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UNITED STATES OF AMERICA
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PUBLIC MEETING
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The Commission met in open session, pursuant
to notice, at 2:30 p.m., Kenneth M. Carr, Chairman,

presiding.
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P-R-O-C-E~E-D-I-N-G-S
. 2:33 p.m.

CHAIRMAN CARR: Good afternoon, ladies. and
gentlemen.

.The -purpose. of today’s .meeting is for.. the
Tennessee Valley Authority and the NRC staff to brief
the Commission on the status of Browns Ferry Unit 2
relative to its readiness to restart after a four year
shutdown.

The Commission was last briefed on the
subject of TVA organizational changes in Browns Ferry
Plant status by TVA on June 21st, 1988.

Copies of the slide presentation and the
related staff paper presented to fhe Comnission for
information, SECY-89-207, should be available at the
entrance to the meeting room.

Do my fellow Commissiohers have any opening
comments?

COMMISSIONER ROBERTS: I have an irreverent
comment, not about this meeting and this is sort of an
inside joke, but I want to make sure all of my fellows
have the necessary equipment to perform their job
properly. at least as our principal Senate oversight
committee sees it. That's a Mark I, Mod O ﬁatchbook.

COMMISSIONER ROGERS: So we can communicate
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with each other.

CHAIRMAN CARR: And now we need a cup of
coffee, right?

Any other commenﬁs?

Mr. Kingsley, you may proceed.

MR. KINGSLEY: Thank you very ﬁuch, Chairman
Carr.

I'd like to start today's meeting and
introduce the management team that we have at Browns
Ferry, starting with Ike Zeringue, who is the Site
Director, here on my left. He came to us as plant
manager from Palo Verde 3. Prior to that, he had all
technical support for all three units at the Palo
Verde Nuclear Power Plant. In addition to that, Ike
has been involved in some ten startups on a number of
different plants, BWRs and pressurized water reactors.

To Ike's left we have the Plant Manager, Guy
Campbell. Guy Canmpbell comes to us from Carolina
Power and Light. He was licensed on the boiling water
plant there, Brunswick Plant. After he left there, he
went to the Sharon Harris Plant where he was
maintenance superintendent, all the way through the
restart, joined us and was named Plant Manager last
summer .

We have Henry Weber. He came to us from
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5

Bechtel. He's our Engineering and Modifications

Restart Manager, having principal responsibilities for

some of those activities at Palo Verde, Grand Gulf.

He's been involved in some ten startups in nuclear
. power plants.

Ron Smith came to us from his own private

l.— company. Previous to that he'd worked for Gilbert

Commonwealth, had been the project engineer for a

. restart effort on Three Mile Island Unit 1 and carried
them through two refuelings, when they put in all the
extensive modifications on that unit.

And we have Doctor Mark Medford, who just
came to .us. He's our Vice President and Nuclear
Technical Director from Southern California Edison,
having .previous responsibility for their licensing and
regulatory affairs.

Behind me we have Bus éobean, who 1s advisor
to the Board. We have Fred Moreadith, who is our Vice
President of Engineering, Pat Carrier who 1is the
Browns Ferry Licensing Manager; and Lawrence Martin,
who is the Manager of Quality Assurance.

I wanted to bring the team. All of us will
be happy to answer any gquestions that you might have
today.

COMMISSIONER ROBERTS: I want to make sure I
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6
understand. All of these people you've Jjust
introduced are employees of TVA?

MR. KINGSLEY: Every person, with the
exception of Mr. Cobean, who is advisor to the Board.
So, he would be a contractor. But everybody else is a
full-time employee of Tennessee Valley Authority.

COMMISSIONER ROBERTS: Thank you.

MR. KINGSLEY: (slide) I'd like to go on

now to slide number 2 and talk a little bit about the

agenda. I'm going to talk about the recovery progranm
status. Ike Zeringue will talk about the site and how
we're doing.  Henry Weber will talk about technical

igssues and I'll do the summary and conclusions.

(slide) Slide 3, the purpose of this visit
is, of course, to talk about the recovery program with
specific emphasis on the Unit 2 restart preparations.

(Slide) On Slide 4, I would like to have
just a little bit of history. You gave some of this,
Chairman Carr.

The Unit 2 was shut down for refuelling in
March of 1985. We filed the overall corporate
recovery program in March of 1986, followed that in
August of 1986 with Volume 3 of the Nuclear
Performance Plan. There have been a number of

meetings with the full Commission, principally for the
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7
restart efforts on Sequoyah Units 1 and Unit 2. The.
other milestone here that has changed since we've been
with you, in . the past we have loaded fuel on the unit.

{Slide) Going.on now to slide 5, I'm going
- to cover five. principal subjects. ..We're going to talk
about .. the organization, give you a progress update on
that. I'm going to talk .specifically about what we’re
doing about site management. I'm going to talk about
operations readiness, I'm going to talk about various
programs related to running a nuclear power program
and what we're doing about that. And last, I'm going
to talk about our project planning and scheduling.
Also, Mr. Zeringue and Mr. Weber will talk
about some of these subjects in éome detail and be
prepared to answer your questions.
(Slide) Moving on now to specifically what
I'd like to address is our organizationalmprogress.
When I came to TVA, there were a large number of
people .in acting positions. Since that period of
time, we've had these people professionally evaluated.
We sat down as management and carefully reviewed them.
I'm now happy to report that at Browns Ferry we have
no principal individuals in acting positions. We do
have some approximately 20 at other sites in acting

positions, primarily at Watts Bar, but we’'re moving
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out of that situation also.

When I got to TVA, we had five contract
managers £filling TVA Jjobs. We have now replaced all
of those individuals and we have full-time TVA
employees filling those jobs.

There was a number of advisors over a period
of time that was used. I do not have any advisors. I
do have one individual who is 1looking at specific
technical problems for BWR Mark I containments, but I
do not have any advisors on my staff.

The last item on organizational progress
that I thought you would be interested in, since it's
tied directly in our ability to attract qualified
personnel and retain qualified personnel, 1is
compensation. We were able to put in an improved
compensation plan, with our Chairman's leadership, in
March and we have used that and will be using that in
the future.

(Slide) I'd like to move on now to slide
number 7 and talk a 1little bit more about our
organizatiénal progress.

When I got to TVA and met with a number of
the people, it was very clear to me that I had to
stabilize the organization. So, what I did, I went in

and did a very careful review. We tried to do as much
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9
of this from the bottom up as we possibly could. Out
of that came out what I call a standardized
organization and staffing plan. We have now put that
in place and we have communicated that to the
organization.

As far as site personnel at the Browns Ferry
Nuclear Power Plant, in January of 1989 we had
approximately 5800 people at that site. These are TVA
employees and their contractors. As of today, we have
approximately 3900 people. We have reduced that by
some 1700 people, 900 TVA employees and 800
contractors. It was simply too many people there for
us to effectively manage.

But I would also like to inform you and
state that in the announcements that we made back in
April of the long-term staffing goals, what we were
doing primarily at Sequoyah and in the corporate
support groups, that we excluded the Browns Ferry
Nuclear Power Plant from that so there would not be
perturbations in this restart effort of going through
a massive downsizing.. The cuts that we made were
principally around the first of the year and in the
January time frame. So that's behind us there and we
are not asking Mr. Zeringue or the engineering people

to go through any type of downsizing until we get this
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unit back on the line.

Another key factor in our recovery program
and what we've been trying to do with the organization
is to clearly define and increase the focus on
functional responsibilities. I've spent a lot of time
in doing this and I'm talking about what the engineers
do, what the modifications personnel do, what the
plant staff does and what those relationships are.
I'm going to talk a 1little bit more on some team
meetings and one-on-one meetings that I've had to
bring that about.

Another item that I found in standing back
and looking at the organization that needed some
improvement was this combination of engineering and
modifications. You might ask, "Well, why did you do
that?" I found the site director was principally
pushing engineering and pushing modifications and did
not have sufficient time to focus on the operational
side of the house. The key management for the
engineering and the modifications groups were located
in Knoxville.

So, I said, "We have to change this.” So,
we came in, created a job and put Henry Weber in it.
We now have the engineering hard line to him as far as

budget cost and schedule. Mr. Moreadith is still
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11
responsible for the technical integrity and technical
guidelines. So, we do not deviate across the TVA
plants for that. We put modifications there and now
this frees up Mr. Zeringue to of course focus on the
engineering and modifications, but to also spend the
time and attention on getting that plant ready to
operate, which we have to do and clearly demonstrate
to you before we céme back and ask for permission to
restart.

COMMISSIONER ROGERS: Just before you leave
that, I wonder if it's possible for you to say just a
little bit about y our philosophy of organization, if
it was substantially different from what you acquired
when you showed up on site, and to what extent this
organization is one that has been put together to
address getting ready for operation as contrasted with
actually operating a plant once it comes on line.

MR. KINGSLEY: As far as from a site
director standpoint, I thought that there were too
many direct reports to the site director. There were
some dotted lines to the site director that we talked
about and what we've done with that. So we're moving
in to correct that so Mr. Zeringue does not have a
large number of reports.

As far as the plant staff, there were some
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seven direct reports reporting to Mr. Campbell. That
being maintenance, modifications, technical, a support
group, a PORs group, chemistry and health physics. We
are moving with a standard model to reduce that.

..We're_creating an .operations manager job. Maintenance
will stand by itself. The Radcon will stand by itself
and all of technical. support. So we're going to be
putting that in. We're essentially there now at
Sequoyah. This.is a much more classical organization
than what I've had at the Farley Plant and what we've
had at Grand Gulf and we're moving into that.

It also will add a good deal of depth within
the organization such that he's got backup people
there to be the on-call duty managei.

- Classically, how you run these plants is you
have an on-call group, like the Op Superintendent.
They’'re the immediate interface ﬁith the main control
room and that type of thing. Then you have a higher
level of management that you have to put in place.

So, these are some of the things that I saw
that needed to be changed and we're in the process of
doing that.

(slide) 1I'd like to move on now to slide 8
and talk to you a little bit about site management. &

principal job of mine is to get the right people with
NEAL R. GROSS
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13
the right attitude that have a proven record. I hope
to show you that we're doing that. We've spent hours
doing that. We've had these people professionally
evaluated, as I've talked, and it's vitally important
that we have this type people to do this.

We're emphasizing a very professional
approach, a no nonsense, very thorough, very complete
and it's the only way you can operate these plants and
we're pushing this. We're pushing this in a number of
programs that I'll show you as I get to that.

We very clearly define the expectations of
holding line management accountable, putting them in
charge and very carefully laying out what the support
functions are to do. Of course they're going to
assist us in setting policy, but primarily they're
going to exist to help these plants solve problems and
take that burden off of them for these longstanding or
long—-term problems.

We've emphasized a lot of accountability. I
like to call it what I call the tennis management
syndrome effect, something that was very evident to me
in a number of areas and tennis management is where
the ball is in your court instead of, "I've got that
problem and I'm going to get it solved." So, we're

continuing to emphasize this and Mr. Zeringue has
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14
helped immensely as we have moved to eliminate that
and create a better teamwork approach.

(Slide) 1I'd 1like to move on now to slide 9
and talk about operational readiness. I have held

individual, one-on-one meetings with all site

management -- I'm talking down under the plant manager
and the site director staff -- to emphasize my
philosophy. We've had a number of meetings that I

personally chaired where I make assignments, team
meetings, action plans and relationships and then we
come back and follow up on that to see if we get these
items complete.

We've established, since I've come aboard,
an operations improvement plan. It covers all primary
aspects of how you need to operate the plant, who's in
charge of the plant, various aspects of training the
people, logging, what have you.

We've activated the maintenance improvement
program. We had a maintenance improvement progran,
but we had a very hiéh turnover rate 1in the
maintenance superintendent position. So, it was
languishing.

We've established a system engineer
ownership of plant systems.

We have loaded fuel. Out of the load fuel
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came a number of problems, as you well know. We're
quite embarrassed by the fact of not properly
monitoring the core, but we've used that as lessons

learned and there are a number of programmatic items

..—. that came;nut,nf_that,_

We're treating INPO a lot more seriously.
. As..one manager told me, it was .an occasional
acquaintance or relationship. I intend to make this a
love..affair with INPO because you’ve got to go by
those c¢riteria. You've got to treat it very
seriously. We're even tracking the responses to our
previous evaluation in our morning meeting that we
.-have.

We've completed our operational readiness
review, which was a commitment made in Volume 1 and
Volume 3. The team, which is essentially the group
that did Sequoyah, says we're aﬁead of where Seguoyah
was in 1987, but there's still a lot of work to d&o
there. We'll bring that team back in for a phase II
prior to coming back to you people and asking for
permission to restart.

(Slide) Moving on to slide number. 10 here,
programmatic progress that we've made, we've changed
our incident investigation procedure and we now have

line management versus staff investigating events in
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the plant.

We made significant improvement in our 50.59
safety assessment program, ..where we're .now
implementing the NUMARC guidelines. We've put
-additional training in for .our -people and we’'ve
reduced the population of people who can do the safety
assessments.

We have formalized a number of vendor
interfaces, principally with General Electric Company.
where that tie had almost been broken there. General
Electric Company had essentially left the site, except
for a couple of people. I started bringing them back
in prior to fuel 1load. I just wish we'd have had a
good deal more active involvement.oﬁ monitoring the
core, but they were actually riding the. refueling
bridges when we loaded fuel there.

We've implemented a #mjoruupgrade in our
operating experience program. We're in the process of .

. re-reviewing all the General Electric service
information letters. We're still having to clean this
program up, but we now have people at the sites who
get this, get it right into line management so we act.
on this vendor information.

(Slide) Moving on to slide 11, our

procedures program needed a great deal of work. We
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have upgraded our technical review and validation of
procedures. Our original program, particularly in the
surveillance instructions and some of the operating
procedures was not working. We've increased the user
involvement in this upgrade process.

The last item here is what we call our

.~ conditions adverse to.gquality where we document
problems in the plant. We are very aggressively
pursuing working out the backlog and promptly
resolving issues as they come up instead of having
them hang around for a period of a year, 16 months,
what have you.

(Slide) 1I'd like now to shift over to the
project planning and scheduling pr§gréss. We've made
significant progress in resolving major issues with
the NRC staff, which you have in your SECY paper. I
think we're there as far as.the major technical
issues. Now we just have to produce.

We developed an integrated startup schedule.
We're monitoring this on a 60-day bases. We've also
established a milestone for condenser vacuum, which I
think is wvitally important that we properly check out
the balance of plant on this system in addition to .all
the primary systems and particularly on a boiling

water reactor.
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We are reviewing this schedule progress on a
weekly cycle. Of course there are daily meetings, but
I go down at least once a week where we go into the
schedule in depth. We've improved our contract
management, which has been a significant problem at
TVA. Mr. Weber will talk about that. We've improved
the definition of our task and we are now accepting
and holding contractors responsible for delivered
products.

This concludes what I have. 1I'd like to now
turn to Ike Zeringue, Site Director, and let him talk
more specifically about the site.

Ike?

MR. ZERINGUE: (slide) Although there's a
large amount of physical work yet to be done at Browns
Ferry to prepare the ﬁnit for restart, our biggest
hurdle is to prepare ourselves and our employees to
operate the plant. To do this, we're going to have to
change our organizational culture. We're defensive, .
we're often inattentive to detail, often protective of
our own old ways of doing business, somewhat resistent
to change, and shallow in our investigations and
evaluations.

To insure that we establish a safety

conscious culture, we're going to have to first
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establish expectations, clearly defined expectations.
Specifically, management will have to insure that each
of us takes the time to do each task right each time
we do it, regardless of the impact on schedule. or

. capacity factor.

Secondly, we need to be fully prepared for

~..ach task we undertake. That 1is, we need to

understand exactly what we're intending to do and its
impact on the plant, understand exactly how to do it,
know exactly what is expected to occur in the plant at
each step and be alert for any unusual response that
we're capable of mitigating it.

Most importantly, we need to become brutally
self-critical in all aspects of plant.operation. We
need to thoroughly investigate and determine the root
cause of any component system failure, both NSSSI and
BOP.

We need to thoroughly evaluate and determine
the cause of all events or human errors, regardless of
the magnitude of that error.

Finally, management must continually
communicate and reinforce expectations through
detailed involvement in all plant activities.

If we can effectively accomplish this, the

employees at Browns Ferry will be both mentally and
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emotionally ready to operate this facility in a safe,
efficient manner. That is indeed our biggest
challenge.

(slide) I'd like to move to the next slide
and discuss some of the lessons learned from Sequoyah.

CHAIRMAN CARR: What percentage of the way
are you through that long list of things you've got to
do, would you say?

MR. ZERINGUE: I don't know, sir, if I can
weigh it on a percentage basis.

CHAIRMAN CARR: Have you started?

MR. ZERINGUE: Yes, we've started and
through our operational readiness review, it's clear
that the expectations have reached the people. Now, I
can't sit here and tell you that those expectations
are fully being carried out.

CHAIRMAN CARR: But --

MR. ZERINGUE: But at this point, they know
what is expected.

CHAIRMAN CARR: As I read you, this, in your
opinion, is the controlling path?

MR. ZERINGUE: Yes, sir.

CHAIRMAN CARR: Okay.

MR. ZERINGUE: In preparing ourselves for

operation, we're utilizing the lessons learned,

NEAL R. GROSS

COURT REPORTERS AND TRANSCRIBERS
1323 RHODE ISLAND. AVENUE, N.W.

(202) 234-4433 WASHINGTON, D.C. 20005 (202) 232-6600




10

11

12

13

14

15

16

17

18

19

20

21

22

23

24

25

21
experience gained at Sequoyah. I'd like to briefly
touch on four areas, operations, work control, BOP
systems and incident investigations.

Our conduct of operations procedure is based
on a Sequoyah procedure, the lessons learned there and
INPO guidelines. As Sequoyah has done, we've provided
professionalism training to all our on-shift operators
and, as Oliver has just mentioned, we've had our first
phase of our operational readiness review by
essentially the same team and that will occur again in
the future.

In the work control area, we're utilizing an
integrated work schedule concept to insure that all
work activities and test activities identified prior
to taking the system out of service or maintenance are
tested. To support this concept, we now have system
evaluators whose function is to identify all work
items and evaluate the impact of that work item on the
plant and the particular systemn. Additionally, we've
instituted the position of shift work control manager.
That's to provide 24-hour coordination and management
overview of work activities in the plant.

CHAIRMAN CARR: Is he licensed? I mean has
he been licensed?

MR. ZERINGUE: Some of them have been
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licensed, not all of them.

Oliver mentioned that it's our intent to
increase our emphasis on the BOP side of the plant.
In order to do this, we're maximizing the testing we
can do prior to restart on the secondary site. As an
example, our condenser vacuum evaluation and wvacuum
pull.

We're instituting what we refer to as our
SPOC process. That's a system operability check list.
It establishes the engineering baseiine for the
system, assures system integrity, verifying all
maintenance, modification and testing activities are
complete and it verifies the configuration of the
system and places that system under our configuration
control processes. We're doing this not only on the
NSSSI but on the BOP side as well.

The fourth area I'd like to discuss 1is
incident investigations and that goes back somewhat to
the culture we're trying to establish. We want to
initiate incident investigations at a very, very low
threshold, so we can stop problems when they're little
problems and prevent them from becoming big problems.
We're using clearly defined processes, accepted root
cause techniques as a part of this program.

The program also requires that the senior
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management be notified of all events. That's V.P. and
Senior V.P. level. Additionally, line management is
assigned responsibility for the completion of these

event investigations, clearly to insure that they are

-involved, . they understand what occurs, and that action

is taken to prevent it from occurring again.
Essentially, the bases of the process is to insure
that we know what we're doing and we take action, put
programs in place that will prevent recurrence.

(slide) I'é@d like to move on now to our
schedule overview. Over the past few months, we've
been evaluating the Browns Ferry restart schedule. We
developed what I'll refer to as a Level I milestone
schedule, very, very major events; .From that we've
developed integrated Level II schedules for all major
activities. That's not simply engineering activities
such as equipment qualification§ or seismic. It also
includes employee concerns, CAQR work-off -- that's
our corrective actions system —-- and licensing
commitment. So, it's an all-encompassing process.

In doing so, we optimize our man loading.
We wanted to make sure that the man levels are such
that we can effectively manage the tasks thaf are
taking place there. We did not want the up and down

approach and a swing in people. We wanted a level of
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manpower that was consistent and easily managed.

Additionally. all these tasks have been
logically tied together and we utilize these Level II
schedules to logically develop system return to
service schedules based on major plant milestones such
as condenser vacuum, dry well closure, integrated leak
rate testing. And again we're utilizing our SPOC
system as we return each system to service.

Now, this 1is an important aspect of our
schedule development in that we're transitioning at
this point from what I refer to as a bolt construction
engineering mode to a system return to service mode.
Clearly, bringing the systems back is how we're going
to have to bring the plant back.

Now, to sgpport our system return to service
process, we're refining our site and master punchlist.
The punchlist is a listing of all open items on every
system. Essentially, it is a single place where you
can find out exactly what has to be done on a system
on an individual basis. The required completion dates
for various activities are again tied back to the
system, return to service dates and the nmajor
milestones.

COMMISSIONER ROGERS: How many systems are

in that inventory?
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MR. ZERINGUE: All systems, 66 systems.
We've reevaluated our scheduled management processes
to insure we provide adequate management overview of
what's taking place at the plant. During fuel 1load,
there was a lot of emphasis on preparing systems for
fuel 1load. As a result of that, a lot of the other
activities that were not associated with fuel 1load
dropped behind significantly.

We're doing, on a weekly basis, a review of
our Level II schedules to assist the progress in that
regard.. The systems that are associated with the next
milestone, in this particular case condenser vacuum,
we're reviewing those on a daily basis to assist our
progress.

On a daily basis, we have a punchlist
meeting which utilizes our site master punchlist.
Essentially, what we do in this regard is look at
things that are coming due.within the next 60-day
period. Are there material constraints? Are the
designs being issued on time? Those kinds of things.

Also, we're looking at bulk work-off rates.
For instance, we have X number of maintenance
activities that need to be completed prior to restart.
That will translate to so many maintenance activities

being done per week or per day. So, we're looking at
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our bulk work-off rates to see if those work-off rates
are consistent with our schedule assumptions. By
doing so, this allows us to focus on the milestones
that are in front of us, but also gives us a good feel
for what else is happening with regard to our schedule
progress.

(Slide) Now, with regard to our present 60-
day schedule, we developed within that schedule a
condenser vacuum milestone. The condenser vacuum
milestone was intended to evaluate our maintenance
department's ability to complete work.

Now, please understand that these were not
schedules that any of us here dictated. The
activities were identified and the people responsible
for completing those activities told us how long it
would take for them to do it. So, this is not in any
way an imposed schedule.

Again, as part of the 60-day schedule cut,
we're attempting to evaluate not only the maintenance
area with regard to the 60-day schedule, but our
ability to communicate; our ability to produée designs
on time and our ability to complete modifications on
time; and truly, our ability to coordinate a large
amount of activity within the facility.

With regard to status on our condenser
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vacuum milestone, the physical work activities are
within three days of the schedule. However, at the
last minute, after development of that 60-day
schedule, ,we elected to apply our SPOC process to all
BOP '‘systems to insure that those systems were
functionally ready to support operation. That has
impacted our engineering resources and will delay
formal completion of the condenser Qacuum milestone by
approximately three weeks. However, the plant will be
ready to pull vacuum within a few days of schedule and
we intend to initiate that task to evaluate system and
equipment performance, evaluate the adequacy of our
procedure and our operator performance.

We're now approximately half way through our
60-day schedule evaluation cut and critical path
activities in this regard are within two to three days
of the schedule. Héwever, assessment of our Level II
major project schedules and our bulk work-off rates
indicates that we're falling behind in the design
area, particularly in electrical issues.

While that's disappointing from a schedule
adherence perspective, the evaluation process has been
successful in its readily identified areas that need
additional management attention and shows that our

schedule monitoring progress is effective.
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Now, from a work completion perspective, we
have increased the output in the maintenance area 200
to 300 percent in the last two months and just as
significantly in the engineering area. Two months
ago, engineering was putting out three to five
modifications a week. Statistically now they're
putting out 3.1 a day.

So we're moving ahead. We're progressing.
We will have this facility ready for restart. Now,
clearly, there's a 1ot.of work taking place and it's
incumbent upon us to insure that these work activities
are being effectively monitored. When we started our
60—-day schedule push and our push to condenser vacuunm,
we instituted shift coverage of the senior managers on
site. So, through this process, we will have senior
management shift coverage to insure that the
activities are taking place in a safe quality fashion.

I'd like to introduce Henry Weber now.

CHAIRMAN CARR: Before you do that, let me
ask you, is your condenser vacuum milestone inside the
60-day schedule status or outside?

MR. ZERINGUE: Inside.

CHAIRMAN CARR: Inside. So you pick one
milestone inside the 60-day status to shoot for?

MR. ZERINGUE: Yes, sir. We wanted to
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establish a milestone that would allow us to bring
systems into service so we could evaluate that
process. We also wanted to assess how well we
jdentified the task completion times for the overall
60-day period.

CHAIRMAN CARR: I understand that. Now, is
this a first cut or have you had one milestone you've
already met inside of some 60-day or is this the first
time you've tried the system?

MR. ZERINGUE: This is the first time we've
tried the system.

CHAIRMAN CARR: Okay.

MR. WEBER: During the schedule review on
the overall schedule, we identified four major design
issues that were on the critical path and, in fact,
have been driving the c¢ritical path. We'll briefly
discuss the status of these major design issues and
then discuss the resolution of our engineering
performance problems.

In addition, I would 1like to address the
concerns that were expressed or raised in the June
staff presentation on status of operating plants in
which you were advised that the implementation
continues to be a major problem and factor at Browns

Ferry. I'll address that in regard to engineering and
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modifications.
In that application, implementation, reality
covers discovery, the engineering design portion .and

the. implementation of the mod itself.. I'll be giving

--you .status of .what. we've been doing in. that area.and

some of the progress we've made.

{Slide) On .slide 19, you can see the
overview of our problems and we're RAD on these. We
are happy. to state that we have reached basic
agreement with your staff on all of our design issues
and we have .finished our discovery phase and we are
clearly into the implementation phase of the work
process.

(Slide) Next slide, please.

As we went through and evaluated the
schedule, we had basically five generic problems that
kept reoccurring that we could éee within our issues
and what, in fact, was causing our problem. The first
one was a repeated underestimating of the scope. The
primary cause of this was the fact that we were still
in the discovery phase. We were trying to say we had

fixed scope and make schedules that reflected that

. and, in reality, we d4id not have a fixed scope. Until

we finished the discovery phase, we were continually

identifying additional work and them having to factor
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that in and that, in turn, keeps driving you.

With the finish of the discovery phase, we
have got a very clear picture, we feel, of the scope.
We have laid it out, we have scheduled it. We have
developed quite a bit of additional confidence in our
definition of scope with the return of a number of the
experienced engineers from Sequoyah into Browns Ferry.
What this meant is they were bringing back the
experience they learned on these issues in the restart
there. They have looked at the to go scope and are
pretty well in agreement that we have covered the
different areas and we have included that within our
work.

The second area is in the management of
contractors. It's not really in a commercial sense.
It is the fact that we had a large number of
contractors over the last fe% years being worked on
the different issues or the different tasks. It
caused a number of continuity problems in the fact
that we were overlapping some redundancy; The
confusion is you were trying to analyze the data.
That portion is behind us. Also behind us 1is the
discovery —— it's all the same issue.

The other portion we had in this area is the

fact that down at the engineer level there was a lack
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of identity with the task the contractors were doing
themselves because most of this work was being
administered at an engineering supervisory level. We
have since taken and pushed this responsibility dowﬁ
at the engineer level on the task. This, in turn, has
had the positive results we've wanted. The engineers
are now on a daily basis involved with the contractors
that are performing this work. They're reviewing the
work as it progresses, not waiting until the whole
product is done and then reviewing it and having
problems digesting it.

As we see problems in the product as it's
being developed, we resoive them on a very rapid
basis. We have eliminated a lot of the impacts we
were seeing in trying to perform the schedule by
waiting, sitting back and waiting for a total product
to be handed to us.

The next area is in what we've classified as
defense of our positions versus getting technical
resolution to the positions. I would have to say
we've had a history of spending a lot of time and
resources in trying to defend our positions on
different issues, running additional calcs, tests, et
cetera. The solution to that has been very simple and

very straightforward. We have worked hard to come to
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agreement with the staff on the technical c¢riteria,
taking that criteria and going and turning that into
work and getting on with it. I quit doing the pencil
whipping and I'm trying to make things disappear, go
solve the problems. Put the effort on solving the
problems.

The impact from doing a pencil whip is it
takes a long time to come down to what's the true work
you're going to have to go do on it. By resolving
that type of philosophy, we've come to very rapid
agreement. Define the scope, go perform the scope.

On the engineering management at site, we've
had over the last five years six project engineers.
It's been a combination of contract engineers versus
direct TVA engineers. We have now bfought in, this
spring, Ron Smith. He's brought with him his

experience from TMI Unit 1, which really covered an

area we had. We had very good qualified nuclear
engineers previously. They had very 1little restart
experience. We were constantly trying to reinvent
wheels, learn what the wheels were. We have

eliminated that interface, that delay problem.
We've additionally brought down a number of
key supervisors on a permanent basis from Knoxville.

They are now assigned as Ron's discipline leads.
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We've brought in a few additional direct higher
engineers from other areas that had previous restart
experience to supplement a staff. As a result of
this, Ron and his staff are able to do the problem
solving and the production work directly at the site.
It gives us very fast turnaround to resolutions of our
problems. He has full access to the corporate staff
in Knoxville and he can pull those people in as needed
to solve the problems. It took a large time delay out
of our ability to respond.

The last area is what I would classify as a
very typical problem at most any site I've ever been
involved with, and that was the engineering versus
construction, or we call them modification here. When
you have the two separate organizatiéns, every problem

is a unique problem and every problem has two unique

solutions. We've solved it very easily when they
combined both organizations into one department. We
work our problems as a team. We come to team

solutions to the problems and we integrate into the
schedule a team effort to resolve the work. Taking
those interfaces away probably was the last major area
I could see out there where we had a built-in delay by
approaching it from two or more directions.

It also is allowed now with a much better
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coordination with the plant staff, that they don't
have to negotiate with multi-entities when something
is géing to be done. Tt's basically brought into the
plant as a total cradle to grave, from start of design
to the finish of implementation. It allows them much
better ability to schedule and to factor this into
when it will be worked at the plant.

With that, I'd 1like to return back to
Oliver.

MR. KINGSLEY: Thank you, Henry.

(slide) I'd like to now shift to our 1last
slide and conclude, Chairman Carr, and talk to you
principally ~-- that's slide 22 -- talk to you
principally about three items that I feel like some of
this that we have to complete, some of it we're
partially there, what have you.

But the first item is our culture. Mr.
Zeringue talked about that. It is my personal
experience that it takes on the order of two years,
two to three years to get that culture where you can
actually restart and on the order of about five years
to take it from a very poor performer up to a
classical high performer.

As an example, Grand Gulf was just recently

rated as an INPO I. You can see where that plant was
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back in 1984. I mention that because I had a great -
deal of personal experience and invested a lot of my
life in bringing that plant up over there.

We're going to conﬁinue to set very high
expectations. We're going to have a total intolerance
for people who do not conform or perform. We're goiné
to emphasize a very thorough approach. We're going to
continue to work at strengthening our management team
that I've talked about in the question that Commission
Rogers asked about that. We should be able to add
some more quality management so that we can have the
appropriate management there and have a good
succession planning process so that we c¢an carry
ourselves through and not be in extremis if we 1lose
one key manager at that site.

We want to continue to hold line management
responsible, emphasize the role of the support staffs.
With respect to the scheaule, we're doing a very
careful evaluation of that, but we're going to base
our schedule on actual productiqn.

The September date is an embarrassment to me
personally, that we have not produced. There are a
lot of reasons for that, in not completing discovery
and then in not basing a schedule on our actual

production. But we're not going to make that mistake
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again. We will not announce a schedule until we've
done this evaluation. However, we expect to have it
complete in August and come up with a firm restart
date, one that we can make and actually have
confidence in.

Now, at this time, we'll be happy to answer
any questions that you might have.

CHAIRMAN CARR: Commissioner Roberts?

Commigsioner Rogers?

COMMISSIONER ROGERS: Just a little bit on
the system engineer ownership plant systems. The 66
systems that you said that you had on your punchlist,
do they match up with the systems engineers? There's
a one—-to-one relationship? How many systems does a
typical system engineer look at?

MR. CAMPBELL: A system engineer might have
anywhere from two to five systems. It depends on the
size and the complexity of a systenm. Say, for
example, the eng%neer that has the heat removal
system. That's such a large, complex system. That's
just too much for one person. I've actually got two.
But some of the other systems can be handled by one
engineer up to a maximum of five or six systems.

COMMISSIONER ROGERS: So these system

engineers are all identified now and they're all
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plugged in? Thef're all in place and they're involved
with this refinement of the punchlist?

MR. CAMPBELL: All system engineers have
been identified. We are currently f£filling about two
or three positions from outside that will conclude the
complete staffing of the system engineering group.
But all the systems are presently covered.

COMMISSIONER ROGERS: And who do they report

MR. CAMPBELL: They report to my tech
support manager.

COMMISSIONER ROGERS: 1Is he in charge of all
engineering as well?

MR. CAMPBELL: He is in.charge of all the
technical support for the plant organization. He has
the systems engineers. He has the reactor
engineering, the STAs, the planf testing program, if
you will.

COMMISSIONER ROGERS: Goced.

You mentioned your vendor interface, that
you've formalized that. Have you systematically. gone
back to your major vendors and checked to see what
documents that they have sent you or thought they sent
you and that you have them?

MR. KINGSLEY: Yes, we have. That was one
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of the major items that came out of the fuel 1load
event. In looking at that, there was a RAP cell that
came out of General Electric Company in around the
middle of December that, if properly acted upon, would
have, in my mind, prevented this unmonitoring of the
core that we had there.

As a result of that, and of course we didn't
actually get that cell until the day we started.
loading the core, we've gone back to the major vendors
and requested this information, diesel manufacturers,
what have you. It's very difficult to get all of
that, from my past experience, but we have attempted
to do that and we put a very high-level manager in
charge of that program now.

COMMISSIONER ROGERS: A very elementary kind
of thing, but it's a place where there can easily be
miscommunications, if they think they sent you
something and you never got it or you don't have it in
your records. |

MR. KINGSLEY: Well, we found this in this
process too, a secretary signing it out, going into
our corporate office. The plant manager wasn't even
copied on the report. So, there's been a 1lot of
straightening out to do there too in the

correspondence of that.
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COMMISSIONER ROGERS: Good. Thank you.

CHAIRMAN CARR: Commissioner Curtiss?

COMMISSIONER CURTISS: I don't have any
questions. Thank you.

CHAIRMAN CARR: When I visited there last
was over a year ago now. One of the things that T
took note of was the backlog, which you've mentioned,
of maintenance items and the high rate of turnover of
personnel maintenance, which at that time was about 20
percent. How do they stand now?

MR. CAMPBELL: I can speak to backlog and
maintenance. Currently, for Unit 2 restart, there are
approximately 1700 work requests that are required.
The actual total Unit 2 in common is about 2300. To
compare you where we were, say, two months ago, those
numbers were in the 3500 range. So we have made a
marked difference in accomplishing work.

We expect to have, based on mny previous
experience, about a 50 percent increase or influx of
work as we go through the restart process as classical
emergent work. You go test it, it breaks, you need to
go fix it, that kind of thing. So, I think that the
MR backlog and what we've done in improvement in our
work ethic and how we plan and stage and the

management team that we've put in place in maintenance

NEAL R. GROSS
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has had a significant effect on getting us started in
the right direction in maintenance from an MR backlog
point of view.

Speaking of organization, we have brought in
two gentlemen fro