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NOTICE
,

This report was prepared as an account of work sponsored by an agency of the United States
Government. Neither the United States Government nor any agency thereof, or any of their
employees, malies any warranty, espressed or imphed, or assumes any legal habihty of re- j
sponsibihty for any third party's use, or the results of such use, of any information, apparatus. -

product or process disclosed m th>s report, of represents that its use by such thard party would
not infringe privately owned rights .

|
t

[

i
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NOTICE |

f,Availabihty of Reference Materials Cited in NRC Pubhcations

Most documents ened in NRC pubhcations Mi be avt,ilable from one of the fo owing sources |n

1. The NRC Pubhc Document Room,1717 H Street, N W I
W asNngton, DC 20555 +

2 Tt e Superintendent of Documents. U S. Government Printing Ottge, Post Of f.or Dus 3 7081
Washington, DC 20013-7082

,

3 The National Technical information Service, Springfield. VA 22161
,

Although the hiting that follows represents the matority Si documents cited in NRC pubhcatic
it is not intended to be enhaustive.

,

Referenced documents available for mtpection and copying for a fee from the NRC Pubbe Docu
me i loom include NRC correspondence and intsrnal NRC memoranda, NRC Office of ins: *cten
and Enforce nent bunctins, circulars, information not<es, inspection and investigaton notices. [
Licensee E vent Reports, vendor reports and correspondence. Commission papers, and apphcant and '

bcensee documents and correspondence

| The following documents in the NUREG series are available for purchase from the GPO Sates
Program. formal NRC staff and contractor reports, NRC sponsored conference proceedings and

f NRC booklets and brochures Also amiab8e are Regulatory Guides, NRC regulations in the Code of
i federal Regataroona and Nacitor Regulatory Commossen Issaaxes

Documents aia4 6/e from the National Technical Information Serece include NURE G series
reports ar=1iechn<al reports pcepared by other federel ageNie and ter.osis prepred by the Atomic
E nergy Commisson forerunner agency to the Nuclear Regutatory Comm<ss.on.

Documents avadable from pubhc and special techrnca! bbraries include AM open hterature items

such as book s, journal and pericecal art <les, and transactrons. Federal Aeg ster not<es federal and |
state leg staten, and congressional reports can usually be obtained from these hbraries ;

Documents such 45 theses d.ssertations, foreign reports and translations, and non NRC conterence
proceedings are asadable for purchaw from the organitaten sponsoring the pubhcation cited

Single copies of NRC draft repor-ts are available free, to the eatent of supply, upon written
j

request to the Divison of Infcstmation Supoort Sereces, Distributen Section. U.S. Nuclear
,

Regulatory Commisson. Washington, OC 20555,

Cop es of industry ccdes and standards used in a substantwe manner m the NRC regulaton process,

I are nuintained at the NRC Library, 7920 Norfolk Avenue, Bethesda Maryland. aN s'e avadabt
there for reference use by the pwbuc. Codes and standards are t.swally copyr@ted 4N may be
purchased from the ohginatirig organ 44aton or, if they are American National Standares, f ro n the
American Natsnal Standards institute,1430 Broadway, Neiv York. N Y 10018.
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1 ABSTRACT
|!
>'
;

} This report describes an evaluation of NRC generic comunications with f
| industry concerning safety related issues of commercial nuclear power i
4 plants. The analysis builds on the findings presented in the 1986 Office i
! of Analysis and Evaluation of Operational Data (AE00) Special Study |
| Report, "An Overview of Nuclear Power Plant Operating Experience Feedback I

Programs" (AE00/5602). The primary objective of the report is to presenti '

j practical recomendations for improving NRC's documents and generic
|| comunications system. The report is based upon a systematic review and '

1, evaluation of NRC and industry operating experience documents. It also jincludes an analysis of interviews with licensee personnel at five
i

:

! utilities and their nuclear power plants. NRC regional and headquarters :
'

managers and staf f were also interviewed for the study. NRC and licensee
j personnel interviewed are generally satisfied with the current

,

| NRC-industry comunications system; however, several problems and
;

i

j potential solutions to those problems are identified in this study. The !
- report makes seven major recommendations for improvement in the

;

ef fectiveness of NRC-industry generic comunications about nuclear power iplant operating experience.
!

!
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EXECUTIVE SUMMARY

| The primary objective of this study is to present recomendations for the
improvement of NRC generic comunications with industry to help prevent,

| the recurrence of significant safety problems in commercial nuclear power
i plants. To form the basis for these recommendations, Pacific Northwest
| Laboratory (PNL) and the Battelle Human Affairs Research Centers (HARC)
i have: (1) reviewed past methods for comunicating safety significant
| operating experience to industry, (2) uncovered problems and described
j successes with the present system of NRC generic comunications, (3)
{ identified and evaluated methods for treproving NRC generic comunications,
j and (4) developed recomendations for improving the system of NRC generic
j comunications.

I The PNL/HARC research team interviewed personnel, collected, reviewed, and
analyzed information from five utilities and one nuclear power plant under
each utility, and from NRC headquarters and regional personnel.,

1 Interviews were administemd between January and May 1987.

The report is organized into four sections: (1) section one introduces
the background, objective, and scope of the analysis; (2) the project
description section discusses the methodology of the study including

; sections on the evaluation of NRC documents, the sample of respondents,
i questionnaire development and administration, and analysis of data; (3)
j the findings section describes respondent opinions about current problems

and successes of NRC generic comunications and sumarizes the generic
comunication improvements suggested by NRC and licensee interviewers; and,

(4) the final section outlines the majar recommendations for improving NRCi

generic comunication based on analysis of documents and responses from
NRC and licensee personnel.

i|
Generally NRC and licensee respondents are satisfied with the current
comunications system; however, several problems and potential solutions

I to those problems are identified. Af ter analysis of NRC documents and
i interview data, the following seven principal recomendations are made to
) improve NRC-industry generic comunications about safety-related issues:

(1) Clarify NRC expectations of industry and of NRC regional staff
j regarding use, tracking, and action on information notices.

(2) Reduce the number of information notices by raising the threshold of
safety significance for them and by making them bulletins when
warranted.

(3) Provide more information on the safety significance of the issues in
NRC generic comunications and on approaches to resolve the issues.

(4) Contact utilities earlier regarding issues to be addressed by
bulletins and information notices.

y
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!

(5) Expand informal channels of communication among NRC headquarters, NRC I
Iregions, and licensees.

,

1

| (6) Do not make major revisions in the existing NRC generic communication
i documents; do not consolidate hulletins, information notices, and

generic letters into one information document and continue,

! publication of the Power Reactor Events Report and Licensee Events
! 'Report.

(7) Develop an electronic comunication network to send NRC documents to i

licensees and incorporate the Generic Communications Index (GCI) into
such a system.
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1.0 INTRODUCTION

1.1 Background
i

: Comercial nuclear power plant (NPP) licensees and applicants currently t

'

receive a variety of generic comunications. Two types of generic
comunication issued by the U.S. Nuclear Regulatory Comission (NRC) are

,! information notices (ins) (about 100 per year) and bulletins (IBs) |
1 (usually less than 10 a year and lately less than five). Information !

| notices, although not requiring specific actions, are intended to bring i

j the recipients' attention to a problem in order to enable them to i

j determine its applicability to their facilities and operations. Bulletins j
i do not constitute a continuing requirement but are designed to provide t

] rapid interim solution to a serious safety problem. With a bulletin the |
1 recipient is required to perform specific actions and prcvide a written i

| response to the NRC. [
i

Nuclear power plant Itcensees also receive generic communications from !
other organizations both within and outside of the NRC. These include !

I such items as the generic letters (GLs) from the NRC Office of Nuclear !
i Reactor Regulation (NRR), Power Reactor Events (PRE) reports from the NRC |

! Office for Analysis and Evaluation of Operational Data (AE00), Institute {
j of Nuclear Power Operations (INPO) Significant Event Reports (SERs), INPO {
j Significant Operating Experience Reports (SOERs) and INP0 operations and
j maintenance reminders and advisory letters and reports on equipment and !

design deficiencies from the equipment suppliers, nuclear stean supply i
'

system (NSSS) vendors and the architect-engineering (A-E) firms.
<

As a consequence of the lessons learned from the Three Mile Island (TMI);

j accident, the NRC issued requirements for NPP licensees to implement an
operating experience (OE) function to improve overall safety performance. [

'

The former NRC Office of Inspection and Enforcement (IE) determined in
1

1986 that there was a need to assess and improve the current methods for j
disseminating operating experience information to licensees on significant

i
safety problems and for following up on such comunications. This i
determination was based on previous research and cbservations which showed |that the effectiveness of current generic comunications is quite ,

variable. Despite the post TH! OE requirements, there are incidents and I

. accidents at nuclear plants which appear to be recurrences of similar !
I problems previously addressed by NRC generic comun1 cations. "% }
! Overview of Nuclear Power Plant Operating Experience Feedback Programs," r

| the May 9,1986 report by the NRC (AEOD/5602), identified comunications [
' problems between NRC and various nuclear power plants. The extent and [type of interaction between the NRC staff and the licensees in attempting |

to assess the applicability of the generic communication items to !

particular plants also brought into question the effectiveness of these f
,

i
'

NRC comunications. [
,

i f
l

I
:

[
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i

i

i

i

1.2 Objective

'

To address these problems the NRC identified four goals for the
improvernent of the generic comunications. The first is to assure that ,

the licensees can readily discern the relationship of previous events to !

their own plants. Second, the licensee should be provided with the i

Iinformation needed to adequately evaluate the problem and define
| appropriate corrective actions for their plant. Third, the comunication j
| system must also assure that adequate and proper information is supplied ;

so that whatever and whenever corrective actions are undertaken they '

provide continuing solutions so that a recurrence is prevented. Finally, !
the comunications system shauld allew for tracking the ef fectiveness of
licensee programs with minimal effort bi NRC. |

The objective of this project is to assist in achieving these four goals
by developing practical recommendations for the improvement in the generic [
communications program to help prevent the recurrence of significant t

Isafety problems in commercial nuclear power plants.

To form the basis for these recommendations, Pacific Northwest Laboratory |

| (PNL) and the Battelle Human Affairs Research Centers (HARC) have: (1) l

I reviewed past methods for comunicating safety significant information to
licensees and applicants, (2) uncovered problems with the present system ;

of NRC generic comunications, (3) identified and evaluated methods for ;

improving NRC generic comunications, and (4) developed recommendations
,

for improving the system of NRC generic comunications.
|
?

The PNL/HARC research team interviewed personnel, collected, reviewed, and ;

analyzed information from five utilities and one associated nuclear power |
plant (NPP) site for each utility and from NRC headquarters and regional i

offices. Interview protocols for NRC regional personnel, key NRC ;

headquarters personnel, and for respondents at the five utility [
headquarters and five NPP sites were administered by two person research j
teams between January and May 1987.

)

1.3 Limitations of the Analysis

This study is limited to the review and evaluation of NRC and industry
generic communications documents; interviewing NRC neadquarters
respondents) interviewing NRC regional staff and resident inspectors; and
visiting five licensee corporate headquarters and their NPP sites to
discuss NRC and industry generic comunications programs. Because of the

i limited number of sites and limited number of respondents this analysis
should not be considered a statistically reliable representation of NRC or
Itcensee views. A case study approach was considered most cost effective i

for eliciting practical solutions to the communications problems. A I

consequence of this type of approach is that the survey size was |
necessarily small and in an effort to gain diversity in the sample, the

|

{

l 2
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i I

I
!

*
.

t

I approach may have under represented subgroups of the sample with greater
! responsibility for and knowledge of the generic communications process. ;

The quantitative findings presented in this report and other conclusions '

4
' should be read with these limitations to mind. ;

$ 1.4 Outline of the ReDort
r

i The report is organized into three sections: (1) the project description i

I discusses the methodology of the study including sections on the
evaluation of NRC documents, the sample of respondents, questionnairei

,

development and administration, and analysis of data; (2) the findings ;

section describes respondent opinions about current problems and successes |,

| of NRC generic communications and summarizes the generic communication
improvements suggested by NRC and li'9nsee interviewers; and (3) the final4

j section outlines the major recommendations for improving NRC generic t

!

communication based on analysis of documents and responses from NRC and
licensee personnel.

;

I

:
i

! !
l

)
i

I

\ .
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i
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2.0 PROJECT DESCRIPTION

The research consisted of a systematic review and evaluation of NRC and
t

| industry documents and interviews with NRC and industry respondents
regarding generic communications about NPP safety issues. Both of these4

! project elements led to the development of recommendations to improve NRC
generic communications discussed in Section 4.0.

| 2.1 Review of Selected NRC and Industry Documents
- -

,

|.
The first task of the study was to systematically review and evaluate NRC
and industry NPP safety issue documents. A sample of NRC documents from
such offices as the Office of Inspection and Enforcement (IE) (on April.

| 13, 1987 IE was incorporated into other NRC of fices), the Of fice of
; Nuclear Reactor Regulation (NRR), and the Office for Analysis and I
: Evaluation of Operational Data ( AE00) were reviewed to: (1) develop an j

! understanding of the types of technical problems addressed by these !
j documents, (2) to review the present NRC manner of communicating NPP |; safety issues to licensees, and (3) to identify r- unications problems

j

| and potential improvements. Previous research on :ne topic was reviewed ,

'

including NUREG-0839, "A Survey by Senior NRC Management to Obtain !
Viewpoints on the Safety impact of Regulatory Activities from |

Representative Utilities Operating and Constructing Nuclear Power Plants" !q~
and AE00/S602 "An Overview of Nuclear Power Plant Operating Experience l

| Feedback Programs." Statutory, regulatory, and IE manual requirements and j
: restrictions on tha NRC generic comunications were also reviewed to '

] develop an awareness of restraints on proposed improvements and to set a !

j franework for recomended changes. !
; ,

j The major types of generic comunications reviewed and evaluated were:
t

1 (1) Bulletins and Information Notices for 1985 and 1986 and selected ;
! previous years,
i |

, (2) A sample of Generic letters from NRR for 1985 and 1986 and
) selected letters from previous years back to 1981, !
,

(3) AE0D Power Reactor Events reports for 1985 and 1986, (
l (4) Institute for Nuclear Power Operations (!NPO) Significant Events i

) Reports, '

(5) INPO Significant Operating Experience Reports, I

| (6) INPO Operations and Maintenance Reminders, and

(7) Advisory letters and reports on equipment and design:

deficiencies from equipment suppliers, nuclear steam st.pply
|

,

system (NSS) vendors and architect-engineering (A-E) firms. <

t
,

5

,
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The non-NRC documents were reviewed with no recommendation for their
improvement in mind. These were reviewed as related documents whose
effectiveness may interact with those issued by NRC and also serve as a
basis for comparison of effectiveness of alternative methods of generic
comunications.

A list of problems, potential improvements, and good communications
practices were formulated from the review of NRC and industry documents.
These observations were used as a basis for several questions used in the
interview protocols for NRC and industry respondents. Conclusions from
the systematic review of documents also contributed to the final
recommendations for improvements in the NRC generic comunications system.

2.2 Survey of NRC Generic Comunication

In order to identify the general concerns with the current NRC-licensee
comunication process (e.g. bulletins, information notices, generic
letters and other NRC documents about NPP safety issues) and to develop
recomendations for improvements to the system, interviews were conducted
with a wide range of NRC and industry personnel. The process of carrying
out this data collection effort and analyzing the information obtained is
described below.

2.2.1 Methodology

Interviews with personnel at NRC headquarters, all NRC regional offices,
and five licensee corporate and plant facilities was telected as the
preferred survey strategy for this study. This approach allowed for
in-depth discussion of issues, problems, and solutions regarding NRC
generic comunications. The major focus of the study was to elicit
observations from NRC and licensee personnel about current NRC generic
comunication practices ar.d how to improve them. The open-ended
face-to-face interviews lasted from one to two hours per respondent. All
interviews were done by trained interviewing teams in a confidential
setting during regular working hours.

The project was explained to each respondent and the following statement
was read before each interview:

A recent analysis by AE00 staff (AE00/5602) indicated that
operating experience information provided by the NRC to
licensees is being used only to a limited extent at many
plants. Based on issues raised in this report, I and E has
undertaken this project in order to identify specific ways to
improve the effectiveness of comunications from NRC to
utilities and plants, focusing on I and E Bulletins and
Notices. We will be conducting site visits to one utility and
an associated plar.t in each region to determine how the NRC
information is processed and used and to elicit suggestions for

6
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l

improvement. We are also conducting interviews with key NRC
; staff, both in the regions and at headquarters. Thus, we are
i interested in your perspectives on areas that could be improved
; and mechanisms that potentially could be developed for such

.!improvement.

! No new regulatory requirements are anticipated for utilities r4 ;

i a result of this study. All responses are confidential; '

! reporting of results will be in aggregate form only. '
,

j!
!

Definition of communication: a system for sending and
] receiving messages; the exchange of messages,
i
| A special effort was made to explain that all responses were confidential
] and that no individual or organization would be explicitly associated

with any quote or finding.q *

I

The five NPP sites and utilities were selected based on the following
.{ factors: NRC region, plant size, number of plants within the overall
j utility, plant age, reactor type, and different sites selected for the .

4 AE00 survey. Respondents within each of the five licensee organizations
,

'

were selected by title and responsibility with the assistance of a key j
contact person at each utility headquarters. Utility headquarters staf f '

,

i responsible for NRC, INPO, and commercial communications on safety issues
j and operating experience wtre selected from the five licensees. NPP
| management and staff such as operations superintendent, shif t supervisor,
4 training manager, maintenance manager, lead maintenance engineer,

.

'

) technical services manager, and reactor engineer were selected for
interviews. The selection of licensees was done in consvitation with the !

<

) NRC. After initial contact by the NRC and igreement to participate in ;
j the study, the PNL/HARC project team scheduled the site visits. Five :

{ utilities and an associated plant of each utility comprised the industry '

sample. The NRC sample included headquarters management and staff across i
a wide range of divisions with special emphasis on departments with

;

; responsibilities for generic comunications. It also included key i
personnel dealing with generic comunications in all five regional NRC!

offices.
l

{ 2.2.2 Protocol Development
.

j Interview protocols or guides for NRC headquarters, regional personnel,
! licensee corporate and NPP managers and staf f were draf ted and reviewed

i
j hy NRC and licensee personnel. The draf t protocols were revised and !
; fortnatted with a comon core of questions asked all respondents and a !'

special section designed for each group of interviewees. The comon core I
(see Appendix A, NRC and Industry Protocols) which formed the basis of !
cach protocol included: (1) questions concerning the current process of fproviding safety information through bulletins, information notices, and igeneric letters to identify their strengths and weaknesses, (2) questions i

f
!

7 i

f

| !
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eliciting suggestions for improvements to the current NRC comunications
system, and (3) questions raquesting reaction to proposals for changes in
the system. This core of questions was used to obtain comparable
information from a11 respondents. The special sections on the protocol
included detailed questions on the process for responding to NRC generic
comunications. Questions about individual staff roles and experience
with NRC comunications were also incorporated in the utility and plant
protocol s.

2.2.3 Interviews and Site Visits

Two person site-visit teams conducted interviews at NRC offices, utility
headquarters, and NPP facilities. Generally both team members were
present at each interview. However, interviews were conducted by only i'

one team member when necessary to accommodate the scheduling needs of the !

respondents. In all but one instance the site visits to the NRC regional
offices and to the licensee facilities in a given region were coordinated
and conducted by the same site-visit team. In general, interviews with
NRC regional staff were carried out the first day of the trip, followed
by interviews at utility headquarters, and finally interviews at the
plant site.

A total of 15 NRC headquarters staff and 23 NRC regional staff
(approximately 5 from each region), were interviewed. Several staff with
director-level responsibilities for operational data assessment and
comunication were included in the sample. The regional office personnel
interviewed were primarily from the Reactor Projects and Reactor Safety
divisions. Several NRC resident inspectors were also interviewed.

A total of 44 industry personnel were interviewed. Of these, 11 were
utility headquarters personnel with direct responsib111 ties for NRC
comwncations or operating experience feedback programs, 8 were nuclear
power plant personnel involved in processing or reviewing all NRC
comunications, and 25 were plant staff with a specific but limited
involvement in responding to NRC commur.1 cations. t.icensee corporate

f headquarters staff were primarily located in the licensing and nuclear
assurance departments; however, in a few instances they were in technical
engineering sections. Most (about two-thirds) had been in their current
potition for one to two years; the remaining third had been in their
current jobs for three to five years. The plant staff with central;

involvement in tracking comunications were located in the nuclear'

assurance or operating sections (over one-third), in technical services
(over one-third), or la operations (one fourth). Over a third had been
in their position for less than two years; the remaining (two-thirds hadbeen in their current job for three to six years. Most three-fourtns)
had been witn their utility for over 10 years. The plant staff with more
limited involvement were spread across a wide range of departments,

! primarily operations, training, and maintenance, with a few from nuclear
i

assurance sections, from technical services or engineering, from health
l
r

8
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physics and from procedures. Approximately half had been in their
current jobs for.two years or less, with about one-quarter with three to
five years and one-quarter with six to eight years experience in their ;

positions. A majority of the NPP respondents had been with the utility
for over 10 years.

,

2.2.4 Data Reduction and Analysis

For analysis purposes the respondents were divided into five groups: NRC
headquarters, NRC regions, utility headquarters, plant management
(comprised of personnel with responsibilities for reviewing and .

distributing all NRC communications) and plant staf f (comprised of staf f3

with limited involvement with NRC connunications). A content analysis of i'

'
j tne responses to the protocols was carried out within each group in order
' to categorize the information provided in the interviews. This is

discussed in Section 3.0, "Findings." For two sets of questions where a,

structured response format was used, the data were coded and numerically ;i

analyzed (see Figures 1 thr] ugh 19 in Section 3.0, "Findings."). The '

analysis focuses on comparing the responses of the five groups to
,

identify the extent of similarities and differences in perceptions of ;

current problems with NRC generic communications and in identifying
suggestions for improvements to the system.

F

4 ,

|
<
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3.0 FINDINGS

The findings section briefly describes the NRC-industry generic
communications process, reports perceived NRC-industry generic
communications problems and successes, and sunnarizes suggested
improvements in NRC-industry generic communications.

|

'

The extent and nature of problems with the NRC generic communications
system, categories of suggested improvement, and response to suggested
changes in the current generic communication system were analyzed to help
develop recommendations for improvement in the NRC-licensee communication
system.

t

3.1 NRr-Industry Generic Communications Process

The process of handling NRC generic communications varies among different
utilities, but all have a systematic screening and distributicn system.
Licensee corporate headquarters, of ten located away from the NPP, is [
generally responsible for coordinating the official bulletin responses to '

the NRC, but at most of the utilities visited the lead responsibility for
determining the response to generic communications is at the NPP level.<

At three of the utilities, it was unusual to have corporate involvement
with notices. Typically, corporate level resources are utilized when
assistance is requested from the NPP. There was only one utility where

,'overall responsibility for the response was at the corporate level. This
also was the only utility with the operating experience program within
the licensing and regulatory department.

All utilities screen communications for relevance and assignment to an
appropriate technical lead when actions are under consideration. This is
generally an individual review process, but some of the utilities use a
standing committee, sometimes the operating assessment review committee, '

for this function. Most plants have a standard distribution list for all
communications. After an initial logging and screening of documents, .

they are usually forwarded to the appropriate utility corporata staffs -

and NPP personnel. The docume.its are again screened and evaluated by
corporate and by NPP staffs for relevance to their plant (s). Some
utilities screen centrally with a small number of people. reviewing the :
information to determine significance, relevance to plant, and priority. |
At minimum, receipt of all communications is documented. More typically i

; a computerized tracking system for the screening and response decisions i

is utilized. Whenever actions are planned in response to a document,
tthey are tracked on a regular basis at all plants.
,

1 i

This screening and response to generic communication is highly selective !

at some utilities, with only a limited amount of the material circulated,

i outside a small group that does the initial reviews. Consequently plant
' operators, radiation protection personnel, trades personnel, and other

staff of ten see only a relatively small portion of the documents
:

'

11
t

I

;
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available at the utility. These people will notice changes to .their |
facilities that are initiated as a result of operating experiences, but I

s may not be aware of the specifics of the experience or reason for the j

j changes. l

At three utilities there had been changes in the process in the past two
; years. In all cases the changes involved increased resources devoted to

the screening, tracking, and action system. The most extensive revision
was the centering of responsibility at the corporate rather than NPP
level at one utility in order to assure greater availability of corporate

i

level technical assistance. At another utility, where the operating
assessment function had been added to an existing corporate position, .

4

4 there were plans to separate the role and expand plant-level involvement i

j because of the time needed for carr/ing out the work. At a third plant [
the computerized tracking system for communications had been

4 significantly improved, j

>

Generally middle management at the NPP and utility headquarters determine
j the appropriate actions to be taken with regard to operating experience

documents from NRC. Independent 1ssessment groups are also utilized to .

bruaden the perspective used in the assessment process. The research |,

team was invited to observe one assessment group meeting at one utility i
1

to gain an understanding of how an independent assessment comittee i

functions. The quality of the screening and assessment of NRC documents '

,

seemed good in all of the sampled utilities but generally seemed highly r

dependent o7 the few people assessing the data to identify what is !
"pertinent and important to the licensee's operations.

The primary sources of information (shown in Diagram 1) about operating I

experience and communications systems found in the utilities were
| qenerally the same as reported in AE00's 1986 study, "An Overview of i

Nuclear Power Plant Operating Experience Feedback Programs" (see AE00, p. ;

l t. ) .
I; '

j According to the AE00 study, only a few operating experience documents
are determined to be relevant at each NPP:

Ten to 20 percent of the industry-wide feedback from the NRC, f
'

INPO and the vendor is determined to be significant and L;

i applicable, and generates some action at a specific plant. !

Such actions generally include (a) changing the operating)or
!

maintenance procedures; (b) changing the plant design; (c !

incorporating the concepts of the problem into training (,

programs; or (d) discussing the actual sequence of events, its'
,

consequences, and lessons learned directly with the plant !

j operating staff. (AE00, p. 14).

The survey of industry respondents found that around 20 percent of the Ii

operating experience douments were directly relevant to the plants but |, 'that all docuents were studied for direct and indirect lessons that'

i

12 '

! ,

i
i ,

,
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Diagram 1. Sources of Operating Experience Feedback Information j

The following diagram shows potential sources of comunications with nucleer
power plants and utilities froo industry and NRC.

INPO c NRC
* Site Evaivations (1/ytt * Ucuns.ng Actens including
e NPROS Rooorts Genenc Letters (-25? vel
* NUCLEAR NETWCRK * IE Sutletins and Information

. SEE IN - Occurrents,1100/yri Notices. (~125/yri
e Utility Reoorts * AECO Penodec Reoorts (~20/yr>
e Information Quenes e NUREGs and Sesectec AEOO
* NRC incident Resoonse 7,chnical Reports

Center 150.721 Rooorts
e INPO O & MR's

Vendor's/A EsUcensee's On Site Experience . NSSS Sils. Tita. Technicat
+ Oemtion/ Defic.ency Reoorts (~ 100/yt! 9 Butletins. Event NotH:es. etc.
e t.ERs (~ 30/ vel (-- 20/ yel
e Tno Reports (~ 6/vtl * Part 21 Rooorts
e Routee Coerat:ng Rercrts . Ecuipment and Component
e Special Studies Vendor Service Suitetins

Licensee's Operating
Experience Feedbac

Program

uOwners Group
* Pecorts

Commercial Information
SourcesSpecial Interest Groups . industry Pues; cations & Data Banks

* PVC Stud.es. State a Scecial Suescreation Secoces
Reporis. Intennenors. etc ( AIF. Nuclear News, irmde NRC.

Nuc eonics West, e'.c.)

- EPRI
e fechnical Studies
. NSAC Studies

Source: An Overview of Nuclear Power Plant Operating Experience Feedback-

Programs (AE00/S602). Prepared by John L. Crooks (Lead),
Program Technoiogy Branch, Office for Analysis and Evaluation of
Operational Data, U.S. Nuclear Regulatory Comission, fiay 9,1986.;
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|

would help improve NPD safety performance. Analysis of responJent
|

Ittitudes and the AE00 findings were consistent with respect to several
l observations about the NRC-industry generic communications process.
1

Each licensee visited in both studies had established a generic
communications system intended to meet NRC requirements and to conform to

i existing guidance. However, existing programs vary widely in their j

| characteristics and ef fectiveness. There is variability in who screens '

and assesses NRC documents. Sometimes upper management is involved and
other times not. The systems for collecting, controlling, screening,
assessing and storing information about operating experience varied
considerably among the utilities in the sample. At some plants all NRC
documents are sent to a centralized staff and in others the documents go 1

to one person. The method of disseminating NRC generic communication to ;

| NPP and corporate personnel varies considerably; however, most licensees
use both a computer based and hard copy distribution system. There is
also variability in the distribution of documents. Some licensees make
multiple copies of each incoming document and send it to a standard
distribution list of utility and NPP personnel for information as well as
entering it into their review process. Others enter the document into i

the assessment process and circulate only screened material to specific ,

distributions dependent on the topics of interest. The quantity and
'

depth of information from industry-wide operating experience sent to NPP *

| personnel ranges from very little (only what seems to be directly ;

relevant) to items of general interest. There seems to be a need for
some additional guidance to help assure that licensee operating
experience documnts from NRC and the industry reach the correct people
in a timely fashion.

3.2 NRC-Industry Generic Cornunia.ations Problems and Successes

This section highlights industry and NRC respondent perceptions of the
problems and successes with current NRC generic comunications. There
are statistical limitations inherent in this study (see Section 1.3) and i

there are potential problems of overgeneralizing from case studies, but
sever 0 conclusions are clear. ;

!

Figures 1-s ;ontain histograms of the mean responses to specific
questions about how well current NRC-industry generic communications is
working. Major conclusions are listed below each figure. Descriptive |
text is provided to clarify and supplement the quantitative presentation f

of the findings. j

Analysis of interviews and data collected from the five licensees in this
study confirm several important problems found by AE00 about NPP
operating experience feedback programs (see AE00, pp. 29-30).

The number of NPP safety communications receivect by licensees is large I

and of ten perceived to be overwhelming and unnecessary. Many documents
,

f
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FIGURE 1. How Often do NRC Communications Cover Top
Priority Safety Problems?

USUALLY 4.0 -

3.2 3.3 3.3

3.0 <
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1 12.
M GENERKLETTERSSOPETPES 2.0 -

t,

RARELY 1.0 - i i i i

ENTE Utility Plant Plant Staff
POPULATION Hdqtrs. Mgmt.

Note: The means are listed above the bars for each category of respondent.

This figure snows that there is a high level of agreement among industry
respondents that hulletins cover high priority safety problems. There
also is a view that is consistent across the subgroups of respondents that
the priority of notices and generic letters is not as high as that for
bulletins.

i

!
l

!
l

>
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FIGURE 2. How Often are Safety ISSUES Covered in a
Timely Manner?

USUALLY 4.0 -

2.9CFTEN 3.0 2.9 2.9 2.8 2. O BULLETINSp*y 2*7

SOPETIMES 2.0
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E GENERK: LETTERS

.

RARELY 1.0 - i i i i

ENTFE Utility Plant Plant Staff
POPULATION Hdqtrs. Mgmt.

Note: The rneans are listed above the bars for each category of respondent.

Figure 2 shows that the various focms of NRC generic communication are
considered timely by the industry. Exceptions were noted by many
respondents, but in general, the NRC and industry respondents feel that
the issues are identified and brought to the attention of the industry in
a timely way. Industry respondents find no raajor differences between
bulletins, information notices, and generic letters in the coverage of ,

safety issues in a timely manner. Coments from industry expressed the
desire to increase time for analysis and planning of necessary
modifications.

16
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FIGURE 3. How Often are There too Many NRC Documents
Annually to Give Sufficient Attention?

USUALLY 4.0 -
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i i i

ENTFE Utility Plant Plant Staff
PCPUt.ATICN Hdqtrs. Mgmt.

Note: The rneans are listed above the bars for each category of respondent.

Figure 3 shows satisfication with the nunber of bulletins and some concern
with the increasing number of information notices. Because only a few
bulletins are issued each year, they were viewed by the entire population
of respondents to rarely be too many in number to give sufficient
attention to any particular one. Utility headquarters respondents and
plant management find there are often too many information notices. This
is complicated by the fact that some do not appear relevant to their plant '

and that there is duplication with material received from INPO and other
industry sources. Respondents at utility headquarters and plant staff
levels sometimes find there are too many generic letters annually to give

;

sufficient attention. Plant staff dif fer with the industry management i,

! view of notices in part because many of the staff receive and review only
i notices that are relevant to their particular work function. i

i

i
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FIGURE 4. How Often are issues Covered
Relevant to the Plant? !

USUALLY 4.0'
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Note: The mears are listed above the bars for each category of respondent.

!

According to the mean responses shown in Figure 4, NRC generic
comunications are considered important and relevant. For the industry
subgroups, hulletins, notices, and generic letters are judged to be of ten
relevant to the plant. Generic letters are judged to be slightly more
relevant than hulletins, which in turn are more relevant than notices.

| '
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FIGURE 5. How Often can the Relevance to the Plant be
Determined from Information Provided by the NRC?
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Note: The means are listed above the bars for each category of respondent.

Industry respondents of ten find that the relevance of bulletins,
information notices, and generic letters can be determined from the
information provided by the NRC. Figure 5 shows that this view is
consistently shared by the industry subgroups although the plant
management has a somewhat more skeptical view of notices than other forms
of communication. Although plant relevance can of ten be established, it
is not clear to industry respondents and many NRC respondents what the NRC

,

| headquarters' expectations are with regard to licensee actions in response
to notices.

!
I
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FIGURE 6. How Often are Descriptions of Actions Taken
by Other Plants Helpful in Determining Appropriate

Action?
USUALLY
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Note: The means are listed above the bars for each category of respondent.

Figure 6 shows that utility headquarters and the plant management find
that hulletins, notices and generic letters which describe actions taken
by other plants are helpful in determining appropriate actions for their
own plants. During the interviews, it was often noted that not only does
the information provide useful insight into innovative ways of dealing
with problems, but the information also provides insight into what is
considered an acceptable solution / action by the NRC.

;
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FIGURE 7. How Often are issues Covered by the NRC also
Covered by Other Sources?
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3.3 3.2 3.23.1

19
3.03.03.09 2.9CFTEN 3.0 ~ O BULLETINS,

O NOTICES

E GENERKLETTERSSOMETIAES 2.0 ~ v

RAAELY 1.0 ~ i i i i

ENTRE Utility Plant Plant Staff
POPULATION Hdqtrs. Mgmt.

Note: The means are listed above the bars for each category of respondent.

Respondents find a high level of duplication among sources of information
as shown in Figure 7. There is widespread agreement that issues addressed
in bulletins, notices, and generic letters are of ten covered by other
sources, most notably INPO. However, the view was also expressed by both
industry and NRC respondents that the interests and objectives of the
various sources do not always coincide and that dif ferent perspectives and
information are sometimes contained in the treatment of the same issue.
Because different objectives and interests may need to be served, most
respondents did not indicate that eliminating all duplication would be
desirshle.

21
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are produced by many sources (see Diagram 1). Many of the documents
contain little or no indication of priority of importance. Other
documents contain information that overlaps with that from other '

sources. Licensees indicate that they must cope with vast quantities of
paper, some redundant, and most of varying importance and usefulness.
Many respondents feel that their review of the large number of documents
from NRC, INP0, and the NSSS vendor, is overwhelming and subtracts 1

resources from more effectively solving safety significant problems i

relevanc to their plants, l

l

Overlapping and redundant documents from NRC, INP0 and commercial sources )
were cited by respondents as wasteful of resources and at times a

'

problem. The principal overlap is between NRC and INP0 documents that ,

attempt to bring significant events and generic concerns to the attention :
'

of licensees (e.g. ins, SERs, and SOERs). Other redundant documents were
found from NSSS vendors but respondents felt that some overlap was good.
It gave them more information and a different perspective on safety ,

problems and solutions. If the timing were better coordinated, the '

duplication would be less problematic some respondents indicated. '

However, licensee respondent report that conflicting information is
occasionally communicated by one or more sources. Thus, licensees have
to carefully read and compare information from all sources in order to
identify differences and conflicts. Licensees generally have procedures
for resolving the conflict, if identified, prior to acting on the
information within their organization, but this causes delay and at times
unnecessary expense.

Significant time and resources of licensees are spent screening and
assessing documents for which a record of review is required or is
perceived to be necessary (such as NRC bulletins, information notices,
and generic letters). Other NRC and industry documents that contain
relevant information but no explicit requirement for action often receive
little attention, (e.g. PRES and NUREGs).

3.3 Suggested Improvements to NRC-Industry Generic Communications

This section highlights industry and NRC suggestions for and reactions to
suggested improvements to NRC-industry generic communications. Section
3.3.1, Data Analysis, summarizes the major suggestions for improvements
in generic communications from NRC and industry respondents. Section-
3.3.2 sumarizes the major conclusions about improvements from the study.

3.3.1 Data Analysis

NRC and industry respondents were asked to react and comment on specific
suggestions for changing the current NRC generic conmunications system.
Figures 8 through 18 show the mean responses from interviewees to several
suggestions for improving NRC documents and comunications. Respondents

22
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were asked to react to the suggested reforms through a closed-ended scale
(i.e. the change would be: much better, somewhat better, not make a i

difference, somewhat worse or much worse). These reponses were scaled i

statistically and transformed for the histograms (Figures 8 through 19) |
showing iaeans with a range of +1 to -1 for subpopulations. Conclusions

'

about the proposed improvements to NRC communications are elaborated |

helow each figure.

| NRC and industry personnel were also asked to make suggestions for the
j most important changes that could be made by NRC to improve

comunications with licensees. The five most often nade suggestions for;

improvements in an open-ended discussion with respondents are sumarized :'

'by each sample subpopulation below.

INRC Headquarters

e Improve identification of level of safety significance in NRC
documents.

e Reduce number of NRC documents to licensees. ;

e Improve explanation of purpose of information notices to
licensees.

e Hold workshops and meetings with licensees af ter issuing
bulletins.

e Centralize responsibility and authority for all NRC generic
comunications.

!
'

NRC Regions

s Reduce number of NRC documents to licensees,
y

|

e Establish single NRC organization to communicate with licensees I
about safety significant problems,

o Establish clear guidelines for NRC inspectors regarding
information notices,

e Rank information notices for safety significance.

e Establish clear boundaries between information to encourage
safe practices and information to require action.

Utility Headquarters

e Provide more safety significant problem experience from other
nuclear power plants.
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FIGURE 8. Replace Bullet!ns, Notices, Generic Letters
With One NRC Information Document
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Note: The means are listed above the bars for each category of respondent.

!

Figure 8 shows that respondents at NRC headquarters tend to favor
i replacing bulletins, information notices, and generic letters with one NRC i

| information document, but industry respondents at the corporate
headquarters and plant staff members are opposed. Utility headquarters
staf f of ten expressed the concern that such a change could result in costs
to the utility. NRC regional staff and plant managers are indifferent to

| the suggested improvement, neither supporting or opposing the idea. ;

i
|

|
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FIGURE 9. Discontinue Power Reactor Events Report
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,

Respondents at NRC headquarters and plant managers prefer to see the
! publication of Power Reactor Events Reports (PRES) discontinued, while ,

other groups of respondents are largely indifferent as shown by the1 )
j histograms in Figure 9. However, most plant training staf f felt strongly
' that PRES were most helpful for their training programs and would like the

flRC to continue publishing the reports.

i,

t
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FIGURE 10. Provide Additional Information Within

|
Document on Level of Safety Significance
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Note: The means are listed above the bars for each category of respondent.

Industry respondents at all three levels prefer documents that provide
| additional information on level of safety significance. Plant management

felt information about the level of safety significance would greatly|

| improve the usefulness of NRC documents. NRC respondents have no strong
l preference about publishing more information about the lovel of safety
| significance within NRC documents. Some concern was expressed by NRC
| regional staff, that introducing a formal priority rating system would be
| cumbersome, lead to delays in getting the documents out, and he difficult

to administer.
1

!
'

,

'
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FIGURE 11. Specify Plants that Document Applies to
Within Document

EETTER 1.00 " ;

0.67 0.70 0.67 0.650.60

'NDFFERENT 0.00 :

1

VERE 1.00 " .

'
ENTFE NPC Hdqtts. NRC Region Utillty Plant Mgmt. Plant Staff

POPtAATG Hdqtts. '

i

l

Note: The means are listed above the bars for each category of respondent.

1 Figure 11 reveals that all respondents would like to see documents
screened for the NPPs to which they apply. This is somewhat inconsistent

', with licensee plant management that expressed a preference for controlling ;

the screening and codification of documents themselves. Figure 11 shows
that all respondents feel that it would he easier to screen NRC documents i

; if the documents contained more plant specific information. ;

; i

t

'
!

! !
*

i
t

!
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FIGURE 12. Expand Use of Figures and Diagrams *
,

1#0.95
BETTER 1.00 ' 0.86

| f V
'eg

NOlFFERENT 0.00 :

!

WOREE 1.00 "
1 ENTHE Utility Hdqtts. Plant Mgmt. Plant Staff

POPUL.ATION

;

Note: The means are listed above the bars for each category of respondent.
*This was not a specific protocol question for NRC staff.

1

Figure 12 clearly shows that industry respondents strongly favor the
expanded use of figures and diagrams in NRC information documents. This ;

4 would make it easier for licensee personnel to quickly understand the !
* problem being discussed. More diagrams and figures are perceived to be

'

significant improvements over the current system.

'|

1
i i

i

;

i
<i
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FIGURE 13. Reduce Narrative *
;

!
BETTER 1.00-

.

1

J

'NDiFFERENT 0,00 ~- . -_ . .

l

,$ ' $ ^> ' 0.33

0.59 0.57 /

0.71 |
'l VrrE 1,00 -

OfiEE Utility Hdqtts. Plant Mgmt. Plant Staff
'

POPUt.ATON
, .

; i
'

1

Note: The means are listed above the bars for each category of respondent. ;

i 'This was not a specific protocol question for NRC staff. I

!

|
2

'

Figure 13 clearly shows that industry respondents, especially plant staff,,

are opposed to reducing the narrative in NRC information documents. They'

want more data on the problem and solutions to the problem. Industry
! respondents feel it would be much worse if the narrative was cut back in
: NRC documents.
I

'

}

!

|
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FIGURE 14. Use Coded System for Characterizing and
Summarizing Information*

DETTER 1.00'

O.30

[[[0.03 o,00
PCFFERENT 0.00 '

W/A
0.33

VERE 1.00-
EfmRE Utility Hdqirs. Plant Mgmt. Plant Staff

PCPULATKXJ

Note: Tho means are listed above the bars for each category of respondent.
,

*This was not a specific protocol question for NRC staff.

Figure 14 shows that respondents at utility headquarters favor a coded
system for characterizing and surnarizing information, but plant
management opposes this change and plant staff it indifferent. Plarat
staff are indif ferent probably because they already receive pre screened
NRC documents.

30
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FIGURE 15. Eliminate Detailed Discussion of Actions at
Other Plants *

N 1.00 -

Utility Hdqtre. Plant Mgmt. Plant Staffg
0 00 ' ' ' '

bLg ///)/
/ /4'

0.62WE 0.70 0.70
'1.00 -

1.00
l

i

Note: The means are listed above the bars for each category of respondeat. !
'This was not a specific protocol question for NRC staff.

|
|

|
|

Figure 15 shows that industry respondents strongly oppose elimina'.ing !
detailed discussion of action taken to resolve problems at other plants. I
The open-ended remarks from licensee personnel also call for more detail I

in NRC documents rather than less. Industry especially want more detail
about what the problems and solutions are to other NPPs.
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FIGURE 16. Hold Workshops with Utilities on Selected
Safety issues

1.00 '

BETTER 1.00 " 0.88
0J9

f8kb' ' ' J A ANDtFFERENT 0.00 .

VOFEE 1.00 "
ENTFE NRC Hdqtrs. NRC Reg'on Utility Plant Mgmt. Plant Staff

POPULATON Hdqtts.

Note: The means are listed above the bars for each category of respondent.

)

NRC and industry respondents strongly favor holding workshops with
utilities or selected safety issues to improve communications and safety
performance, as shown in Figure 16. All respondents want to improve
informal, non-adversarial comunications between NRC and Itcensees and
advocate periodic workshops to achieve that goal.

|
|

|
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FIGURE 17. Provide a Generic Communications index (GCl)
of NRC Bulletins and information Notices to Licensees

EETTER 1.00 " 0.86
0.74

/[0.50Y
V/A' A AA MNDFFERENT 0.00

YEREE 1.00-
ENBRE NRC Hdqtts. NRC Region Utility Plant Mgmt. Plant staff

POPULATK)N Hdqtts.

Note: The rneans are listed above the bars for each category of respondent.

All respondents strongly prefer providing a Generic Comunications Index
of NRC bulletins and information notices to licensees, as shown by the
high mean scores in Figure 17. The GCI was also strongly supported by
open-ended comments in the interviews. Plant management feels it would
make their search for relevant documents much easier when they are
attempting to assess the applicability of bulletins and information
notices to their NPPs.

33
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FIGURE 18. Expand Automated Information Systems
with GCI

BETTER 1.00 ' o.90

NOFFERENT 0.00 - ;

WCRE -1.00 "
ENTFE NRC Hdqtts. NRC Regbn Utility Plant Mgmt. Plant Staff

POPULATICN Hdqtts.
.

Note: The means are listed above the bars for each category of respondent.

All respondents strongly support the idea of expanding an automated
information system for NRC documents with an automated Generic
Comunications Index, as shown by the data analysis in Figure 18. Most
respondents would like to see automated distribution of NRC documents to
the industry with the GCI on line for easy retrieval and analysis.
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e Establish an early informal warning system so that licensees
can think about a problem before a formal comunication is
received.

e Prioritize and categorize documents for safety significanco.

e Hold workshops and improve informal communications with NRC.

e Reduce number of NRC documents.

Plant Management

e Establish prioritization/ classification of NRC documents by
safety significance.

e Improve timeliness by getting information (issue rather than
requirements) to licensees as soon as possible.

e Provide utility with rationale for NRC decisions. |
|

e Hold workshops that focus on management and human factors |
associated with safety significant problems.

e Put NRC documents on line with the Generic Comunications
Index.

Plant Staff

e Improve timeliness of all NRC documents.

e Hold more workshops in a non-adversvial environment and
improve communication between industry and NRC.

Improve categorization of notices and bulletins regardinge

safety significance.

e Reduce the number of NRC documents.

e Improve guidelines for industry action in information notices.

3.3.2 Conclusions

Several conclusions can be drawn from the interviews with NRC and
licensee personnel. Many utility and NRC respondents felt that there are
too few NRC bulletins. Generally bulletins are considered to be of high
quality with good level of technical detail. Respondents had mixed
feeling about the timeliness of bulletins. Some industry respondents
said there should be a preliminary issues document on the safety issues
in forthcoming bulletins (or bulletins under consideration) mailed to the
licensees to give them an idea about what may come from NRC.
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A majority of respondents said that there are too many NRC information
notices. According to industry respondents, information notices seem to
be used as "backdoor regulation" through the inspection process.
Industry respondents felt that if NRC inspects for information notice
safety issues, they become de f acto regulations. The status of
information notices is confusing to many respondents. Some information
notices are of such importance to safety that they should be published as
bulletins according to many industry and NRC regional respondents.
Although clearly stated in NRC policy, many respondents felt that
information notices have an ambiguous status: what are the actions to be
taken by licensees and what are NRC's expectations cf the licensees?
Respondents felt there should be a better way of classifying and
screening information notices. The non-commercial nuclear power plant
information notices should be screened out by NRC. Most respondents felt
that information notices could include better discussions of NRC
expectations and of what action could be taken. NRC could improve its
system of classification of safety significant problems for the
information notices. One idea that was of fered was to color code safety
significant problems in a manner similar to the coding done by INPO.

Industry respondents generally said that there should be no change in NRC
generic letters. They felt that the current system is working well. The
Power Reactor Events (PRE) Report does not have wide support or use, but
the publication is often eaployed in training exercises.

Licensees appear to have good distribution, tracking and follow-up
systems from bulletins, information notices, and generic letters although
the system characteristics vary widely. Many respondents said that NRC
could improve its system of dissemination of documents. Many respondents
complained of not getting bulletins and information notices until one or
two weeks after they were officially published. Some NRC Resident
Inspectors (RIs) complained of not getting the bulletins and information
notices at all. When RIs are asked questions by the licensees about what
they mean and they do not have a copy, it presents problems. Some
respondents recommended expansion of the number of figures and drawings
in bulletins and information notices, and most suggested not cutting back
on the narrative in the documents. Many reported that if anything, the
documents need more detail; they do not need to be shorter. Licensee
respondents appeared to like the examples in the documents, and in
general, they find that the description of problems and solutions used by
others most useful.

Most respondents felt that the best and most desired NRC comunication is
prompt, detailed, and comprehensive descriptions of significant events or
safety concerns. Trends and pitterns analyset and other sunmary
information that address tne operating experience collectively are also
desired. These are most useful for information, training, and other
purposes. Descriptions which are brief and which contain no assessments
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of significance are not widely used. Documents that require extensive
analysis are also not widely used.

Utilities and plants do not want the bulletins, information notices, and
generic letters replaced by one document. They generally reported that
they like the system the way it is right now. Licensee respondents and
NRC personnel want improved informal communication with each other. For
the most part, licensees would also like to see more two-way
communication through workshops on selected safety issues.

The majority of respondents advocated developrent of the Generic
Communications Index (GCI) (see Appendix B for discussion of the GCI).
They felt that the GCI should be expanded and autonated (but not with
INP0's Nuclear Network). Industry respondents felt that it could be on
INPO's system but should not be integrated b1cause it might limit the
free exchange of information if NRC had access. The informal
communication network would be significantly hindered. Respondents were
generally impressed with INP0's communications systens, especially
Nuclear Network. Many called for better coordination between EC and
INP0. Finally, NRC and INP0 communications are of ten seen as duplicative
causing confusion and waste of resources.
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4.0 RECOMMENDATIONS

The analysis of NRC documents and responses fr om NRC and licensee
personnel provided the basis for the following reconmendations to improve
NRC generic communication of NPP operating experience:

(1) Clarify NRC expectations of licensee and of NRC regional staf f
regarding use, tracking, and action on information notices.

Industry respondents, particularly at the corporate level, are
concerned wi * the inconsistent message regarding informition
notices; of ff cially there are no requirements connected with them,
but in fact NRC follows up on industry programs. The AE00 Report
recommended development of a new Inspection flodule for follow up of
licensee operating experience feedback programs. Regional NRC staff
find the mandate of resident inspectors (R!s) with regard to notices
unclear. The responsibilities of R!s in follow-up of ins need to be
specified; a new Inspection tiodule could serve that purpose; in
addition, improving the timeliness of Temporary Instructions (T!s) ,

to Resident Inspectors would facilitate their follow-up role.

(2) Reduce the number of information notices by raising the threshold of
safety significance for them and by making them bulletins when
warranted.

There is general agreement that the volume of notices is very high
and a reouction would be desirable. This is consistent with AE00
findings. The regional staf f as well as industry find coping with
the volume difficult. Some NRC staff as well as industry
respondents indicated some notices really should be bulletins.
While there was considerable support for raising the safety
threshold of notices as a way to reduce volume, there was concern
among regional staff that not disseminating information on any
potential problem could lead to later criticism if incidents were to

,

occur.

Notices have been increasing at both ends of the safety impact
continuum. Since very high 'lolume ctn be counterproductive in
achieving concerted industry attention and action to each issue, a
process for setting the threshold for bulletins and information
notices or identifying safety priority is needed to avoid dilution
of resources and to focus attention on the most prossing issues.

(3) Provide rcrs .uation , 'afety significance of the issues'

and on eppr '-i <am in NRC generic coce.unications.-
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Industry respondents indicated that more specific advice on
acceptable ways to respond to specific issues would be very helpful.
This is consistent with AE00's recomendation which calls for more
NRC guidance to industry on the process of operating experience
assessment. While a more explicit safety prioritization system was
considered desirable by many respondents, there was concern,
particularly among regional NRC staff, that any formal process woald
be time consuming and very difficult to impiement. Industry is very
positive about the current use of examples from other plants and the
detailed narrative in the documents. They find the NRC, at times,
does not provide a technical contact who can provide assistance
beyond what is written in the document. While a formal safety
priority system is not recomended, some indication of relative
significance in the narrative would be useful. In addition, an
indication of the appropriateness of the approaches of other plants
discussed would indicate directions acceptable to the NRC while
still allowing individual licensee discretion in determining their
own course of action.

(4) Contact utilities Mrlier regarding issues to be addressed by
bulletins and infu nation notices.

Utilities and plants suggested that some type of informal 'Jarly
warning system" of issues in progress would help them begin to think
about their approaches in advance of the official document. An
informal contact alerting utilities to an upcoming issue can
initiate industry attention to the safety concern.

(5) Expand informal channels of communication among NRC headquarters,
NRC regions, and licensees.

The AE00 analysis recoamended expanded discussions with industry on
ways to improve operating experience review activities. There was
general support for this idea through increased use of workshops on
selected issues. Many industry respondents found informal contacts
as most useful, particularly with regional staff and Resident
Inspectors. Workshops provide a channel for discussing approaches
and providing advice in a less official forum than the written
document mechanism. Because regional staff are a major contact
source for licensees NRC headquarters needs to focus more attention
on keeping regional staff, informed of issues in the document
development process.

(6) Do not make major revisions in existing NRC generic comunication
formats; do not consolidate bulletins, information notices, and

, generic letters into one information document and continue to
l

publish Power Reactor Events Report and Licensee Events Report.

40
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!

j The AE00 Report recommended consolidation of all operating !
experience information into one document and termination of the: ,

| separate PRE and LER compilation publications. The majority of i
'industry and regional NRC respondents disagree with this

1 recorrendation. They find the three distinct information (9euments ,

,

useful and serving specific purposes. These information documents
'

'

are identifiable and meaningful to industry. There is limited use
and liniited knowledge of PRE at the utility and plant level, however ,

those using the document, primertly training managers, find it of'

'

j high quality and effective for their programs. Very few respondents
recommended eliminating the LER publication. Although the PRE i

;

Report has a narrow use, it is an important one because of the role; ,

1 of the training manager in communicating new safety information at
; the plant operations level. Also, there is widespread support for .

improving the documents by increasing the use of visual aids (e.g.,a

i figures and diagrams) where appropriate. i
: t

I (7) Develop an electront: communication network for NRC information
documents and incorporate the Generic Communications Index (GCI) ;

into such a system.
;

j There was strong industry support for an easy 3ccess computer based
i on-line system to receive documents and to obtain related *

| information through the categorized index of GCI. The AE00 report I
alco recommended consideration of an electronic communication ;'

i system. NRC staff was also generally favorable to the use of such a !

j system. Expansion of the system to include other documents (such as
1 a NUREG index) was also supported by most respondents. A
1 computerized on-line system would improve access to documents and
j could assist in coordination of related materials when coupled with

an expanded GCI. |;
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Position Title:

INTERVIEW PROTOCOL

fiRC STAFF

A recent analysis by AE00 staff (AE00/5602) indicated that operating experience
information provided by the NRC to licensees is being used only to a limited
extent at many plants. Based on issues raised in this report, I and E has
undertaken this project in order to identify specific ways to improve the
effectiveness of communications from NRC to utilities and plants, focusing on I
and E Bulletins and Notices. We will be conducting site visits to one utility
and an associated plant in each region to determine how the NRC information is
processed and used and to elicit suggestions for improvement. We are also
conducting interviews with key NRC staff, both in the regions and at
headquarters. Thus, we are interested in your perspectives on areas that could
be improved and mechanisms that potentially could be developed for such
improvement.

No new regulatory requirements are anticipated for utilities as a result of this
study. All responses are confidential; reporting of results will be in
aggregate form only.

Definition of communication: a system for sending and receiving messages; the
exchange of messages.

1. From your experience, what are some of the best types of communications
(e.g., Bulletins, Notices, Generic Letters) to the utilities?

"
2. From your experience, what are some of the worst types of communications to

the utilities?

3. Based on your experience, how serious a problem do you think inadequate
licensee attention to NRC information documents 157

(PROBE)

Very serious, somewhat serious, minor problem, not a problem at all.

4. From your experience, what are the greatest difficulties you think
licensees face in effectively responding to each of these three types of
NRC documents?

(FROBES)

a. Licensees receive too many to give sufficient attention to each one,

b. The information is net detailed enough to assers relevance and
i appropriate action.

A-1



c. Licensees do not get the information to the right people at the plant
level.

d. Plants are not provided with enough resources from parent utility to
act on information.

e. Documents are poorly written and consequently, lack clarity.

Other:

5. What areas need the greatest attention by NRC to improve the offectiveness
of these documents?

(PROBES)

a. The importance of the safety issues addressed in the documents?

b. Type of information provided (specify e.g., accuracy, level of detail,
priority, applicability)

c. Integration of information from NRC, INPO, Vendors, etc.? (overlap
across sources)

d. Timeliness of notification?

e. Formatting / writing of the document!.?

f. Monitoring and assessment of actions taken by plants in response to
information documents?

g. Coordination and cooperation between NRC headquarters and regional
| staff in:

e preparing documents?

monitoring licensee activities?e

Other: I

l

6. What mechanisms would you suggest for more effective monitoring and,

assessment of utility programs for review of and response to safety'

information?

| (PF0BES)
|

| Changes to current inspection system? (e.g., formulation of more detailed
routine inspection guidance, determining plant specific applicability ofI

notices, use of special inspection teams, more emphasis in SALP
l assessmentst)

|
| A-2
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.

7. We are interested in your ideas on ways to make the information provided by !

the NRC more useful. We'd like your reaction to some specific suggestions
>

|
for changing the current system.

! a. Consolidate the types of documents provided to utilities to reduce the
different kinds of documents sent to utilities.

;

!Replace bulletir.s, notices, generic letters with one NRC
]

-

information document. |j
4 :

I Mscontinue Power Reactor Events Report.-

l !

Other ways to consolidate?-

! b. The NRC is currently developing a Generic Communications Index (GCI) '

j (to be published as NUREG/CR-4690) to be able to access bulletins and ,

notices more eat,ily (show categorization plan). Would this be useful ;'

! to you at the regional office?
,I

c. Expand NRC Generic Comunications Index (GCI) (to be published as
NUREG/CR-4690) to include Generic Letters in same data base.

-

a d. Provide additional NRC screening of information within document to ease
i efficient use by utilities. Screen for:

Level of safety significance-

) Specify plants to which applies-

f<

Listing of licensee personnel categories for whom information is ||
-

q most relevant ;

f Listing of applicable categories in GCI f-

; i

Other: [
l

e. Expand automated information systems (e.g., electronic mail) for |
.

earlier dissemination of information and improved integration of ;

; information sources,
t

j i

Make GCI available on line !-
i

i ?
Add indexed NUREG data base to GCI '

|
-

- 1

I Add GCI to INPO Nuclear Network? |-

\
'

f. Change writing / formatting (specify how)

| g. Hold workshops with utilities

On selected safety issues j-

A-3 I
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On maintaining effective review and response process.-

Other:

8. Do you have any specific suggestions for actions that NRC might take in
coordinatior, with others (such as INPO, vendors to improve the
communication system?

9. What do you think are the characteristics of a good utility communications
programs? (Mention communication process stages as a probe.)

(PROBES)

Who is involved in program, extent of automation, management oversight,
etc.

10. What are the two or three most important things the NRC could do that you
think would lead to utilities making more effective use of NRC information
documents?

Thank you for your time and thoughts on hew NRC can improve its communications
to the industry.

I wish to reaffirm that all your responses are confidential and the reporting of
them will be in aggregate form only.

|

|

|
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INTERVIEW PROTOCOL

INDUSTRY

The purpose of this project is to identify specific ways to improve the
effectiveness of comunications from NRC to utilities and plants, focusing on
I and E Bulletins and Notices and NRR Generic Letters. We will be conducting
site visits to one utility and an associated plant in each region to determine
how the NRC information is processed and used and to elicit suggestions for
improvement. We are interested in your perspectives on areas that could be
improved and mechanisms that potentially could be developed for such
improvement. We will be discussing with you:

(1) your assessment of NRC communications on safety issues, covering the
content, format and process used;

(2) potential methods to improve comunications; and

(3) how these communications are used at your utility and plant.

PART !. GENERAL ASSESSMENT OF NRC COMMUNICATION EXPERIENCE

1. What would you say are the best types of NRC communications to the
utilities?

(PROBE)

For example, Bulletins, Notices, Generic Letters, AEOD reports.

Why?

2. What are the worst types? Why?

We'd like you to briefly look over this list of bulletins, notices, and
generic letters to remind you of the issues covered in the past 2 years.
(Hand list of bulletins, notices and generic letters for past two years to
interviewee. Ask each question about bulletins, notices, generic letters.)

(Hand interviewee card)

3. Looking over the recent bulletins, how of ten do they cover top priority
safety problems?

Notices?

Generic letters?

4. To what extent are the issues covered relevant to your plant?

Notices?

| Generic letters?
! A-5
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5. Can the relevance of bulletins to your plant be determined by the
information provided by the NRC7'

Notices?

Generic letters?

6. Are the descriptions in bulletins of actions taken by other plants helpful
in your determination of whether and what kind of action is appropriate
for your plant?

Notices?

Generic letters?

7. Do bulletins cover issues in a timely manner?

Notices?

Generic letters?

8. Are there too many bulletins annually for a plant to give sufficient
attention to each one?

Notices?

Generic letters?

9. How frequently are the issues covered by NRC bulletins also covered by
other sources?

Notices?

Generic letters?

Here is a figure showing several potential sources of information (hand Figure 1).

10. From your experience, which are the 3 to 4 most useful types of infonnation
for the safe operation of your plant?

What makes this source effective?

(Probes, confidentiality, ease of access, time available, quality of technical'

content, direct relevance to plant)

lla. Considering the full range of types of information potentially available (see
Figure 1), are there any, in your opinion, that could be eliminated without a
loss of important scfety information?

Yes No

lib. If yes, which ones?

A-6
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r

12a. Are you aware of any generic issues important to plant safety that have not
been addressed by the NRC7

Yes No

12b. If yes, what are they?

part) pecific occurrence (e.g., continued early wearing out of an equipment |If a s13.
at one of your plants might have generic relevance, how would you get i

this information to others in the industry?
|
|

14. In your experience, what are the major strengths of the NRC information
|

system? j
; ;

| (Probest issues covered, timeliness, thoroughness of information, etc.) !
: i

) 15. In your experience, what are the major weaknesses of the NRC infomation |
system? |

<

|

(Probes: classification system--some bulletins should be notices, vice versa, !3

: lack of confidentialit !
j of information, etc.) y of responses, issues covered, timeliness, thoroughness

|
4 :

PART !!. METHODS TO IMPROVE COMMUNICATIONS f
; We are interested in your ideas on ways to make the information provided by NRC j'

more useful. We'd like your reaction to some specific suggestions for changing .

; the current system. I

!
1

(Hand intervienee response card #2) [;

] 1. Consolidate the types of documents provided to utilities.
1

;
i'

(a) Replace bulletins, notices, generic letters with one NRC information !
document |

What would be gained (lost) from this change?

(b) Discontinue Power Reactor Events Report |
t

t What would be gained (last) from this change? .

f! 2. NRC is currently developing i Generic Communications Index (GCI) (to be
1 published as NUREG/CR-4690) to be able to access bulletins and notices more ;

,

! easily. (Show categorization plan) '

} (a) What is your reaction to the proposed categorization scheme?
j

! (Probe: ap repriateness of categories, usefulness of indexed
4 information

(b) Expand to include generic letters in same data base
i

1 What would be gained (lost) from this change?
! A-7
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3. Provide additional NRC screening of information within document.

(a) Level of safety significance

What would be gained (lost) from this change?

(b) Generic concern vs. manufacturer dependent

What would be gained (lost) from this change 7

(c) Listing of personnel infomation is most relevant for

What would be gained (lost) from this change?

(d) Listing of categories applies to on GCI

What would be gained (lost) from this change?

4. Expand automated information systems.

(a) Make GCI available on line

What would be gained (lost) from this change?

(b) Add indexed NUREG data base to GCI

What would be gained (lost) from this change 7

(c) Add GCI to INPO Nuclear Network?

What would be gained (lost) from this change?

5. Change writing / formatting.

(a) Expand use of figures, diagrams

What would be gained (lost) from this change?

(b) Reduce narrative

What would be gained (lost) from this change?

(c) Use coded system fo- characterizing and sumarizing information (i.e.,
style similar to NUREG-0020 (Greybook])

What would be gained (lost) from this change?

(d) Replace standard explanation paragraph of notice / bulletin with short
action phrases: e.g., 'no response to NRC required"

What would be gained (lost) from this change?
A-8
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,

1

! !
!

!

) (e) Replace narrative with outline format regarding issue, presentation of

|
past experience and actions at other plants

| What would be gained (lost) from this change?
:

$ (f) Eliminate detailed discussion of actions at other plants ;

! What would be gained (lost) from this change? |

6. Hold workshops with utilities,
'

t

I (a) On selected safety issues
|

I What would be gained (lost) from this change?

(b) On maintaining effective review and response process

| What would be gained (lost) from this change?

(c) Other topics? (specify) !

( i

| 7. Are there any specific suggestions you have for improving NRC information
j documents?
.

j 8. Are there any specific suggestions you have for improving the process NRC uses
; for providing you with safety information? |
' t

!
{ 9. Are there additional ways in which NRC could coordinate activities with INP0
| to improve the communication system?
j t

i 10. Are there techniques used by other industry information sources such as INPO |
j or comercial informtion services that the NRC could use to improve
; comunications?

(Probe how other sources are evaluated - whether better, and if so, what makes ;

them more useful?) |
;

11. What would be the most effective way for NRC to be kept informed of your use !
of inforraation in bulletins, notices, and generic letters and actions your !

utility has undertaken based on this information? |
1 t

I 12. What, in your opinion, are the two or three most important things the NRC f
| could do to help utilities: |
| i

| [
i i

!
i r
'

|
L

}

I
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APPENDIX B

GENERIC COMMUNICATIONS INDEX

i The NRC Generic Comunications Index (GCI) contains the printed index of j
all bulletins, information notices, and circulars from 1971, when such !

documentation started, to 1986. The NRC plans to update this document i.

! periodically. The GCI consists of records, which are single line or row [entries, or twenty fields or columns. A particular field contains the
same type of information for all documents. Included are fields for the'

1 document identity type (IEB, IEC, or IEIN), year, serial number, revision 1

| or supplement number, title, and NRC technical contact, plus two fields !

each for general system or topic, specific component or topic, :ause or ['

| defect, potential effect, and remarks. There are three fields to list
) vendors involved. The list of the categories used for each field is ,

presented on the following page. A list of vendor names that are included |
} in the index also follows. An example of the list of vendors included in j

Generic Comunications Index for 1971 thru 1986 Comunications and the ;'

categorization subject list for Generic Comunications Index (GCI) is
included. |

1 l

i !

4 !
:

I !
! !
I l

!
,

i :

| I
\ t

!
i
i

I
t

|
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