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WEPCO CASE (B) 
 
RESPONSE TO A.T. KEARNEY REPORT 
 
Ted Blocker and Bruce Rosen met with Chairman McAlister and 
President Austin to discuss the consultant�s findings a few days 
later.  Chairman McAlister and President Austin were not 
particularly surprised by the findings and were very supportive of 
the recommended Action Plan that Ted brought to them.  The 
recommendations fell into five categories:  (1) Environmental 
Department, (2) Risk Management, (3) Performance 
measurement and reporting, (4) Committees, and (5) Planning. 
 
Environmental Department 
 
An overall goal was to strengthen the Environmental 
Department�s leadership role.  Two objectives included: (1) 
increased emphasis on environmental stewardship, issue 
management and regulatory-legislative matters, and (2) increased 
planning and operations coordination to improve Environmental 
Department responsiveness to new business realities. 
 
To accomplish these objectives, five new positions were 
authorized for the Environmental Department (see Exhibit 1 for 
new Department organizational chart.)  A new management 
position, Manager of Environmental Affairs, was added.  Its 
responsibilities included issues management, legislative and 
regulatory relations, and environmental stewardship functions.  
This individual would serve as Chair of the Environmental 
Working Group.  The previous �Manager of Environmental 
Affairs� became Manager of Environmental Operations, with 
more day-to-day operations interface, and focused responsibility 
on environmental compliance, permitting and licensing, auditing 
and a new risk management program.  Two positions were added 
to the Department for the risk management program.  One 
position was added for water quality and solid waste 
responsibilities and finally, there was one additional clerical  
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Along with these positions, a renewed commitment was made to involve top 
Environmental Department managers in day-to-day operations decisions.  The goal was 
to improve the communications links between the Environmental and key operations 
departments. 
 
Risk Management 
 
A comprehensive Risk Management Program was planned.  The goal was comprehensive 
assessment of all properties, practices, and operations.  The purpose was threefold: (1) to 
identify and aggressively manage environmental risks of present and past operations, (2) 
to provide input to the corporate strategic plan, and (3) to strengthen the ongoing 
environmental auditing and property evaluation program.  As stated above, two positions 
were added in the Environmental Department to implement this new program. 
 
Performance Measurement and Reporting 
 
A new annual performance report which articulated the company�s environmental 
activities for the year was developed.  A new quarterly report was designed to provide a 
shorter, but more frequent, reporting mechanism for environmental programs.  Both of 
these were qualitative reports.  The design of a more quantitative report was planned for 
the future, with the recognition that more research was needed before such a report could 
be produced. 
 
Committees 
 
The role and membership of the Environmental Working Group was enhanced.  Since its 
inception it had primarily focused on external and community outreach goals.  New 
representation was added, including representation from the Nuclear Power and Systems 
Operations Departments. 
 
The Environmental Department planned to utilize ad-hoc department heads group to 
implement environmental initiatives.  The goal was to further improve interdepartmental 
coordination at the managerial and executive levels. 
 
Planning 
 
A final recommendation was that a new environmental �game plan� be articulated.  It 
was acknowledged that the environmental component of the strategic plan was �mushy� 
and needed more �meat.�  A more explicit link was needed between the Environmental 
Commitment Statement, a strategy to implement the Commitment, and how people could 
get actively involved. 
 
ACTION PLAN PROGRESS 
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As of November 1992, most of the new positions in the Environmental Department were 
filled.  Ted was directed by Chairman McAlister and President Austin to obtain funding 
from colleague departments for these position increases (this is consistent with annual 
budgeting procedures for staff departments) and did so.  The other departments were very 
supportive of the findings and recommendations.  An outside consultant was hired to 
begin developing a risk-assessment protocol. 
 
Ted Blocker held meetings every four to six weeks with department heads to proactively 
discuss key issues.  The meetings seemed to be producing results; Ted gave one example: 
 
�Our Engineering and Construction Department does a lot of developing, planning and 
design work for our facilities.  They have a business plan and asked me my perceptions of 
how they are doing in the environmental area.  Frankly, I gave them hell.  I suggested 
that they really ought to take advantage of a rather unique role they have, they must 
factor into their design concepts way up front opportunities to demonstrate our 
environmental stewardship and leadership.  I cited a number of examples for them.  They 
took that and they incorporated it in their business plan and we now see evidence of them 
interacting with myself and my people when they design a new facility.  For example, on 
a new power plant we talk about, we evaluate the possibilities of doing things like fish 
rearing, using the warm water coming out of the plant to raise fish on site.  The key is 
that I�ve seen, even in a short period of time, four or five months, a clear response and 
acceptance on the part of our Engineering and Construction people to put into practice 
the commitment they made in their business plan as a result of their interaction with us.� 
 
On performance measurement, the Environmental Affairs Manager was investigating 
how such measurements was done in other organizations and had taken several 
benchmarking trips.  The new qualitative report, the �Annual Environmental Performance 
Review� was made available in the Summer of 1992 (see exhibit 2 for cover letter.) 
 
At a recent Executive Retreat, five areas were identified for formulation of a new and 
improved Strategic Plan; �Environmental� was defined to be one of the key areas.  Ted 
credited the Kearney report with heightening top executives� recognition that 
environmental issues should be at the top of the strategic issues list. 
 
Ted Blocker believed WEPCO was well on the way to achieving the balance needed 
between their external and internal environmental programs and moving further to 
implement change company-wide.  He readily acknowledged, as did other WEPCO staff, 
that change does not happen overnight, yet they were making real progress. 
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