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Following the June 1985 loss of feedwater event at Davis-Besse,
one resulting NRC action was that senior NRC managers
periodically meet to discuss the plants of greatest concern to
the agency and to plan a coordinated course of action. The NRC
senior managers held their twenty-third such meeting in Region 1I
on June 10-11. 1997. The previous meeting was held in Region IV
in January 19v7. The mceting in Region I was structured to
review the status of the Watch List y.ants identified at the last
meeting and to review the performance of other plants to
determine if any changes should be made to the list of facilities
which require close monitoring by NRC.

In preparation for the meeti~g, NRR, in conjunction with the four
regional offices, AEOD, OF, aad RES, prepared background
documents on the plants aid ma“erials licensees to be discussed.
Inputs for each operating reactor plant included a summary of the
most recent SALP and SALP hiztory, a discussion of current
operating experience, current NRC and licensee activities, and
performance indicator data. Data pertaining to safety
significant hardware issues at the plants were also provided.
This information was distributed to meeting attendees pricr to
the meeting. It provided the basis for review and discussion of
each plant’s performance and for senior management identification
of those plants warranting increased NRC attention.

In reviewing the reactor plants that have experienced significant
performance proklems, the NRC managers have set the following
categories of performance based upon plant actions to date to
correct the problems and to achieve improved operations.

Category 1. Plants removed from the list of problem facilities.

Plants in this category have taken effective action to correct
identified problems and to implement programs for improved
performance. No further NRC special attention is necessary
beyond the regional office’s current level of monitoring to
ensure improvement continues.

Category 2. Plants authorized to operate that the NRC will
monitor closely.

Plants in this category have been identified as having weaknesses
that warrant increased NRC attention from both headquarters and
the regional office. A plant will remain in this category until
the licensee deunonstrates a period of improved performance.

Category 3. Shutdown plants requiring NRC authorization to
operate and which the NRC will monitor closely.

Plants in this category have been identified as having
significant weaknesses that warrant maintaining the plant in a
shutdown condition until the licensee can demonstrate to the NRC
that adequate programs have been established and implemented to
ensure substantial improvement. The Commission must approve
restart of a plant in Category 3 status.
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The following charts list conclusions reached by the senior
managers at this meeting and from the previous meeting for
nuclear power plants and for materials licensees:

NUCLEAR POWER PLANTS

= Category 3 Category 2 Category 1
JUN 10-11, 1997 Millstone Crystal River 3 Indian Point 3
1,2,4&3 Dresden 2&3
LaSalle 1&2
(1) Maine Yankee
Salem 1&2
Zion 1&2

JAN 14-15, 1997 Millstone Crystal River 3
1,2&3 Dresden 2&3
Indian Point 3
(1) LaSalle 1&2
Maine Yankee
Salem 1&2
Zion 1&2

VATERIAL LICENSEES

M D Faciliti £ Priori : )
JUN 10-11, 1997 None

JAN 14-15, 1997 None

NRC senior management will continue to hold meetings to review
the status of all reactor and the major nuclear materials
licensees on an approximate six-month frequency. Recommendations
will be made during those meetings to add or delete licensees
from the list of facilities requiring increased agency-wide
attention based on demonstrated performance. This program
represents an effort by the NRC senior management to focus
agency-wide resources on those plants and issues that need to be
addressed, to communicate the concerns of senior NRC managers to
licensees with poor performance or adverse performance trends,
and to ensure that coordinated courses of action are developed
and implemented for licensees of concern before problems reveal
themselves as significant events.

(1) Because a decision regarding the restart of Browns Ferry
Unit 1 has been indefinitely deferred, the senior managers
concluded, in June 1996, that it should no longer be identified
as a Category 3 plant. However, if TVA were to decide to resume
operation and restart activities at Browns Ferry Unit 1, this
plant will be reinstated as a Category 3 plant reqguiring
Commission authorization prior to resumption of operation.
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Broblem Facilitieg

INDIAY POINT 2

The Indian Point 3 (IP3) Nuclear Power Plant has been discussed
at every SMM since June 1992. 1IP3 was placed on the Watch List
as a Category 2 facility in June 1993. After restart in June
1995, a series of plant events occurred over the next six months,
resulting in two escalated enforcement actions and a long forced
outage. The plant was again restarted in April 1996, and
operated continuously through January 1997, when the plant was
shutdown to address several equipment problems. This extended
period of power operation was marked by emergent equipment
problems, particularly balance of plant, that resulted in a
number of power reductions. Since February 1997, emergent
equipment problems have decreased considerably in number and
severity, which is partly attributable to an effort by the
licensee to address material condition issues and operator
workarounds during their recenc forced outage. A manuali rea-tor
trip was initiated without complications on May 14, 1997, due to
an unexpected turbine runback. Following this trip, the plant
entered a refueling outage scheduled to last at least 60 days.

Since the last SMM, the licensee’s overall performance has been
good. Improvements were noted in maintenance and engineering,
although a significant amount of work and planned enhancements
remain to be implemented. Operations performnance continued to
improve and plant support remained strong. Management was
actively involved in plant activities and exhibited a generally
conservative approach to plant operations. Senior plant
management was appropriately self-critical and conducted good
self-assessments. The IP3 organization performed thorough
extent-of-condition evaluations and generally implemented
effective corrective actions. Operator performance as well as
the rate of operator errors continued to improve.

Maintenance activities were generally well coordinated and the
overall quality of the work performed was good. The number of
material condition and work control process problems that
challenge the IP3 organization had declined, particularly since
the end of a forced outage in February 1997. Engineering
continued to make progress in addressing performance concerns,
although backlog reduction and emergent work activities, as well
as outage preparations, hampered their ability to fully address
longer term issues that affect equipment reliability and
organizational performance In particular, the quality and
completeness of the design and licensing basis documents needs to

PRE-DECISIONAL INFORMATION
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be addressed. Engineering responded to emerging issues well;
support to Operations improved notably in late 1996 and continued
to remain good. The quality of technica work was generally
good; fewer inconsistencies in the qual.cy of engineering work
have been noted than in 1996. Finally, plant support functions
were excellent overall, and they contributed effectively to safe
plant performance.

The senior managers considered the following factors from the
plant performance evaluation template, as well as the watch list
removal matrix (Attachment 2), in determining the appropriate
agency response to the identified performance concerns:

CONSIDERATIONS FOR DECREASING AGENCY ATTENTION

L] Effectiveness of Licensee Self-Assessment

- Management continued to demonstrate self-critical approach to plant
activities. Strong posture on problem reporting and accountability

- QA and oversight groups adding value.

- Recent preliminary SALP board results recognize an overall
improvement .

® Operational Performance (Prequency of Transients)

- Operational events and problems reduced since last SMM. Forced
outage used to address many equipment problems.

® Buman Performance

Rate and nature of human performance errors has decreased
considerably.

- Problems in control of evolutions (discussed last SMM) addressed.
Control of outages this year has been good overall.

- Plant support activities have remained very good.
@ Material Condition (Safety System Reliability/Availability)
- Recent 35 day forced outage used to address selected, important
operator workarcunds and equipment issues. Non-outage maintenance
backlogs significantly reduced in late 1996.
€ Engineering and Design
- Improved engineering management. While it is large, the backlog is
prioritized. Some uncertainty, but outage "descoping" appears to be
defensible.

- System engineers more involved in support to operations. Improved
identification of equipment problems.

- Some problems noted, but recent maintenance team inspection results

indicate IP-3 generally on course. Positive inspection results:
fire protection/App R, and IST.

PRE-DECISIONAL INFORMATION
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- Recent addition of engineering resources having positive impacts on
reducing backlog.

- Quality of engineering work improved.

CONSIDERATIONS FOR MAINTAINING INCREASED AGENCY ATTENTION

® Effectiveness of Licensse Self-Assessment
- Some inconsistencies in self assessments
“ Operational Performance (Prequency of Transients)

- While very recent operating performance is better (following Feb
forced outage), period of performance monitoring still somewhat
limited

- Some weaknesses noted in translation of design features into EOPs

& Human Performance

- Error rates improved but some errors being made (e.g., non-licensed
operator) .

@ Material Condition (Safety System Reliability/Availability)

- Much improved but some equipment impacts occurring. Fuel storage
building ventilation poor.

- While maintenance backlogs decreased, work control process still
cumbersome .

L] Engineering and Design

- While progress being made, engineering backlogs are large.
Engineering challenged by workload and, while better, still reactive
in some areas. Result is preparations for current refueling outage
were impacted and some scope reductions are being made.

- Backlog aleo impacting on some long-term improvement programs

- Some weaknesses in understanding of design basis. Re: control and
retrievability of design information, some areas good but
uncertainty without AE examination. Appears to be low side of
average.

- Still working to firmly establish standards and expectations with
staff.

In considering whether IP3 warranted removal from the watch list,
the senior managers noted that all of the factors in the watch
list removal matrix were assessed positively. Combined with the
substantial indications of consistently improving performance in
a number of areas, the key issue centered on what constituted
sustained, successful plant performance, which is listed as one
of the watch list removal matrix evaluation factors. Of concern
was that while IP3 operated at power for most of 1996, this
period of time was marked by a number of power reductions and it

PRE-DECISIONAL INFORMATION



6
PRE-DECISIONAL INFORMATION

has been only the last few months where the plant operated
relatively problem-free.

The senior managers referred to discussions about 1P3 during the
January 1997 SMM, which recognized the equipment problems which
caused the licensee to reduce power several times and the need to
address preparation for the forthcoming outage. 1In the letter
that was sent to IP3 following the January 1997 SMM it was noted
that an additional period of monitoring was needed to determine
whether necessary, lasting improvements have been made, including
assessment of the outage scope and preparations and some
monitoring of operations and work control during some portion of
the outage. Given the excellent operations achieved from mid-
February through mid-May, the well-controlled maintenance outage
in early 1997, and the licensee’'s performance during the current
refueling outage, which has been relatively error-free, the
licensee appears to have met the performance the senior managers
had expected for removal from the watch list.

During the extensive discussions by the senior managers relative
to IP3 being removed from the watch list, both sides of the
issues were explored. For example, it was noted that there is a
potential with a plant of IP3’s vintage that additional design
issues could emerge and that there would be a greater level of
confidence in making the correct deciesion after monitoring the
entire outage IP3 is currently engaged in and observing their
performance in coming out of the outage and returning to an
operational status. On the other hand, senior managers noted
that the plant successfully conducted a substantial maintenance
outage earlier this year, has noticeably improved operations, and
established a conservative, self-critical operating philosophy.
It was also noted that preliminary results from the recently
conducted SALP board noted an overall improvement in performance.

The senior managers concluded that the licensee had demonstrated
sufficient performance improvement to establish the necessary
confidence that removal from the watch list was warranted. The
senior managers noted that the SMM process incorporates the
Category 1 designation for plants which are removed from the
watch list and that Category 1 plants are discussed at the next
two SMMs to ensure that performance improvements are sustained.
With IP3's performance trend clearly improved over the past 18
months, the senior managers determined that the planned continued
close monitoring by the regional inspection program was the
appropriate effort and agency-level attention is no longer
warranted. IP3 was designated as a Category 1 plant.

PRE-DECISIONAL INFORMATION
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INDIAN POINT 3 SUMMARY

In summary, in reviewing the considerations for decreasing agency
attention at Indian Point 3, the senior managers placed great
weight on the areas related to the effectiveness of the
licensee’s self-assessment, the recent improved operational
performance, improved human performance, fixes made to address
long-standing plant problems, watch list removal matrix factors
and continued good performance since the last SMM. In reviewing
the considerations for maintaining increased agency attention at
Indian Point 3, the senior managers considered the problems in
operational performance during 1996 and the continued challenges
that exist in the engineering and design areas. On balance, the
senior managers determined that the considerations supporting
decreased agency attention outweighed those for maintaining
increased agency attention, especially when considering the
factors outlined in the removal matrix evaluation and recent
operational performance. Therefore, Indian Point 3 was removed
from the watch list and designated a Category 1 facility. As a
Category 1 facility, Indian Point 3 will be discussed at the next
SMM.

- 2 Blanes Aurhorises . ] he NRC Wil
Monitor Closely

DRESDEN

Dresden was first placed on the NRC Watch List in June 1987,
removed in December 1988, and again placed on the Watch List in
January 1992. Significant contributors to the decision to place
Dresden on the Watch List a second time included weaknesses in:
procedure quality and adherence, communications, execution of
management expectations, plant material condition, supervision
and control of work activities, work performance, and engineering
and licensing support. During the June 1996 Senior Management
Meeting (SMM), senior managers concluded that an independent
special team should be formed to evaluate the performance of
Dresden station. This evaluation was conducted in the Fall 1996
and the results were presented to the senior managers at the
January 1997 SMM. This team concluded that safety performance
had significantly improved in plant operations while the level of
improvement in engineering had not yet resulted in fully
effective problem identification and resolution. The team also
concluded that the results of improvement initiatives in
radiological protection, maintenance, and self-assessment were
mixed and identified significant weaknesses in engineering,
design control, and surveillance testing.

Since the last SMM, the conduct of operations and the performance
of control room operators continued to be generally good. This
appeared to be the result of management initiatives that included

PRE-DECISIONAL INFCRMATION
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reinforcing standards and expectations to operations staff.
Control room operators properly controlled operational
activities, strictly adhered to procedures in most circumstances,
and communicated effectively. These attributes were instrumental
in the successful control and completion of significant work
activities during the Unit 3 refueling outage. Operations
personnel continued to exhibit a conservative operating
philosophy in the control room during most plant evoliutions and
performed well during a forced cutage on Unit 2 due to electrical
breaker problems and a startup of Unit 3. Operators also
demonstrated a questioning attitude which facilitated prompt
identification of potential problems.

While plant material condition and the conduct of maintenance
activities improved during the last six months, material
condition deficiencies continued to present significant
challenges to the operators and emergent work activities
continued to hamper the licensee’s ability to conduct planned
work; thereby, adversely affecting the ability to reduce work
backlogs to desired levels. NRC continued to identify problems
with surveillance testing that resulted in the potential failure
to detect degraded systems and components.

With the exception of surveillance testing, there was improved
performance in the area of engineering support to the station,
particularly associated with system engineering. Greater
engineering involvement in resolving material condition
deficiencies resulted in scme equipment performance improvements.
However, emergent issues and the large engineering backlog
continued to divert the focus of the Engineering organization.
Also, while the overall qualit, of engineering products improved,
the significant engineering workload was an impediment to
products of consistently high quality. Design control process
improvement initiatives also presented a significant challenge to
the Engineering organization.

The senior managers considered the following factors from the
plant performance evaluation template, as well as the watch list
removal matrix (Attachment 2), in determining the appropriate
agency response to the identified performance concerns:

CONSIDERATIONS FOR = 'CREASING AGENCY ATTENTION
® Effectiveness of Licensee Self-Assessment
- The Site Quality Verification Department has become effective as
evidenced by the number of igsues identified in all areas of
performance.
- Generally, significant hardware and performance issues have been

identified and promptly evaluated.

PRE-DECISIONAL I! "ORMATION
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- Operational Performance (Frequency of Transients)

- There has been significantly improved communications among
operators, good command and control, and attentiveness to plant
conditions in the control room.

- Operator response to emergent plant issues has significantly
improved as evidenced by conservative decisions made by the
operators without prior concurrence from station management .

@ Human Performance
- Significant operator errors have been reduced in the last twelve
months.
- Operator attention to detail in the control room and knowledge of

plant conditions has dramatically improved. Maintenance and
engineering performance has also improved, although there have been
some problems in procedural adherence during surveillance testing.

. Material Condition (Safety System Reliability/Availability)
- There have been significant improvements in the overall material
condition of the plant. The Unit 3 outage has demonstrated that the
licensee is capable of completing a large amount of work.

- In the last three years, there has been a significant reduction in
operator workarounde.

. Engineering and Design
- Dresden continues to take actions to resolve the weaknesses

identified by the Independent Safety Inspection in a systematic and
timely manner.

- Overall quality of engineering support to plant operations has
improved, particularly support from system engineers.

- The licensee has initiated a number of actions to address the

significant weaknesses in design control that were identified by the
181.

L] Effectiveness of Licensee Self-Assessment
- The NRC Independent Safety Inspection (ISI) ‘dentified significant
engineering weaknesses that were not previously identified by the

licensee’s self assessment functions.

- Continued identification of problems keep the engineering and
maintenance backlogs high.

L] Operational Performance (Preguency of Transients)

- The improvements and standards implemented in the control rcom have
not yet been fully implemented in activities outside the control
room.

- Equipment problems continue to provide unnecessary challenges to the
operators.

PRE-DECISIONAL INFPORMATION
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® Euman Perfourmance

- Some procedural adherence and adequacy problems still exist in the
maintenance and engineering areas.

® Material Condition (Safety System Reliability/Availability)

- Problems still exist in the work control process that sometimes
impacts getting the assigned work completed.

- Although a large amount of work has been completed, there is still a
significant amount of work that needs to be accomplished. Dresden
Unit 2 shutdown four times between April 10 and May 14, 1997,
because of equipment problems. These kinds of equipment problems
continue to affect operational performance and safety system
reliability.

© Engineering and Design

- Even though engineering support to operations and maintenance has
improved, some problems in engineering support still exist in the
area of surveillance testing.

In reviewing the watch list removal matrix, unlike IP3, it was
noted that there was not enough information to support a positive
response for a number of evaluation factors, in particular
concerns about the work control process and surveillance and test
procedures. It was also noted that the plant is still being
challenged by equipment deficiencies, as evidenced by the four
recent shutdowns of Dresden Unit 2 in April and May of this year
due to equipment problems.

The indications are that the operating performance and safety
ethic at Dresden seem to have turned around, but that hardware
problems continue to persist. Issues raised to the management
level are typically dealt with appropriately, however, the
corrective action process is still not totally effective in
raising all the pertinent issues to the correct level of
management . The concern was raised that the licensee will
continue to be strained because of the number of engineering
problems that exist and which are still being identified. The
performance indicators for Dresden are still below the industry
average, which is an indication that even though we there is
fundamental improvement in the corrective action processes, it
has not yet translated into observable improved performance.

The senior managers also discussed the need to consider Dresden'’'s
performance in light of the Commonwealth Edison corporate
performance plan. The ccrporation is currently receiving
substantial agency level attention in light of the recently
issued 10 CFR 50.54 (f) letter which guestions Commonwealth
Edison’s ability to successfully operate six nuclear stations.
Given the cyclical history cf performance at Dresden, the senior
managers concurred that performance improvements at Dresden need

PRE-DECISIONAL INFORMATION
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to be assessed with the understanding that they will not be
adversely impacted by corporate focus on other plants.

it was determined by the senior managers that while there has
been substantial improvement in the area of operations and that
the most recent outage on Unit 3 has been well-executed, there
are still significant challenges in the engineering area and
substantial design control weaknesses that have the potential for
continued emercent equipment deficiencies. As a consequence, the
Seénior managers concluded that an additional period of sustained
dual-unit performance was prudent to provide evidence of the
licensee’s ability to effectively operate both units
simultaneously. It was determined to retain Dresden on the watch
list as a Category 2 plant.

DRESDEN SUMMARY

In summary, in reviewing the considerations supporting decreased
agency attention at Dresden, the senior managers recognized the
improved operational performance and the effective outage just
completed on Unit 3 which improved material condition
significantly. 1In reviewing the considerations for maintainin
agency attention at Dresden, the senior managers were most
concerned about continued operational challenges created by

equipment deficiencies, the engineering difficulties that
need to be addressed, questions about corrective work
continued weaknesses in procedural adherence, and

maintenance L was too early to assess wh
corporate acti 1es to correct 1c performance
nuclear 1] 1 have on D den’s improvemen
‘ ice and considering the Dresden removal
1ior managers determined that the
lning increased agency attention, in
shutdowns of Unit 2 due to equipment
e for decreasing agency attention.
-inued to be designated as a Category 2

CRYSTAL RIVER 3
Declining performance at Crystal River 3 (CR3) was first
discussed during the June 1996 Senior Management Meeting (SMM) .
Concerns at CR3 involved Florida Power Corporation’s (FPC)
handling of several design issues, their non-conservative
interpretation of certain NRC regulations, and weaknesses in
operator performance, corrective actions, and management
oversight. At the January 1997 SMM, senior NRC management placed
Crystal River 3 on the Watch List as a Category 2 plant, due to
the continuing decline in overall safety performance. These
performance issues included weaknesses in the licensee’s design
change processes, which manifested significant contemporary
design flaws.

PRE-DECISIONAL INFORMATION




12
PRE-DECISIONAL INFORMATION

Since the January 1997 SMM, overall performance at CR3 has been
at a low point. The plant has been shutdown throughout the
assessment period, and continued evidence has been found of
design and performance issues. A Confirmatory Action Letter
(CAL) was issued on March 4, 1997, requiring NRC concurrence for
the restart of CR3 prior to entering Mode 2. There has been
continued escalated enforcement for programmatic engineering and
security issues. Additional escalated enforcement action is
pending in other program areas, including emergency operating
procedures and event reporting. While recent improvements have
been se~n in quality assurance activities, insufficient
manageme t oversight and weak self-assessments have contributed
to the problems.

CR3 management has initiated extensive corrective actions,
including the replacement of a number of upper and middle-level
managers. While the licensee’s decision to keep the unit
shutdown to perform engineering evaluations of questionable
safety system margins was prudent, the effectiveness of the
ongoing corrective actions remains to be demonstrated. The
licensee appears to be in the discovery phase of determining the
extent of the problems in the areas of operations, engineering
and security.

The attributes which contributed to the decline of CR3
performance include: insufficient management oversight,
ineffective self-assessment, insufficient quality assurance, a
lack of understanding and compliance with the design basis and
the regulatory requirements, weak engineering, and poor operator
performance. These areas are the focus of the licensee'’'s
corrective action plan. The proof of any improvement will be in
the implementation of the proposed corrective actions.

The senior managers considered the following factors from the
plant performance evaluation template, as well as the watch list
removal matrix (Attachment 2), in determining the appropriate
agency response to the identified performance concerns:

CONSIDERATIONS FOE DECREASING AGENCY ATTENTION
] Effectiveness of Licensee Self-Assessment

- New management team has been effective in identifying and resolving
engineering and human performance igsues.

- Comprehensive Recovery Plan with milestones and measuremente has
been estab lished.

L] Operational Ps: ormance (Frequency of Transients)

- No significant operator errors during the current extended shutdown.

PRE-DECISIONAL INFORMATION
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L] Human Performance

- Licensee is reviewing/upgrading operations, surveillance and
maintenance prccedures to address issues.

e Material Condition (Safety System Reliability/Availability)

- Increased budget to improve material condition.

® Engineering and Design
- Modifications implemented or planned to resolve design bases issues.
- 100% steam generator tube inspection ongeing.
CONSIDERATIONS FOR MAINTAINING INCREASED AGENCY ATTENTION
L] Effectiveness of Licensee Self-Assessment
- Extent of condition review not completed
L] Operational Performance (Prequency of Transients)
- in an extended shutdown through early 1998.
. Human Performance
- Large backlog of procedure revisions
° Material Condition (Safety System Reliability/Availability)
. Engineering and Design

- Several USQs exist that are awaiting submittal to the NRC for
review.

It was noted that significant problems still exist at this plant,
but that plant management has begun a methodical approach to
resolving the programmatic problems. The licensee is taking a
long-term view (20 years) to performance improvement. The Watch
List removal matrix indicates that there is still much to be
resolved before the plant can start up, and that the plant is in
the early stages of an extended shutdown. The NRC has applied
significant resources to this plant: three resident inspectors
are on-site, an IMC 0350 panel is overseeing NRC activities, the
Regional Administrator is meeting with licensee management on a
bimonthly basis, and there is a CAL in effect. The senior
managers decided that this plant will remain a watch list
Category 2 facility.

CRYSTAL RIVER SUMMARY
In summary, in reviewing the considerations for decreasing agency

attention at Crystal River 3, the senior managers noted the
improvement plans initiated by the new management team. 1In

PRE-DECISIONAL INFORMATION
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reviewing the considerations for maintaining increased agency
attention at Crystal River 3, the senior managers acknow.edged
that the plant is in an extensive shutdown and still in the
process of determining its extent-of-condition. Clearly, it is
too early to evaluate the effect of the performance improvement
plans now in place. On balance, the senior managers determined
that the considerations for maintaining increased agency
attention outweighed those for decreasing agency attention.
Therefore, Crystal River 3 continued to be designated as a
Category 2 facility.

MAINE YANKEE

This is the second time that the Maine Yankee (MY) Nuclear Power
Station has been discussed at a Senior Management Meeting (SMM).
In January 1997 the plant was identified as a watch list Category
2 facility due to significant regulatory' concerns related to
safety equipment operability, testing, safety evaluations, and
corrective actions. These problems were uncovered principally
during the Independent Safety Assessment (ISA) team and related
follow-up inspecticns from August 1996 tc January 1997.

Since the last SMM, MY signed a contract on February 13, 1997,
with Entergy Incorporated for management services at least until
September 1997 with a longer term contract based on a "due
diligence" review to be conducted in the same time period. 1In
preparation for the enforcement conference on March 11, 1997, new
licensee management self-assessment activities revealed
additional causes for their problems: a dispersed cwnership of
processes and a non-intrusive quality assurance function. The
licensee issued a restart readiness plan on March 7, 1997. 1In
addition to addressing the corrective actions for underlying
causes of specific problems, the MY restart readiness plan
focused on conducting thorough self-assessments in the areas of
systems, processes, and organizational departments in order to
identify extent-of-conditions, and to fully characterize the
nuclear safety culture at the site.

The NRC staff has noted some signs of improvement in safety focus
since the last SMM. Management standarde and expectations have
been strengthened, but efforts are still needed to ensure these
are consistently met by station staff. The licensee’s focus
appropriately continues to be on self-acsessment efforts to
determine the extent-of-conditions. MY's renewed focus on safecy
principles was evident by their decision to start the 1997
refueling outage early in light of fuel leakage problems.
Although management attention to the maintenance and engineering
backlogs has substantially increased, only marginal improvement
in plant material condition has been achieved thus far There
was substantial outage work identified and planned for the
current outage to address a variety of material condition issues.
This work is in various stages of completion due to the recent

PRE-DECISIONAL INFORMATION
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decision to reduce the level of activity at Maine Yankee while
its future as an operating facility is determined. There has
oeen an expected large increase in backlogs as a result of
licensee efforts to identify problems and complete extent-of-
condition reviews. The licensee instituted a high volume/low
threshold problem reporting system in January 1997. Numerous
deficiencies that had previously been tolerated are being brought
to light. Current upper management response to such issues and
events as they occur has been strong.

Human performance continued to be inconsistent. Though plant
staff appear to be generally well trained and experienced, task
implementation continues tc be weak at times due to factors such
as: inattention to detail, lack of a questioning attitude,
procedural non-adherence, weak communications, poorly defined
processes, and weak management oversight.

On May 28, 1997, the Board of Directors of MYAPC announced a
decision to immediately reduce spending levels at Maine Yankee
while weighing considerations of permanent closure. Limited work
to support a "preservation plan," designed to preserve the option
of restarting the facility, was to continue pending a final
decision by the company.

The senior managers considered the following factors from the
plant performance evaluation template, as well as the watch list
removal matrix (Attachment 2), in determining the appropriate
agency response to the identified performance concerns:

CONSIDERATIONS FOR MAINTAINING INCREASED AGENCY ATTENTION

® Effectiveness of Licensee Self-Apsessment

- New self-assessment process in place. Generally, much better
threshecld for problem reporting but issues still exist.

- Effectiveness of recent changee in QA organization have not been
assessed.

® Operatiocnal Performance (frequency of Transients)

- Plant has been shut down since December 1996 and effectiveness of
performance improvement cannot be fully assessed until plant
restarts.

. Human Performance

- New management standards not yet deeply rooted.

- Continued operator errors dufing plant evolutions (e.g., 1300 gallon
spill, defueling activities, testing). Problems with 50.59 reviews.
Continued weak radiological work practices observed.

- Uncertain impact of recent plant operation/ownership guestions.

PRE-DECISIONAL INFORMATION
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L] Material Condition (Safety System Reliability/Availability)

- Significant maintenance and modifications efforts underway but work
not yet completed.

- Large maintenance backliog still exists.

- Future of the plant uncertain, therefore, overall material condition
improvements have been suspended.

® Engineering and Design

- Significant design work on major modifications was underway but not
complete,

- Larsze =.gineering backlog remains. Some weaknesses noted in
engineering reviews.

- Effectiveness of new management in engineering has not yet been
assessed.

CONSIDERATIONS FOR DECREASING CURRENT AGENCY ATTENTION

Recently, the Board of Directors decided to place the plant in a preservation
mode for sale or decommissioning. Change in status is difficult to contemplate
until the direction of the plant has been determined.

« Effectivensss of Licensee Self-Asressment

- The Entergy management team has been acting very aggressively in
establishing proper standards and expectations for performance.
They have emphasized a self-critical, conservative approach to work.
Much of the effort to date has been directed at establishing a low
threshold for problem reporting

L Operational Performance (Prequency of Transients)
- N/&
. Human Performance
- N/A
© Material Condition (Safety System Reliability/Availability)

- A significant outage scope was established to address design,
installation and material condition issues brought to light in NRC
inspections, and Maine Yankee’s own recent “discovery” process.
(Major work has been halted.)

® Engineering and Design

- Before ownership decision, significant additional engineering
resources were brought in.

- Reasonable long term design basis verification effortse planned.

PRE-DECISIONAL INFORMATION
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The senior managers discussed the impact that Entergy has had on
the operations at Maine Yankee. It was noted that they have
already made substantial improvements in processes and clearly
stated expectations for the core values of the organization. It
was noted that there is a much greater sensitivity to stopping
operations when anomalies occur. Until the recent decision by
the ownere to greatly reduce the level of operations, there was a
substantial effort in place to resolve material condition issues.

It was noted that Entergy found a diffuse organization, with
lines of responsibility unclear for many key processes. They
also found the QA organization to be weak. The senior managers
discussed the economic aspects of the Maine Yankee situation, and
acknowledged the difficulty the owners have had in dealing with
the aftermath of the ISAT and the design-related issues that have
emerged subseguent to that inspection. Given the current
transitory state of the plant and doubt about future operation,
the senior managers determined that Maine Yankee would remain as
a Category 2 facility.

MAINE YANKEE SUMMARY

In summary, in reviewing the considerations for decreasing agency
attention at Maine Yanxze, the senior managers noted that Entergy
has greatly enhanced the effectiveness of the licensee’s self-
assessment process and had begun efforts to substantially improve
the material condition of the plant. In reviewing the
considerations for maintaining agency attention at Maine Yankee,
the senior managers were most concerned about continued
operational errors during plant evolutions and the uncertainty of
any future plant operations in light of the recent announcement
by the Board of Directors to reduce the level of activity at the
plant while permanent closure of the facility is being
considered. On balance, the senior managers determined that the
considerations for maintaining increased agency attention
outweighed those for decreasing agency attention. Therefore,
Maine Yankee continued to be designated as a Category 2
facility.

LASALLE

LaSalle was given a trending letter in January 1994, due to
concerns about poor radiological work practices, declining
material condition, declining personnel performance, and NRC
staff concerns about the licensee’s ability to pursue and resolve
root causes for these issues. By January 1995, the licensee’s
initiatives were found to be effective in arresting these adverse
trends and the licensee was sent a letter informing them of this
observation and urging the continuation of improvement
initiatives. Improvement in plant material condition and
engineering effectiveness was limited during 1995 and the first
six months of 1996. The significant amount of emergent work and

PRE-DECISIONAL INFORMATION
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difficulties in planning and executing work hindered progress in
implementing the station material condition improvement plan
during the last six months of 1996. Consequently, some
significant equipment failures, which should have been
preventable, caused transients and scrams. Personnel errors, low
standards, and weak procedures in several areas, all adversely
affected performance at LaSalle. In June 1996, a risk-
significant event occurred involving the injection of large
quantities of expandable foam sealant into the safety-related
service water tunnel. This event caused two major plant
transients and significantly challenged the operating crew. The
event showed that work controls had broken down, revealed
previously unidentified material condition problems, and
disclosed significant engineering weaknesses in support of plant
operations. The NRC issued a $650,000 civil penalty to the
licensee for violations associated with this event. Following
the January 1997 SMM, LaSalle was placed on the NRC watch list as
a Category 2 facility.

Both units at LaSalle have been shut down since September 1996 to
address a variety of human performance deficiencies and hardware
problems. 1In response to a number of performance issues
identified by the NRC and through licensee self-assessments, the
licensee developed a comprehensive restart action plan. While
several actions have either been completed or initiated under the
restart plan, problems continue to exist in a number of areas.

Overall, while there was some improvement in Operations
performance during the last six months, performance was
characterized by weaknesses in the areas of command and control,
communicat.ions, identification of problems, and knowledge of
plant stacus. Operators continued to make errors due to the
failure tc follow procedures. Due to significant weaknesses in
command and control, communications, and control panel awareness
demonstrated during licensee simulator evaluations, licensee
management suspended several licensed reactor operators and
senior reactor operators from licensed duties pending remediation
training.

While corrective actions have been taken to address longstanding
material condition problems, work control weaknesses, personnel
performance errors, poor work packages, inadeguate survei!lance
testing, and maintenance procedure deficiencies hindered progress
in implementation of the station’s material condition improvement
plan. For example, the licensee suspended electric control
switch replacement project due to inconsistent work practices,
testing procedure problems, end receipt inspection deficiencies.
Furthermore, because the licensee has historically demonstrated
the inability to correct material condition problems, operators
were reluctant to identify equipment problems and did not
consistently demand resolution of existing deficiencies. As a
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result, although both units are shut down, the degraded condition
of equipment continued to challenge operators.

Licensee corrective actions, which included clearer communication
of management expectations, enhanced training, and the formation
of an engineering assurance group, resulted in some limited
improvement in engineering. The licensee’s initiative to
conduct functional system reviews for several safety-related
systems resulted in the identification of numerous design issues,
all of which were attributed to past failures to maintain the
design basis. However, inconsistent implementation of the design
change process, limited understanding of the plant’'s design
basis, and weak root analyses continued to hinder the
effectiveness of the engineering organization.

The senior managers considered the following factors from the
plant performance evaluation template in determining the

appropriate agency response to the identified performance
concerns:

CONSIDERATIONS FOR DECREASING CURRENT AGENCY ATTENTION

® Effectiveness of Licensee Self-Assessment
- The licensee developed a comprehensive restart action plan.

- Functional system reviews have resulted in the identification of a
number of design issues.

. Operational Performance (FPrequency of Transients)
- High intensity training is addressing operator performance concerns.

- Some improvement has been observed in operator adherence to
procedures.

- The licensee is addressing the quality of operating procedures.

« Human Performance

- Licensee actions are addressing causes for the high rate of
personnel errors and poor work practices exhibited before the
September 1996 work stand down. However, some personnel errors and
poor work practices continue to occur.

- The operations and maintenance staffs are becoming an integral part
of the licensee’s problem identification program.

+ Material Condition (Safety System Reliability/Availability)

- Some progress has been made in improving material condition. The
licensee is developing an integrated, resource-loaded, activity
based schedule to work down the high backlogs.

- The licensee is addressing the quality of maintenance and

surveillance procedures, and work packages which has caused previous
problems in completing work.

PRE-DECISIONAL INFORMATION
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® Engineering and Dusign

- The licensee has been more effective in identifving long-standing
design issues.

- System functional reviews are high quality broad scope reviews and
have been effective in identifying a number of significant issues.

CONSIDERATIONS FOR MAINTAINING INCREASED AGENCY ATTENTION

L] Effectiveness of lLicensee Self-Assessment

- Problems continue to exist in a number of areas, although actions
have either been completed or initiated under the restart plan,

- System functional reviews have resulted in the identification of a
number of design issues, which has further increased the high
backloy in engineering.

+ Operational Performance (Prequency of Transients)

- Licensee management suspended 25 percent of licensed resactor
operators and senior reactor operators from licensed duties pending
remediation training.

- Operators continue to make errors when implementing procedures.
Improvement continues to be limited.

- The quality of administrative and some operating procedures
continues to cause problems.

® Human Performance

- Since the level of work activity in the plant is limited, continued
occurrences of some personnel errors and poor work practices may
indicate a potential to return tc the high rate exhibited before the
September 1996 stand down.

- There are still some examples similar to the June 1996 service water
event where operators are willing to accept degraded
egquipment /material conditions.
L] Material Condition (Safety System Reliability/Availability)
- Emergent work and difficulties in planning and executing work
hindered progress in improving material condition. A high number of
items exist in the work order backlog.

- Problems with the quality of maintenance and surveillance
procedures, and work packages caused delays in completing work.

L] Engineering and Design

- Recent NRC findings indicate that a limited understanding of the
design basis is still prevalent in the engineering organization.

. System functional reviews have identified a significant number of
deficiencies.

PRE-DECISIONAL INFORMATION
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Given that performance improvements have been limited and that
both units remain in a shutdown condition, the senior managers
determined that LaSalle would remain a Category 2 facility.

LASALLE SUMMARY

In summary, in reviewing the considerations for decreasin: agency
attention at LaSalle, the senior managers noted the effectiveness
of the system functional reviews in identifying significant
issues at the plant and the potential impact improvement plans
such as the high intensity training are having on addressing
operator performance concerns. In reviewing the considerations
for maintaining increased agency attention at LaSalle, the senior
managers gave great weight to the fact that both units were
shutdown and that measured improvement in operator performance is
limited. 1In addition, emerging work and deficiencies in the work
planning and work control processes, as well as the extensive
work that remains to address the issues identified as a result of
system functional reviews, show extensive efforts to improve
material condition will be needed. On balance, the senior
managers determined that in light of the shutdown condition of
the plants, the considerations for maintaining increased agency
attention outweighed those for decreasing agency attention.
Therefore, LaSalle continued to be designated as a Category 2
facility.

SALEM

Salem Units 1 and 2 were first discussed at the January 1990
Senior Management Meeting (SMM) and have been subsequently
discussed at every SMM since June 1994. Both units have been
shutdown since May and June, 1995, respectively to correct
longstanding equipment deficiencies, poor material condition,
weak management oversight, and ineffective corrective actions.
PSE&G has made significant progress in implementing their restart
plan, including the completion of thousands of activities and the
installation of hundreds of modifications. As a result of the
January 1997 SMM, the Salem units were designated as a Category 2
watch list facility.

Since the most recent SMM, the licensee has resolved a number of
longstanding problems and made significant progress in preparing
the plant for restart. Equipment performance improved as the
licensee implemented a number of enhancements to improve the
reliability of various plant structures, systems, and components,
including the Unit 1 Steam Generator Replacement Project. Some
equipment concerns must be resolved before restart including
issues concerning cable separation and fire barriers.

Overall, human performance in operations, maintenance,
engineering and radiation protection was good and continued to
improve. Management continued to demand high standards of the
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staff and routinely demonstrated conservative decision making.
Operators showed improved plant ownership while performing
evolutions by halting activities when unnecessary distractions
were present. The FSAR Project, which involved a limited
comparison of the FSAR to the plant’s licensing and design baces,
was well-managed and effectively validated a portion of the
plant’s design bases. The project had strong elements of
oversight and independ.nt confirmation. The integrated test
program was very comprehensive and is overall being conducted in
a competent manner.

The licensee’s implementation of safety fundamentals was
generally good. Significant improvements were seen in the
licensee’s corrective action program (CAP). This program has
evolved and has become an effective process for identifying and
correcting problems. However, support groups such as Eme