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INITIATIVES

EXECUTIVE SUMMARY

INTRODUCTION

Brunswick Nuclear Plant (BNP) has made improvements in the areas of planning, scheduling,
and commitment achievement; human performance; work processes; communications; and
system reliability and material condition. These improvements directly contributed to
upgrades in the material condition of the plant, significant backlog reductions for Unit 1 and
Unit 2, as well as the smooth and successful startup and operation of both units.

Changes to the BNP Three-Year Business Plan resulting from three management reviews
during 1993 were incorporated into the plan to ensure long-term and sustained improvements
in BNP performance. Plan changes were carefully evaluated based on balanced consideration
of plant safety, reliability, and economics. Changes, additions, and cancellations were
approved by the Vice-President BNP in accordance with the guidelines established under
Initiative TY 102, BNP Integrated Scheduling and Three-Year Plan Administration.

PLAN ACCOMPLISHMENTS

Significant improvements were realized in all BNP Three-Year Business Plan focus areas.
Planning, scheduling, and commitment achievement accomplishments include the
implementation of an improved work control process, improved corrective maintenance
backlog management, and implementation of the BNP Three-Year Business Plan. BNP
human performance accomplishments include the establishment of a capable management
team, implementation of a management succession plan, implementation of a supervisor and
manager development program, development of an effective performance management (EPM)
program, and significant facility improvements. BNP work processes underwent significant
improvements in the areas of self assessment, backlog management, regulatory commitment
management, and corrective action. The development of a centralized document control
program and improved clearance process are also examples of improved BNP work
processes. Effective communication is being realized at BNP through the establishment of an
experienced site communications manager and the creation of multiple communication forums
and platforms. System reliability and material condition realized significant improvements by
establishing a basis for preventive maintenance tasks, implementing a reliability centered
maintenance pilot program, installing corrosion resistant materials, upgrading ISVIST
programs, and implementing aggressive dose reduction activities.



CURRENT STATUS

Twenty (20) of the forty (40) initiatives identified in the original BNP Three-Year Plan are
ongoing. Seven (7) initiatives were task complete in 1993. Thirteen (13) initiatives have
been superseded and deleted by other projects and work processes which are achieving the
desired improvements. A detailed Initiatives Task Summary is included for reference.

FUTURE FOCUS

The BNP Three-Year Business Plan will be managed to ensure trends of continvous
improvement are maintained. BNP management is committed to ongoing plan
implementation that is results based, focuses on improving work processes and performance,
and safely supports plant priorities. Routine self assessments will be performed on initiatives
to ensure effectiveness is maintained and that performance improvement objectives are met,
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INITIATIVES TASK SUMMARY

TITLE

Integrated Planning & Scheduling

TY101 Imtiative was task compleWmur&
documentation has been provided.

TY102 BNP Integrated Scheduling and Initiative was task complete in 1993 Closure

Three-Year Plan Administration documentation has been provided.
TY103 Corrective Maintenance Backlog The original Three-Year Plan identified twenty-
Reduction three (23) tasks for this iutiative, Ten (10)
tasks remain ongong.

TY104 Business Planning lmprovements Initiative was task complete in 1993. Closure
documentation has been provided.

TY 105 lnventory Control The origmal Three-Year Plan identified
seventeen tasks for this initiative. Seven (7)
tasks remamn Ongoing,

TY106 Outage Length Reduction Initiative cancelled per August, 1993 update to
Three-Year Plan, Works scope is being
performed under Strategic Issue, Outage
Management.

TY201 Effective Performance Mgmt/Total The original Three-Year Plan identified sixteen

Quality (16) tasks for this imtiative. Five (5) tasks
remain ongoing,

TY202 Tramming lmprovements The original Three-Year Plan dentified thirty-
six (36) tasks tor this imtiative. Nine (9) tasks
remain Ongoing.,

TY203 Utilization/Inter-Unit Support Initsative 1s task complete. Closure
documentation has been provided.,

TY204 Management Effectiveness The original Three-Year Plan ideutified eleven r‘
(11) tasks for this initiative. Four (4) tasks
FEIMAIN ONEOING.

TY205 Supervisory & Management The original Three-Year Plan wdentified thirteen

Development (13) twsks for this imtiative. Two (2) tasks
TEMAIN ONZOINE.,

TY206 Brunswick Facility Improvements The original Three-Year Plan identified thirteen
(13) tasks for this itiative. Three (3) tasks
femain Ongoing,

TY207 Nuclear Revision Control System This initiative is in process of being cancelied
because scope is currently covered within the
action plan developed by Nuclear Business
Operations (NBO) in their response to NAD
Assessment C-SP-93.03.

TY208 Integrated Computer Support Inmative cancelled per August, 1993 update to

Three-Year Plan. This scope of work is
included in an NGG initiative to reorganize and
establish computer and telecommunications
orgamzational consistency among the three
nuclear sites.
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INITIATIVE TITLE STATUS
e
TY301 Improved Procedure Control and The original Three-Year Plan identified thirteen
Content {13) tasks for this intiative. One (1) task
reinains ongoing.

TY302 Improving the Modification Process The original Three-Year Plan identified twelve
(12) tasks for this initiative. Two (2) tasks
remain outstanding.

TY303 Improved Ability to Identify and The original Three-Year Plan identified twenty-

Correct Problems eight (28) tasks for this initiative. Three (3)
tasks remain ongoing.

TY304 Backlog Reduction Initiative is task complete. Task closure
documentation is in process. Backlog priorities
and targets have been established and will be
tracked vig in-house management and tracking
prncess:&.

TY305 Clearance Process limprovements The origial Three-Year Plan identified seven
(7) tasks for thus initiative. Two (2) tasks
reInEin GHgoing. ﬂ

TY306 Health Physics Program Initiative cancelled per August, 1993 update to

Improvements Three-Year Plan. The uatiative tasks were
wentitied under other iniliatives, programs, or
existing in-house processes.

TY307 Implement/ Auginent BNP Local Area Initiative cancelled per August, 1993 update to

Network Three-Year Plan, Work scope is being
performed in coordination with the corporaie
plan for installing company-wide LANs.

TY308 Centralized Document Control The original Three-Year Plan wdentified eight

Program (8) tasks for this initiative. Thr 'J) tasks
remain ORgoIng.

TY309 Improve Management of Regulatory lnitiative 15 task complete, Closure

Commtments documentation 1§ in process.

TY310 Assess Implementation of SAT Hems jmtative cancelled per Augus’, 1993 update to
Three-Year Plan. Staft Assistance Team (SAT)
unprovements are incorporated in BNP self-
assessiment, strategic planning, and business
planning processes,

TY401 Site Communication Plan Initiative is task complete. Closure
documentation has been provided. I\

TYS01 Preventive/Predictive Maintenance The original Three-Year Plan wdentified twenty-

Program lmprovements 51X (26) tusks for this initiative, Fifteen (15)
tasks remain ongoing.

TY502 Corrosion Preventive Maintenance The onginal Three-Year Plun identified twentv-
two (22) tasks for this ttiative. One (1) task
renaing ongoing.

TYS03 Design Basis Reconstitution Program Initiative cancelled per August, 1993 update to

Three-Year Plan. Work scopes identified
under projects BOOIBA, BOO19A, BNT622,

i e Ay
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STATUS

Equipment Data Base System (EDBS)

Initiative cancelled per August, 1993 update to
Three-Year Plan. Work scope is identified
under project FOO25C,

TYS05

Cooling Water Reliability Program

The original Three-Year Plan identified twenty
(20) tasks for this initiative. Seven tasks
remain ongoing.

TY506

Plant Engineering Program Upgrade

The original Three-Year Plan identified twelve
(12) tasks for this initiative. Three (3) tasks
remain outstanding.

TY507

Inservice Inspection and Inservice
Testing Improvement Program

The original Three-Year Plan identified twenty-
two (22) tasks for this imtiative. Four (4) tasks
remaitl ongoing.

TYS08

AC Source lmprovement Project

Initiative cancelled per August, 1993 update to
Three-Year Plan. Work scope is identified
under project GO110A.

TY509

Management of Temporary and
Substandard Conditions

Imtiative cancelled per August, 1993 update to
Three-Year Plan. Work scope i< being
atldressed through the implementation of a
Temporary Modification Identification and
Control Program, internal resources, and
eXISLNE Programs,

TYS10

Painting to Upgrade Material
Condition

The original Three-Year Plan identified sixteen
(16) tasks tor this intiative. One (1) task
remains ongoing.

TY541

Dose Reduction/ ALARA luitiatives

The original Three-Year Pian identified twenty-
three (23) tasks for this itiative. Two (2)
asks remain ongoing.

TYS512

Environmental and Chemistry
Program Improvements

The one (1) task on this imtiative is scheduled
to start and complete in 1994,

TYS13

Megawatt Improvement Projects

Initiative cancelled per August, 1993 update to
Three-Year Plan. Wark scope is being
performed through internal resources and
processes,

TYS514

Improve Plant HVAC Systems

Initiative cancelled per August, 1993 update
Three-Year Pian. Work scope is being
performed through internal resources and
Processes,

TYS1S

Fire Protection Upgrade Project

Initiative vancelled per August, 1993 update to
Three-Year Plan. Work scope is being
pertformed through internal resources and
provesses.

R
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INITIATIVES TASK SUMMARY

INITIATIVE

STATUS

TY 101 Integrated Planning & Scheduling Initiative was task complete in 1993. Closure
dacumentation has been provided.

TY102 BNP Integrated Scheduling and Initiative was task complete tn 1993, Clesure

Three-Year Plan Administration documentation has been provided.
TY103 Corvective Maintenance Bucklog The original Three-Year Plan identified twenty-
Reduction three (23) tasks for this imtiative. Ten (10)
lasks remain ongoing.

TY104 Business Planning Improvements Initiative was task complete in 1993, Closure
documentation has been provided.

TY105 Inventory Control The ongnal Three-Year Plan identified
seventeen tasks for this initiative. Seven (7)
Lasks remain ongoing.

TY 106 Outage Length Reduction Initiative cancelled per August, 1993 update to
Three-Year Plan. Works scope 1s being
performed under Strategic Issue, Outage
Management.

TY20i Eftective Performance Mgmt/Total The original Three-Year Plan identified sixteen

Quality (16) tasks for this initiative, Five (5) tasks
remain ongoing

TY202 Training Improvements The original Three-Year Plan identified thirty-
six (36) tasks for this imitistive. Nine (9) tasks
FEmaIn OUgoIng.

TY203 Utilization/Inter-Unit Support Initiative 1s task complete. Ciosure
documentation has been provided.

TY204 Management Effectiveness The original Three-Year Plan identified eleven
(11) tasks tor this initiative. Four (4) tasks
e main ongoing.

TY205 Supervisory & Management The original Three-Year Plan wdentified thirteen

Development (1 3) tasks for this inihative. Two (2) tasks
AN ONEoIng.

TY206 Bruaswick Facility Improvements The orginal Three-Year Plan identified thirteen
(13) tasks tor this iatative, Three (3) tasks
remain ongoing.

TY207 Nuclear Revision Control System This initiative is in process of being cancelled
because scope is currently covered within the
action plan developed by Nuclear Business
Operations (NBO) in their response t¢ NAD
Assessment C-SP-93.03,

TY208 Integrited Computer Support Totiative cancelled per August, 1993 update 10

Three-Year Plan. This scope of work 15
included in an NGG imtiative to reorganize and
establish computer and telecommunications
organizational consistency among the three
nuclear sites.
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TY30!

Content (13} tasks tor this imtiative. One (1) task
remains ongoing.

TY302 Improving the Modification Process The original Three-Year Plan identified twelve
(12) tasks for this initiative. Two (2) tasks
remain outstanding.

TY303 Improved Ability to Identify and The original Three-Year Plan identified twenty-

Correct Problems eght (28) tasks for this imtiative. Three (3)
lasks remain ongoing.

TY304 Backlog Reduction Initiative is task complete, Task closure
documentation 18 in process. Backlog priorities
and targets have been established and will be
tracked via in-house management and tracking
processes,

1l

TY305 Clearance Process lmprovements The original Three-Y~ar Plan identified seven
(7) tasks for this inivative. Two (2) tasks
remain ongoing.

TY306 Health Physics Program [mitiative cancelled per August, 1993 update to

Improvements Three-Year Plan. The initiative tasks were
wentitied under other initiatives, programs, or
existing in-houre processes.

TY30? Lnplement/Augment BNP Local Area | lnitiative cancelled per August, 1993 update to

Network Three-Year Plan. Work scope 1s being
performmed 1o coordimation with the corporate
plan tor nstalling company-wide LANs,

TY308 Centr.lized Document Control The orizina’ Three-Year Plan identified eight

Program (R) tasks for this imtiative. Three (3) tasks
remain ongoing.

TY309 Improve Management of Regulatory Inttiative is tusk complete. Closure

Commitments docuimnentation is in process.

TY310 Assess Implementation of SAT ltems Initiative cancelied per August, 1993 update to
Three-Year Plan. Staff Assistance Team (SAT)
improvements are incorporated in BNP seit-
assessment, strategic plannming, and husiness
planmng processes.

TY401 Site Communication Plan Imtiative is task complete. Closure
documentation has been provided,

TYS501 Preventive/Predictive Maintenance The original Three-Year Plan identified twenty-

Program lmprovements six (26) tasks for this witiative. Fifteen (15)
tasks remain ONngoing.

TYS02 Corrosion Preventive Maintenance The onginal Three-Year Plan wdentified twenty-
two (22) tasks for this initiative. One (1) task
remaiis Ongoing.

TYS03 Design Basis Reconstitution Program Inisave cancelled per August, 1993 update to

Three-Year Plan. Work scopes identified
under projects BOOISA, BOO19A, BNT622
GOOLTA, and D5644A.

N ——
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Equipment Data Base System (EDBS)
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lnitative cancelled per Angust, 1992 update to
Three-Year Plan. Work scope is identified
under project FOO25C,

TY505

Cooling Water Reliability Program

The original Three-Year Plan identified twenty
(20) tasks for this initiative. Seven tasks
reinain Ongoing.

TYS06

Plant Engineering Program Upgrade

The original Three-Year Plan identified twelve
(12) tasks for this initiative. Three (3) tasks
remain outstanding.

TYS07

[nservice Inspection and Inservice
Testing Improvement Program

The origir al Three-Year Plan identified twenty-
twa (22) tasks for this mitiative. Four (4) tasks
reinain ongoing.

TVS08

AC Source lmprovement Project

Imtiative cancelled per August, 1993 update to
Three-Year Plan. Work svope is identified
unde; project GOI10A,

TYS509

Munagement of Temporary and
Substandard Conditions

Intiative caacelled per August, 1993 update to
Three-Year Plan. Work scope is being
addressed through the implementation ol a
Temporary Modification Identification and
Control Program, internal resovrces, and
existing programs.

TYSI1U

Painting to Upgrade Material
Condition

The original Three-Year Plan identified sixteen
(16) tasks for this initiative. Qne (1) task
remains OngoIng.

Dose Requction/ALARA Initiatives

The original Three-Year Plan identified twenty-
three (23) tasks for this initiative. Two (2)
Lusks remain ongoing.

TYS12

Environmental and Chemistry
Program lmprovements

The one (1) task on this initiative 1s scheduled
to sturt and complete in 1994,

TYS13

Megawatt lmprovement Projects

Inttiative cancelled per August, 1993 update to
Three-Year Plan. Work scope is being
performed through internal resources and
pricesses,

TYSi4

Improve Plant HVAC Systems

Initiative cancelled per August, 1993 update to
Three-Year Plan. Work scope is being
performmed through internal resources and
processes.

TYS15

Fire Protection Upgrade Project

lmitiative cancelied per August, 1993 update to
Three-Year Plan. Work scope is being
performed through internal resources and
processes,
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WORK PLANNING, SCHEDULING, AND COMMITMENT ACHIEVEMENT

Management control was evident in the areas of work planning, scheduling, and commitment
achievement throughout 1993, Management utilized the BNP Three-Year Plan to identify
prioritize, manage, and budget site work and were directly involved in the administration of
the plan. Initiative TY102, BNP Integrated Scheduling and Three-Year Plan Administration,
established work processes to ensure that additions and deletions made to the plan, and
changes made in initiative sponsors/project managers, work scope, and schedules are
evaluated and approved by site management. Additional accomplishments realized in this
focus area include: the establishment of a Work Control Unit to consolidate and manage
operations work management functions (including the planning and scheduling functions);
significant reductions in the corrective maintenance backlog; development of a formal and
well-defined BNP Business Plan Process; and significant improvements in material inventory
reduction and control.

The original BNP Three-Year Plan identified six initiatives in this focus area. Two
initiatives, TY103, Corrective Maintenance Backlog Reduction, and TY 105, Inventory
Control, are still ongoing. Three initiatives, TY 101, Integrated Planning and Scheduling,
TY102, BNP Integrated Scheduling and Three-year Plan Admimistration, and TY 104,
Business Planning Improvements, were task complete in 1993, Initiative TY 106, Outage
Length Reduction was cancelled during the August, 1993 update of the plan because the
identified work scope was being performed under the Strategic Issue, Outage Management.

Long-term successful performance is expected in the area of work planning, scheduling, and
commitment achievement as continued improvemenis are implemented.



TY101, Integrated Planning & Scheduling

The Brunswick Nuclear Plant Work Control Unit (WCU) was established March 1, 1993,
and directly supports our mission of producing electricity in a safe, reliable, economic, and
environmentally sound manner. It was realized that for the plant to be effective, the work
control process must make maximum use of the time available by insuring that all necessary
production work is first planned and then scheduled during the windows of opportunity. This
meant that the process must be driven by a logical production schedule and be designed to
complete work planning and support activities prior to the opening of a work window. In
addition, the work contro! process must provide effective coordination of support activities
and must not divert the production work force from its primary function of performing
production work. Thus, the formation of the Work Control Unit resulted. The WCU
consists of two subunits: Integrated Scheduling and the Work Management Center.

The WCU was designed as a permanent work control center managed by operations, for the
purpose of performing operations work management functions away from the control room.
The Work Control Center (WCC) was established in conjunction with the WCU to
consolidate operations work control functions, including the planning and preparation of
clearances. It is managed by operations under the management of a permanently assigned,
day-shift, SRO-qualified supervisor. The following benefits have been derived from
establishing the WCU and WCC.

e The ability to plan ahead by assigning a schedule date to all corrective
maintenance work.

@ The ability to match resources to workload by developing and maintaining an
integraicd production schedule of preventive maintenance items, authorized
modifications, open, validated, and corrective maintenance work items, and
post maintenance test requirements on plant systems, components, and
structures.

o Assurance that all organizational units on site work to the same plan by using
the integrated production schedule to manage planning and support activities.

(3 The ability to provide clear and consistent direction by consolidating and
strengthening work planning functions. This includes assigning an ad hoc
working group to validate all unscheduled and unplanned items in the existing
backlog of corrective maintenance, and integrating each validated item into the
production work schedule in the appropriate on-line window or outage
schedule.

* The ability to provide the work force with the best possibie logistics support
by preparing "task ready” work packages that are ready to implement when
first scheduled.

L] Improved quality of work package labor estimates to provide the means to
project resource requirements.
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Defined work planning process responsibilities for all organizational units
involved in the work planning process and the management tools needed to
facilitate adherence to the production work schedule will be provided.

A consolidated production work scheduling group.

Upgrades in the production work scheduling system to provide all schedulers
with on-line, PC-based access to the master (integrated) schedule,

Improved format and utility of schedule products and development of jeopardy
reports and performance indicators that all organizational units can effectively
use to facilitate day-to-day work management.

Development and implementation of an effective and efficient pro: 2ss to define
and control the implementation of post maintenance test requirements (PMTR),
including the integration of appropriate test activities into the production
schedule.

Production, maintenance, and utilization of an on-line production work plan-
of-the-day to control work in progress on plant systems, components, and
structures.

An assigned ad hoc preventive maintenance program task force for the purpose
of reducing the PM program scope by consolidating requirements and
simplifying periodicities.

Consolidated and simplified work management procedures and directives.

A formalized and structured WCU Self-Assessment program for capturing,
coordinating, and evaluating inputs from relevant sources to produce a
practical, easy-to-manage program that supports continuous process
improvements,

Additional processes currently under evaluation by the WCU include:

The development and maintenance of a long-range resource requirement plan
based on a five-year schedule of upgrades to PM program requirements,
surveillance program requirements, average baseload corrective maintenance,
refueling outage schedule, and programmed modifications.

The development of a work breakdown structure for job order numbering to
facilitate production work scheduling, and work management,

Preparation of a work control process training manual that incorporates all
aspects of the work control process and explains and defines each process
element, its function, and its importance.



The successful implementation of initiative TY 101, Integrated Planning & Scheduling,
. directly supports our goal of achieving world class performance. Significant performance
imorovements were realized in the areas of backlog reductions and Unit | and Unit 2

interface issues. Implementation of initiative TY 101 directly contributed to the successful
Unit 2 restart and record run once at power.



TY102, BNP Integrated Scheduling and Three-Year 2lan Administration

The implementation of imtiative TY 102, BNP Integrated Scheduli'g and Three-Year Plan
Administration, resulted in the development of the processes requirad to facilitate
management and implementation of the BNP Three-Year Plan. The guideiines and processes
established within this initiative ensured management involvement and control of the plan,
well-defined initiative sponsor and project manager responsibilities, thorough documentation
of plan changes, and the monitoring tools required to ensure successful initiative and project
implementation. Three updates were made to the plan during 1993 to ensure it remains
consistent with the NGG Strategic Plan and Business Plan. The BNP Three-Year Plan was
consolidated with the Long Range Plan and BNP Business Plan, and was renamer! the BNP
Three-Year Business Plan, Performance Improvement Initiatives & Projects. The defined
work processes are assessed on an ongoing basis to ensure they remain consistent with NGG
and BNP established work processes. Two 1993 NAD assessments and one NRC assessment
found the overall administration and implementation of the plan to be satisfactory and
generally effective. This initiative is task complete and closure documentation has been
provided.

Much of the 1993 successful performance is due to the implementation of the BNP Three-
Year Plan. The comprehensive plan was used to focus and monitor long-term improvements
in the areas of work planning, scheduling, and commitment acinevement; work processes;
human performance; communications; and system reliability and material condition. The
plan was well devcloped and effectively used by ail functional organizations. The
implementation of initiatives and projects specific to key performance areas directly
contributed to improved performance in the areas of plant operations, engineering and
maintenance, and plant support. Further improvements will be realized as the plan is fully
implemented.

The BNP Three-Year Plan directiy supports our objective to achieve world class
performance. It identifies the BNP performance and plant improvements required to perform
in a safe, reliable, economic, and environmentally sound manner, and provides the detailed
plans for their implementation.



TY103, Corrective Maintenance Backlog Reduction

Initiative TY 103, Corrective Maintenance Backlog Reduction, directly supports the objective
of obtaining world class performance by developing a method to reduce the BNP corrective
maintenance backlog to manageable levels. This is currently being accomplished through
proper staffing levels, process improvements, craft and supervisor training, and continuous
monitoring.

Improved equipment condition and plant readiness resulted from reducing the corrective
maintenance backlog. The Unit | backlog has been reduced by 69% and the Unit 2 backlog
has been reduced by 57%. This was accomplished through the utilization of a scheduling
pricritization system that separates on-line from outage maintenance. Increased management
involvement in the field has resulted from the development of the Maintenance Backlog
Work Authonization and Maintenance Assessment and Coaching programs. This ofiers the
opportunity for self-assessment and process improvements to correct deficiencies. Obtainable
goals have been established in the areas of ready backlog. and controlled work processes
have been implemented to complete work at a rate which will meet or exceed work
generation. Personnel resources have also been allocated to support achieving these goals.

BNP has made great progress in reducing the corrective maintenance backlog during 1993,
This trend 1s expected to continue through routinely assessing existing backlogs, evaluating
current backlog control programs, and implementing improved work processes as required.



b e o Rl

TY104, Business Planning Improvements

Brunswick Nuclear Plant’s ability to effectively apply resources to the projects that provide
the greatest returns relative to site goals and objectives has been greatly enhanced with the
implementation of initiative TY 104, Business Planning Improvements. The following actions
were taken to improve the BNP Business Plan Process:

* NGG and BNP goals have been 'inked with the BNP Business Plan.

* Approved projects have been documented in the BNP Business Plan and a
Plant Review Group (PRG) has been established to control project additions
and cancellations to the plan.

. An annual/integrated Business Planming Calendar has been implemented to
ensure that plans are updated in accordance with corporate and NGG
guidelines.

w A process was implemented and used to develop the 1994 Budget and Business

Plan. Lessons learned were incorporated into guidelines to be used for the
1995 Budget/Business Plan Process.

® FAIM Budget Tool and Processes have been iniplemented and follow-up
training provided.

- A comprehensive 1994-1998 Business Plan has been developed and planning
initiated for the next upaate to this plan.

The improved BNP Business Plan Process clearly identifies the goals and objectives of the
organization. It also supports management in making decisions as to best use of resources.
These efforts directly support our objective to achieve world class performance in the area of
production cost.




TY 105, Inventory Control

Initiative TY 105, Inventory Control, effectively reduced and controlled the matenal
inventory while supporting plant needs for replacement parts and other material in 1993.
Specific accomplishments include:

Reducing the total inventory to $49.4 million from $61.7 million

Verifying 12% of the inventory as part of the 100% walkdown of the
inventory. 10% verification of the inventory was the 1993 goal and an actual
12% was accomplished. This effort is due for completion in 1995.

Implementation of a purchase challenge effort that resulted in a reduction in
purchases of approximately $4.0 million.

Identification of a $250,000 reduction with the standardization of parts
between plants through working with peer groups.

Implementation of a minimum/maximum review process resulted in $2.0
million in projected future savings.

Inventory reduction 1s crucial to providing BNP with the ability to preduce electricity in a

‘ safe, reliable, economical, and environmentally sound manner. Our successful long-term
performance is directly impacted by the material condition of line items in the warehouse, the
availability of equipment, controlled inventory levels, and the ability to properly store
hazardous matenal.




HUMAN PERFORMANCE

Significant improvements were realized in the areas of Management leadership and setting
expectations. While many initiatives supported this area, two key initiatives, TY204,
Management Effectiveness, and TY20S5, Supervisory Development Program, directly
contributed to the improvements in this area. Imtiative TY204 fostered a five-step action
plan that establishes world class performance as the highest priority and continuous
improvements as a way of life at BNP. Key areas targeted in this initiative were
communicating the BNP vision. nassion, values, and major areas of focus, conducting an
employee attitude and opinions survey; design and staffing of a new organizational structure;
implementation of human resource/organizational development planning; and defining and
communicating the BNP Contractor Utilization Plan. Initiative TY205 was established in
conjunction with Corporate Initiatives CII-5, Supervisory Assessment Center, CII-6,
Supervisory Development Program, and CII-7, Implement the Management and Succession
Planning Program to provide a formal and consistent manager assessment and selection
program. Improvements in human performance were further improved with the
implementation of an Effective Performance Management Program, and enhancements to
existing training programs, facilities, and required staffing to develop and sustain a highly
qualified work force. The implementation of initiative TY206, Brunswick Facility
Improvements, improved site communication, work processes, and management oversight.

The original BNP Three-Year Plan identified eight initiatives in this focus area. The five
initiatives with remaining open tasks include TY201, Effective Performance Management,
TY202, Training Improvemenis, TY204, Management Effectiveness, TY205, Supervisory
and Management Development, and TY206, Brunswick Facility Improvements. All action
steps for initiative TY203, Utilization/Inter-Unit Support, was completed during 1993, The
scope of initiative TY207, Nuclear Revision Control System (NRCS) has been cancelled
because it is covered within the action plan developed by Nuclear Business Operations (NBO)
in their response to NAD Assessment C-SP-93-03. Initiative TY208, Integrated Computer
Support, was cancelled per the August, 1993 update to the plan. The inteat of this initiative
is covered by a broader NGG initiative to reorganize and establish computer and
telecommunications organizational consistency among the three nuclear sites.

Much of BNP's successful 1993 performance resulted directly from improvements sustained
in the area of human performance. Corporate and site management had a very active role in
oversight and control of plant activities through effective performance management, operator
training program improvements, and the Nuclear Generation Group reorganization. The
successful trend in this focus arca is expected to continue as more initiatives are fully
implemented.



TY201, Effective Performance Management/Total Quality

During 1993, an interim Effective Performance Management program was implemented at
BNP as a result of initiative TY201, Effective Performance Management/Total Quality. The
objective of this initiative is to improve employee performance in the areas of safety,
production, and cost through effective utilization of human resources. This was
accomplished through adopting the program utilized by the rest of the company until an
enhanced EPM program couvld be designed and implemented. Successful implementation of
the program outlined in the initiative has occurred and the initiative is in the process of being
closed. A newly revised and enhanced effective performance management methodology has
been developed by the corporate team, and is in the process of being implemented to replace
the current program. Self-ussessments will be scheduled as part of the closure process to
ensure that the effectiveness of this initiative continues in the new program.

Specitic accomiplishments resulting from the implementation of TY20! include:
“ Completed supervisory and employee training in the Corporate EPM program.

® Implemented a process to ensure an annual review of job descriptions by
including this into the normal performance review cycle.

& Written employee expectations were developed.
L Corporate methods were added to employee expectations.
. Assessments of expectations and their applicability to BNP goals was

conducted with satistactory results,

. The corporate Development Plan methodology was implemented.
e TQ fundamentals training was completed.
. The corporate reward system was implemented at BNP.

Overall site performance significantly improved as a result of implementing this initiative.
Performance expectations were tailored to support the goals of the plant and to ensure that all
levels of personnel know their role/responsibility towards achieving plant success.

Effective performance management is the key to developing world class performers. The
implementation of an effective performance management program successfully equips
managers with a baseline for evaluating and assessing individual performance, ensures
understanding and ownership of employee expectations, and provides a consistent
methodology for developing and rewarding premier performance.



PR

TY202, Training Impros ements

Initiative TY202, Training Improvements, is designed to provide the training necessary to
develop and sustain a highly qualified work force. This imtiative upgrades area of identified
training weaknesses by improving the training processes, facilities, and staffing, and resulted
in Brunswick successfully renewing accreditation in 1993 for all twelve training programs
througn the National Academy for Nuclear Training. The initiative process achieved striking
improvement in line ownership, involvement, and oversight of training. This, along with the
training of supervizors and managers on plant systems to a Senior Reactor Operator level of
knowledge are essential to ensure Brunswick's long-term positive performance and our
mission to become world class. Thizty-three tasks were identified under initiative TY202,
and 24 of the tasks were completed by the end of 1993, The remaining nine tasks are all on
track for completior in 1994-1995,

Significant improvements in 1993 operator training programs contributed directly to our
successful 1993 performance. Improved operations performance was demonstrated during
the Unit 2 startup and power ascension as well as by their ability to handle casualties and off-
normal performance during the annual Licensed Operator Requalification examinations.
Control room professionalism siznificantly improved and was further developed by sending
all shift crews through the INPO Control Room Team Development Course. Implementation
of the Engineering Support Training Program strengthened personnel training and
performance,

The success attributed to the implementation of TY202 directly supports our mission to
become world class performers and ensures long-term positive performance. This success is
expected to continue through the assessment of training requirements and the implementation
or improvement of training programs that support these requirements.



TY203, Utilization/Inter-Unit Support

Initiative TY203, Unitization/Inter-Unit Support was developed to provide appropriate
resources within the operations unit that would support the long-term needs of the plant.
Major goals of this project included providing additional personnel to ensure relief capability
for each shift; providing adequate organization for staff support group; minimizing shift
impact when operators are sert to license class: providing optimal resources to support work
control functions; and providing expenienced SRO personnel to other units on a rotational
basis. All of the objectives in this initiative were met in 1993 and the initiative has been
closed. A subsequent NAD assessment has verified the effectiveness of this initiative and a
self-assessment has been scheduled in 1994-1995 to further validate the effectiveness of these
improvements continues.

Significant improvements have been made in the number of personnel assigned to shift
operations in the last year. Since May 1993, twenty-three additional operators, including
Senior Control Operators, Control Operators, and Auxihiary Operators, have been added to
the shift complement. Consolidation of the Work Control Center and Clearance Center has
enabled the assignment of staff licensed personnel back to shift operations, further increasing
the resources available to support shift operations and relief. In addition, there are now six
rotational shift supervisor positions which are being used to support assignment of perscanel
for training and to support other units. The total authorized personnel inventory for
Operations has been increased from 169 in May 1993, to a current authorized level of 201.
A training pipeline has been established to support the development of personnel and to
ensure an adequate number of licensed personnel are available to support operations and
other plant organizations

This initiative directly and visibly supports our mission to become world class performers by
placing more personnel in direct support of plant operations. It also contributes to this goal
by providing clear development opportunities for individuals and by establishing an
operational focus throughout the site by the assignment of operations personnel to support
other site organizations.



TY204, Management Effectiveness

The objective of TY204, Management Effectiveness, was to establish a culture in which
world class performance is the highest priority and continuous improvement is a way of life,
The five-step Management Effectiveness program was established to ensure this objective
was met. The five steps of the program are communicating the BNP vision, mission, values,
and major focus areas; conducting a survey of employee attitudes and opinions; designing
and staffing a new organization structure; implementing a human resource/organizational
development plan; and defining, communicating, and tracking the NP contractor utilization
plan. With the exception of the employee survey, all five action steps were successfully
completed in 1993.

Many efforts were undertaken to communicate the new CP&L, NGG, and BNP direction.
Beginning in the fall of 1992, "all hands" meetings were conducted in which Mr. Cavanaugh
articulated the new vision of CP&L. as a "premier” utility with perforniance in the top
quartile of the industry. Early in 1993, the major focus areas for company, NGG, and BNP
performance were reinforced through the announcement of the overall ¢ ympany and nuclear-
specific 1993 employee incentive goals. These incentive goals delineated specific targets for
performance, and were tracked and reported in InfoBriefs on a monthly basis. At year-end,
BNP employees had met three of the four Brunswick-specific goals. In addition, "4Cs"
meetings were instituted as a monthly opportunity for employees to express their
compliments, convictions, concerns, and comments directly to the senior management in
NGG.

A company-wide employee opinion survey was conducted in the summer of 1993, Eighty-six
percent of company employees, 66.2% of NGG employees, and 66.9% of BNP employees
participated in the voluntary survey. Managers received preliminary survey results in
November and a summary of company results was issued to all employees in December,
1993. Brunswick-specific results are being communicated though a series of unit-level
meetings, during which employees are reviewing the results, providing comments, and
making suggestions for action planning.

The design and staffing of the new BNP structure from unit level and above was completed
in the spring of 1993 and announced on June 1, 1993. The new management team then
followed an established company process to structure and staff the organization below the
umit level; these decisions were announced on August 26, 1993. Although this action is
considered task-complete, efforts continuously evaluate and upgrade organization structure
and staffing to ensure optimal operations remain a part of day-to-day improvement efforts.

A human resource strategic planning model was developed to support human resource
stravegic planning throughout NGG in the spring of 1993. Department and section-level
managers in NGG were trained to use the process in May-June, 1993, and BNP developed a
plan for input into the NGG strategic plan in conjunction with the 1994 Budget and Business
Plan. This activity has been incorporated into the annual business planning process.



Contractor utilization guidelines were 1ssued to all NGG department managers on December
1, 1992. Based on these guidelines, BNP developed a contractor utilization plan to set target
numbers for baseline, project, and outage contractors. These targets are reviewed on an
ongoing basis and are tracked/reported to the Nuclear Business Operations Department and
plant management. BNP will continue to focus on effective use of contract labor through the
group's utilization plan.

Many of BNP performance improvements resulted directly from increased management
effectiveness. Significant improvements were realized in plant operations and engineering as
a result of the reorganization. Key management positions have been filled with experienced
managers and oversight of Unit | and Unit 2 has been separated. Relocation of engineering
support to the site is currently underway. The communication of BNP direction,
implementation of Human Resources/Organizational Development planning, and increased
control of contractors continue to support management's ability to communicate with
employees, fill key vacancies, and control work quality. The employee opinion survey has
provided valuable information to management regarding employee issues and suggestions.
Survey findings also provide the baseline data required to support future evaluation of
management performance.

Improved long-term performance at BNP will be directly influenced by the clear
communication of CP&L, NGG, and BNP direction, the realignment of the organization and
staffing to support this direction, and more effective planning for the utilization of both
CP&L and contract personnel. Periodic employee surveys will provide valuable feedback to
management on emplovee issues and will provide an ongoing channel of communication
hetween management and employees. The communication of the BNP vision, mission,
values, and major focus areas has included specific targets for performance in the areas of
safety, performance, and cost. These targets clearly outline the level of performance
expected for BNP to achieve world class performance. The redesign and staffing of the
organization, as well as improved planning for use of company and contract personnel, will
support the ability of management to achieve these targets.



TY20S, Supervisory Development Program

Initiative TY20S, Supervisory Development Program was established specifically to
implement corporate initiatives CII-5, Implement the Supervisory Assessment Center; CII-6,
Complete Training in the Supervisory Development Program, and CII-7, Implement the
Management and Succession Planning Program. All three have been successfully
implemented at BNP with the exception of development planning for high-potential non-
managers. This is expected to complete by August 31, 1994, This success is directly
attributed to the close coordination and a supportive working relationship between BNP
management and the Human Resources Department. In those cases where individuals in an
identified training population could not attend scheduled activities, arrangements have been
made to include them in 1994 activities.

The assessment center process was formally begun in July, 1993 by means of an
announcement from the NGG Executive Vice-President. In addition to providing assessment
center opportunities for BNP personnel, this initiative also provides a video-based assessment
for senior/lead employees and pre-supervisory training course for this population of
employees. Seventeen personnel from BNP attended the assessment center, twenty-one
attended video assessment sessions, and seventeen attended pre-supervisory training. These
development activities were all begun during 1993 and BNP personnel are taking increasing
advantage of these program elements.

Ninety-one supervisors from BNP attended the Supervisory Development Program (SDP) in
1993, In addition to attending the four weeks of classroom training, four structured follow-
up sessions were conducted for SDP graduates throughout the year on a quarterly basis.
These sessions explored course application successes, barriers, and suggestions for sustained
application of course content to the work environment.

Thirty-four BNP managers attended the one week management development program,
"Leadership in Transition," condncted for all NGG unit-level and above managers. The
course provided change management skills to the participants, increased their understanding
of the current training being conducted for first-line supervisors, and provided other learning
opportunities designed to provide skills and a strategic outlook for managing successfully in
changing environments.

Advancement has also been recognized in the area of succession planning. Short and long-
term candidates were identified for key department, section, and unit-level positions. These
candidates received group-wide visibility among senior management, and development plans
were creater’ . individuals in selected positions.

Effective management actions were displayed throughout 1993, Key vacancies have been
filled with experienced managers. The Supervisory Assessment, Supervisory Development,
and Management Development programs provide management with new tools to evaluate
incumbents, provide developmental feedback, and select those employees who are prepared
to move into more senior positions. The increased opportunity for evaluation, development,
and communication offered by these programs has contributed to improved levels of
managemen: performance. Increased emphasis on succession and development planning will
further support the ability to successfully develop employees and fill key vacancies.



The implementation of initiative TY205 provides consistency, quality, and objectivity to the
process of selecting and developing BNP managers. The assessment and selection process
for new supervisois, and the succession planning for key positions, will have a positive and
lasting impact on long-term plant performance. Specific activities were included in both the
Management Development Program and the Supervisory Development Program to define
world-class performance, illustrate CP&L's commitment to it, show the gap between current
performance and world-class performance, and clarify manager and supervisor roles for
achieving it.



TY206, BNP Facility Improvements

Significant progress in BNP's long turm goal of providing a better quality of life for the
work force was realized during 1993. This progress is a direct result of implementing
initiative TY205, Brunswick Facility Improvements. A Master Facilities plan that provides
permanent facilities for all CP&L employees and centralizes employees and equipment has
heen created as a result of this initiative. Implementation of the plan began in 1993 and 1s
scheduled to complete in 1994, The plan was developed through the following process:

Personnel 1equiring permanent office space inside and outside the protected
area (including NED and corporate personnel) were identified.

The existing facility accommodation capabilities were assessed.
The types of facility upgrades and new facility requirements, potential facility

locations, types of personnel that should be housed in each facility, and the
facility interface equirements were identified.

The Master Facilities Plan includes construction of the following new buildings:

Operations and Ma' tenance Support Building
Technical Training acility

Sewage Treatment Plant

Technical and Administrative Center (TAC Building)
Snubber Repair and Hot Calibration Shop

Single Point Access Facility

Tool Decontamination Facility

it also includes the following facility upgrades:

Service Building Upgrade

TSC/EOF Building Upgrade

Main Storeroom HVAC and Power Supply for Hot Shop
CRD Room Upgrade

Control Room Upgrade

Significant progress has been made in implementing the plan at BNP. Specific
accomplishments are as follows:

The 140,000 square foot Technical and Administrative Center (TAC Building)
was completed with the completion of the new parking lots and roads around
this facility. The completion of this facility allowed the removal of many
trailers and other temporary structures.



® Construction of the Snubber Repair and Hot Calibration Shop began in 1993.
The project is progressing well and will complete as ¢ heduled in 1994,

. Construction on the new ool decontamination facility started in 1993 and is
scheduled w be completed in 1994 before the end of the Unit 2 outage. BNP
will be able to use this facility for tool decontamination during the next
refueling outage.

. Removal of trailers and many temporary facilities (100 out of 154 trailers have
been moved from the site).

® Construction was started on a new 76,176 square foot Operations and
Maintenance Support Building.

- Construction was started on a new 28,222 square foot Technical Training
Facility.
L] Upgrades to the control room were started. The painting, carpet replacement,

cetling painting, and furniture refurbishment/replacement was completed. The
remaining control room upgrades are scheduled to complete in 1994,

Many BNP facility upgrades and improvements were realized during 1993, The
improvements and removal of trailers improves the appearance of the site and is an indicator
of the plant material condition. The centralization of work groups has significantly improved
communication, work processes, and management oversight. Work group effectiveness,
problem identification, and identification of issues and close oversight were significantly
enhanced through this centralization.

The facilities plan directly supports our goal of achieving world class performance. It
creates a professional/industrial site appearance, fosters employee professionalism, and
promotes employee pride and ownership. It positively impacts our ability to perform in a
safe, reliable, economic, and environmentally sound manner by improving operational
effectiveness, worker efficiency, and communication.



WORK PROCESSES

Initiatives in the BNP Three-Year Plan that are specific to improving key work processes
resulted in the implementation of more efficient and better developed programs.
Improvements were realized in the areas of the administration and control of plant operating
procedures, the process for implementing projects and modifications, the identification and
processing of corrective actions. Further improvements were sustained in the area of work
processes wiih the development of a comprehensive backlog and standards monitoring
program, improved clearance process, developinent of a centralized document control
program, and a regulatory commitment identification and tracking procedure.

The original BNP Three-Year Plan identified ten initiatives in this focus area. The five
initiatives with remaining open tasks include TY301, Improve Procedure Control and
Content, TY302, Improving the Modification Process, TY303, Improved Ability to Identify
and Correct Problems, TY305, Clearances/Process Improvements, and TY308, Centralized
Document Control Program. The action steps for two of the open initiatives have been
completed since December 31, 1993 and the closure documentation is in process. Initiative
TY304, Backlog Reduction, and TY309, Improve Management of Regulatory Commitments,
were task complete in 1993, Three initiatives were cancelled per the August, 1993 update of
the plan. Initiative TY306, Health Physics Program Improvements, was cancelled because
the identified tasks were covered under other programs, initiatives, or existing in-house
processes. Initiative TY307, Implement/Augment BNP Local Area Network, was cancelled
because the installation of the BNP Local Area Network (LAN) is being performed 1n
coordination with the corporate plan for installing company-wide LANs. Initiative TY310,
Assess Implementation of SAT Items, was cancelled because Staff Assistance Team (SAT)
improvements are incorporated in BNP self-assessment, strategic planning, and business
planning processes.

The improvements sustained in the area of work processes during 1993 directly contributed
to the smooth Unit 2 restart and successful plant performance. The improved Procedures
Administration Program has resulted in a reduction in the number of procedural compliance
errors and the number of temporary changes to procedures. The equivalent evaluation
process and the minor mechanical modificition processes were utilized to resolve Unit 2
outage issues. Effective BNP self assessment fforts directly contributed to the successful
1993 performance. Much of BNP's successful performance is contingent upon the successful
implementation of improved and well-developed work processes, Safe, reliable, economic,
and environmentally sound performance will be realized at BNP as the outstanding initiatives
in this focus area are fully implemented




TY301, Improve Procedure Control Process and Procedure Content

A consistent approach to procedure development and administration has been established at
BNP as a result of implementing initiative TY301, Improve Procedure Control and Content.
This program improves the overall administration and control of procedures in the Plant
Operating Manual (POM) for BNP. This program centralized administrative responsibility
for procedures maintenance, eliminated inconsistent and independent production of
procedures by multiple units, and centralized the procedure control and preparation
guidelines. Some of the major improvements or enhancements to the procedures program
are as follows:

- Established a "Procedure Coordinators” group comprised of representatives
from the major units and sub-units responsible for procedures in the POM.
This group met twice per month during 1993 to address procedure
administration issues and to provide a consistent approach to procedure
development and revision at BNP.

L] Identified a "Procedure Sponsor” for each procedure contained in the POM.
The sponsor 1s assigned according to the approval authority matrix for that
procedure and is responsible for development, maintenance, technical
adequacy, review, and recommendation for approval of the procedure and
subsequent revisions. The sponsor also evaluates requests for revision to

. his/her procedure and initiates appropriate action.
L Clanfied the verification (review) process to better define administrative
verification and technical verification to provide for improved technical
quality. |
“ Established a clearly defined validation process to ensure that the actions

specified in the procedure can be performed effectively by the individual or
group identified in the procedure.

“ Improved the biannual review program by defining review criteria and '
performing the review on an individual procedure basis. The new program '
also allows for the biannual review to be included in the normal revision
process as long as the review criteria are met.

. Established an "effective date" for procedures or procedure revisions to allow
sufficient time for training after approval when necessary and to ensure that
only one revision of a procedure is being used at any one time.

® Formalized and standardized the process for requesting new procedures or ‘
procedure revisions through the use of a Procedure Action Request (PAR).

Use of the PAR facilitates Sponsor review and evaluation of procedure ‘

|

‘ revision activities.




° Recommended a limit on the number of partial revisions that may be made on
a procedure before a full revision is required. Limiting the number of partial
revisions will allow flexibility for quick revisions to procedures when
appropriate while at the same time improving the usefulness of procedures and
minimizing the possibility of errors on the list of effective pages.

€ Provided early notification to the Training Section for new or revised
procedures and allows for the procedure sponsor and the Training Section to
determine the appropriate type of training, who will provide the required
training, and when the training should be given.

. Provided documenting procedure review comments and resolution of these
comments on comment sheets and a process for retaining these sheets as part
of the procedure revision history file when appropnate.

e Established an electronic "Procedure Development History File"” that is
maintained but not distributed as part of the procedure. This file would
facilitate future revisions by providing the basis or information relating to
development of the previous revision.

. Improved the temporary change process to define that these changes may be
good for a period of 60 days, with one possible extension of 30 days , and to
provide for distribution of temporary changes to controlled copyholders after
final approval.

. Consolidated, standardized, and enhanced instructions for procedure writers.
This action will improve procedure preparation and review time and should
provide procedures that are easier to read and follow during performance in
the field.

Improvements in the Procedures Administration Program directly contributes to successful
plant operations performance. Improving the procedures in the POM has resulted in the need
for fewer temporary changes to procedures and reduced the number of procedural compliance
errors. ‘This has helped to improve plant performance in all areas and will continue to
contribute to optimum performance in the future.

TY301 provides for professional-looking procedures that are indicative of a world class
plant, It also provides the foundation and methodology tor an upgrade in the quality of PM
procedures at BIP that will ensure successful long-term performance at the plant. In
addition, it provides a foundation for establishing a procedures hierarchy at BNY and an
administrative procedures upgrade program that better defines administrative requirements
and processes, thus eliminating redundant and unnecessary procedures.



TY302, Improving the Modification Process

Preparation of plant modification installation instructions and acceptance tests was
transitioned from NED to BNP as a result of implementing initiative TY302, Improving the
Modification Process. Several types of design change enhancements were incorporated into
the modification process and the specific areas of improvement are as follows:

. The implementation of the Equivalent Component Evaluation Procedure
(Engineering Procedure 3.4). Approval and implementation of this procedure
provided a process for resolving over 400 plant change issues in 1993 and thus
eliminated the need for engineering work requests.

@ Enhanced guidance for maintenance on conduit supports and non-safety related
pipe supports, and the resolution of corrective maintenance WR/JOs without
EWRs.

. Streamlined the minor structural repairs design change process.

® Approval of field-routed small bore non-safety related pipe support and

spacing design specifications guide.

. A minor mechanical modification was approved that provides the process for
implementing minor mechanical design changes by field revision.

° Implementation of a streamlined approach to providing setpoint change plant
modifications.

. Completion of engineering support personnel training enroliment.

L Formation of a corporate PQT for the purpose of developing a design change

manual to ensure further enhancements to the design change process.

# Formation of the CAD/CAE migration team for the purpose of improving
engineering document usage.

The equivalent evaluation process and the minor mechanical modification directly contributed
to improved engineering performance. Both processes were utilized to resolve Unit 2 outage
issues in a timely manner, thus directly contributing to the overall good performance of the
unit. A downward trend in the area of EWR backlog has also been realized as a result of
implementing this initiative.

Effective engincering processes are required to reach world class performance and the
implementation of TY302 directly supports this objective. The creation of efficient and well
developed engineering processes at BNP are stepping stones to successfully performing in the
top quartile in the industry,



TY303, Improve Ability to Identify and Correct Problems

Brunswick Nuclear Plant personnel were highly successful in identifying and correcting
problems in plant performance during 1993. This success is due primarily to the
implementation of initiative TY303, Improve Ability to Identify and Correct Problems.
Implementation of this initiative resulted in the development of a self-assessment program,
root cause analysis program, and a corrective action program that ensures the critical
evaluation of plant processes and products.

A sitewide self-assessment program (PLP-25) was established and implemented in 1993
which formalized the self-assessment philosophy, provided a consolidated statement of both
formal and informal self-assessment methods, and established a formal assessment of
activities, Successful implementation of this program concluded with personnel training.
Root cause analysis has become an integral part of normal BNP business. Industry operating
experience information is being provided as a baseline for root cause analysis. Responsibility
for root cause analysis has also been transferred to line organizations to strengthen
ownership, and training has been provided to management to ensure they possess the skills
required to be proactive in identifying and correcting problems. The final step of
implementation inciuded the development of a Corrective Action Program (CAP).
Implementation of the CAP incluces the development of sub-programs and accompanying
procedures within each organization, development and utilization of a simple adverse
condition form, corrective action program trending that includes level [11 adverse conditions
for all unit sub-programs, and management review of Adverse Condition Reports (ACRs).

Much of BNP’s 1993 successful performance resulted directly from its improved self-
assessment ability. Line management self assessment programs are effective, comprehensive,
and sufficiently detailed to identify and correct previously identified performance problems.
Successful site self-assessment activities assured readiness of Unit 2 to restart from a year-
long unplanned outage and improved root cause analysis are examples of improved BNP self-
assessment practices.

Significant improvements were realized in the area of plant operations during 1993. A
standard of excellence was established in this area as a direct result of implementing this
initiative. Effective self-assessment will provide early identification and correction of
problems, thus ensuring the same standard is established in the areas of maintenance,
engineer ing, and plant sunport.



TY304, Backlog Reduction

Initiative TY304, Backlog Reduction, was successfully implemented in 1993 and the initiative
task closure documentation is being processed. Backlog priorities and targets have been
established and will be tracked via in-house management and tracking processes.
Implementation of this initiative resulted in the development of a comprehensive backlog and
standards monitoring program that establishes backlog priorities and targets. Backlog
reduction plans have been developed and implemented to monitor and reduce the following
areas of backlog:

. Maintenance Backlog

® Design Basis Documents
. Engineering Drawings
. Procedure Revisions

o Vendor Manual Updates

L] Probability Risk Assessment (PRA) Model Updates
L] Equipment Database System Updates

. Temporary Conditions

® Corrective Actions

Backlog reduction in maintenance procedure deficiencies was realized in 1993, BNP
appropriately prioritized and substantially reduced the maintenance backlog. A significant
reduction in the number of outstanding engineering work requests resulted from
implementing this initiative.

Providing close oversight of the reduction and management of backlogs directly supports our
mission to become world class performers as weil as improve overall performance and
rehiability. Backlog reduction ensures BNP success by preventing the buildup of material
condition problems, operator work arounds, and a ‘vlerance for unacceptable conditions
which inevitably degrade nlant reliability and regulatory image.



TY305, Clearances

Improving the effectiveness and efficiency of the BNP clearance process without losing any
safety assuredness was the primary objective for establishing initiative TY305, Clearances.
An aggressive goal of completing the clearance improvement process prior to the Unit 2
refueling outage was established. A multi-disciplinary team was formed in December 1993
to ensure this goal was met. The following areas of focus resulted in the development of an
effective and efficient BNP clearance process:

* Personnel and equipment safety.
. Streamlining and simplifying the clearance process.
L Training of personnel on the new process.

A simplified clearance procedure that focuses on personnel and equipment safety was
presented to management in March 1994, Training was provided to site personnel and the
improved procedure was fully implemented March 21, 1994, Implementation of this
initiative will directly contribute to completing the Unit 2 outage on time and a smooth
restart of Umt 2.



TY308, Develop Centralized Document Control Program

An enhanced and more effective Document Control Program has been established at BNP
through the implementation of initiative TY308, Develop a Centralized Document Control
Program. Revision 51 to ORMP-003 outlines the centralized document control program. An
integrated plan for document control enhancements was developed and implementation of the
enhancement plan began in 1993, Further enhancements will be implemented in 1994 with
the development of site administrative procedures for document control and the training of
site personnel to the requirements of the new procedure.

The following major improvements have been implemented in the Document Control
Program during 1993:

Implemented an enhanced "verified working copy" program to ensure that
quality-related work activities at BNP are performed using a copy of the
required document that has been verified to be the latest approved revision,
including any outstanding change documents that have not yet been
incorporated into the document.

Expanded document control support in the plant libraries to assist plant
personnel in implementation of the enhanced "verified working copy"
program. Document control personnel are now available in at least one plant
library 24 hours per day.

Established a document control conducted audit program to ensure that
controiled copy sets of documents contain the latest revisions of the documents
and to ensure that documents are available for use at appropriate work
locations.

Maintained better control over the documents distribution by reducing the
number of controlled copyholders and information copyholders on site by 557
copyhoiders. This resulted in a reduction of 122,786 documents at BNP
during 1993.

Streamlined the document retrieval process by adding the "Select” distribution
classification to the Document Control Program. This classification allows a

copyholder to receive all assigned documents and updates to those documents
without requiring formal receipt acknowledgement.

Performed an audit of the drawings required in key locations and provided up-
to-date drawings as required in support of startup activities on Unit 2.

Assisted the Maintenance Unit in establiishing a program to ensure that
technically deficient procedures were placed on admimstrative hold and
removed from controlled distribution locations until the procedures could be
revised.



. Developed and implemented procedure OAP-008, Document Distribution and
Control.

The implementation of a new and improved Document Cortrol program directly contnibuted
to successful 1993 plant support performance. Improvements in the program resulted in
improved support for all plant activities by ensuring work was performed according to the
latest document revisions and that maximum work efficiencies were obtained from having the
documents located in required work areas. The enhanced document control program also
supported the reducticn in the backlog of maintenance procedures, and ensured that the
Emergency preparedness documents in the Technical Support Center and the Emergency
Operations Facility remained current. All areas of plant performance will improve as further
enhancements to the Document Control Program are implemented.

Implementation of the enhanced Centralized Document Control Program positively impacts
BNP long-term performance by reducing the costs associated with document distribution,
reducing the time required to obtain the proper documents for job evolutions, and by
improving worker efficiency in terms of the amount of time required to research documents
to determine current plant configuration. It will also reduce the number of personnel errors
and plant incidents that might result from usage of incorrect or out-of-date documents and
increase the confidence of plant personnel when using controlled documents. This initiative
directly supports our mission to perform work in a safe, reliable, economic, and
environmentally sound manner by ensuring the most current document revisions are available
for performing work.



TY309, Improve Management of Regulatory Commitments

Implementation of initiative TY309, Improve Management of Regulatory Commitments, has
resulted in the development and implementation of a regulatory commitment identification,
control, and tracking procedure. The development of a sitewide commitment procedure has
resulted in a reduction in the number cf missed regulatory commitments, a well-defined
commitment criteria, and the development of a commitment approval and management
process.  All seven tasks identified under this initiative have been completed and closure
documentation 18 in process.

Implementation of the new commitment management procedure removes ambiguity or
obscure commitments by reducing the number of actions which are mistakenly assumed to be
commitments to regulatory agencies, and ensuring that the appropriate management authority
is utilized when making commitments. Training has also been provided to management and
all users to further ensure successful management and control of BNP commitments.

The overall level of safety performance at the Brunswick facility has significantly improved
during 1993 as a result of implementing this initiative. Corporate and site management
attention to plant safety, and oversight and control of plant activities significantly improved.
The implementation of the commitment management procedure directly contributed to this
success by clearly identifying BNP commitments.

Commitment achievement is critical to achieving world class performance. Clearly
identifying BNP commitments, directing management attention and company resources to
those commitments, and successfully completing them will significantly improve long-term
BNP performance.



COMMUNICATIONS

Effective communication is becoming a way of life at Brunswick. Internal and external
communications have significantly improved at BNP, and sitewide focus has been directed to
effective communication. This improvement primarily resulted from the implementation of
initiative TY401, Site Communications. TY40! provides a formal communication plan that
will improve line management communication by broadening the scope of communication
activities. This concept has been reinforced by incorporating effective communication into
employee expectations and performance evaluations, and developing training programs to
equip managers and site personnel with effective communication skills. Platforms for open
communication between site personnel and senior management have been created via the 4Cs
and All Hands meetings. The Nuclear News, Monday Memo, Straight Talk, Outage
Updates, and Late Breaking News publications also communicate current issues and
management concerns to site personnel. Computerized communication systems have been
implemented to allow employees ready access to personnel and plant information.
Communication surveys are conducted annually to assess the effectiveness of site
communications.

Initiative TY401, Site Communication Plan, was the only initiative identified in this focus
area. All action steps identified in this initiative were completed in 1993 and the closure
documentation has been completed. The effectiveness of site communications is assessed via
annual communication surveys. However, management continually assesses its effectiveness
as part of routine BNP business and makes improvements as required to ensure effective site
communication.




TY401, Site Communication Plan

Sitewide focus has been directed to effective communications, and internal and external
communications have improved as a result of implementing initiative TY401, Site
Communication Plan. The following improvements were realized in 1993:

. A communications professional has been established at BNP to airect the site
communications plan and to continually assess its effectiveness.

. Computerized communications systerits have been imiplemented to provide
employees with ready-access to current plant, personnel, and company
information.

* Communication platforms have been created via the 4Cs and All Hands

Meetings to allow for open and one-on-one communication between
management and site personnel.

. The Nuclear View, Straight Talk, Monday Memo, Power Ascension Update,
and Outage Status publications have been created to ensure employees are kept
abreast of current issues, management concerns, and company goals.

. The importance of effective communication has been reinforced by
. incorporating it into ail employee performance evaluations.
. Training has been provided to all employees to ensure they understand their

effective communication responsibilities and to equip them with the skills to be
effective communicators.

L] Annual communication surveys are being performed to monitor the
effectiveness of site communications. The most recent survey results indicate
that employees believe site communications have significantly improved.,
Specific areas of improvement include management communications, plant
news coverage, and informing employees of breaking news.

Improved site communications directly contributed to the successful plant performance during
1992, Corporate and site communications improved significantly and the communication
between management and employees, organizations, and departments is more effective. The
good communication between senior reactor operators and reactor operators, and the clear
communication of the operational readiness expectations to site staff, are additional examples
of improved BNP communications. Site communication effectiveness will continue to be
monitored by management and enhancements will be made as required.

Effective communications is a key element in world class performance. It is critical to
successful long-term performance at BNP and is the responsibility of every employee. The

. BNP communication plan directs employee, management, and organizational focus on
effective communication, and provides the vehicles to make it possible.



SYSTEM RELIABILITY & MATERIAL CONDITION

Significant improvements were realized in the area of system reliability and material
condition. Many of the improvements resulted directly from upgrades to existing BNP
programs. Specific programs that underwent improvement. during 1993 include the
Preventive/Predictive Maintenance Program, Cooling Water Reliability Program, Plant
Engineering Program, and ISI/IST Improvement Testing Program. Material condition
improved significantly as a result of implementing initiative TYS10, Painting to Upgrade
Material Condition, and initiative TYS02, Corrosion Preventive Maintenance Program. The
implementation of initiative TY511, Dose Reduction/ALARA Initiatives, significantly
contributed to improved material condition through the Recirc Decontamination Plan and the
Reactor Water Cleanup Phase Separator Room cleanup. It also directly contributed to a
significant reduction in the BNP total absorbed dose.

The original BNP Three-Year Plan identified fifteen initiatives in this focus area. Eight
initiatives are not task complete. These initiatives are TYS01, Preventive/Predictive
Maintenance Program Improvements; TYS02, Corrosion Preventive Maintenance Program;
TY505, Cooling Water Reliability Program; TYS506, Plant Engineering Program Upgrade;
TYS507, ISVIST Testing Improvement Program; TYS510, Painting to Upgrade Material
Condition; TYS11, Dose Reduction; and TYS12, Environmental & Chemistry Program
Improvements. Seven initiatives were cancelled in the August, 1993 update to the plan. The
work scopes for imtiatives TYS03, Design Basis Reconstitution Program, TYS04, Equipment
Data Base System (EDBS), and TYS08, AC Source Improvement Project, are identified in
various projects within the BNP Three-Year Plan. The objectives of initiative TYS09,
Management of Temporary and Substandard Conditions, have been partially met through the
development and implementation of a Temporary Modification Identification and Control
Program (PLP-22), and the remaining objectives will be addressed through internal resources
and existing programs/plans. Initiatives TYS13, Megawatt improvement Projects, TYS14,
Improve Plant HVAC Systems, TYS1S, Fire Protection Upgrade Project, were cancelled
because the objectives of these initiatives are also currently being addressed through internal
resources ang orocesses. Stand-alone initiatives are not required to implement these
improvements. Initiative TY512 was unscheduled and unfunded during 1993, It has been
scheduled for task completion in 1994,

Many improvements were realized in the area of system reliabiiity and material condition
during 1993. The effectiveness of the BNP Preventive Maintenance Program and the
improved matenial condition of the plant are specific examples these improvements. Further
program enhancements and material condition improvements will result in safe, reliable,
economic, and environmentally sound performance.



. TYS50!, Preventive/Predictive Maintenance Program Improvements

The implementation of initiative TYS01, Preventive/Predictive Maintenance Program
Improvements, has resulted in some initial enhancements in the BNP Preventive Maintenance
Program. The following identifies the major accomplishments during 1993:

. The PM Basis Document (PMBD) was reconstructed to identify all existing
preventive maintenance tasks and their applicable reference documents.

« A review was performed on all preventive maintenance task schedule
frequencies, with emphasis being placed on outage activities.

. An assessment of the BNP Predictive Maintenance Program was performed,
including a comparison to the programs of top industry performers, and an
action plan for implementing improvements to the BNP Predictive Maintenance
Program was formulated and initiated.

. Rehability Center Maintenance (RCM) studies were conducted on four plant
systems and the resuits are in the process of being implemented.

The effectiveness of our preventive maintenance program directly impacts our ability to
provide electricity in a safe, reliable, economic, and environmentally sound manner.

' Implementing sustained improvements in the BNP Preventive Maintenance Program will
ensure successful long-term performance at BNP in the area of equipment reliability and
availatlity.






TYS505, Cooling Water Reliability Program

The purpose of initiative TYS05, Cooling Water Reliability Program, is to develop and
implement a program to predict, identify, repair, and protect the Circulating Water (CW),
Reactor Building Closed Cooling W+~ »r (RBCCW), Turbine Building Closed Cooling Water
(TBCCW), and Service Water (SW) systems from degradation caused by corrosion/erosion.
Most of the program development was conducted during 1993 with implementation of the
program starting at the end of 1993. The Cooling Water Reliability Program is now in a
position to actually start implementation of non-destructive examinations and subsequent
assessments of the condition of the piping systems. The major 1993 accomplishments for
this initiative are as follows:

® Contacted other sites to obtain copies of the erosion/corrosion programs for
other utilities.

® Reviewed other utilities’ programs for applicability to BNP.

* Contacted EPRI and INPO to obtain industry threshold critenia to determine
physical limits for erosion/corrosion potential for cooling water piping
systems,

. Developed a written procedure to define the scope of the BNP program and

. obtained a peer review by NED.

. Determined susceptible locations in piping systems that are included in the
program.

L Began performing non-destructive examinations of selected locations.

In addition to the accomplishments directly related to development and implementation of the
initiative, the following administrative tasks were performed:

® Specific Cooling Water Reliability Program incentive goals and criteria for a
successful program were established.

* A self-assessment report was prepared.

* Changes were initiated for the program to reflect charges in scope, changes in
completion dates (based on changes in refueling outage dates), and ongoing
improvements in the effectiveness of the program,

Establishment of an effective Cooling Water Reliability Program at BNP enhances our ability
to achieve world class performance in the areas of maintenance and engineering by providing
a proactive approach for identifying and correcting potential piping failures. Implementation

. of this program ensures that repairs/replacements are conducted in an orderly manner rather
than as a reactive evolution upon failure. Accurate monitoring of erosion rates and




predicting remaining service life of the piping system, repairs, and replacements allows for

proactive identification and repair of piping deficiencies. This monitoring will also result in
improved safety system avaiiability for the RHR, SW, and Diesel Generator Systems and a

reduction in LCO(s) or unit threatening evolutions as a result of throughwall leaks/failure in
Cooling Water System piping.



TYS506. Plant Engineering Program Upgrade

The implementation of initiative TYS06, Plant Engineering Program Upgrade, resulted in
many improvements to the Technical Support Engineering Program. A primary focus in the
development of the engineering program during 1993 was directed at evaluating the programs
of other world class plants and incorporating these practices into the BNP program. The
following actions resulted in the implemenation of an improved Technical Support
engineering program at BNP:

@ Assessments of other world class Engineering Support Programs were
performed and benchmarks for the BNP Technical Support engineering
program were established.

. World class performance prac