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Informational Use Disclaimer 
The content in this document is furnished in response to the Financial Oversight and Management Board 
for Puerto Rico (FOMB)’s Notice of Violation (NOV) dated August 2, 2024, and is intended to be used for 
informational use only and is subject to change without notice. The document should not be construed as 
a final commitment by LUMA to execute all the initiatives listed herein or as a limitation to include 
additional initiatives. This is designed as a dynamic plan borne of an iterative process and subject to 
changes to adjust and recognize situations where change is warranted. The initiatives listed here are 
complementary and work with additional initiatives that LUMA would seek to execute in due time. The 
outlined plan presented hereinafter is based on existing and identified funding sources corresponding with 
LUMA’s FY2025 Budget Petition submitted to the Energy Bureau. Accordingly, it does not reflect all the 
initiatives and investments that would be undertaken to fully address the transmission and distribution 
system (T&D System) needs and deliver our customers with a more reliable electric service. In response 
to the FOMB’s NOV, please note that LUMA is in the process of preparing an unconstrained forecast that 
will be submitted in correlation with this report.  

Introduction  
This Holistic Capital Plan (Holistic Plan) presents LUMA’s current investment plan for the next ten years 
(FY2025-FY2034) across three key funding types (Federally Funded Capital, Non-Federally Funded 
Capital, and Operating Expenditures) to support a better energy future for our customers. The Holistic 
Plan is designed to improve the energy system’s infrastructure, process, and technology and will allow 
Puerto Rico to take steps toward a more reliable and resilient power system. This Holistic Plan does not 
account for any federal funding incremental to that obtained from Hurricane Maria (for example funding 
from Hurricane Fiona, Tropical Storm Ernesto, or others). 

The primary source of funds for this Holistic Plan comes from expected reimbursements from FEMA for 
reconstruction following Hurricane María. In the Federal Emergency Management Agency Accelerated 
Awards Strategy (FAASt), settled between FEMA, COR3, and PREPA in September 2020, the parties 
agreed on setting aside $10.7 billion to repair PREPA assets, of which $9.7 billion would be used to make 
repairs to the T&D System. The FAASt allows for the overall $10.7 billion to be allocated according to the 
priorities established by the applicant (i.e. COR3). This Holistic Plan assumes that all the $9.7 billion 
identified in the FAASt as necessary for repairs to the T&D System will be made available to LUMA as 
428 funds. 

In 2023, FEMA completed an island-wide cost-benefit analysis, which estimated $7.6 billion as the 
necessary 406 hazard mitigation funds to repair PREPA assets, including the T&D System. This Holistic 
Plan assumes that the same percentage used to allocate 428 funds to the T&D System (91%) will be 
used to determine the amount of hazard mitigation funds made available to the T&D System. Of the 
aggregate $18.3 billion that has already been set aside to repair PREPA’s assets, including 428 repairs 
and 406 hazard mitigation, LUMA assumes $16.6 billion would be set aside for repairs to the T&D 
System. Since then, FEMA has informed COR3 and LUMA that changes in how FEMA calculates its cost-
benefit analyses, including a lower discount rate, could result in an additional $6 billion of hazard 
mitigation funds to repair PREPA assets.  Assuming the same percentage allocation as before (91%), this 
would result in a total of $22 billion to be destined towards T&D System investments. 

It is important to recognize that federal funding, as outlined in this plan, should not be interpreted as a 
replacement for regular maintenance or operational expenditures that are critical for the ongoing reliability 
initiatives of the T&D System. While substantial federal investments will address significant infrastructure 
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repairs, these funds are allocated for specific purposes and do not cover the costs associated with 
standard maintenance. The need for additional funding to ensure adequate upkeep of the system 
remains, and this has not been factored into the plan as the activities presented are based on existing 
and identified funding sources. This Holistic Plan is based on the best information available to LUMA at 
the time of this submission. It will evolve as projects are completed and as conditions across the electric 
power system change. 

LUMA’s Mission and Goals 

 
Recovery and Transformation  
LUMA’s System Remediation Plan (SRP) was first developed in 2020 in compliance with the 
Transmission and Distribution Operating and Maintenance Agreement (T&D OMA) to outline the major 
areas inherited by LUMA that required significant investment to repair and recover, and then transform 
into a modern and reliable energy system. LUMA’s SRP outlines the strategies and initiatives to 
remediate, repair, replace, and stabilize transmission and distribution system equipment, systems, 
practices, and services. The initiatives are fundamental to the recovery and transformation framework and 
to address the T&D System's most dangerous and fragile elements. They will enable LUMA to operate 
and maintain Puerto Rico’s electricity system as a Prudent Utility operator in accordance with the T&D 
OMA and its contractual and policy standards.   
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In the following sections of this Holistic Plan, LUMA provides a high-level overview of the T&D System, 
including the challenges and expected impacts of the investments detailed herein. It then details the 
system improvement plan being executed over the next ten years, including associated budgets and 
planned execution.  

Program Prioritization  
LUMA’s Improvement Programs are prioritized considering cost development and impact on the Recovery 
and Transformation Framework to qualitatively value each program’s contribution to LUMA’s Key Goals 
and Objectives. While LUMA’s initial prioritization was developed after a comprehensive review of the 
Gap Assessment during the Front-End Transition, LUMA conducts annual reviews to ensure its planned 
investments align with the evolving needs of the T&D System.  

The Recovery and Transformation programs are designed to deliver value to customers in alignment with 
policy and contract requirements within annual budget constraints. LUMA’s investment plan is 
characterized by a dual emphasis on foundational Recovery programs for system safety and reliability 
and Transformation programs to enhance system resiliency. Many of our near-term activities are related 
to our SRP commitments, which are informed based on assessments and studies completed.   

Budget funding constraints and operational considerations create the need to prioritize and ensure the 
right investments are completed at the right time to deliver value to our customers under regulatory and 
contract requirements. LUMA uses a prioritization framework to qualitatively value each program’s 
contribution to our key Goals and Objectives to aid this effort. Recovery and Transformation are not 
distinct, sequential phases, as many Transformation programs are being executed alongside and in 
coordination with Recovery programs. 

For asset prioritization, the relevant aspects of reliability, resilience, risk, exposure, impact, and criticality 
are evaluated so that the highest needs are addressed first to maximize the impact of investment and 
prioritize the remediation of the most critical items. Asset risk is assessed based on field inspections and 
an evaluation using an asset health condition assessment, which is a measure of risk and is used as a 
basis for identifying SRP work. The SRP includes the highest risk assets —those whose mitigation is 
critical to reaching Prudent Utility Practice and meeting the contractual requirements of the T&D OMA. 
This method represents an industry best practice for reliability and resilience enhancements. 
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Distribution Portfolio Activities 

The Distribution Portfolio is dedicated to improving the distribution system infrastructure. This portfolio 
includes the following four programs: 

 Distribution Line Rebuild 
• The Distribution Line Rebuild program focuses on rebuilding distribution feeders with poor 

reliability performance and those that serve critical power facilities, targeting the worst-performing 
feeders first. This program will result in significant system improvements in the short term and 
incremental improvements for the remaining program duration. The program introduces critical 
redundancy in supply paths, reconstructs circuit backbones as required with higher-capacity 
conductors, addresses existing voltage and loading violations, and provides improved resilience 
and service reliability, especially to critical facilities.  It further implements mitigation measures, 
including targeted undergrounding and reliability-based, technologically advanced measures to 
elevate Puerto Rico’s distribution infrastructure to meet industry codes, standards, and best 
practices.   

 Distribution Automation  
• This program focuses on deploying equipment for distribution automation. It includes deploying 

automated switchgear and communicating fault sensors on distribution feeders to improve 
reliability. The switchgear consists of three-phase and single-phase intelligent reclosers.  
Communicating fault sensors will be deployed to provide incipient fault detection to prevent 
outages and fault location information to Operations to improve service restoration.  

 Distribution Pole and Conductor Repair 
• This program focuses on minimizing the safety hazard caused by distribution poles and 

conductors that must be repaired or replaced. LUMA will undertake repairs under this program 
based on the Distribution Line Assessments program results. It will base prioritization for repair or 
replacement on the pole or structure condition and system criticality.  Following this process, 
safety hazards and priority poles will be replaced, along with damaged conductors and hardware, 
improving the safety of customers and employees and reducing the frequency and duration of 
outages experienced. 

 Distribution Line Assessments 
• This program targets the assessment, testing, and studying of distribution lines, along with 

required spot repairs and replacements.  We will first prioritize distribution line assessments by 
worst-performing feeder and highest criticality, initially focusing on identifying SRP-related items.  
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• This program includes IT and OT telecom investments to improve and revamp the mobile 
voice, phone exchange and telephone systems, and fiber optic and microwave data 
telecommunications systems. These systems carry all grid IT and OT data. Capability 
enhancements will include improved first responder and emergency response 
communication, greater resilience of the internal telecommunications network, an enhanced 
fiber optic network, and a new packet-switched transport network providing greater resilience 
for grid system services such as transmission line protection and a network control center to 
improve centralized monitoring and control over facilities and IT traffic. 

 Transmission Priority Pole Replacements 
• This program replaces damaged overhead transmission poles, towers, associated hardware, 

and conductors. LUMA will undertake repairs under this program based on the Assessment of 
Transmission Lines program results. It will base prioritization for repair or replacement on the 
pole or structure condition and system criticality. Following this process, safety/hazard and 
priority poles and structures, along with damaged conductors and hardware, will be replaced. 

 Assessment of Transmission Lines  
• This program includes the assessment, data collection, and testing of the Transmission 

Lines. Required repairs and replacements will be identified to restore the system and improve 
reliability and resiliency in line with current codes and standards. Assessments will include, 
but are not limited to, poles, towers and structures, ground rods, anchors and guys, 
conductor condition, and line clearance checks.  

Transmission Alignment to Key Goals 

 

Near-Term Activities: Activities will focus on the continuing efforts of the transmission lines assessments 
and detailed engineering proposed projects of the reconstruction of transmission lines to increase 
resilience and reduce concerns related to safety hazards. Efforts will target replacing high potential safety 
issues involving structures, grounding, anchors, guy clearance, etc., on all lines in vulnerable areas or 
within public access and critically damaged overhead transmission structures, poles, conductors, and 
associated hardware to ensure operational reliability.  

Long-Term Activities: The activities will center on hardening the transmission infrastructure to meet 
current standards by rebuilding with structures and lines designed to withstand 160+ mph wind speeds, 
that incorporate double circuit towers on select lines and replacing safety/hazard priority wood poles and 
associated hardware on key transmission line sections. A thorough assessment of the existing anchors, 
guys, and foundations will complement those activities with reinforcement or replacement actions taken 
where necessary to ensure structural integrity. The team will also identify and address corrosion areas 
and replace damaged and highly overloaded conductors to enhance the transmission system's safety and 
resilience.  
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Substation Alignment to Key Goals 

 

Near-Term Activities: LUMA will continue with substation inspections and engineering on proposed 
projects.  Activities will also be focused on improving substation reliability by replacing substation 
arrestors at the end of life and not suitably designed or installed according to industry standards, 
improving safety by installing new insulating gravel, planning and prioritizing new equipment replacement 
programs for critical assets like transmission and distribution power transformers, high-voltage 
transmission gas circuit breakers and distribution vacuum breakers, and installing animal contact 
mitigation equipment on substations to minimize wildlife contacts with energized high-voltage equipment 
to reduce outages and improve reliability. The Substation Physical Security Program will continue to focus 
on meeting utility standards in fencing and gates, installation of cameras for remote monitoring, yard 
vegetation clearing, signage, and lighting.  

Long-Term Activities: Completion of key substation rebuilds and repair items (imminent failure and 
major safety items) based on assessments of the elements (primary equipment, security, safety, and 
secondary equipment or control room). Rebuilds will implement new bus configurations like ring and 
breaker-and-a-half to increase operating flexibility and align with industry codes and standards for 
enhanced reliability and resilience. Rebuilds will also relocate flood-prone substations out of regulatory 
flood hazard areas to reduce the likelihood of damage during severe weather events. Replace aging high 
voltage infrastructure such as transformers, circuit breakers, and other high voltage equipment, including 
switches, potential transformers, arrestors, etc., that are deemed end-of-life and have poor condition 
assessment ratings.  Major and minor substation repairs that are not SRP related based on detailed 
assessments of the elements (primary equipment, security, safety, and secondary equipment or control 
room). Substation upgrades may include installing a new control building, transmission and distribution 
bus configuration upgrades, replacing transformers that are damaged or past their service life, provision 
of spare services and space for future expansion, protection, and control, and SCADA upgrades, new 
cabling, and some high-voltage equipment replacements such as switchgear, circuit breakers, and 
disconnects.  

The Substation Physical Security program will continue to focus on ensuring secure perimeter fencing 
and controlled locks. The substations will also have additional standard and advanced security features, 
specifically outdoor lighting, remote monitoring, and secure external facing doors and windows. 
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industry standards, Puerto Rico building codes, or provide the capacity to house the System 
Operations and EMS systems, this program will rebuild or relocate them and establish a 
designated secondary control center. At the same time, the program will centralize more control 
center activities. 

 Warehouse Security 
• This program (which includes Warehouse Security and Regional and Technical Facilities Security) 

will focus on providing CCTV, electronic card access, and fencing at various warehouse locations. 
This program will replace and add new physical security technology and hardware to deter, 
detect, and delay security incidents (e.g., intrusion, theft, damage, etc.) at warehouses. 

Control Center and Buildings Alignment to Key Goals 

 

Near-Term Activities: Design and refurbishment of fire control, electrical, and mechanical systems to 
mitigate safety hazards, managing asset spacing throughout facilities, and implementing computerized 
maintenance management systems. Additionally, upgrades to energy management systems will continue 
alongside the security enhancements at regional operations facilities and establishing monitoring and 
communication standards for renewable and distributed resources. 

Long-Term Activities: Development of Real Estate and Facility Services design processes, templates, 
and standards. Carrying out asset compilation of building systems and components, studies of remaining 
useful life, and required capital improvements per commercial site. Procurement of services and materials 
to perform repairs/improvements to remediate and reconstruct facilities, including roofs, walls, drainage, 
overhead cranes, fences, yards, water distribution systems, internal and external lighting, generators, 
heating, ventilation, and air conditioning (HVAC), doors, windows, and shutters. Remediation or legally 
compliant containment of any hazardous materials found on the properties or within the facilities. 
Development and implementation of preventative maintenance, training, and educational programs to 
ensure safe work practices across the organization. Instituting programs and services that promote 
healthy and safe working conditions for personnel within the facilities across the organization.  

Configuration and installation of the EMS in new facilities. The new equipment will be commissioned and 
placed into service after installation. Procurement of technologies for managing these procedures and 
processes, including procurement and implementation of the EMS and System ADMS, will allow for the 
efficient management of the electrical grid to support increasing renewable, storage, and demand 
response programs. 

Design of control centers by suitable subject matter experts, including a review of options to rent or 
remodel existing buildings vs. new construction. Building required capabilities to accommodate the high-
tech environment where the control center facilities will operate. Start-up and commissioning of the newly 
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• The Retail Wheeling program is a Puerto Rico Energy Bureau (PREB) mandate required by the 
Regulation on Electric Energy Wheeling (Regulation 9374), which was enacted and adopted to 
implement the energy wheeling mechanism in Puerto Rico. The program is designed to create a 
system where retail electricity suppliers can sell energy directly from eligible private generators to 
eligible end-user customers. As the Transmission and Distribution system operator, LUMA will 
deliver this energy to participating customers over the existing transmission and distribution 
network. 

Revenue Generation Alignment to Key Goals  

Near-Term Activities: Complete more than 6,000 field investigations for energy irregularities and 
suspected meter tampering and ensure team members maintain quality investigations and equipment 
availability for inspections. Complete field verification of all commercial and industrial customer 
disconnections for non-payment that are not reconnected for possible irregularity. Define business and 
technical requirements to procure the equipment and services required to implement the PREB-mandated 
Retail Wheeling program and create a mechanism where retail electricity suppliers can sell energy from 
private generators to eligible end-user customers while also collaborating with the Geographic Information 
System team to establish and maintain a process for updating the system of record to reflect newly 
installed assets accurately.  

Improve and implement best practices in the work management process to ensure customers can 
connect to the system in an effective manner. The improved process will track each step through different 
internal teams and measure their effectiveness and timeliness. LUMA is preparing to submit a proposal 
for implementing a new service fee designed to cover all expenses associated with New Business 
Connections. This fee is intended to support the comprehensive process of evaluations, endorsements, 
and inspections that new connections require.  Expenses for these efforts are currently funded as part of 
the general base rate; in the future, if the proposed fee is implemented, these dollars would not be 
requested as part of the general base rate but would be assessed to those new customers looking to 
connect to the T&D system. 

Long-Term Activities: Development of NTL reduction plan, including data quality review and 
coordination with the metering department and utility transformation. Measurement of billing and 
collections-related NTLs on a monthly, quarterly, and annual basis. Customer and community-based 
education to deter bypassing meters or diverting connections. Continued monitoring of the meters (either 
through physical inspection or electronically when AMI is implemented). Addressing meter 
violations/issues as we discover them. Maintain a minimum of back-office personnel and field inspection 
crew to ensure NTL are kept low, close to zero. Involve key stakeholders, individuals, or agencies to 
increase education on the risks associated with NTLs and, as appropriate, aid in a criminal prosecution of 
suspected electrical theft.  
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Process Improvement Alignment to Key Goals  

 

Near-Term Activities: Implement all required project management IT tools, including all required end-to-
end testing. Continue to ensure operational data is accurate and integrated throughout systems used in 
the utility, effectively using data collected from critical compliance studies and field assessments that 
influence strategy and operational decision-making. Development of a procedure for new work methods 
to be identified, developed, and changes made to existing work methods. Implementation of a new 
records system including job procedures and training programs as necessary to address work practices 
required to demonstrate compliance. 

Long-Term Activities: Configurate an enterprise asset management solution for transmission and 
distribution assets – leverage a phased approach to implementation based on asset criticality and then 
extend to other asset categories such as substations and telecom. Develop and track asset management 
programs to enable the transition from run-to-failure to preventive maintenance based on asset criticality. 
Work with stakeholders of downstream systems to determine data requirements for the GIS and CMMS. 
Develop processes, templates, and tools for verifying and storing this data in alignment with the GIS and 
CMMS plan.  

Develop a consistent work management and dispatch system by improving functionality in existing 
systems (OMS, in-service, Storms, iNET, etc.) or procuring a new software solution. Develop site training 
material for critical work methods, likely through a third-party vendor. Identify and develop procedures and 
processes required to address potential safety gaps and conduct training, as appropriate, to ensure 
proper implementation. Develop and roll out training on the new software and processes. Define and 
implement scheduling protocols and regimens to drive organizational alignment around work 
performance. Develop key performance indicators/ metrics, and reporting regimens to increase the 
transparency of worker productivity and system performance. Define business requirements and assess 
available software solutions against business requirements, technical fit, and cost. Define work priorities 
and associated competencies for the tool. Perform initial implementation of workforce management 
solution (18 months) and establish competencies for performing transmission, distribution, and substation 
work. Purchase and distribute the balance of communications and reporting tools (e.g., laptops, cell 
phones mobile data collection devices, radios, satellite phones, and vehicle GPS to support worker 
productivity.  
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internal and external threats, vulnerabilities, and natural disasters are identified and mitigated 
based on risk and readiness factors. Improving cybersecurity is critical to hardening the T&D 
System and PREPA business continuity. Cyber risks could severely affect T&D System 
operations, potentially even to the point of widespread failure. The program will design and 
implement the people, processes, and technologies essential for effective cybersecurity 
governance, cybersecurity operations and monitoring, vulnerability identification and 
management, and cloud security.  

• Key to this program is the ability to defend against cyber incidents. This includes but is not limited 
to data breaches, damage to systems (physical or digital), loss of system control or operations, 
lack of confidence in or accuracy of data, ransomware, phishing, theft, natural disaster (loss of 
ability to operate), equipment/system failure and unauthorized access. By ensuring the 
confidentiality, integrity, and availability of assets in compliance with Section 13 of the T&D OMA, 
the cybersecurity program will proactively mitigate risk and enable business operations by 
identifying and reducing the risk and impact of a cybersecurity incident on the organization. 

 IT/OT Enablement Program 
• This program will implement capabilities to deliver and maintain IT OT services and systems, 

enabling LUMA operations by implementing industry best practices and standardized processes 
and tools. 

 IT/OT Collaboration & Analytics 
• LUMA will upgrade and implement technology solutions to support collaboration across the 

organization, provide employees with access to relevant content to do their work, track 
performance across the organization, and drive data-based decision-making through analytics. 
This program also includes the development of a strategy, along with target architecture and the 
associated roadmap, for a data analytics structure to better support critical decision-making 
across the company. The program will also implement a centralized repository for internal and 
external reporting of performance metrics and expand data sources as business needs dictate. 

 IT OT Improvement Alignment to Key Goals 

 

Near-Term Activities: Strategize and implement a plan for rationalizing analytics tools, establishing 
performance metrics for IT OT services, and evaluating and implementing recommended risk and 
compliance management tools. 

Assess and protect unstructured data through high-end industry tools that manage data classification, 
backup, and protection and enhance internal network security posture by implementing network 
segmentation. 

Commission the workforce management. Configure GIS to allow offline mapping. Filling out the RFPs and 
CRFs for infrastructure replacement. Building on ServiceNow to cover IT and OT systems. Expand OMS 
Mobile functionality work not to be limited to outage events. Commission of IT DR site. 
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o The implementation of Human Capital Management software to introduce standardized 
processes for the management of employee data, employee performance management, 
talent management, succession planning, recruitment on-boarding and off-boarding 
management, learning management and compensation management. It will also provide 
employees and managers with self-service capabilities. This is a key element that will support 
contemporary HR practices. 

 Critical Financial Systems 
• This program covers technology projects for Finance and Facilities, including financial 

management systems and technology, risk management systems, and supply chain management 
technology. The initiatives cover time tracking and labor costing, employee expenses, 
procurement, budgeting and forecasting, financial and operational reporting, risk management, 
and facilities management. These initiatives are required to address gaps identified in the 
financial management area. 

 Critical Financial Controls 
• The Critical Financial Controls program focuses on two key areas, internal controls and internal 

audit. These two areas will build an internal control framework consisting of policies and control 
procedures to assess financial statements, and an internal audit will provide independent 
assurance that company risk management, governance, and internal control processes are 
operating effectively. Therefore, updating and enforcing industry-standard policies and 
procedures that comply with the latest laws and regulations is part of the work plan. Internal 
Controls will address various internal control items, including obtaining and reviewing service 
organization controls for major vendors, the implementation of key transaction controls, 
reconciliations, validation, physical inspections, documentation evidencing performance of control 
tasks, disclosures, enforcement of applicable policies and procedures for employees to identify 
deviations. The internal audit establishes a formal plan for communications with the audit 
committee and revamps the internal audit department. It also builds the foundation of the internal 
audit team, develops the methodology and process, and builds and retains the required skills and 
technology base. 

 Land Acquisition and Dispute Management 
• This program focuses on creating a new record management system designed to make land 

information accessible and managed in line with utility industry standards. This system ensures 
compliance with legal requirements to satisfy regulators. It also allows user groups efficient 
access to vital information, enabling Operations and Construction teams to perform their work 
while upholding land rights agreements.  

 Land Record Management 
• The Land Record Management program integrates industry best practices from land 

management to improve record-keeping, manage land acquisition, and work with landowners to 
resolve disputes. It also focuses on establishing landowner relationship concepts as a core 
component of land management practices.  
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Conclusion 
Overall, the Holistic Capital Plan represents a historic step forward for Puerto Rico and the critical 
strategy for achieving progress toward successfully transforming and modernizing the electric system. As 
described, the Plan includes foundational investments, such as substations that will improve reliability and 
resiliency by meeting requirements regarding flood zones, as well as advanced technologies that will help 
Puerto Rico leverage clean, distributed resources to meet the challenges of today and tomorrow.  

This ten-year plan represents LUMA’s ongoing commitment to utilizing critical FEMA funds to achieve 
significant operational and systemic transformation. Still, it recognizes that achieving an even more 
resilient and reliable energy future will necessitate additional investment.  By building on the foundation of 
investment in Puerto Rico outlined in this ten-year Plan, LUMA determines we can achieve our shared 
goal of reaching the level of energy system reliability and resiliency expected and necessary to address 
the island’s day-to-day energy needs while hardening the system for any future contingencies.. 


