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(CP&L) dated May 27, 1992, Inspection Report Nos. 50~325/92-
12 and 50-324/92~12.

2. Letter from Mr. S. D. Ebneter (NRC) to Mr. Sherwood H,
Smith, Jr. (CP&L) dated June 23, 1992.

3. Letter from Mr. Sherwood H. Smith, Jr. (CP&L) to Mr. James
M. Taylor (NRRC) dated September 27, 1989.

4. Letter from Mr. R. A. Watson (CP&L) to Mr. 8. D. Ebneter
(NRC) dated June 26, 1992.

Dear Mr. Ebneter:

This letter addresses the issues raised in your letters dated May 27 and
June 23, 1992. It is aleo consistent with our presentations to the NRZ on
May 12 and May 15, 1992 and the contents of our letter of May 29, 1992.

Included are: 1) a statement of CP&L'e commitment to improve the Brunswick
Nuclear Plant, 2) a description of the Brunswick Plant startup plan, and 3) a
description of the Company‘s long-term improvement program. The enclosures
epecifically address the four topics outlined in the enclosure to your letter
of June 23, 1992.

AMPROVEMENY COMMITMENT

We are committed to the successful implementation of an improvement program
for the Brunswick Plant. This program inc udes our goals of higher standards
for the maintenance and operation of the Brunewick Plant and it establishes
the foundation for suetainable levels of good performance over the long term.
Resources are being provided to achieve reductions in the backlog of work and
to improve substantially the material condition of the plant and ite
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equipment., Further, aggressive steps are being taken to establish the correct
philosophy of operations and to strengthen work control processes.

In April 1992, after the signif ~ance of the structural deficiencies was
apparert, CP&L voluntarily removed the plant from service., While making the
various structural inspections, we have undertaken a comprehensive review cf
Brunswick’s improvement needs. We are pursuing a rigoroue effort to identify
necessary repair and modification work needed at the plant., We expect to
demonstrate Chat the plant’‘e material condition hae been markedly improved and
that the backlog of work has heen reduced by completion of our structural
reviews which are curren‘ly targeted for October 1, 1992 for Unit 2 and
November 15, 1992 for Unit 1.

As you know, substantial improvements in several areas were started before the
April 1992 structural inspection outage. For example, about 18 monthe ago, we
began a full-scope design basis reconstitution. Alsoc, engineering activities
were initiated during the past year to upgrade the electrical distribution
gystem (two etartup transformers and a fifth diesel generator). Further,
managerial changee were made that strength ned our corporate and site teams.

A Supervisory Development Program has been established and construction of a
large, permanent oifice facility on-site is well underway. The improvement
initiatives cutljnaed in this report, and others in place and planned, will
significantly improve performance and provide the foundation to sustain the
improvements.

The improvement program at Brunswick is both an aggressive short-term effort
and a comprehensive long-~term effort. Successful implementation will require
management commitment and follow-through. We n.ve demonstr-ated a corporate
commitment by providing an additional $200 million to $225 million over the
next five yeare for improvements, in addition te those included in our five~-
year business plans. We know changes in managerial effectiveness are required
for a long~term solution to challenges at Brunswick. We believe the
initiatives set forth in the enclosed Pre-Startup Plan and in the Corporate
Improvemeént Program (CIP) demonstrate our total commitment to improve the
material condition of the plant, our business processes and the effectiveness
of our work force. 1In order to assure total corporate involvement, our
improvement efforts will be directed by department heads who will be
accountable to CP&L‘s Senior Vice President -~ Nuclear Generation for the full
implementation of action plans and, moet importantly, for the achievement of
the intended benefits of improvement initiatives. In addition to senior line
management, CP&L‘s Senior Nuclear Adviscry Committee (which consists of the
Executive Vice President - Power Supply, Executive Vice President - Financa
and Administration, Senior Vice President - Legal and Regulatory Services, and
the Senior Vice President - Nuclear Generation) will receive periodic reports
on the progrese and results of the improvement initiatives.

In order to increase the success of this improvement program as compared to
the Integrated Action Flan (IAP), a review and analysis of the IAP was
conduc.e8d with the intent of identifyin~ ‘essons learned and applying them to
the design of the Corporate Improvemen. Jgram. The resultes of this
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. Approximately :60 contract pereonnel are either currently on-site or
will be shortly ¢o support mechanical, 1&C and electrical maintenance,
E&RC, Corrective Action Program (CAP), and Operations staff personnel.

. Outage management and modification resources have been augmented by
adding approximately 200 craft workere, 34 1&C Technician and 100
general laborers.

. Approximately 125 contract personnel have been brought in to date to
support the Nuclear Engineering Department (NED). Thie supplements the
normal staffing level of NED Brunewick Englneering Section personnel,
which is approximately 190 people (site and corporate).

Many of the work items listed in Enclosure 3 have already been completed.
Aleo, many work items which could be performed post-startup will, in fact, be
completed before startup, Completion of the work items listed in Enclosure 3
will represent a significant improvement in the material condition of the
plant, We recognire, however, that a backlog of deferred maintenance and
modification work will remain. We will establish an organization ded) cated
solely to the reduction of thie remaining backlog. Prior to startup from the
current outage, the packlog items to be assigned to this organization will be
specifically identified, and this organization will remain in place until the
sork items assigned to it are satiefactorily addressed.

Clearly, the nctions required to achieve sustained higher performance levele
at the Brunswick Plant are complex and interrelated. In order to fully
address thie issue, we have initiated the development of a long~term
performance improvement plan which ie conceptually shown in Figure 1. The
primary purpose of the Corporate Improvement Program is to ¢ ‘eate the
foundation for a suetained level of good performance, CP&L'e corporate and
site management recognizee the degree of change that must cocur at the
Brunswick Plant to establieh thie foundation for substantial improvement.
The epecific objec' ives of this Corporate Improvement Program represent, in
our view, the results this program must achieve. These objectives are:

. Reduce the backlog of work at Brunewick and meintain equipment in
accordunce with design and operating standards so Lhat the permanent
plant staff has the opportunity to ftocus on managing the safe and
reliable operation of the plant.

. Establish and inetill a new philosophy of operations in which all
employess perform te the high standarde necessary to achieve an
attitude of continuous improvement in performance.

. Redesign work management. processes in order to remove impediments to
working efficiently and effectively.

NRC-BNP . PS2



Mr. Stewart D. Ebneter
NLE~92-160 / Page §

As shown on Figure 1, this program is built on four key initiatives which will
guide lmprovemente in management processes, philosophy of operations, and
other actions needed to sustain improved performance of the Brunswick Plant
When fully implemented, thess ilmprovements will 1) demonstrate managemen: '
commitment to high standarde for material condition of the Brunewick Plan

2) illustrate management's strong leadership and support for improving pis
performance, and 3) create a strong self-assessment work climate which
recognizes problems and implemente effective corrective action,

The four key initiatives of the improvement program are described below:

1. We will develop and implement corporate and site standarde for the
Brunewick Flant, and our other nuclear unite, which are higher and more
specific than current standarde. We will effectively communicate these
standarde throughout the Nuclear Generation Group organization,
integrate them into the work practices of our employees, and monitor
performance sgainst them.

2. We will improve and strengthen our planning and action monitoring
processes. This will provide neightened vieibility as® to the
accomplishment of planned work and as to the level of effort needed to
perform in accordance with standarde. We are modifying the processes
for identifying, planrning, and monitoring improvement projects to
support an Integrated Schedule Program (ISP). The initial Brunswick 18P
will be submitted in October 1992.

3. We will strengthen the linkage between the planning and budgeting
processes to ensure that resources neceesary to carry out our plans, and
thereby achieve our standards, ars clearly identified and provided over
the long term. Fer 1992, we have authorized funds, in addition to the
approved buaget, for improvements which can proceed immedistely. For
1993, we are budgeting our performance improvement projects separately
from our routine operations. This enables us to evaluate and fund, as
appropriate, an improvement project on ite own merits. New direction
for our budgeting process has encouraged identification and
documentation of additional improvements.

4. Finally, we are alio identifying ~- and will undertake -- other acticne
to establish a work climate which consistently encourages effective,
critical self-assesement, the identification and resolution of problems
by all employees, and secures the comanitment of all employees to the
achievement and maintenance of tre established guality standarde. The
commitment to more aggressive' ‘dentify and correct problema ie
illustrated by the extensive .. pections, repairse, and modifications
currently underway. The actions during this current outage are
reinforeing the communications to employees that higher standarde will
be set and achieved, that deviatione will be identified, and that

resources will be provided to implement prompt corrective actions. 1n

addition, senic) management at the site and at corporate will
communicate the importance of the timely resclution of problemas, hold
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of comuitments and other initiatives. The 18P will be implemented at all
three plants.

An overview of our Corporate Improvement Program is contained in Enclosure 4.
By the #nd of August, & comprehensive preséntation will be available to you
and your staff on this Corporate Improvement Program. This presentation will
cover the administration of this program and will provide specific detaile on
euch of the improvement projects.

We arc confident that this program will be successful in producing the results
which are needcd to achieve and sustain a high level of performance. The
expected yesults are;

1. Communication of management expectations and standarde through specific
work management policies and standards and development of a disciplined
oversight program to ensure that corporate management closely monitors
efforts to implement and sustain chese standards.

. Increased corporate and site management involvenent and oversight with
particular emphaeis on past chronic performance concerns and on improved
communicat ion between plant management and corporate management.

3. Inproved management effectiveness at the Group and Department level,
especially with respect to communications, positive leadership, and the
establiehment of a clear hierarchy of adminietrative policies and
procedures.

4. Improved work control processes resulting from the near-term
implementation of recommendations of the Staff Aespistance Team and the
longer term redesign of the maintenance maragement process and the
engineering analysis and modification process.

5. An improved self-assessment and corrective action program. The
improvements will be built upon & root cause analyeis to determine why
the existing procedures have not been effective and the implementation
of appropriate changes based upon that sssessment.

6. Improved plant material condition through the significant reduction of
existing backlcge, the establiehment of an organization for further
reductions of the current backlog, and the establishment of appropriate
standarde to facilitate the future management and control of backloge.

2 Improved personnel development and training which will increase the
effectiveness and capability of management and non-management personnel.
This result will flow from the implementation of a Supervisory
Assessment Center to identify candidates for supervisory positions, the
continued implementation of a Supervisory Development Program to provide
supervisory candidates training in the skills needed to be effective,
and the restructuring of the technicil training program to .ncrease the
effectiveness of the ekills and hands-on training activities.
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CPEL is committed to provide the resources necessary to implement promptly and
effectively the improvements which are necessary to achieve sustained, high
levels of performance at the Brunswick Plant and to meet all regulatory
reguirenents., Over the next five years, the Company has committed over §200
million to improve the Brunswick Plant, over and above the substantial
financial resources previously approved in the Brunswick Plant business plan
for this period,

We believe that the actions described above will enable the Brunswick Plant to
achieve a long~term, superior operating performance. We look forward to
meeting with you and othere in the NRC to review cur plans, schedules, and
progrees.

Youre very truly,

7'

7 e e

R. A. Watson
PS/ecc
Enclosures

pet NRC Dacument Control Desk
Mr. L. W. Garner
Mr. N. B. Le
Nr. R. H. Lo
Mr. B. L. Mozafari
Mr. R, L. Prevatte
Mr. J. E. Tedrow

Affirmed by:

Lynn W. Eury

Affirmed by: g ((“""l(‘ ;"V}\

shoruood H. ﬁmlth, Jr.
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ENCLOSURE 2

METHODOLOGY FOR ESTABLISHING CORRECTIVE ACTIONS
AS PRE- OR POST-STARTUP
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Logic Process For Distinguishing
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PERFORMANCE IMPROVEMENT PROGRAM
SHORT TERM ACTIONS
(REQUIRED PRE~STARTUP)
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Corporate Improvement Program Exhibit E4-1
Brunswick Nuclear Plant
Program Overview
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11. IMPROVEMENT PROGRAM ADMINISTRATION

The Corporate Imp -ovement Program ie a long-term effort. Performance
improvements have already begun, but the full implementation and change effort
will require a number of years * - complete.

All levels of CP&L management are cormitted tuv overseeing this Program
to ite successful completion, T.e definition of improvement initiatives and
the establishment of action plans have involved the top managers in the NGG
and line management up to the CEO. In addition, there has hea2n active
collaboration with other members of CP&L’'e top management that have roles to
play in supporting these improvement initiatives. In recognition that other
improvement programe have not been fully effective, there will be a new
approach for implementation and effectiveness monitoring for Corporate
Improvement Program, the specific features of which are outlined below.

11 3 : (bi)

The Senior Vice President of the Nuclear Generation Group has cverall
responsibility and accountability for the Corporate Improvement Program. This
responsibility extends to the implementation of changes at the other nuclear
plants in order to achieve the appropriate degree of consistency and
comparability of processes and organization structure. The Senior Vice
President will have a special Executive Assistant who will have the
responsibility to orchestrate and coordinate the various projects that make up
the Corporate Improvement Program. CP&L Management will ensure that thie
program is fully funded. The Senior Vice President will administer the
&llocation of funde. The Executive Assistant will monitor implementation
progress and perform basic reporting and accounting responsibilities. A
monthly statue report will he prepared and submitted to the department heads
in the Nuclear Generatjon Group and the members of the Senior Nuclear Advisory

Committee.

Senior Management Oversight and Control

All levels of management from the eite vice prei.dents up to the CEO
will receive a monthly report on implementation and status from the Executive
Assistant to the NGG. The distribution of these reports will be the
responsibility of the Senior Vice President. In addition, two new initiatives
will provide for a more an extensive degree of senior management oversight and

control.

The Nuclear Assessment Department will conduct independent audits of the
implementation results. These audits will be conaucted at a maximum interval
of every six monthe, and they will be structured to reflect the performance-
based auditing philosophy of the Nuclear Assessment Department. Results of
these audite will be communicated to senior nuclear line management, the
Executive Vice President - Power Supply. and the Senior Nuclear Advisory

Committee (SNAC).

The Senior Nuclear Advisory Committee (SNAC) will review: 1) the
progrens of implementation and 2) the degree to which desired results are

ENCL_4 11-1
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P

NUMBER

PROJECT DESCRIPTION

COMPLETION
SCHEDULE

RESPONSIBILITY

Undertake a long-term
initiative to process
redesign the engineering
analysie/modification
process.

Schedule under
development

Manager, Nuclear
Businese Operations

Undertake a long-term
initiative to process
redeesign maintenance

management .

Schedule under
deve lopment

Manager, Nuclear
Business Operations

az

Define a common approach
for managing work
(planning and scheduling
of modifications,
maintenance aud cthers)
and for work control at
each of the three nuclear
plants.

Schedule under
development

Vice President,
Nuclear Services

19

Develop a methodology
that will provide for the
monthly inspection and
reporting to the Senior
Vice President of NGG as
to visible plant material
condition and
housekeeping.

Begin inspections
in December 1992

Vice President,
Nuclear Services

20

Establish » separate
project group that will
be responsible for
addressing that portion
of the backlog that
should not pe the
respongibility oi the
permaneni plant staff in
the areas of corrective
maintenance, procedure
rewrites and
modifications.

Establish special
project prior to
startup.

Vice President,
Brunswick Nucleaor
Project

21

Undertake & broad,
corprehensive management
effectiveness improvement
program aimed at
establishing an attitude
of continuous improvement
in performance.

Schedule under
development

Senior Vice
President, Nuclear
Generation Group
and Vice President,
Employee Relations

ENCL_4
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