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Peter B. Bloch, Esquire Dr. Kenneth A. McCollom
Chairman Administrative Judge
Atomic Safety and Licensing 1107 West Knapp

Board Stillwater, Oklahoma 74075
U.S. Nuclear Regulateory

Commission Elizabeth B. Johnson

Washington, D.C. 20555 Qak Ridge National Laboratory
P.O. Box X Building 3500

Dr. Walter H. Jeordan Qak Ridge, Tennessee 37830
B8l West Outer Drive

Oak Ridge, Tennessee 37830

Re: Texas Utilities Electric Cumpany, et. al
Docket No, 50-445-CPA

Dear Administrative Judges:

1 am sending along for your information and general
background recently-issued INPO Roports dealing with operational
aspects of the CPSES and TU Electric's responses with respect
to these activities. These materials are not submitted
as evidernce but are for the Board's information.

Respectfully submitted,

Enclosures

cc: Service List
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Mr. Zack T. Pate

President

Institute of Nuclear
Power Operations

1100 Circle 75 Parkvay

Suite 1500

Atlanta, Georgia 30339

Dear Mr. Pate:

Enclosed are responses to the recommendations which were developed during
INPO's corporate assistance visit which was conducted between November 30
and December &4, 1987 and INPO's preoperational review and assistance visit
to our Comanche Peak 3team Electric Station (CPSES) during the weeks of
November 9 and 16, 1987. As requested in your letters of January 12 and 11,
1988, the enclosed responses address each recommendation, as well as the
Summarv section of each report.

We appreciate the extensive effort devoted by INPO to these visits and
the comprehensive and incisive observations in each report.

We have addressed esch INPO recommendation to the best of our ability,
taking into account the current status of CPSES. In this connection,
ITNPO's preoperational review and assistance report notes that "Unit | is
nearing completion and is scheduled for heatup in June 1988". Our current
schedule review indicates that completion of Unit | will be at a later
date and that neither plant heatup nor fuel load will take place within
the time frame that the INPO reviewers may have had in mind in developing
their recommendations. Thus, many of the activities reviewed by INPO

were in initial stages of preparation, and development will continue
during the months that lie ahead before operations can commence. We
pelieve :hat this perspective should be helpful in evaluating the

actions that we have taken and have underway in response to INPO's
recemmendat . ons .

We are acutely avare that preparation for operations is a lengthy and
complex process which must be carried out in a proper and timely fashion.
We purposely sought out INPO's advice well in advance of operations and
your recommendations will help us to give appropriate priorities to
actions mecessary to achieve high standards of excellence in time for
plant operations

YOI Bnen Tower Dualies Teaw "4 N1
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Mr. Zack T. Pate

1 believe that you will find an aggressive program is being implemented
to prepare Comanche Peak for operation. Your assistance in assuring

that our program is proceeding in the right direction is appreciated.

Part of our overall plan is to request a follow-on INPO visit a few
months before anticipated fuel load to confirm the success of our efforts,
1t is my firm conviction that you will find a marked improvement at that

time .

Finally, 1 can assure you on behalf of TU Electric management, that we
fully subscribe to the view expressed in the INPO reports regarding the
necessity for involvement by senior management in monitoring, assessing,
and directing nuclear operations in order to achieve the highest standards
of excellence in plant performance. INPO's reports are a timely reminder
of all that this commitment entails.

Again, TU Electric is grateful for INPO's independent evaluation of our
nuclear activities. 1 hope that you will call if you have any questions
concerning the attached responses or require any further detail.

incerely,

EAN kh







Response To SUMMARY Recommendations

RECOMMENDATION TO STRENGTHEN PERFORMANCE 1IN THE FOLLOWING AREAS ARE
CONSIDERED TO BE MOST IMPORTANT:

1. SONIOR MANAGEMENT MONITORING, ASSESSMENT, AND
DIRECTION OF NUCLEAR OPERATIONS

Response to ltem I:

Senior management of TU Electric recognizes its responsibility for the
safe and efficient operation of the Comanche Peak Steam Electric
Station (CPSES), including the necessity for the close involvement of
senior management in the monitoring, assessment, and direction of
nuclear operations,

The recognition of the need for the involvement of senior management in
day-to-day activities at CPSES is reflected in a number of ways. For
example, the Vice Presidents for Nuclear Operations and for Engineering
and Construction are stationed at CPSES: the Executive Vice President,
Nuclear Engineering and Operations (NEO) spends about three days a week
at CPSES; the Vice Presidents for Nuclear Engineering and
Administration spend two to three days a week at CPSES; the President
of the Generating Division and the Chairman and CEQ of TU Electric each
devote a significant portion of their time to CPSES; and the Board of
Di ~*ors has established a five-person nuclear committee, made up of
mem. ‘s of the Board, to monitor activities at CPSES. In addition to
forn reports to management, meetings on specific subjects and daily
comm. ications, two corporate-level meetings are held weekly to discuss
{mportant CPSES activities and to consider significant issues. One
meeting involves the Chairman and CEQ, the President of the Generating
Division, the Executive Vice President, NEO, corporate officers of TU
Flectric with responsibilities beyond CPSES, and, as appropriate,
corporate officers within NEO. The other meeting 1involves the
President of the Generating Division, the Executive Vice President,
NEO, and the corporate NEO officers., These mechanisms help to assure
senior management irw¢t at the appropriate level in decision making and
in providing direction to lower-tier management.

We reccgnize, however, that at the time of the INPO visit, completion
of design and construction of CPSES and regulatory activities relating
to licensing were the principal focus of senior management involvement
in CPSES activities, and that similar emphasis was not placed on
preparedness for operations. It is apparent that we need to do more in
this area, and the INPO recommendations served as a timely reminder.
As described in the body of this response, and in the response to
INPO's report on its related preoperational review and assistance visit
to CPSES, we have completed or have underway numerous specific actions
to enhance our preparedness for operations. The actions that have or
will be taken that relate directly to senior management involvement in
nuclear operations include: 1) the preparation and issuance on




February 22, 1988 of an integrated Nuclear Operations Readiness for
Operations Plan, that will be supplemented with periodic reports to
mansgement on its progress; 2) the wupgrading of the NEO annual
objectives, starting with 1988, to identify specific goals/objectives
and to require quarterly progress reviews; and 3) the setting up of a
plan for specific assignments to senior managers for the .onitoring and
evaluation of activities in maintenance, plant operation, training, and
testing.

We believe that these actions, among others, will help focus senior
management's attenticn on the areas conet de-ed most important in
preparation for operation of CPSES and will enable us to fulfill
effectively our commitment to close involvement in the monitoring,
assessment and direction of nuclear operations.

2. COORDINATION OF EFFORTS BETWEEN NUCLEAR GROUPS,
PARTICULARLY OPERATIONS AND ENGINEERING

Response to Item 2:

TU Electric recognizes the importance to define clearly the
responsibilities of organizations and individuals relating to CPSES.
At the NEO Group levsl, this is accomplished through an NEO procedure
"Organization of the Nuclear Engineering and Operations Group." The
responsibilities within each of the organizations at the NEO Function
(Vice Presidents) level are identified in similar documents for each
major organization, In general, individual responsibilities are
described in position descriptions. These formal documents are
reviewed regularly and revised as necessary in light of ongoing
experience.

With respect to specific detailec matters relating to definition of
responsibilities and coordination of activities, which are not amenable
to resolution in formal procedures and position descriptions, informal
interaction and discussions among NEO organizations have been a
necessary and useful mechanism to resolve questions. In order to
improve the effectiveness of this communication and coordination
process, particularly at the director/manager level, formal periodic
meetings between directors/senior managers in Nuclear Operations and
Engineering and Construction were initiated in 1987, These meetings
are now held bi-monthly to discuss and decide upon detailed divisions
of responsibilities, to establish priorities, and to coordinate other
efforts. Their recummendations, and in some cases, major differences,
are then forwarded to senior NEO management for approval or resolution,
while we believe that these meetings have served a useful purpose, the
comment contained in the INPO report indicates that they can be made
more effective. As a result, the chairman of the meetings has been
directed to review the management of the meetings in order to assure
that the group acts on topics brought before the meetings in a timely
fashion and with due attention to priority items,

In addition, we believe that the organizational interface assessment
described in response to INPO Recommendation (2.5B-2) and summarized in
the next section will identify and resolve any remaining questions

concerning division of responsibilities between Nuclear Operations and

-
.



Engineering. Similar, but separate, interface assessments are already
underway in other areas. For example, a review of the interface
between Corporate Health Physics and the Nuclear Operations Radiation
Protection organization has been completed and recommendations
forwarded to the Executive Vice President, NEO fcr review and approval.
Interface assessments in the areas of Records Management, Configuration
Management, and Results Engineering are now underway and additional
assessments in other areas will be made on a case by case basis. The
results of the efforts described above will help identify any remedial
rrocedural or organizational changes necessary to improve coordination
of NEO activities.

3. ENGINEERING SUPPORT OF OPERATION

Response to Item 3:

TU Electric management is well aware of the importance of strong
engineering suppor: for Nuclear Operations. Previous steps taken to
assure such support 1ave included locating the Engineering organization
at Comanche Peak and increasing the size of the engineering staff,

As stated in the response to INPO Recommendation (2.5B-2), a review
process has been initiated to ~erform an organizaticmal interface
ascessment between Nuclear Operations and Engineering. The scope of
this assessment includes a thorough review of the charters for various
organizations 1in Nuclear Operations and Engineering, as well as
procedures which govern their work scope. A matrix of organizational
‘nterfaces will be created and work flows will be charted. Formal and
informal interface controls will be ddentified. Identification of
conflicts, and unnecessary or inefficient work flow paths will be made
and corrected by procedural or organizational changes. This review
will be completed and appropriate correcrtive action taken by December
31, 1988,

We believe that these steps will further assure appropriate support of
Nuclear Operations by Engineering.

g|




Response to Specific Recommendations

MANAGEMENT INVOLVEMENT AND COMMITMENT

RECOMMENDATION (i.2A-1)

Strengthen senior management monitoring, assessment, and direction of
Nuclear Operations. Strengthen communication of senior managemert
performance expectations to those responsible for day-to-day activities
an¢ for program developments to support Nuclear Operations. The
emphasis on completion of engineering and comstruction work needed to
obtain a license appears to have distracted from appropriate attention
to operations readiness. Consequently, sufficient emphasis has not
been given to preparation for operation. The lack of credible schedule
for completion of the engineering and construction effort has
distracted unnecessarily from efforts needed to prepare for operation.
This is most evident in the development of programs and procedures
needed for operation and in the preparation of plant staff personnel
for operation. Example of problems reflecting the need for more
effective senior management involvement include the following:

a. The action plan for start-up has not been developed in
sufficient detail to permit effective direction or monitoring
progress. The lack of a credible schedule for construction
completion has hampered efforts to develop a start-up schedule.

b. Some senior managers do not routinely tour the station to
observe day-to-day work and monitcr progress toward operational
readiness. For example, senior managers nave avt been
monitoring simulator training, an area where a number of
problems exist.

¢. Routine reports to management often do not provide clear
{indications of performance results in comparison with goals or
standards.

d. The training manager has been given very little guidance from
line managers on their training expectatioms or on the
effectiveness of his efforts. In fact, training needs
substaitial improvement,

e. Responsibilities in some areas have not clearly been defined and
communicated to working level personnel. Examples of this are
as follows:

l. Four different groups believe they are responsible for dose
assessment activities,
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- l. The initial integrated Nuclear Operations Readiness
for Operations Plan was issued on February 22, 1988. This
plan identifies those issues which must be addressed prior to
operation and establishes an action plan for their successful
completion., Progress on meeting the otjectives of this plan
will be reviewed by management on a quarterly basis.

Additional details on the content of the Nuclear Operations
Readiness for Operations Plan are provided in the response to
Item l.a, from the Response to Summary Recommendations section
of Attachment 2.

2. The Executive Vice President has reviewed and approved
the Nuclear Operations 1988 Objectives, which address specific
items, such as the reduction in the number of temporary
modifications. Action plans will be prepared for these
objectives (as appropriate) and progress will be reviewed by
management on a quarterly basis.

3, A plan for specific assignments to senior managers for
monitoring and evaluation of activities in maintenance, plant
operations, training, and testing has been developed; the plan
will be completely implemented by December 31, 1988,

Specific Response to Item a:

The need for a detailed start-up plan had been recognized earlier,
but its development nad been limited due mainly to the effect of
managerial changes taking place in the Operations Department. We
recognize that this task was not given sufficient priority in
light of the efforts that were being devoted to completing
engineering and construction work and the associated regulatory
efforts related to plant licensfing. However, we believe that we
are now devoting the appropriate resources to this task. In that
respect, an experienced contractor was brought in and tasked with
the development of a comprehensive plan which has been
incorporated into the integrated Nuclear Operations Readiness for
Operations Plan,

Specific Response to Item b:

A plan for specific assignments to senior managers for monitoring
and evaluation of activities in maintenance, plant operations,
training, and testing has been developed; the plan will be
completely implemented by December 31, 1988. As a specific point
of emphasis, simulator training is being completely overhauled and
upgraded, Part of this process provides for extensive management
coverage, which has commenced. The Operations Manager and the
Director, Nuclea: Training are each monitoring at least one
simulator session a week., These two managers then consult to
determine what upgrades are required for performance standards,
instructor improvement, and scenario content. Additicnal
monitoring and observation of the simulator training will be
conducted by the Vice President, Nuclear Operations, the Manager,
Plant Operations, and members of the Plant Evaluation
organization,




Specific Response to Item c:

Immediate steps have been taken to add appropriate performance
goals and standards into the Nuclear Operations Monthly Report.
Additional performance goals and standards will be developed and
included in future reports. In addition, since the recommendation
is pertinent to any summary report which may be used by management
for assessing relative performance, managers have been alerted to
incorporate this principle into other reports for which they are
responsible.

Specific Response to Item d:

It is recognized that considerable effort is required in this
area, with operator training being the most urgent. As described
in Item b, above, the Operations Manager is working closely with
the Director, Nuclear Training on the improvement of simulator
training. Similarly, other managers are providing direct input to
the Training Department for their training needs.

Specific Response to Item e.l:

"Dose assessment” 1is a term that applies to several activities,
and depending upon the specific area of interest, there are
{indeed, different organizations responsible for that aspect of
dose assessment. Source terms and fission product release rates
from core damage are provided by Nuclear ‘Engineering. Calculaction
of a set of predetermined design basis dose rates, resulting from
an assumed operating or accident scenario, is the responsibility
of the design engineers in Engineering and Construction. Ad hoc
calculation of projected plume and site area boundary dose rates
for emergency drills and accident situations is the responsibility
of Radiation Protection., Finally, the Corporate Health Physics
organization provides the support for all of these activities, as
necessary. to ensure consistency and compliance with applicable
state and federal requirements.

As observed by the INPO evaluator, three of the four ""groups who
believe they are responsible for dose assessment activities" had
met the previous week (on November 12, 1987) to discuss the
{nterfaces and responsibilities. This interaction and discussion
between the persons involved provided confirmation that the roles
were adequately understood and agreed upon. Such interactions and
discussions are important mechanisms for assuring effective and
coordinated actions in areas involving multiple organizations,
particularly to resolve details that cannot usefully be included
in procedures. Additional coordinating meetings will be held
periodically to insure adequate communication between the groups.
Minutes of the meetings will be kept to document agreements and
future action assignments.




Specific Response to Item e.2:

The plan described in the response to Recommendation (2.5B-2) will
resolve this issue.

Specific Response to Item e.3:

As stated in the response to the comment regarding dose assessment
(Item e.l, above), it is true that the responsihbility for various
aspects of the ritness-for-duty program is divided among several
organizations. However, overail responsibility rests with the
Vice President, Nuclear Operations, Formulstion of the details of
the specific implementation of various aspects cf the fitness for
duty program is still in progrees. A single individual has been
assigned by the Vice President, Nuclear Operations to coordinate
the development of the program. This work is in process. A draft
NEO procedure, which delineates speciric respnsibilities, has
been prepared and submitted for comment., It is anticipated that
the full fitness for duty program will be implemented at the time
of security lockdown in anticipation of fuel load. This has been
established as a Nuclear Operations 1988 Objective.

Specific Response to Item f:

As described in the response to Item a above, specific action
plans (goals and objectives) and follow-up to prepare for start-up
were incorporated into the integrated Nuclear Operations Readiness
for Operations Plan which was issued February 22, 1988.
Additionally, all INPO recommendations detailed in the reporis
from both the corporate assistance visit and the preoperational
review and assistance visit were assigned to members of NEO
management. Development of appropriate action plans will be
completed by March 31, 1988.

Specific Response to Item g:

It is recognized that formal written performance appraisals have
not been emphasized within NEO, although the concep. of annual
performance reporting is endorsed in NEO Policy Statement No. 7a
"Departmental Goals and Objectives". In conjunction with a 1988
TU Ele:tric objective to establish a formal performance appraisal
system rhat will be utilized throughout the company, senior NEO
management will provide input and feedback for this system to
assure that it will work effectively tor NEO. In addition, the
requirement for an annual performance review for all exempt
employees was established as a 1988 NEO Objective. Also, NEO
managers have been informed that the concept of "providing
feedback only when performance is not acceptable” is not adequate
for the good of either the employee or the company.
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The NEO goals and objectives program for 988 incorporated
goals/objectives directed at focusing the efforts of the nuclear
organization in preparing for commercial operation of the plant.
The Executive Vice President, NEO roviewed and approved these
goals and objectives on February 20, 1988. Tn additionm, specific
Nuclear Operations action plans (goals/objectives) are contained
in the integrated Nuclear Operations Readiness for Operations Plan
which addresses actions necessary to prepare CPSES for commercial
operation.

Specific Response to Item a:

The individuals or departments responsible for accomplishment of
the 1988 Nuclear Operations Objectives were identified when the
objectives were submitted to the Executive Vice President, NEO for
approval. Their appropriate use of these goals and objectives as
a management tool will be part of the scheduled quarterly review.

Specific Response to Item b:

As described in the response to Item (1.2A-1.a), the Nuclear
Operations Readiness for Operations Plan was issued February 22,
1988, This plan includes the actions to be taken in order to
develop, review, approve, and issue each procedure that is
required to support the startup of Unit 1. The schedule for the
development of Unit 2 procedures is under review.

In addition, in order to achieve timely implementation of the
Nuclear Operations 1988 Objectives. the Vice President, Nuclear
Operations directed his managers to develop action plans to
address their approved 1988 departmental objectives.

Specific Response to Item c:

One of the Nuclear Operations Objectives for 1988 is to review the
status of individua! departmental objectives and action plans at
the end of each quarter, This will provide a more frequent status
uypdate than had been done in the past, and will help assure that
timely progress is being made.

The weaknesses noted in operator skills and knowledge and in
instructor training and performance are being addressed in the
overall improvements in the quality of training, as described in
the response to INPO's preoperational review and assistance visit
Recommendations (TQ.l1=1) and (TQ.1=2). Programmatic improvements
have already been made and the mechanisms for continuing review
and feedback of training effectiveness will be in place by April

1, 1988,




RECOMMENDATION (1.2A-3)

Resgonsc:

Improve < .e content and format of periodic status reports provided
to management to increase the usefulness of these reports in
tracking performance, identifying problems, and monitoring the
effectivencss of corrective actions. Examples of areas needing
improvement are as follows:

a. Executive summaries in some reports are not effective in
highlighting areas needing attention. For example, the
executive summary of the Nuclear Operations Monthly Report
does not provide a summary of the significant adverse trends
as reflected in the performance indicator graphs that follow.
Instead, the executive summary provides status of events.

b. The graphs contained in the Nuclear Operations Monthly Report
do not depict acceptable levels of performance or performance
goals, increasing the difficulty of determining whether actual
performance as depicted is acceptable or indicative of a
problem needing management attention, For example, the trend
of temporary modifications as shown in the Nuclear Operations
Monthly Report indicates the number of temporary modifications
has been steady at approximately 700 over the last year. This
graph does not provide information as to the acceptable or
targeted number of temporary modifications or compare the
actual number to the number expected during commercial
operations, which was stated to be about 50. Providing
acceptable or targeted levels of performance may provide a
clearer picture to management of problems needing attention.

¢. Guidance on the desired format and content of periodic reports
has not been clearly provided to persons responsible for
preparation of the report. Several managers interviewed
stated that they recognized improvements could be mace in the
presentation of material in various reports, but that they had
not yet communica.:d their desires or directions for the
needed improvements.

While it i{s recognized that the periodic status reports could be
improved, senior management believes that they provide management
with meaningful information on a variety of currently important
operations-related topics. As construction activities/priorities
phase out and operations-related activities are increased,
management reports on operational topics will be expanded and
refined to reflect senior management's additional needs.

Specific Response to Item a:

We agree that the Nuclear Operations Monthly Report needs
improvement to increase its usefulness to management, The report
{s still in the developmental stages and, as deficiencies are

11



recognized, corrections will be made. Greater attention will be
focused on upgrading the executive summary.

Specific Response to Item b:

As stated in the response to Item (l1.2A-l.c), emphasis has been
placed on providing performance goals and standards along with the
data, so that managers may better interpret the results. Nuclear
Operations has established a 1988 objective to reduce the number
of temporary modification to less than 300 by August 1, 1988,

Specific Response to Item c:

Managers have been directed to review current periodic reports, to
insure that personnel responsible for the preparation of those
reports have guidance on format and content to the detail required

and to include such guidance in their requests for future pericdic
reports.




MAINTENANCE

RECOMMENDATION (2.1A-1)

Resgonse:

Strengthen corporate management monitoring and assessment of plant
maintenance, and strengthen guidance and direction to correct the
causes of maintenance problems. Some maintenance problems and
adverse trends are reflected in the Nuclear Operations Monthly
Report and in the plant assistance visit report. The Nuclear
Operations Monthly Report contains detailed informationm, including
trending information that indicates the following problems:

a. The number of control room instruments that are out of
service is increasing.

b. The ratio of preventive maintenance actions to corrective
maintenaace is decreasing.

¢. The percent of preventive maintenance items overdue is
increasing.

d. The number of corrective maintenance work orders open for
various reasons is well above the goals established.

In addition, the INPO plaut assistance visit report indicates
frequent delays in scheduled maintenance are caused by inadequate
planning, work preparation, and coordination between various work
groups. No indicators have been developed to reflect performance
in these areas.

Recent efforts to reduce the backlog include identifying all work
orders that need to be completed prior to heat-up so that
resources can be focused on those requiring more immediate action.
However, efforts to reduce the total number of backlogged work
requests have not yet been effective.

Though corporate management was aware of the existence of
maintenance problems, there was little corporate involvement in
assessing the nature or causes of the problems or in developing
solutions.

Corporate management involvement in the monitoring and assessment
of the plant maintenance program, as well as in the guidance and
direction to correct the causes of maintenance problems, will be
strengthened through the following actions:

13




1. Corporate and plant management have recognized the need to
improve the plant maintenance program and have
specifically addressed improvements in this area, as shown
in the Nuclear Operations 1988 Objectives and in the
integrated Nuclear Operations Readiness for Operations
Plan. These actions have clearly identified goals and
objectives relating to maintenance. Periodic reviews by
management will help to assure that timely actions are
being taken, including actions on problems identified by
INPO.

2. The Vice President, Nuclear Operations, through frequent
discussions with the plant maintenance personnel and at
weekly staff meetings, has been active in an attempt to
improve the overall performance of maintenance. This
effort will continue.

3. As noted in the response to Recommendation (1.2A-3), the
Nuclear Operations Monthly Report will be improved through
the inclusicn of appropriate performance goals and
standards, including those areas related to reporting on
maintenance activities.

Additional Response:

Given the atypical status of operations at CPSES over the past
three vears, many of the items tracked in the Nuclear Operations
Monthly Report are of little value at this time. Trends that
would be of concern dusing operations, when evaluated in light of
plant status and extent of conmstruction work, are less
significant.

For example, the large number of control room instruments out of
service has been caused primarily by the replacement of all class
|E containment electrical penetrations. This is typical of an
unusual trend at CPSES resulting from the validation of design and
construction. The work of reterminating, testing and calibratirg
these instruments is a significant portion of the I1&C backlog.

The undesirable number and age of preventive and corrective
maintenance work orders has accrued largely as a function of the
unusual conditions that have existed over the past two years.
Nuclear Operations has established a 1988 Objective to reduce the
total number of corrective maintenance work orders to less than
1800 by June 1, 1988, We expect that this emphasis will provide
the needed impetus toward better management techniques in the
maintenance area. Actions are also being taken to ensure that
preventive maintenance will be within the criteria c¢f the
Technical Specifications by the time an operating license is
received. This effort is outlined in the Nuclear Operations
Readiness for Operations Plan, and will be tracked to completion
in accordance with the Plan.

14



A Maintenance self-assessment, using the INPO guidelines, had also
been completed shortly before the INPO plant assistance visit.

1t identified essentially the same maintenance problem areas as
were identified bv the INPO evaluators during the plant assistance
visit. The corrective action plans being developed from the self -
assessment will be incorporated into the Nuclear Operations
Readiness for Cperations Plan by March 31, 1988,

15




MATERIALS AND OUTSIDE SERVICES

RECOMMENDATION (2.2A-1)

Improve the process for determining procurement quality
requirements for spare parts and other material. Specific
recommendations are as follows:

a. Implement the action plaaned by the engineering
procurement section to develop and maintain a
comprehensive technical data base of spare parts and
material quality requirements. Each purchase requisition
for spare parts or material to be used at the station is
routed through the Comanche Peak Engineering (CPE)
procurement section for determination of procurement
quality requirements. A backlog of 380 requisitions
currently exists for CPE processing, of which 200 are
{dentified as rush items. This level of backlog is
currently resulting in a six to nine week delay in the
procurement of material. Though current operation and
maintenance needs are not being severely impacted vy
procurement delays, the process will need to be enhanced
to ensure timely availability of spare parts and material
for an operating unit.

Update the data base as new and relevant information is
received from vendors. Procurement quality information is
being accumulated in files for future reference, but no
process now exists to update that data as new information
becomes available. Instead, time consuming technical
reviews are performed by CPE during each subsequent
procurement to determine if there have been any vendor
component changes since the last procurement. This causes
unnecessary delays in obtaining needed material and spare
parts,

Response:

To improve the process for determining procurement quality
requirements for spare parts, a comprehensive plan will be
developed and implemented to integrate the best features of
existing programs (VETIP, VDI/VDC, Procurement Specification
upgrade) and existing data bases (Q=List, EQML, Valve List, MMCP,
etc.) into a clearly defined plant support operation,
Requirements for this plan are as follows:

1. 1ldentify desizn requirements for spare parts, €.g., shelf
life, environmental qualification, QA requirements,
dedication requirements, and tagging. Maintain the data
base current by monitoring industry developments and by
regularly updating design information.




2. Establish minimum inventory levels, identify and monitor
,rocurement lead times, and maintain a stable of qualified
or qualifiable spare parts sources.

3, Provide a rapid response procurement service.

To meet the requirements mentioned above, some additional actions
will be taken. First, Engineering & Construction (E&C) will
review and qualify or discard existing inventories of spare parts.
Second, enhancements will be madie to inventory control programs to
keep a current spare parts inventory. E&C will maintain current
knowledge of qualified suppliers and lead times. Third, E&C will
streamline the current procurement process by use of pre-approved
and pre-engineered procurement documents. These actions will be
implemented by October 31, 1988.




DESIGN ENGINEERING

RECOMMENDATION (2.5B-1)

Finalize the vendor technical manual program to ensure the manuals
effectively support operational needs of the plant. Specific
recommendations are as follows:

a. Develop a plan of action for ensuring that design
documents and plant procedures appropriately address
vendor technical manual requirements. Contractor reviews
of vendor technical manuals are currently obeing conducted
to identify requirements contained within the manuals. To
ensure these requirements are addressed in the operation
of the nlant, normal industry practice is to extract
requirements from the manuals and include them in the
appropriate station implemencation documents. While there
was recognition by responsible engineering and maintenance
personnel that this must be done, neither a plan of action
nor a schedule for this activity was identified.

Implement a process that ensures exceptions to vendor
technical manual requirements are apnropriately reviewed
and approved. There are long-standiug differences betwaen
the design engineering and the plant maintenance staffs
regarding how exceptions to vendor technical manual
requirements are to be controlled. The design engineering
position has been that exceptions to vendor technical
manual requirements should be processed through the design
change authorizations pregram., Plant maintenance
management feels the design change authorization program
{s too cumbersome and can result in time-consuming effort
that is not responsive to the needs of the plant. While
there is merit to each position, depending on the nature
of the exceptions being considered, a procedure needs to
be developed and implemented to ensure technical reviews
are conducted and appropriate exceptions are approved in
timely manner when necessary.

Rcsgonse:

At the rime of the INPO assistance visit, an engineering review of
vender technical manuals was alrealy in progress to identify
design-related information to be controlled by Engineering. This
plan will be continued to its scheduled completion of December 31,
1988,

Specific Response to Item a:

During the current review of vendor technical manuals,
{dentification and extraction of design information will be




accomplished for assignment to approupriate design documents, such
as design bosis documents, specifications, and drawings. Once
incorporated, the design information will be controlled (and
maintained consistent with current vendor information) by the
existing design control procedures. The Engineering Department
will review Operations procedures to ensure that appropriate
references to design documents are included. These activities
will be completed by December 31, 1988,

Specific Response to Item b:

When requests to change design requirements (including requests
from Nuclear Operations' organizations) are submitted, these
requests are processed via design change documents. This
procedure is already in place and, we believe, establishes the
appropriate controls required for design changes.

RECOMMENDATION (2.5B-2)

lmprove support of Nuclear Operations by Comanche Peak Engineering
to ensure that operations needs are appropriately addressed by the
design group. Ensure plant needs are {identified and addressed
when developing design documents that are utilized by the plant.
Consider rotating personnel between the plant and design technical
staff to broaden the experience in both groups and promote better
understanding of the reeds of each group. Problems such as the
following reflect a need for improved communication and mutual
understanding between Nuclear Operations and Comanche Peak
Engineering:

a. Design basis documents were prcduced at Comanche Peak
Engineering's direction by the architect-engineer without
input from plant personnel. Design engineers developing
the documents had little appreciation for the potential
use of these important documents by plant staff. The
documents can be a valuable source of information on
design limitations, system design operating modes, and
other information needed by the operations staff in
developing operating and maintenance procedures and
directions for other activities. Portions of the
documents that should have included this kind of
information contained, instead, extracts of operating
{nstructions, valve lineups and other detailed data
already available to both design engineers and the plant

staff.

b. Nuclear Engineering and Operations Procedure, NEO 3.03,
"Preparation, Review, and Disposition of Plant Design
Modifications (DMs)," does not provide for any reviews of
planned design changes by the plant staff until completed
design packages have been approved and issued by design
engineering. Experience has shown that close coordination
between design and operating staffs is needed, and that
reviews of conceptual designs with the operating staff can
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rtially effective in ensuring that design changes are
"

e. {fferences between the plant staff and design engineering

n the need to add two startup transformers before plant
r

startup have not been adequately addressed. The decision
" \as been made to add the transformers, but the reasons for
that decision have not been effectively communicated tc
the plant staff,

d Some desig indicated a lack of
ynderstand of pla for documents such as
slectrical load lists and design basis documents that
present design information in a form more easily

nderstood by operators and others on the operations
staff

3

e. Meetings are currently being held among various management
leval 5 gineering and nuclear operations
ve communications and understandin
r

organizations to { g
s stated that these meetings have

However, several m
not been effective.

kind of improved support is required b
L 4

Nuclear Operatio hat operations naeds are
appropriately addressed by the Engineering Department, a review
srocess will be developed with the following features:

y 1. Nuclear Operaticns and Engineering and (onstruction wil
jevelop a listing of the organizatiors which share
responsibilities for plant systems,

<. 7The charters for

each of these organizations and the
procedures which govern their work s 1
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