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INTRODUCTION

The modernisation programme of Kozloduy NPP (KNPP) Units 5 & 6 includes a
group of activities aimed at guaranteeing the safety improvement, reliability and
availability of said units.

After the feasibility studies, contracting and basic engineering phase, and financing
arrangements (EURATOM, Roseximbank and Eximbank), the Modernisation
Programme has entered into the Implementation Phase.

Two main Contractors, Westinghouse (W) and the ECK Consortium (Framatome and
Atomenergoexport) will carry out most of the Measures. The rest will be carried out
by KNPP itself.

The importance of this programme, both from the technical and the economic point of
view, has made it advisable to contract a Western organisation that acts as a
Technical Adviser to provide management and technical assistance to KNPP, and
also to provide support for the coordination of the institutional relations between the
creditors, and the guarantors on the Bulgarian side.

In this sense, the project provides assistance for the organisation of the institutional
supervision of the programme activities by the State Agency of Energy and Energy
Resources (SAEER) and the European Commission/Euratom in respect of the
provisions of Euratom's Guarantee and Loan Agreements.

To accomplish these objectives, a project financed by the European Commission
Phare Programme has been launched and awarded to the Empresarios Agrupados -
British Energy Consortium. Empresarios Agrupados is acting as leader of the
Consortium.
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PROJECT OBJECTIVES

The project provides assistance and adequate information to the companies acting
as guarantors on the Bulgarian side, ie SAEER, Natsionalna Elektricheska Kompania
(NEK) and other Bulgarian institutions, in order to control the investment and the
Implementation Project progress. In addition, it provides assistance to the KNPP
management during the programme implementation, and appropriate training for the
key personnel in positions related to the Management, Investment Process and
Technical Process (quality of the supplies).

The activities can be grouped as follows:

• Support to SAEER

• Technical Consultancy to Euratom

• Support to Kozloduy NPP

• Training Programme

The following aspects are considered important to the success of the project:

• Control of the project activities in order to ensure their timely completion and
secure the licensing approval

• Drawing up of a strategy for budgeting and cost control to allow financial control

• Project progress control

• Integration of the project schedule with the planned duration of outages

• Transfer of know-how to local staff

To achieve these objectives, the Consortium has sent to Bulgaria a permanent
Consultant Team of senior experts who are being supported by additional staff
resources from each company either at home or in Bulgaria and working on a day-to-
day basis in a close and integrated way with SAEER and KNPP staff.

This group of Western experts, together with local support, is working to implement a
positive project control that helps all the participants to have clear information on
project progress based on objective indicators. The organisation is based primarily
on the Consortium members' experience and takes into account the lesson learnt
and developments in project management techniques, together with the joint
experience gained from participating in several projects in Bulgaria.

Empresarios Agrupados' experience in design integration and project management
performed in plants designed using different technologies (pressurised water reactors
and boiling water reactors) and subject to different codes and standards (European
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and American) provides a working methodology and procedures which have been
adopted with a degree of flexibility in the performance of these activities.

PROJECT DESCRIPTION

Following is a description of the activities being carried out in support of the different
organisations involved in the Modernisation Programme.

Support to SAEER

The main objectives of this task are the following:

• Preparation of the Project Follow-up system for SAEER requirements

• Assessment of the organisational structure of the information system and the
required software and hardware in order to implement the progress indicators of
the Implementation Programme

• Assessment of project aspects such as planning, cost control, safety purposes
and interfaces with other activities

The preparation of a Financial Control Plan allows the KNPP Project Management
Team and the Guarantors to have a sound knowledge of the financial status of the
project, thus facilitating an early and reliable forecast of the final cost.

The established control mechanics systematically compare the Original Budget with
the Predicted Final Cost obtained from the sum of the Real Committed or Contracted
Cost and Re-estimated Pending Cost. This information is used together with the
planning control in order to allow an integrated project management.

A monitoring procedure controls the progress of the project activities, and a series of
project progress indicators have been defined for said control.

All this information is being incorporated into periodic reports which include the status
and assessments of the project budgeting and project progress. If any deviation
regarding the forecast planned were to exist, the reasons are determined and
corrective actions recommended.

Technical Consultant to Euratom Requirements

The main objectives of this task are as follows:

• Development of a reporting system which satisfies the Lender's Loan
Agreements

• Preparation of a report on the implementation progress of the Measures
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• Preparation of a report on budgeting and investment control and justification the
possible deviations

The reporting system is being established during the first phase of the project, in
order to allow Lender/Guarantor to be systematically informed.

In accordance with Euratom's requirements, a quarterly report is being prepared. It
includes concise information on the project status, project progress indicators,
budgeting control, disbursement plan, deviation analyses, payment claim and
disbursements and items requiring special attention.

The analysis required to prepare such a report also includes an elementary
assessment of the correct application of the loan, plus an early warning of possible
threats to the aims and commitments defined in the Loan Agreement.

Support to the Engineer

The main objectives of this task are the following:

• Working in an integrated way with the Engineer in order to share experience,
looking for the best approach to keep the implementation on schedule and
costs, according to quality requirements, and to prepare the necessary
information for the reporting system

• Preparation of Financial Procedures to control invoices, payments and the
corresponding financing, disbursement plan and follow-up

• A review of the Main Contracts and scope is being carried out to detect the
weak points, the critical issues and items of special interest as soon as
possible, in order to minimise the risks. The project progress indicators are also
being defined

A procedure for critical issues and weak points is being prepared during the first
period

• From the technical and management point of view, the Consultant assists in the
revision of the existing working procedures and performance of the necessary
new procedures, and in the technical, procurement and financial fields

Support to KNPP Team Onsite (Training)

The main objectives of this task are as follows:

• Preparation the associated training programme to cover the main necessities of
the design, operating and maintenance staff, who are responsible for the new
systems after Implementation of Modernisation

• Training of the operating staff on selected items that require special attention

• Training of the KNPP Implementation Team on project management
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The following training activities are being implemented within the possibilities of the
budget:

• Training in Project Management

Project organisation, contract management, procurement, project programming
and control, Quality Assurance, project risk and project reporting

• Training in Supplier QA and QC and in Material Interchangeability and Spare
Parts

Inspection conditions, documentation approval, verification of manufacture
documentation dossier, preparation of inspection visits to suppliers' factories

The process of acceptance of a material when that considered is not available
on the market at the time will be considered

• Training in Financing

This addresses the main concept included in the Financial Procedures prepared
for the project.

• Training in Scheduling

Special attention will be paid to the principles and restrictions to be considered
during outages

• Training in I&C system

Special attention will be paid to the new qualification of plant personnel and
installations to match digital instrumentation, operator interfaces with the plant,
etc
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