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After reviewing your report and integrating it with our own
assessment, there are Lhree broad arcas which wiil e the focus ¢
increased managemenl attention: (1) Effective implamentation of
adninistrative and procedural controls; (2) timely and adequate
resolution of technical problems; and (3) contractar control. Detroit
Edison is commitied to addressing and solving these problem areas.

New initiatives are underway or planned to emphasize key areas for
improvement:

1. Focus on improving safety system avallability. System ocutages
will be carefully moniteored to improve performance in
maintenance planning, procedurcs and implementation,
availability of spare parts and tools, and communications,

2. Carefully manage shutdown pliut risk by thorough planning and
risk assessment. Our objective is to reinforce a strong safety
culture in the crganization, improve communications between
work groups, and minimize plant risk during outages.

3. Self-assessments and critiques of probles areas at the
department level. These activities both relnforce management
and supervisory expectations and provide cicar direction for
improved performance.

Contractor control training was developed and glven to over 260 task
managers and supervisors for this refueling outage. Both performance
and cost measures are closely monitored and tracked to allow early
identification of contractor control issues. Additionally, our
GQuality assurance surveillances have been directed to look hard at
this area.

In August of 1990, a recurring plant problem list was developed and
published which gives visibility and accountability for resolution ¢f
technical and equipment problems. 7Tu date, twemty-two long standing
problems have been resclved,

Management and technical resources for the main turbine generator were
concentrated in a single organizational unit under experienced
leadership to focus on solving turbine and generator problems. As
eviience of that group's effectiveness, the December turbine repair
outage was completed on schedule and, thus far, turbine activities are
on schedule during this outage.

Based on NRC and our evaluations in the Emergency Preparedness area,
we have taken actions to Improve our future performance. We
determined that we needed to do more practical training and limited
scope drills In specified areas in order to increase our proficiency
in handllug various aspects of emergency preparedness. We conducted
radiclogical emergency medical training and medical drills and we have
increased the number of medical drills scheduled in 1891,
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We have included emcrgency classifications as a routine part of
sirulator training and initlated emergency classification case studies
as 3 part of operator requalification training. We have revised our
procedure on environmental sampling and revised our training ocourse Lo
allow more hands-on sampling during this training. More enviconasnial
sampling training is scheduled for this year. We are working to aveid
simulation wherever pcssible in our drills and erorcises. We have
also taken corrective action tc improve documentation activities in
the Operation Support Center and uill evaluate the effectivencss of
our corrective actions i future drille.

We have scheduled a "realistic casualty drill" to be condunted this
year in conjunction with one of Jur Emergency Preparedness drills.

The drill is designed to cause actual operatinon on mockups and a
realistic time line of the events so that we may understand betier how
the evolutions and cperations in the plant affect the timing of events
and interfaces among response perscnnel.

The other area in which the performance rating declined was
Radiological Controis. We also hai detected this declining trend and
have instituted actions to improve verforman.2 in this very important
area. We have identified four area: of weakness, whose root cause vas
management and supervisor inattentitn. The first area was radlation
protection supervisor control and accountability., To i{mprove
performance, reviews were conducted of staffing, work interfuces,
shift routines and training. Based un these reviews, appropriate
changes are being made. Also, singi2 point responsibility was
assigned to specific activities, so that responsibility :nd authority
were well defined. Peformance ducing first time evolutions was
determined to be a weakiess for «hich we have developed methodologies
to address; including the essignment of a single individual
responsible for the refueling floor evolution. Lack of contracter
control was responsible for some of the problems during the SALP
period. An HPES was performed and corrective actions are belig
implemented to improve contractor control in the radiation protection
area, as well as site wide.

Lack of timely corrective actions was a weakness in some situations.
In addition to taking action for the specific problems, a review was
done of previocus DERs written on radiation protection problems to
identify any programmalic veaknesses, The events and lessons learned
are being reviewed with ‘ne Radlation Protection personnel.

These actions an2Z nigh management attention are serving to strengthen
our radiolzgical control program and will reverse the observed
declining trend.
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We re-emphasize that we will operate Fermi 2 saf>ly and with a
conservative philosophy. We will continue to do ‘hat while
undervaking these initiatives to improve our overall perforpance.
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