team
inspection by.the régioh in mid November.
| CHAIRMAN ZECH: - Late December.
.- MR, MCNEILL: Yeé.

. 'CHAIRMAN ZECH: All right. Let me jusf make a
couplé coﬁmenté then before we ask the Staff to come forward.
In my review of éll of the actions that léd to the shutdown,
specifically the operétors'and then.ulfimately the management
situatiop that we were conderned'éb0ut, I came up with a
couple statements that.I want to give to you here juSt to
make sure that you understand at least my feelings on the
importance of operating all of our powér plants safely.

First of all, concérniﬂg the opefators themselves,
I believe that-the Peach Bottom 6pefator§'5h6uld be remindéd
that they hold a license fromlthe United States government
which confers upon them the spécial trust énd confidence that
the American people place in them for the safe operation of
nuclear power facilities.

Thi§ obligatioh} in my view, piaces the operators
in the position whére_their berformance is expected to be
above reproach. Now, this applies, as far as I am concerned,
not only to the Peach Bottom operators bu; to all operators
in our country.

As far as the. management is concerned, and I know
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we don;t have to_reView all that because you have made
significant management changes, most impressive changes. You
have taken‘obviously-some very significant actions. . But as
far as the'enforcemenf'action was concérned and management is
concerned at Peach Bottom, I'll try to summarize very briefiy
my feeling in that regard in this way.

The only reason that I was able fo approve the
enforcement action that we did take without insisting on the
revoking of individual operator license permanently was
because of the poor performance. of senior utility management
at Péach Bottom who, at least in my view, either condoned
this inattentiﬁe_behaviér or were unaware of it. Either is
acceptable.

Management's failure clearly contributed to and
exacerbated the situadtion, in my view. That is behind us now
I hépe.- That is what you aré-trying to do, I know. But I
think those are important lessons for ali:to be aware of --
not just Peach Bottom but all nuclear facilities. We expect
the operators to operate fhe plants above reproach. We
expect management to bé aware of what's going on, to be
concerned about what's going on, to be committed tq quality
and to excgllence, and to demand safe performance.

Unless there are other comments from my fellow
Commissioners --

(No response.) -
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CHAIRMAN';ECﬁ}' -- I would 1ike-to thank you for
your presentation, all_of.you, Mr. Paquette, you and your
colleagues.' It is cléaf from your standpoint you have made
significant progress towards making the improvemehts that are
clearly necessary at Peach Bottom.

We do know, from what you tell us this morning,
that there is more to be done but I believe your focus on
people and on people pérforming in éuch a way that you should
expecﬁ a commitment to excellence, thét those are the things
that certainly should encourage you and us that you are,
indeed, making progress at Peach Bottom.

I would only submit that yéu continue to do what
you aré doing as far as leadership and the people programs
are.concerned. éhanging of culfure_ahd changing attitudes is
extremely difficult but also very impdrtént. That of course
leads to, at least in my view, the technical safety changes
that are needed to ensure the public health and safety will
be protected.

| .We will look forward to your éontinued progress and
to seeing you again before making any re-start decision.
Thank yoﬁ._

MR. PAQUETTE: Thank you very much.

MR. MCNEILL; Thaﬁk you very‘much.

CHAIRMAN ZECH: Thank you. The Staff may come

forward, please.
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1 o K?éuse.)
. 2 _ _CﬁAIRMAN ZECH::' Mr. Taylor, you .'r-nay proceed.
3 - MR. TAYLOR: Godd morning. With me at the table
4 today from the Offiée Qf Nucleér Reactor Regulation are Tom
b . Murley and Bruce Boger, and on my left from Region'l is our
6 Reéional Administrator Biil Russell and Bill Kane.
2y 7 I would like to give you an overview of the Staff's
i . 8 work at Peach Bottom. I would like to méke one or two points.
i 9 First, there has beeh considerable effort placed on the
ﬁf 10 Staff's ovéfview of Peach-bottom since the shutdown and, as
11 we have with~sbhe other statiohs, the Staff has set up a
12 special panel and the panel is repfesented by Bill Kane and
‘- 13 Bruce Boger. These are senior managers who are providing
14 special oversight of the work at Peach Bottom by the Staff
15 and coordination of.that wqu. |
16 : - I would also like to emphasize that in the past
17 year -- over this year - we exﬁect to expend somewhere in
18 the order'éf about 9,000 direct inspectioﬁ manhours in
19 ovefview of the Peach_Béttom work and recovery. This is
20 somewhere on the order of four times what we might normally
21 expect at a station of this size.
22 _ 'I.emphasiZe this because the Staff since the
23 shutdown has been deeply involved in.overviewing the company's
24 work and in reviewing the progress of their recovery and
25 re-staft plan.
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I will now ask .Doctor Murley to start with his
comments. |

'.CHAIRMAN'EECH§ =Thaﬁk you.very much. You may
proceed. .

MR..MURLEY: Thank you, Mr. Chairman. We have
briefed the Commission on a couple of.occasions over the past
year and a . half on Peach Bottom. The problems that led us to
this situation are well known, so there is no need to go
through those here today,':

'Philadelphia Electric we believe has now gotten
through the first two phases that we see develop as a pattern
in these cases. The first-phase is a recognition and
acknowledgement of théir-proglems; The second phase is
analysis of. their operations and their prbbiems and making
the necessary fundaméntal changes in their organization.

' The Staff belie§es that thé management changes

that Philadelphia Electric has made have been substantial

improvements. In particular, we have worked several years

and have several years experiehcé'wbrking with Corbin McNeill
and with John Frantz, the Plant Manager, who was not here
today but.who was the former Plant Manager at Limerick. We
have confidence that they can bring good operations to Peach
Bottom.

Sghiiadelphia’EleCtrié is now Qéil into the .third

phase that.we_seelwhiCh_is'implementing the improvements and
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.developing a smooth operating team at the site. We see

attitude chéhges throughout the operations but there is still
SOme-important work that needs to be done,béfore they are
ready to resume:operations.

In addition, the NRC Staff'is going to have to make
a thorough assessment and come to our own conclusions on the
readiness to resume operators.

Bill Russell will describe.those‘activities.

CHAIRMAN ZECH: .Thank you very much. You may
proceed. |

MR. RUSSELL: May'I have the slide entitled
"Restart Critéria" please?-

(Slide.)

MR. RUSSELL: Mr, Chairman; we have tried to
summarize here in one slide correspbndénée and responses
£hat have.gone to congressional and the states in regarding
the criteria that the Staff will use in judgihg their
readinessnfor fe-start.

?;fhe'first two builits,'the licensee identification
of rootléauses and the iicensee correctivé actions which
address those root'causes}_are in the main complete. The
full root éauses of thé_shutddwﬁ were identified in the
licensee's re-start plan. They were a lack of leadership
and management skills at the plant, of slowness in developing

replacement operators which you have just heard about, a
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station culture for‘which the operators appéar to be in
control,.rathér than management in control of activities,
and the failure by the corporation to recognize the problems
which existed and to take timely action.

Now, those rdot'causes'arg being addressed in a
comprehensive re-~start plan Which'the_Staff has under review
and subject to receiving séme written confirmation of
information which has been verbally reported to the Staff,
we expect to issue a safety evaluation approving that re-start
plan in mid-October.

The key élements which have to be demonstrated to
the Staff to go beyond the plan -- the actual effectiveness
of operation -; relate.to conclusiéns regardihg the operator's
readiness tb operate the plant safeiy. lWe will be doing
additional evaluations of the simulator training which the
company hés.described and will necessarily reach conclusions

on operator performance and ability'to effectively operate

the"plant.',

. 'Now, we are looking for a stable and effective
licensee managementﬁand”étaff} stable in that the programs

that they have put in place are effectively being implemented

.and that they have the ability to assess their own performance

and take appropriate corrective action.
We are going to be looking for demonstrated

improvement in the areas which were rated as unsatisfactory
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in the last SAL?.' By unsatisfactory, I mean that the
performanceuwas'such that we did not rate it as a category
three but it was concluded to be in fact lower than that.
It was ﬁbt rated. Now, these are the.aréas of operations,

assurance of quality and training. And, we must assure

-ourselvés that the facility is physically ready for re-start.

That is that the equipment is in cohformance with the required
technicai specifications and that the other material
deficieﬁqies which the company has described have in fact

been corrected and the plant is physically ready.

We do expect to complete a systématic assessment of
licensee performance and I do anﬁicipate that we will be
issuing that report next week. You heard the company describe
their concerns inlsecurity. Tﬁat is also a conclusion
preliminarily of the SALP Board. That.area has degraded and
will be so reflected in the SALP report. We do expect that
that arealwill be iﬁproved. It does not appear at this point
to be on a controlling path. The issues that are necessary
are well definea.and with the new éecurity contractor and the
emphasis tﬁat the éémpany is now placing on security, we
expect that £hat can be resolvedubetween.now and the time
that the plant is estimating the fe—startsté'occur.

I must admit.the overall schedule described by the
company may be somewhat optimistic. We are.looking at a team

inspection on the order of two to three weeks. If that starts
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in mid-November, it takes.fime for us to evaluate thqée
results and to brihg in .a recommendation to the Commission.
Based upon fhe experience with othe; faciiities, that may be
more on the order of six weeks, réther than the few weeks the
company deséribéd.

We will not bring that recommendation until such
time as we are assured that the company and the facility is
ready to operate. |

I would like to have Mr. Kane, who is the Chairman
of the Re-start Panel, address the major Stéff activities
that needlto be accomblished between now and the time we will
be prepared to come back to you with a refstart recommendation

CHAIRMAN ZECH: Fine. You may proceed.

'MR. KANE: Could I have the next slide, please?

(slide.) |

MR. KANEi As Bill said, the way that we have

managed the review of the re-start of Peach Bottom is through

the Re-start Assessment Panel. I would like to just at this

point acknowledge the other'mémbefs of that panel. There is
Mr. Boger of COQrse, Mr. Regah of NRR, the Branch Chief, Mr.
Wenzinger, Mr. Gallo and Mr. Bellémy,'Brénch Chiefs in Region
1, and Mr. Liﬁville, the Section Chief in my division. Others
who are principal contributors to that df'course, the senior
resident from the site, Tom'Johnson; and the.Project Manager,

Bob Martin. So, it was through this process that we have been

3




47

é 1 able'to focus and control the myriad of aétivities that are
. 2 involved with a major refstart- such as this.
% 3 What we do as a panel'is to provide'an'overall
é 4 focus for the control Qf activities and the'assignment of
g 5 inspection resources to assure that the proper priorities are
; 6 achieved.
7 'I would like to touch on the safety evaluation
8 repqrt at this time. As Bill mentioned, that has been
9 substanﬁiélly prepared and is in the final editihg stage 'and
10 we are awaitihg some additional correspondence from the
1 utility in order to finalize that report, and we would expect
12 to issue that on or about mid-month. The purpose of that
‘ 13 report I would point out is i:_o assess the quality and the
14 timing and the scope of the commitments to the individual
16 actions that are in response to the root causes. It does not
16 in any way_make a détermination as to the adequacy of how
17 |

those actions are being implemented. That is a very important

18 process thét follows. So, if you can understand the

19 distinction between that activity and what that safety

20 evaluation report will represent,

21 The next major activities that have been ongoing

22 and will cohtinué.are the inspectidné and licensing actions.
23 There certainly have béen a large number of inspections

24 condﬁcfed to date and very important inspections. One of the

25 most important I would remind the Commission is the day to
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day evaluation by the resident inspectors of the activities
at the site. TIt's the principal input into how we manage
the inspection program at that site and direct other
resources.

CHAIRMAN ZECH: Wasn't there a recent maintenance
team inspection?

MR. KANE: Yes, sir. I wanted to go into some of

 these other more important inspections.

CHAIRMAN ZECH: Tell us a little bit about that,.if

you wbuld.f |
~ MR. KANE: Cerfainly. We have cénducted major

inspection of the emergency operating procédures. There has
been a comprehensive.maintenance inspection. Peach Bottom
was one ofvthe pilot plants for that and the results of that
Weré very good. There have been inspectiqns of simulator
team training, of the operators as a team. There has been
the recent emergency exercise that-wés conducted prior to and
very early in the process, major inspection 6f the
rehabilitation program, the operators, and its effectiveness.

Those are some of the inspections. There are many
others that have taken place. But those.are the kinds of
major activities that we have at this point. There are
several 1icensin§ actions that must be completed prior to
re-start. Those are hardware issues related to the minimum

source range, count rate, fire protection and degraded
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voltage, all of wﬁich appear to be manageable prior to
re-start.

‘CHAIRMAN ZECH: Are you satisfied at this stage .
concerning the overall material condition of the plant, unit
two in particular?’

MR. KANE: I would say yes but of course we have
got a major inspection coming up which I will get to which
that will be one of the major components of that inspection.

 CHAIRMAN ZECH: Then you will make a judgment at
that time. |

MR. KANE: - Yes.

CHAIRMAN ZECH: All right.

MR. KANE: Thefe have been a number of public
meetings. I would say that we have I think been very active
in seeking out public comment on the'adeéuacy of the re-start
plan. There were three public meetings held after the
submittal of the first plan -- one in Maryland and two in
Pennsylvania. The utility of course had to make a major
modification to that plan and, again, there were public
méetings held -- two in Pennéylvania and one in the State of
Maryland -- to receivé public comments on that revised plan.

Those public comments have all been assessed and
will be evaluated in an appendix to the safety evaluation
that we will be issuing shortly. All of the éublic comments

will be addressed in that plan or in that safety evaluation
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report.

I would like,to go into state involvement. There
has been extensive state involvement'by.both states. The
comments from the State of Pennsylvania and the State of
Maryland have been forwarded to the Philadelphia Electric
Company. They have responded to_the Maryland comments. As
was discussed earlier, Philadelphia Electric Company and
Pennsylvania are in the process of negotiations.

The issues that were raised by the states which are
relevant to the re-start are of course addressed in the safety
evaluation.report. .Both states have been very active in
attending all of our public meetings that we have held. I
think without fail the states have attended each of those
meetinge. There has been involvement at the entrance and
exit meetings for a number of inspectionseand observation of
one of the majer inspections which involved the simulator
examinations by the State of Pennsylvania.

We have also invited the states to several of our
Re-start Panel deliberations following meetings with the
utilities. So, there has been extensive involvement
throughout with the states.

The next_slide, if I could have it please, will
deal with thé forthcoming actions and, hopefully, will answer
some of the questions that you have raised.

(slide.)
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MR. KANE: fhe Philédelphia_Eleétric Company
self-assessment which has been described, our review of.that
self-assessment would be a major factor in our assessment of
the ability.of the company to identify the prqblems and
assess thosé problems and make a judgment with respect to
their ability to go forward and operate the plant. We will
of course,:fbllowing_their deliberation and notification, we
will conduct our own selffassessment process oOr assessment
proéess, which I will get into.

'THat will be in.the form of ‘an integrated team
inspection which is an inSpection that is called integrated
because we look at really all of the functional areas. We
will look at operations. .We will look at maintenance. We
will look at radiological controls, security, engineering,

and teally the inner-relationships of all of these functions.

Principal factors that we would look to in these

inspections are the horizontal and vertical communications

within the'organization and the effectiveness. Wé would look
at certainly the teamwork of the organization, the attitudes.
Wé would look at the use of procedures. We would look at the
way in which they prioritize work. We would also look at the
staéus of equipment to confirm the ovgrall readiness of the
plants to operate. |

It is of course.an inspection in which we will have

to be able to forecast from a plant that is shutdown. In
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looking at the way in which the organization is functioning,
we will have to make a judgment from this inépection ébout
what we see and the ability of the company'to operate that
plant at power.

So, in'a sense there are.certain'things that you
simply can't observe with a shutdown plant and we have to
make sohe'judgments about that.

The next major activity that has.taken place and
will be issued shortly -- again, about mid-month -- will be
the SALP reporﬁ.- That again is an assessment of the
organization at Peach Béttbm during fhe shutdown period.
Necessarily that 1ooks back in time but it is important in
terms.of understanding again how the organization has
progressed from the time it Waslshutdown,-and get an
understanding of these areas that were rated unacceptable in
the past.

I would.noté just for the record the training area
was not evaluated by ‘the previous SALP Board.. Operations and
assurance of quality areas were rated unacceptable. The area
of training was dne in which we did not have sufficient
information at the time in order to make a.determination
because we did not understand at the time we issued that
SALP report the relatibnship of training to what took place.
But, in any event, there will be an ubdate in all those

functional areas. That of course will be followed by a
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management meeting with the utility.

The importance of the SALP report, in terms of
looking back in time, is that it_éstablishes a base line from
which we_haQe to.move forward in time and, with this, it
establishes a base liné for this integrated team inspection.
The integrafed team inspeétion égain,’aslyOu will recall
earlier, I pointed out that we are looking at all theée
functional areas again. Sé, the areas of weakness, concern,
identified.withinﬂthe SALP Wwill be a principal focus in this”
integrated team inspection to really update where the
oréanization stands at the time of the inspection.

The principal inputs of course to a re-start
recommendation to the Commission are the safety evaluation
report which again is an assessment of the:plan, the SALP
which is an assessment of the preVious'oéeration of the
facility for the 1astl12 months or so, and then the integrated
team inspection which is-to really tell us are the safety
evaluation commitments in fact being implemented efféctively
and in fact, in going back and looking and updating the SALP
functional areas, are they improving?

Those then will be the major inputs to a re-start
determination. |

;I would;likeito also point out in the next bullit,
the ACRS briefing, we have of course on the Pilgrim plant,

we have interfaced with the ACRS. They have held a
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54 -
subcommittee meéting at the site and a fulllcommitteé meeting.
We would expect to follow the same process on Pilgrim, and
we have discuséiqns ongoing with the ACRS 'to best determine
at what point they wish to hold the subcommittee meeting and
then follow it by the full committee meeting which I would
anticipate baséd on the schedule would be maybe in the
December timeframe..

MR. TAYLdR: .Bill, correction. You mean follow on
Peach Bottom as you did on Pilgrim.

MR; KANE: Peach Bottbm.

MR. TAYLOR: You said on Pilgrim.

MR. KANE: Oh, I'm sorry. Yes, we would follow a
similar process here at Peach Bottom as we did at Pilgrim.

 CHAIRMAN ZECH: All right., Thank you.

MR. KANE: And, then the Commiséion briefing to be
determined really as a result of all of these activities --
the re-start recommendatioﬁ) the resultg"of the ACRS input.
Following all of this, if we come to the Commission with a
recomhendation that the Commission believes that the plant
is acceptable for re-start, we Would have an expanded power
ascension program monitoring by the region. It would be
patterned very close.to ﬁhe one at TMI which I was responsible
for in which we would have an opportunity to really observe
all aspects of the operating plant. This is important

because the plant is operating obviously at this time. We
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1 would ~-- ceftainly during this period there.WOuld be an
. 2 opportunity for. retraihing of the operatofs and a conversion
3 .of cold licenses.  Our insﬁection would include -- certainly
4 a major component of it would be around-the-clock observation
5 of shift operations; and there would be NRC hold points within
6 the powef ascénsion_program at severai levels so that we
7 would have an oppoftunity to review with the company their
8 assessment of operafions up to that point and 6ur assessment
9 of operations and then see what else needed to be done if
10 anything prior to going to the next power level.
11 I 'would point_qut that we are still reviewing the
12 power ascension program with the utility and have nbt
‘ 13 approved it as:of this time.
14 . .. Those. are somé_ofithe actions,tmafor actions, that
15 would take place. Thatléompletes our presentation.
16 CHAIRMAN ZECH: All right. Thank you very much.
17 MR. TAYLOR: That concludes the Staff's brief, sir.
18 - CHAIRMAN ZECH: All right. Thank ybu very much.
19 Any questi&ns from my fellow Commissioners. Commissioner
20 Carr.
2 n " COMMISSIONER CARR: No.
22 CHAIRMAN ZECH: Commissioner Rogers.
23 | COMMISSIONER ROGERS: No.
. 24 CHAIRMAN ZECH: - Let me point out, first of all, I
25 should have mentionéd'at the opéning of the meeting that
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Commissioner Roberts is not with us today. He is on overseas
travel.

Well, let me thank the Staff for this status reporf.
Of course we will meet again later on at an appropriate time
prior to re-start. 1In the meantime, we expect that the Staff
would continue to closely ménitor the Peach Bottom program
and be able to continue a rather extensive monitoring program
which Mr.'Téylor pointed out has already been in place.
There has been a lot of manégément changes and, although they
certainly would appear to be positive and constructive, I
think it is important, :Mr. Russell, that you and your people
watch the Sfatus of the re-start plan and actions very
carefully.

" We will need of course the Staff's recommendation

-before we make the decision. We will also be interested in

"hearing what the ACRS has to say in their deliberations. So,

we will look forward to hearing from the Staff again and ask
that you continue your very.aggressive monitoring of the
Peach Bottom situation.

Are there any other questions from my fellow
Commissioners?

.(No response.)

CHAIRMAN ZECH: If not, thank you very much for a
very fine briefing from both the Staff and Peach Bottom
officials. We étand adjourned.

‘Whereupon, at 11:28 a.m., thé meeting adjourned.)

a
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PRESENTATION OUTLINE

BACKGROUND

RESTART CRITERIA

STAFF RESTART ACTIVITIES
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BACKGROUND
° SHUTDOWN ORDER MARCH 31, 1987
® LICENSED OPERATOR INATTENTIVENESS
° LICENSED SUPERVISION PARTICIPATED IN
AND FATLED TO CORRECT OR REPORT
INATTENTIVENESS
° INABILITY OF LICENSEE CORPORATE AND
SITE MANAGEMENT TO IDENTIFY AND CORRECT
PROBLEMS

° STATION CULTURE DID NOT ADAPT TO CHANGING
REQUIREMENTS




RESTART CRITERIA
LICENSEE TDENTIFICATION OF ROOT CAUSES

LICENSEE CORRECTIVE ACTION WHICH ADDRESSES
ROOT CAUSES

NPERATORS READY TO OPERATE SAFELY

STABLE AND EFFECTIVE LICENSEE MANAGEMENT
AND STAFF

IMPROVEMENT fN UNSATISFACTORY SALP AREAS
DEMONSTRATED

FACILITY PHYSICALLY READY FOR RESTART




STAFF RESTART ACTIVITIES

RESTART ASSESSMENT PANEL

SAFETY EVALUATION REPORT TO ASSESS LICENSEE
RESTART PLAN

INSPECTIONS AND LICENSING ACTIONS
PUBLIC MEETINGS

STATE INVOLVEMENT

-~ PECO RESPONDED TO MARYLAND COMMENTS

--  PECO AND PENNSYLVANTA CONTINUE
NEGOTIATIONS ON ISSUES IN CONTENTION



FORTHCOMING ACTIONS

PECO SELF ASSESSMENT/POWER ASCENSION
PROGRAM REVIEW

I?X%%RATED ASSESSMENT TEAM INSPECTION
( )

 SALP REPORT & MANAGEMENT MEETING

RESTART RECOMMENDATION (SER, SALP, IATI)
ACRS BRIEFING

COMMISSION BRIEFING

EXPANDED POWER ASCENSION PROGRAM MONITORING
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EXECUTIVE VICE PRESIDENT OVERSIGHT FUNCTIONS

NUCLEAR

D. M. SMITH SITE READINESS
VICE PRESIDENT - PBAPS

C. A. MC NEILL, Jr. RESTART SELF-ASSESSMENT

SUMMARY



C. A. Mc NEILL



IMPROVED ORGANIZATIONAL
EFFECTIVENESS

e Quality People
e Structure
o Culture

o Effective Oversight
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NUCLEAR GROUP ORGANIZATION

¢ Dedicated Organization

-Reduced Layers
- Increased Span of Control

On-Site Corporate Direction
at VP Level

e Accountability

Improved Communications



VISION, MISSION and VALUES

VISION
e World Class
MISSION
o Safe, Economical Reliable Power
VALUES
o Safety e Teamwork
e Quality e People

e Dynamic Business Focus ¢ |ntegrity



MANAGEMENT CONTROL

e Goals

Performance Monitoring

Performance Appraisals

Management By Walking Around



OVERSIGHT

Nuclear Committee of the Board
Senior Management
Nuclear Review Board

Nuclear Quality Assurance



SENIOR MANAGEMENT

o Corporate Commitment
to Effective Oversight

¢ Climate That Promotes
Self-Critical Analysis




NUCLEAR REVIEW BOARD
OVERSIGHT

e Advisory Committee Reporting Directly
to Executive Vice President, Nuclear

e Provides Independent Review and Audit
in Areas Including:
- Operations
- Nuclear Engineering
- Radiological Safety

o Assess PBAPS Readiness for Restart



NUCLEAR QUALITY ASSURANCE
OVERSIGHT

Consolidated Four Separate Organizations

Elevated Reporting Level
- to Executives

- to NRB and NCB

- to Sites

Added Outside Experience

Increased Effectiveness
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OVERALL SITE READINESS

o People
e Plant

e Programs



PEOPLE

New Management
Increased Nuclear Industry Experience
Enhanced Leadership/Management Skills

Improved Communications



OPERATOR READINESS

o Staffing
¢ Training

) Wofking Hour Restrictions



OPERATOR STAFFING

e Current
- 6 Shifts
- Additional SRO on Shift

e Goal |
- Additional SRO and RO per Shift
- Additional Operators for Flexibility



OPERATOR TRAINING

Simulator and Classroom Training

Personal Effectiveness Training

e Team-Building Training
e 5 Licensed ROs in Training

16 RO Candidates in Training

35 New Operations Helpers



OPERATOR WORKING
HOUR RESTRICTIONS

e Tech Spec Amendment Submitted
- Based on NRC Proposed Policy Statement
- Short and Long Term Restrictions

e Administrative Controls



PLANT READINESS

Corrective Maintenance
Preventive Maintenance
Modifications

Decontamination and Painting



WORK ORDER PROGRESS
UNIT 2 AND COMMON

THOUSANDS
14,384

15

«4 TOTAL WORK
ORDERS COMPLETED
SINCE 3/18/87

WORK ORDERS 1,094
IN PROGRESS -

Nt S R

INCLUDES CN, CM, AND PM SECTION 6 WORK ORDERS
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UNIT 2 AND COMMON
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UNIT 2 & COMMON
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STATION PAINTING

PROGRESS
UNITS 2 AND 3

PERCENTAGE 1,422,108 SQ FT
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PROGRAMS
e Emergency Preparedness o Configurati'on Management |
e Procedures and Document e Security
Control
e Operating Experience e Radwaste

Assessment Program

e Commitment Tracking Program e Radiation Protection

- 13 -



SECURITY

e Background

e [Improvements
- Management Involvement
- Contractor Transition
- Equipment/Systems
- Training

- 14 -
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RADIATION PROTECTION

REDUCTION OF STATION RADIATION
EXPOSURE

e 100% Dose Accountability Achieved

e Reportable Uptakes have Significantly
Decreased from 1986 to 1988

e Unit 3 Pipe Replacement Exposure
was an Industry Record Low for
Plant Type

_16_



POSITIVE WHOLE BODY COUNTS

88

Bl cODY COUNT
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OVERALL SITE READINESS

e PEOPLE
e PROGRAMS
e PLANT
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RESTART REVIEW PANEL

C.A. McNEILL
J.S. KEMPER
G.M. LEITCH
D.R. HELWIG

MEMBERSHIP

E.C.KISTNER
E.P. WILKINSON
S. LEVY

L. BURKHARDT



FUNCTIONAL AREAS

e Nuclear Quality e Emergency e Design Engineering

Assurance Preparedness -

| | e Modifications
e Human Resources e Security

¢ Procurement and
e Operations e Fire Protection Material
¢ Technical Support ¢ Training and e OQutage Management
Qualifications
e Plant Support e Power Ascension
e Configuration

e Maintenance Management e Licensing and

Commitment
¢ Industrial Safety e Document Control Tracking



IDENTIFICATION OF ISSUES

‘Shutdown Order
NRC Inspections, SALP, etc.
INPO Evaluations

Self - Evaluations

Other External Evaluations



LINE MANAGEMENT ASSESSMENT

RESULTS
¢ Walkdowns

e Trending

Statistical Analysis

e Observations
- MBWA
- By Outsiders



LINE MANAGEMENT ASSESSMENT

SUFFICIENCY OF RESULTS
e Walkdowns

e Comparisons with:
- NRC
- INPO
- Industry Guidelines
- Averages

e Observations

¢ Analysis



® ¢
LINE MANAGEMENT ASSESSMENT

PERMANENCY OF CHANGE

. Proceduralization

Budget

Management Support

Line and Field Acceptance

e Areas for Continuing Improvement



OVERALL RESTART STATUS

o Self Assessment
e INPO Assessment
e NRC Assessment

e PECo Anticipates Being Ready
for the NRC Assessment by
November 14, 1988



