September 25, 2009

MEMORANDUM TO: Stephen D. Dingbaum
Assistant Inspector General for Audits
Office of the Inspector General

FROM: R. W. Borchardt /RA/
Executive Director for Operations

SUBJECT: RESPONSE TO AUDIT OF NRC’S SPECIAL NUCLEAR
MATERIALS PHYSICAL SECURITY INSPECTION PROGRAM
FOR FUEL CYCLE FACILITIES

The report regarding NRC’s Special Nuclear Materials Physical Security Inspection Program for
Fuel Cycle Facilities may be read to imply that NRC should ensure that supervisors have or
receive technical training very similar to that of the staff supervised in order to ensure that they
possess adequate technical expertise to oversee functions under their purview. The agency’s
responsibilities for protecting the public health and safety, security, and the environment are best
served by selecting and developing supervisors and managers with broad technical
competencies, a thorough understanding of the regulatory process and NRC policies and
activities, and leadership competencies needed to help employees work effectively. NRC
selects supervisors based on their technical competencies as well as leadership competencies
and expects supervisors to engage in continual learning and development. NRC does not limit
supervisory selections to employees with expertise in the specific, narrow technical activity to be
supervised, or develop supervisors as though their primary function were to perform rather than
supervise such activities. Such an approach would (1) be detrimental to the breadth, diversity,
and quality of candidates eligible for consideration, and (2) undermine NRC’s program for
developing fungible supervisors and managers capable of leading different agency programs
based on their understanding of NRC’s regulatory mission, functions, and processes, as well as
continually developing leadership skills.

The report states that, “As a best practice, branch chiefs should have a working knowledge of
physical security that enables them to ensure effective performance of their branch” and
recommends that the EDO “provide appropriate security training for non-security personnel who
have management responsibilities for physical security inspections at fuel cycle facilities.” Of
course, a branch chief plays an important role in overseeing the functions of that branch, and it
is essential for supervisors to have a capability to understand the work overseen. However,
requiring a supervisor to take technical training similar to what the first-line technical staff take
would run contrary to what we need and expect of our first-line managers. Consistent with
current organizational thinking, we expect first-line managers to lead, coach, and develop
employees and programs, and help staff use their technical expertise effectively, not mirror such
technical expertise. The strong technical expertise is expected to reside with senior staff.

When selecting first-line supervisors, NRC carefully weighs the technical competencies and
qualifications needed as well as the leadership competencies needed and selects the individual
it deems best qualified for and capable of performing successfully in the specific position. When
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filling supervisory positions, managers are responsible for identifying needed skills, technical
background, and leadership competencies. Although a supervisor of technical work is typically
an experienced engineer, physical scientist, or, as appropriate, security specialist, it is rarely
necessary that the individual’s experience and training have been in precisely the same activity
as the work to be supervised. NRC consciously seeks breadth of understanding and experience
across organizations and functions in all levels of staff. It is especially important that we
continue to develop a cadre of current and future leaders with broad technical and regulatory
understanding as well as the leadership competencies needed to help staff perform their
functions effectively and successfully. For many specialized functions, few candidates would
possess experience and training in the specific activity, and employees would tend to move up
the organizational ranks in a “stovepiped” manner if selected based on narrow background.

NRC'’s practice of carefully selecting and developing supervisors has contributed positively to
our ability to execute NRC’s mission. The report notes that no deficiencies were observed.
Surveys of NRC employees consistently reflect that NRC’s selection and development practices
result in a high level of confidence in first-line supervisors. While | believe our current selection
and development practices are successful, we continue to strive to improve them. In this regard,
the staff has already initiated identifying specific competencies for all NRC positions and
establishing a more formalized process to guide managers in their responsibilities.

| will expect the subject office to explore the possibility that the supervisor in this instance may
benefit from additional development in the subject matter supervised. To the extent that further
development of the supervisor’'s subject matter knowledge would be beneficial to both the
organization and the individual, | will expect the office to explore and select from among the
various methods, including but not limited to classroom training, for deepening that knowledge. |
note that there are many effective methods of training and development, including on-the-job
activities, independent reading, and work with an expert in the field as well as formal classroom
training.
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