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The Honorable Thomas P. O'Neill, Jr. VStello -

tuJC ,JL WSpeaker of the United States -

House of Representatives *
,

Washington, D.C. 20515

Dear Mr. Speaker:

On June 26, 1981 the Nuclear Regulatory Commission (NRC) submitted
a status report in response to Public Law 96-295, Section 307 (b) .
That law required the NRC to study the feasibility and value of
licensing plant managers and senior licensee officers responsible
for the operation of nuclear power facilities. In that status re-
port, the NRC noted that it had been unable to develop acceptable
alternatives from the existing literature base of sufficient scope

.

to develop the issues fully and logically. The Commission, there-
fore, directed the staff fo expand its efforts through a study of

.

Federal agencies who address this kind of issue and through inter-
views with persons knowledgeable in management assessment, licensing,
and nuclear operations. The staff conducted a review of Federal
licensing programs and contracted with Oak Ridge National Laboratory

. (ORNL). to conduct interviews and to analyze experience from other
relevant sectors. This work has been completed and we are hereby
transmitting the reports.

-.n
I Current NRC regulations on personnel who are authorized to make

operating decisions state that any person making such decisions, in
either normal or off-normal situations, must hold an NRC granted-

license. This is specified in Chapter 10 of the Code of Federal
Regulations, Part 50 paragraph 54 -_ Conditions of Licenses:

.

Except as provided in E 55.9* of this chapter, the(i)
licensee shall not permit the manipulation of the
controls of any facility by anyone who is not a
licensed operator or senior operator as provided'in
Part 55 of this chapter.

and
,

(1) The licensee shall designate individuals to be~respon-
sible for directing the licensed activities of. licensed
operators. These individuals shall be licensed as
senior operators pursuant to Part 55 of this chapter.

4.
'

)|f '6 J
t

10 CFR 55 describes requirements for NRC licensing.*

Paragraph 55.9 provides exceptions for persons in training.
'

.
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Nonetheless, questions were also asked about whether licensing
would be appropriate for the technical aspeats of managerial
positions. The ORNL study indicates that, seen though some tech-
nical functions are inherent in all managerial positions, a specific
license, particularly a Senior Reactor Operator license, though
possibly desirable for a position such as Superintendent for Oper-
ations or its equivalent, should not be required for managerial
positions. The study notes that the primary reason for this is
that technical responsibilities normally decrease as managerial
responsibilities increase. Also, the American Nuclear Society (.ANS)
Standard (ANS-3.1-1981), Selection, Qualification, and Training of
Personnel for Nuclear Power Plants ana tne hRC Regulatory uulce A.8,
Personnel Selection and Training, which endorses the ANS Standard,
recommend that certain managerial and supervisory positions --
specifically those managers and supervisors directly responsible
for operations -- should be filled by persons who hold or have pre-
viously held a Senior Reactor Operator license. For example, the
Plant Manager or the principal alternate should hold a Senior
Reactor Operator license or have held a license for a similar unit;
the Operations Manager and the Training Manager or the person re .
sponsible for training licensed operators should hold a Senior
Reactor Operator license; and the Technical Manager should hold or
have. held a Senior Reactor Operator license.

Commissioner Gilinsky prefers to have additional personnel in a
nuclear power plant's organization licensed. Current NRC regula-
tions do not require the supervisor of operati--s to hold a license.
As a minimum, Commissioner Gilinsky believes that the Commission
should change its regulations to close this loophole. In addition,
the plant manager, who has greater responsibility.than anyone else
on his staff, should hold a Commission license.

Though the ANS Standard and Regulatory Guide are not binding re-
quirements, the utilities abide by the criteria set forth in the
ANS Standard or provide justification as directed by the Regulatory
Guide. Therefore, we are confident that the operational personnel
of the utilities are qualified to operate the plant safely. In
point of fact, a Reactor Operator who actually manipulates the
controls which affect plant operations can only take direction
from a qualified Senior Reactor Operator. Reactor Operators who
respond to operating direction from any non-licensed person actually
jeopardize their license and would be subject to a fine or prose-
cution, or both. Plant managers and senior licensee officers who

*

provide directions regarding plant operation do so through the plant
operations supervisor or shift supervisor who do hold valid senior
operator licenses and are both qualified and authorized to provide
directions to the operators of the plant. Further, during the
conduct of our Emergency Preparedness Appraisals, it has been our
experience that only appropriately licensed operators direct the
licensed activities of operators at the controls. The ORNL report
also concludes that plant managers and senior licens e officers
should not be licensed for managerial competence.

.
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In addition to the ORNL study, the staff contacted the following
agencies to determine whether there was a precedent for the con-
cept of licensirg senior officers as managers either within the
Federal Government or as a requirement set by it on the private
sectar. Nine agencies were contacted: two of them (Housing and
Urban Development and Interstate Commerce Commission) administer
licensing programs for organizations only, e.g., interstate truck-
ing firms; five agencies (U . S . Coast Guard, Federal Communications
Commission, Federal Aviation Administration, Federal Maritine Com-
mission and U.S. Customs Service) license both organizations and
individuals; and one agency (Office of Personnel Management) was
interested in the concept of government licensing requirements in
general and the Senior Executive Program in particular. Also, the
U.S. Navy Prospective Commanding Officers (PCO) program was reviewed.
None of the Federal agencies contacted license for managerial ability;
further, there appears to be no Federal Government precedent for li-
censing managers by virtue of their holding management positions.
However-, the SES program provides for certification of individuals
for managerial positions and the Navy PCO program provides special
training for Prospective Commanding Officers. ". hough these are not
formal licensing programs, they do demand satisfactory completion of
a specified program.

In preparing the accompanying report, ORNL and their subcontractor,
Science Management Corporation (SMC), performed a survey study of
NRC Inspection and Enforcement personnel and private sector personnel
familiar with management assessment and the nuclear industry. The
study consisted of 68 personal interviews; 35 interviews with utility
representativcs, 18 with NRC Inspection and Enforcement personnel, 10
with in cividuals f amiliar with assessment techniques, and 5 with pro-
fessional organizations. The ORNL/SMC study is enclosed.

We recognize the need to improve nuclear utility management capabil-
ities and will continue to monitor efforts by the Institute for
Nuclear Power Operations to achieve this goal. The staff has also
been directed to explore other means, e.g., increase training, to
ensure management capabilities. The staff recommends against the
establishment of an NRC licensing requirements for nuclear power
plant managers and other senior licensee officers. However, we

intend to continue to pursue other means of assuring improving
mraagenent competence.

Sincere 3y',
Treated as Chairman Correspondence
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In addition to the ORNL study, the staff con acted the
following ag neies to determine whether the e was a precedent
for the conce t of licensing senior office s as managers
eitN r within the Federal Government or a requirement set
by it on the p-ivate sector. Nine agenc es were contacted:
two of them (H sing and Urban Developr nt and Interstate
Commerce Commis ion) administer licens ng programs for
organizations o y, e.g., interstate rucking firm; five
agencies (U . S . C ast Guard, Federal ommunications Commission,
Federal Aviation dministration, Fe eral Maritime Commission
and U.S. Customs ervice) license ' oth organizations and
individuals; and o e agency (Offi e of Personnel Management)
was interested in e concept of government licensing
requirements in gen ral and the, enior Executive Program in
particular. Also, t e U.S. Nav Prospective Commandi.s
Officers (PCO) progr was rev ewed. None of the Federal
agencies contacted li onse fo managerial ability; further,
there appears to be no Feder 1 Government precedent for
licensing managers by 'rtu of their holding management
positions. However, th S-J program provides for certification
of individuals for manag al positions and the Navy PCO
program provides special raiting for Prospe tive Commanding
Officers. Though these neu formal licens ng programs,
they do demand satisfac or completion of a ,r>ecified program.

In preparing the acco panyin report, ORML and their sub-
contractor, Science F nagemen Corporation (SMC), performed a
survey study of NRC nspectio- and Enforcem at personnel and
private sector per nnel famil ar with management assessment
and the nuclear i ustry. The tudy consisted of 68 personal
interviews: 35 i terviews with tility representatives, 18
with NRC Inspect on and Enforcem t pers;.nnel, 10 with -

individuals fam' liar with assessm nt techniques, and 5 with
professional o ganizations. The O EL/5MC study is enclosc7. -

We recognize he need to improve nu ear utility management
capabilitie and will continue to mo iter efforts by the
Institute f r Nuclear Power Operationg to achieve this goal.
The staff as also been directed to et lore other means,
e.g., inc ease training, to ensure man gement capabilities.
The staf recommends against the establ'shment of an NRC
licensi requirements for nuclear powe plant managers and
other >nior licensee officers. However, we intend to con-
tinue o pursue other means of assuring a d improving *

manag ..ent competence. See SECY S2-155 f /encls.Distribution w/o encls.
Identical letter to The Honorable Sincerely, SECY JPersensky
Georne Bush, President of the Senate OCA HThomnson
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CHAmMAN October 4, 1982
-

The Honorable Thomas P. O'Neill, Jr.
Speaker of the United States -

House of Representatives *

Washington, D.C, 20515 '

Dear Mr. Speaker:

On June 26, 1981 the Nuclear Regulatory Commissicn (NRC) submitted
a status report in response to Public Law 96-295, Section 307(b).
That law required the 11RC to study the feasibility and value of
licensing plant managers and senior licensee officers responsible
for the operation of nuclear power facilities. In that status re-
port, the NRC noted that it had been unable to develop acceptable
alternatives from the existing literature base of sufficient scope
to develop the issues fully and logically. The Commission, there-
fore, directed the staff to expand its efforts through a study of
Federal agencies who address this kind of issue and through inter-
views with persons knowledgeable in management assessment, licensing,
and nuclear operations. The staff conducted a review of Federal
licensing programs and contracted with Oak Ridge National Laboratory

. . (ORNL) to conduct interviews and to analyze experience from other
relevant sectors. This uork has oeen completed and we are hereby
transmitting the reports.

- Current NRC regulations on personnel wh7 are authorized to make
operating decisions state that any person making such decisions, in
either normal or off-normal situations, must hold an NRC granted-

license. This is specified in Chapter 10 of the Code of Federal
Regulations, Part 50 paragraph 54 . Conditions of Licenses:

(i) Except as provided in E 55.9* of this chapter, the
licensee shall not permit the manipulation of the
controls of any facility by anyone who is not a
licensed operator or senior operator as provided in
Part 55 of this chapter.

and
,

(1) The licensee shall designate individuals to be~respon-
sible for directing the licensed activities of licensed
operators. These individuals shall be licensed as
senior operators pursuant to Part 55 of this chapter.

.

10 CFR 55 describes requirements for NRC licensing.*

Paragraph 55.9 provides exceptions for persons in training.

B206270053



..

..

-2-

Nonetheless, questions were also asked about whether licensing
would be appropriate for the technical aspects of mnnagerial
positions. The ORNL stud) indicates that, even though some tech-
nical functions are inherent in all managerial positions, a specific
license, particularly a Senior Reactor Operator license, though
possibly desirable for a nosition such as Superintendent for Oper-
ations or its equivalent, should not be required for managerial
positions. The study notes that the primary reason for this is
that technical responsibilities normally decrease as managerial
responsibilities increase. Also, the American Nuclear Society (ANS)
Standard (ANS-3.1-1981), Selection, Qualification, and Training of
Personnel for Nuclear Power Plants and the hRC Regulatory bulce IT8,
Personnel Selection r.d Training, which endorses the ANS Standard,
recommend that certain managerial and supervisory positions --
specifically those managers and supervisors directly responsible
for operations -- should be filled by persons who hold or have pre-
viously held a Senior Reactor Operator license. For example, the
Plant Manager or the principal alternate should hold a Senior
Reactor Operator license or have held a license for a similar unit;
the Operations Manager and the Training Manager or the person re-
sponsible for training licensed operators should hold a Senior
Reactor Operator license; and the Technical Manager should hold or
have. held a Senior Reactor Operator license.

Commissioner Gilinsky prefers to have additional personnel in a
nuclear power plant's organizaticn '.icensed. Current NRC regula-
tions do not require the supervisor of operations to hold a license.
As a minimum, Commissioner Gilinsky believes that the Commission
should change its regulations to close this loophole. In addition,
the plant manager, who has greater responsibility than anyone else
on his staff, should hold a Commission license.

Though the ANS Standard and Regulatory Guide are not binding re-
guirements, the utilities abide by the criteria set forth in the
ANS Standard or provide justification as directed by the Regulatory
Guide. Therefore, we are confident that the operational personnel
of the utilities are qualified to operate the plant safely. In
point of fact, a Reactor Operator who actually manipulates the
controls which affect plant operations can only take direction
from a qualified Senior Reactor Operator. Reactor Operators who
respond to operating direction from any non-licensed percon actually
jeopardize their license and would be subject to a fine or prose-
cution, or both. Plant managers and senior licensee officers who
provide directions regarding plant operation do so through the plant
operations supervisor or shaft supervisor who do hold valid senior
operator licenses and are both qualified and authorized to provide
directions to the operators of the plant. Further, during the
conduct of our 15ergency Preparedness Appraisals, it has been our
experience that only appropriately licensed operators direct the
licensed activities of operators at the controls. The ORNL report
also concludes that plant managers and senior licensee officers
should not be licensed for managerial competence.
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In addition to the ORNL study, the staff contacted the following
agencies to determine whether there was a precedent for the con-
cept of licensing senior officers as managers either within the
Federal Government or as a requirement set by it on the private
sector. Nine agencies were contacted: two of them (Housing and
Urban Development and Interstate Commerce Commission) administer
licensing programs for organizations only, e.g., inter.7 tate truck-
ing firms; five agencies (U.S. Coast Guard, Federal Communications
Commission, Federal Aviation Administration, Federal Maritime Com-
mission and U.S. Customs Service) license both organizations and
individuals; and one agency (Office of Personnel Management) was
interested in the concept of government licensing requirements in
general and the Senior Executive Program in particular. Also, the
U.S. Pavy Prospective Commanding Officers (PCO) program was reviewed.
None of the Federal agencies contacted license for managerial ability;
further, there appears to be no Feda al Government precedent for li-
censing managers by virtue of their holding management positions.
However, the SES program provides for certification of individuals
far managerial positions and the Navy PCO program provides special
training for Prospective Commanding Officers. Though these are not
formal licensing programs, they do demand satisfactory completion of
a specified program.

In preparing the accompanying report, ORNL and their subcontractor,
Science Management Corporation (SMC) , performed a survey study of
NRC Inspection and Enforcement personnel and private sector personnel
familiar with management assessment and the nuclear industry. The
study consisted of 68 personal interviews; 35 interviews with utility
representatives, 18 with NRC Inspection and Enforcement personnel, 10
with individuals familiar with assessment techniques, and 5 with pro-
fessional organizations. The ORNL/SMC study is enclosed.

We recognize the need to improve nuclear utility management capabil-
ities and will continue to monitor efforts by the Institute for
Nuclear Power Operations to achieve this goal. The staff has also
been directed to explore other means, e.g., increase training, to
ensure management capabilities. The staff recommends against the
establishment of an NRC licensing requirements for nuclear power
plant managers and other senior licensee officers. However, we
intend to continue to pursue other means of assuring improving
management competence.

Sincerely,

(Lk UW N( '

NunzpoJ.
,

(
Palladino

Enclosures:
As stated
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CHAmMAN October 4, 1982

The Honorable George H.W. Bush
President of the United States
Senate
Washington, D.C. 20510

Dear Mr. President:

On June 26, 1981 the Nuclear Regulatory Commission (NRC) submitted
a status report in response to Public Law 96-295, Section 307(b).
That law required the NRC to study the feasibility and value of
licensing plant managers and senior licensee officers responsible
for the operation of nuclear power facilities. In that status re-
port, the NRC noted that it had been unable to develop acceptable
alternatives from the existing literature base of sufficient scope
to defelop the issues fully and logically. The Commission, there-
fore, directed the staff to expand its efforts through a study of
Federal agencies who address this kind of issue and through inter-
views with persons knowledgeable in management assessment, licensing,
and nuclear operations. The staff conducted a review of Federal
licensing programe and contracted with Oak Ridge National Laboratory
(ORNL) to conduct interviews and to analyze experience from other
relevant sectors. This work has been completed and we are hereby
transmitting the reports.

Current NRC regulmtions on personnel who are authorized to make
operating decisions state that any person making such decisions, in
either normal or off-normal situations, must hold an NRC granted
license. This is specified in Chapter 10 of the Code of Federal
Regulations, Part 50 paragraph 54 - Conditions of Licenses:

(i) Except as provided in 6 55.P* of this chapter, the
licensee shall not permit the manipulation of the
controls of any facility by anyone who is nat a
licensed operator or senior operator as provided in
Part 55 of this chapter.

and ,

(1) The licensee shall designate individuals to be respon-
sible for directing the licensed activities of licensed
operators. These individuals chall be licensed as
senior operators pursuant to Part 55 of this chapter.

10 CFR 55 describes requirements for NRC licensing.*

Paragraph 55.9 provides exceptions for persons in training.
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Nonetheless, questions were also ask ; about whether licensing
would be appropriate for the technicol aspects of managerial
positions. The ORNL study indicates that, even though some tech-
nical functions are inherent in all managerial positions, a specific
license, particularly a Senior Reactor Operator license, though
possibly desirable for a position such as Superintendent for Oper-
ations or its equivalent, should not be required for managerial
positions. The study notes that the primary reason for this is
that technical responsibilities normally decrease as managerial
responsibilities increase. Also, the American Nuclear Society (ANS)
Standard (ANS-3.1-1981), Selection, Qualification, and Trainino of
Personnel for Nuclear Power Plants and the NhC Regulatory Guide 1.8,
Personnel Selection and Training, which endorses the ANS Standard,
recommend that certain managerial and supervisory positions --
specifically those managers and supervisors directly responsible
for operations -- should be filled by persons who hold or have pre-
viously held a Senior Reactor Operator license. For example, the
Plant Manager or the principal alternate should hold a Senior
Reactor Operator license or have held a license for a similar unit;
the Operations Manager and the Training Manager or the person re-
sponsible for training licensed operators should hold a Eenior
Reactor Operator license; and the Technical Manager should hold or
have held a Senior Reactor Operator license.

Commissioner Gilinsky prefers to have additional personnel in a
nuclear power plant's organization licensed. Curreut NRC regula-
tions do not require che supervisor of operations to hold a license.
As a minimum, Commissioner Gilinsky believes that the Commission
should change its regulations to clos 2 this loopbole. In addition,
the plant manager, who has greater responsibility than anyone else
on his staff, should hold a Commission license.

Though the ANS Standard and Regulatory Guide are not binding re-
quirements, the utilities abide by the criteria set forth in the
ANS Standard or provide justification as directed by the Regulatory
Guide. Therefore, we are confident that the operational personnel
of the utilities are qualified to operate the plant safely. In
point of fact, a Reactor Operator who actually manipulates the
controls which affect plant operations cc:: only take direction
from a qualified Senior Reactor Operator. Reactor Operators who
respond to operating direction from any non-licensed person actually
jeopardize their license and would be subject to a fine or prose-
cution, or both. Plant managers and senior licensee officers who
provide directions regarding plant operation do so through the plant
operations supervisor or shift supervisor who do hold valid senior
operator licenses and are both qualified and authorized to provide
directions to the operators of the plant. Further, during the
conduct of our Emergency Preparedness Appraisals, it has been our
experience that only appropriately licensed operators direct the
licensed activities of operators at the controls. The ORNL report
also concludes that plant man.gers and senior licensee officers
should not be licensed for managerial competence.
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In addition to the ORNL study, the staff contacted the following
agencies to determine whether there was a precedent for the con-
cept of licensing senior officers as managers either within the
Federal Government or as a requirement set by it on the private
sector. Nine agencies were contacted: two of them (Housing and
Urban Development and Interstate Commerce Commission) administer
licensing programs for organizations only, e.g., interstate truck-
ing firms; five agencies (U . S . Coast Guard, Federal Communications
Commission, Federal Aviation Administration, Federal Maritime Com-
mission and U.S. Customo Service) license both organizations and
individuals; and one agency (Office of Personnel Management) was
interested in the concept of government licensing requirements in
general and the Senior Executive Program in particular. Also, the
U.S. Navy Prospective Commanding Officers (PCO) program was reviewed.
None of the Federal agencies contacted license for managerial ability;
further, there appears to be no Federal Government precedent for li-
censing managers by virtue of their holding management positions.
However, the SES program provides for certification of individuals
for managerial positions and the Navy PCO program provides special
training for Prospective Commanding Officers. Though these are not
formal licensing programs, they do demand satisfactory completion of
a specified program.

In preparing the accompanying report, ORNL and their subcontractor,
Science Management Corporation (SMC), performed a survey study of
NRC Inspection and Enforcement personnel and private sector personnel
familiar with management assessment and the nuclear industry. The
study consisted of 68 personal interviews; 35 interviews with utility
representatives, 18 with NRC Inspection and Enforcement personnel, 10
with individuals familiar with assessment techniques, and 5 with pro-
fessional organizations. The ORNL/SMC study is enclosed.

We recognize the need to improve nuclear utility management capabil-
ities and will continue to monitor efforts by bhe Institute for
Nuclear Power Operations to achieve this goal. The staff has also
been directed to explore other means, e.g., increase training, to
ensure management capabilities. The stsff recommends against the
establishment of an NRC licensing requirements for nuclear power
plant managers and other senior licensee officers. However, we
intend to continue to pursue other means of assuring improving
management competence.

Sincerely,"
-

A W Y/ L tty '

Nunzio J. Palladino

Enclosures:
As stated
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SUMMARY OF SELECTED U. S. GOVERNMENT
AGENCY LICENSING PROGRAMS

Nine Federal agencies were contacted to discuss their licensing programs to
determine if commonalities or parallels existed with the contemplated licensing
of nuclear power plant managers and senior licensee officers. Representatives
of two of these agencies, Housing and Urban Development and the Interstate
Commerce Commission, indicated that their licensing programs related only to
organizations, not to individuals Further, they were not aware of any attempt
to license individuals by their agencies. The six representatives of the other
agencies, U. S. Coast Guard (USCG), the Federal Communications Commission (FCC),
the Federal Aviation Administration (FAA), the Federal Maritime Commission did
discuss programs concerning licensing. The U. S. Navy was also ce :tacted
regarding the Prospective Commanding Officer (PCO) training program. The informa-
tion from each of these agencies is discussed below. The question of feasibility
and value were not discussed in detail because of the respondents' lack of
familiarity with the nuclear utility industry.

U. S. Coast Guard
,

The USCG program of licensing Merchant Marine personnel most closely tracks what
might be a model for licensing of nuclear utility management personnel. The
Coast Guard licenses both the deck officers and the engineering crew of com-
mercial vessels. The authority for licensing is Title 46 CFR 10, " Licensing of
Officers and Motorboat Operators and Registration of Staff Officers," and is
intended to assure minimum levels of competence and qualifications standards.
The license is based on experience, physical examination and professional compe-
tency as determined by written technical examinations.

There are four levels of license for deck officers and the engineering crew.
Deck officers are licensed as 3rd Mate, 2nd Mate, Chief Mate and Master.
Engineers are 3rd Assistant, 2nd Assistant,1st Assistant and Chief Engheer.
The engineering crew is primarily responsible for the power plant of the vessel
whereas the deck officers are responsible for seamanship, navigation and cargo.
Currently, each level within each career requires a separate examination. It

was brought to our attention that the Coast Guard is considering reducing the
examination requirements to two for each career, entry level and 1st Assistant
Engineer or Chief Mate.

In addition to minimum physical and health requirements, entry into the licensed
ranks requires a minimum of three years experience. Training is accomplished
through union, Federal and State operated 5 :ho'ols. The USCG develops, adminis-
ters and scores the licensing examinations crior to issuing the license. Each
increasing level of license examination tests for increasing depth and scope of
knowleJge and are based on analysis of the technical requirements of the job.
The Merchant Marine career path most similar to the utility management role
would be the deck officer. Deck officere are tested for items such as marine
law, rules and regulations, seamanship, lifesaving and firefighting. Though
the Master's job is p-imarily administrative and managerial,these skills are
not tested.
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Federal Communications Commission

The FCC licenses both individuals and organizations (broadcast stations) under
two authorities: the Communication Act of 1930 and the International Communica-
tions Agreement through the United Nations. Only individual licensing was
discussed,

Individual licenses are issued to amateur radio operators and to commercial
repair technicians based on examinations. The amateur licenses are in five
categories ranging from " novice" to " amateur extra." The higher class licenses
permit the licensed operator the use of more radio frequencies and allows use
of shorter call signs. The examinations for amateur licenses consist of two
parts, a written technical test and a telegraph:/ test which involves code
transcription from a tape. The higher class licenses require more technical
knowledge and a demonstration of greater facility at transcription.

The repair technicians for radio-telephone equipment are examined for knowledge
of the technical aspects of equipment end equipment repair before a license is
issued.

There are four categories of commercial licenses. Safety Service (ship and
aircraft), Standard Broadcast, Radio-Telephone, and Broadcast Endorsements.
The FCC has eliminated all examinat%ns for commercial licenses except for
repair technicians. Other commercial licenses require only a post-card
registration.

The FCC representative indicated that the ager.cy is attempting to eliminate
commercial licensing requirements, but international agreements and the Communi-
cations Act prevent such action at this time. However, legislation has been
proposed to change the requirements.

Federal Aviation Administration

The FAA licenses both organizations, including Air Carricrs, Air Carrier Airports,
Pilot Schools and Repair Stations, and individuals, including Pilots, Maintenance
Personnel and Air Traffic Controllers. The majc. ity of the discussion focused on
individual licenses.

There are four categories of pilot licenses with ratings or levels in each
category. The categories are Student, Private, Commercial, and Air Transport.
The ratings in each category differentiate among the equipment type, e.g., type
of plane, navigation system, engine type, etc.' The licenses are based on training
requirements, written technical examination, medical examination, and check rides
in the same equipment for which a license is sought. Both check rides and medical
examinations are conducted periodically for certain types of pilots.
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Repair techniciar.: are licensed for specific air frames and power systems.
They mest receive certified training and pass a written examination specific
to the equipment type intended to be serviced. Level and type of examination
is determined by the equipment a be serviced.

Air traffic controllers are Government employees and are not actually licensed.
However, they must undergo training by the FAA, pass a written and a simulator
examination, and pass a medical examination prior to assuming their duties.

Federal Maritime Commission

The FMC certifies the companies which operate commercial vessels and licenses
freight forwarders. The certification is economica,11y based and requires that
a bond or insurance policy is posted to protect U. S. waters against damage,
e.g. , oil spills. This is to assure that if the company does not repair the
damage, e.g., clean-up an oil spill, then the bond or insurance can cover the
costs.

The licensing of freight forwarders is also primarily economically based. The
freight forwarder represents companies with regard to the export of international
cargo. The license applicant must demonstrate financial capacity, show evidence
of good character in business dealings and meet certain experience requirements.
This is accomplished primarily through provision of references and posting of a
bond. The FMC does investigate the individual prior to granting a license. No
testing of skills or knowledge is required.

U. S. Customs Service

The U. S. Customs Service licenses custom house brokers, both individuals and
corporations. The corparstion is licensed if two officers involved in super-
vision are licensed as individuals. Brokers represent importers with regard to
customs law and payment of duty on goods.

A license is granted by the Customs Service if the individual is a U. S. citizen
and after a character and facility investigation and the individual passes an
examination. The examination tests for knowledge of customs law, importing
procedures, rates and duty, and other agency requirements.

Office of Personnel Management

The OPM does not license any organizations or individuals but the OPf1 individual
interviewed did have an overai' knowledge of Ticensing in the Federal Government.
The interview covered three topt s: licensing of Federal employees. Federal
licensing requirements in the private sector and procedures and criteria used
in recruitment, selection and promotion of managers in the Government.
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As an employer, the Federal Government requires little licensing of its
employees primarily because of the strict legal guidelines imposed on licensing
requirements. As a general rule, the Government requires licensing of employees
only if the individual provides a service to individual citizens where the
service is too critical to expect the citizen to make a rational choice
regarding the competency of the employee. This primarily includes the medical
professions.

Even in cases where non-Government employees who provide services to the
Government must be licensed, Government employees providing the same service
need not be licensed. This includes lawyers, appraisers, barbers, etc. In
such cases, the Government assumes the responsibility of assuring qualifica-
tions and competency. .

As regards Federal licensing activities in the private sector, the major
examples of individual licensing discussed were the FCC, FAA and NRC. The
respondent indicated that other than these, licensing appears to be directed
to organizations rather than individuals.

Recruitment, selection and promotion of managers in the Governm'ent was also
discussed. Assessment center tec,hniques have been used by some agencies to
select GS-14 and 15 employees as candidates for Senior Executive Service (SES)
programs but costs have caused most agencies to return to standard merit
procedures. The merit procedures include approval of technical and professional
qualifications and approval of managerial qualifications by the egency Executive
Review Board and an OPM Qualifications Review Board (QRB). The QRB rules on
whether an individual has:

* Demonstrated success in executive work
* Successfully participated in an approved executive development program
* Special or unique qualities indicating likelihood of executive success

The SES programs are developed by each individual agency utilizing guidelines
established by OPM and published in the Federal Personnel Manual (FPM) and
Bulletins. The agency SES programs are reviewed and approved by OPM. Each
agency establishes an Executive Review Board which is responsible for development
and implementing systems relating to

" Establishing qualifications standards
Recruiting of SES candidates, including candidate development programs

" Establishing selection systems
'

'Handling inquiries
* Documenting merit staffing actions

After an agency selects an individual for an SES vacancy, he must also be
certified by an OPM, QRB. The QRB utilizes documents from the agency and
reviews the candidate f r executive qualifications in terms of competence

.
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to assume leadership responsibilities in the broad areas of:

* Integration of Internal and External Program / Policy Issues
* Organizational Representation and Liaison

Direction and Guidance of Programs, Projects, or Policy Development
* Resource Acquisition and Administration
* Utilization of Human Resources
* Analysis and Review of Implementation and Results Achievcment

Oncs certified by the QRB, the individual retains SES reinstatement rights even
if separated from Government service.

Though the formal certification process is the responsibility of the OPM, each
agency is responsible for the more extensive proces'ses of recruitment, selection,
development and maintenance of executives.

U. S. Navy - Prospective Commanding Officers Program

Admiral H. G. Rickover provided testimony before the House Subcommittee on
Energy Research and Production on May 24, 1979, concerning the training that
Prospective Commanding Officers undergo.

Prospective Commanding Officers (PCO) of all nuclear-powered submarines have
qualified to serve as Engineering Officers and, therefore, have undergone all
training related to that position including nuclear pawer school and prototype.
After selection into the PC0 program, training in addition to that required of
Engineering Officers is required in: nuclear propulsion, including mechanical,
fluid and electrical systems; plant materials; reactor engineering and theory;
reactor safety and chemistry; and radiological controls. The PC0 is examined
in each area, including two oral examinations and a final, seven and one-half
hours, comprehensive examination covering all areas. In addition, a final oral

enmination on reactor safety is given by a four member Naval Reactors Board.
Special briefings by senior naval officers and training in subjects that will
aid the PC0 in running his ship are included in addition to the technical
training.

Sunmary of Licensing in Other Federal Agencies

Of the nine agencies contacted, five license ir.dividuals: Coast Guard, FCC,
FAA, Federal Maritime Commission and U. S. Customs Service. Technical knowledge
of the specific activity is the basis for the-licensing examinations in four of
these five programs. The Maritime Commission license is based on an investiga-
tior, of financial capabilities and previous experience. Of tht programs
described, the Coast Guard's licensing of deck officers and masters most
closely approximates the poter,tial for licensing nuclear power plant canagement.
The Coast Nard license is based on technical skills rather than managerial
abilities.
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Two other programs described, SES and PC0, might be considered models for
assuring the competence of management without being based on a license. The
common aspect of these two programs is the long-term developnent and intensive
training of the individuals selected, as well as a continuing monitoring of
performance and upgrading of capabilities.

The OPM representative also ruggested review of a Supreme Court decision
(Griggs vs Duke Power Co.) which may have a bearing on the subject of licensing
of individuals. In that case, the Supreme Court rules that Title VII of the
Civil Rights Act of 1964 requires that the use of tests and diplomas as job
requirements must be eliminated if they disqualify blacks at a higher rate
than whites, unless the employer can show that the test or diploma bears a
" demonstrable relatinnship" to successful job performance.

In conclusion, through discussions with several other agencies with licensing
authority of non-Government organizations and individuals, there appears to
be no Federal Government precedent for licensing of managers of ccrporate
officers for managerial abilities.

.
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EXECUTIVE SUMMARY

Section 307(b) of Public Law 96-295 directed the Nuclear Regulatory
Cmrnission (IRC)

to undertake a acudy of the feasibility and
va.{ue of licensing... plant managers of

utilization facilities and senior licensee
officers responsible for cpera*. ion of such
facilities.

The Licensee Qualifications Branch of the Division of Human Factors
Safety in turn contracted with the Oak Ridge National Laboratory BRNL) to
provide technical assistance in completing this study. This report

,

presents the results of ORNL's efforts, including tho m of its subcontrac-
tor, Science Management Cxporation (SK:) .

'1he key words in the Section 307(b) quotation are feasibility, value,
licensing, and senior licensee officers. Feasibility was interpreted in
tems of whether the operation was both possible and practical. Value was
addressed in tems of benefits, particularly with respect to public health
arxi safety. Our definition and evaluacion of licensing was not limited to
licensing in a narrow professional or legal sense, but rather enployed a
much broader view of the term which included such concepts as certifica-
tien. The term " senior licensee officers" was left undefined, but since
the position of plant manager was specifically defined, the study centered
around that position and encompassed one managenent level just below and
one just above it.

The infccmation required to answer the questions raised by the issue
of 307(b) was acquired through interviews with

A cross sectica of managers and executives in the nuclear*

power industry

* NRC inspecticn and enforcement personnel: rerident inspectors,
regional staff, and headquarters staff

Pe sons having expertise in or experience with nanagerial/e

executive assessment and appraisal techniques

Ps.7fessional societies and other organizations which certify*

or license professionals.

Questimnaires and interview guides were developed for use in the
field interviews. A total of 68 interviews were conducted, including 31
interviews with utility personnel.

v
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Analysis of interview responses proceeded throughout the interview
phase, and team menbers frequently ret informally to discuss results as the '

study progresLed. A number of specific findings began to energe frczn this
process and, as a result, it was possible to further sharpen the focus of
particular questions. A rore formal analysis was undertaken after rest of
the interviews had been ccxupleted.

The consensus was that the licensing of managenent personnel as a
~

legal requirement administered in a process similar to that used for the
SRO license is undersirable ar.3 would probably be counterprouctive in terms
of both public health and safety and the effective ooeration of nuclear
power plants. However, a need was identified for assuring that line
managerent personnel possess the managerial and technical education,
training, and experience necessary to perform their jobs with a high level
of effectiveness.

Clearly, the inclination of people frcx:t all four groups interviewed
was to favor a certification program. The value to the utilities in tenns
of public health and safety, it was felt, would depend upon the content of
the program, the nature of the process by which the program is implenented,
and the extent to which the program has implicatons for training and work
force development. The general feeling was that such a certification pro-
gram should be developed and a&ninistered by the utility industry itself.
Under this concept a utility's management training and developmmt program
would be certified rather than an individual manager. This type of certif-
ication would recognize the value of management skills in plant operation
and safety arx3 the need for long-term managenent develognent as opposed to
mirdm1 managerial base-line testing.

In ceneral, the resporx!ents were able to identify quite specifically
what thef though the tec mical and managerial requirements for a particular
position should be. But they were less certain and often skeptical of
whether, or 1x:w, the managerial requirements could be assessed in any
objective manner. They were generally adamant that written tests or e':ami-
nations should be avoided as far as possible. The assessment-center tech-
r.ique was identified as a possible reans of managenent evaluation, but one
which needed to be developed and applied on a utility-specific basis.

There was gtneral agreenent that NRC input would be needed for any
program implemented, since NRC is the regulatory body for the nuclear cower
irx3ustry. However, it was felt that NRC's role should be one of guids ce.
NRC would set up guidelines designed to prcznote the development of the pro-
gram, and would perhaps at tires nonitor the process.

It is important to note that all four interview groups expresmd phi-
losophical opposition to further expansion of NRC's regulatory role. In
their view the industry itself is best qualified to undertake develognent
and administration of a licensing / certification program.

I'c is our opinion that NRC would be well advised to explore incor-
Eurating into existing organization and managenent procedures (such as
NUREG-0731) the necessary guidelines and procedures for certifying the
qualifications of nuclear power plant managenent personnel. Such an
acproach would very likely be well rcceived by the industry, und would
eliminate the need to develop a new regulatory program.

Vi
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Several future efforts needed by NRC for such a program are:

* Develop guidelines:
- Develop gu.delines for collection of job audit datae

in the industry
- Review other certification programs for applicability
- Develop specifications which might be included in the

progra (criteria).

* Identify and review ni*4ng NRC guidelines and practices
related to management qualifications and capabilities
(as contained in NOREG-0731 and elsewhere) for comptability
with a certification program.

* Survey industry programs related to: managment.
requirements, sssessment of management capbilities,
training and management developent, and evaluation of

~

management performance.

* Survey nanagement assessment, developent, and evaluation
practices utilized by other organizations as well as i

state-of-the-art teclniques available to managment
specialists.

* Prepare draft certification program guidelines based on -

job requirements.

* Develcp and test a draft format for the NRC review process
which assures reliability through consistent, standardized
methods and instruments.

If NOREG-0731 were chosen as t'r.e mecha: ism for impleenting the process,
two other efforts would be needed:

* Prepare draft guidelines covering management certification
for inclusion in NUREG-0731, an$ evaluate consistency of
nanagement guidelines with guidelines for utility organizations
and structures.

* Prepare final guidelines for utility annagement to be
incorporated into final version of IGEG-0731.

Ot:viously the eventual benefits of any program will to a great extent
depend on how well the program is developed in its initial stages. Any
certification program put in place should be a mechanism for formally
recognizing the professional skills, abi'. ties, knowledge, and experience
that would qualify mnagers to perform f heir duties in a safe and efficient
manner. It should be an integral par * of the entire human resources
development program, i.e., recruinnent, selection, training, and perfor-
mance appraisal. Such a program should be based on a cmprehensive pb
analysis. and the plant-specific and generic components of the certifica-
tion program would depend in part on that analysis.

vii
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1.0 INTRODUCTION-

.

Section 307(b) of Public Law 96-295 (the appropriation authority act

of June 30, 1980, for the Nuclear Pegulatory Commission) directed the Nuclear

Regulatory Commission (NRC)

"to undertake a studj cf tJte fencibility and
value of licensing ... plant managens of
uttil1~ntion fax 1 titles and senior Licensee
officeu responsible for operation of such
facilities."

The Licensee Qualifications Branch (IQB) of the Division of Human Factors
Safety (DHFS) was charged with responsibility for the study. The LQB in turn

contracted with the Oak Ridge National Laboratory (ORNL) to provide technical

assistance in completing the study. This report presents the results of

ORNL's efforts, including those of its subcontractor, Science Management

Corporation (SMC) .

'LSe purpose of the study was to evaluate whether the licensing of

nuclear power plant managers and other senior officers responsible for nuclear

!power plant operations is feasible and, if feasible, whether such licensing

sould have any value to the public, particularly with respect to public

health and safety. The study was exploratory in the sense that, if both

feasibility and value were demonstrated, a more extensive study would

then need to be conducted to confirm preliminary results and to establish

the details of the licensing process.

Our definition and evalnation of " licensing" was not limited to

limnsing in a narrow professional or legal sense, such as that applied to

senior reactor operators, medical doctors, CPAs and professional engineers;

rather, a much broader view of the term was employed including the concept

of certification, which would require demonstrating that individuals had

achieved certain minimum professional credentials. We chose this approach

bec:Ause we were also concerned with assessing the feasibility of achieving

the same ends as licensing (e.g. , reduction of risk to public health and

safety) by means other than formal licensing, such as certification. To

i adicate this broader definition we have used the term " licensing /certifi-

cation" rather than the word " licensing. "

1-1
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The key words in the law cited above are feasibility and value. In

planning and conducting the study, the word "value" was interpreted in
terms of the positive and negative impacts of licensing / certification on
public health and safety. The emphasis here was primarily, but not
solely, on public health and safety. Therefore, respondents were asked
to comment generally on the possible effects on the public, the industry,
and the managers themselves.

" Feasibility" was interpreted as consisting of three sequential
components: (a) can a licensing process be operationalized; (b) can meaning-
ful technical and manas,erial criteria be developed; and (c) what should the
licensing process he and who should administer it?

To ensure that study efforts were focused on the concerns outlined

above, the LQB's project officer developed a set of specific questions to
define both the study scope and the particular areas of inquiry and analysis
to be followed. The CENL/SMC project team then used these questions, together
with preliminary study experience, to formulate the four basic issues that
the study would address, namely:

Issue #1: Does the " licensing / certification" of nuclear.

power plant managers and otner senior utility personnel have
value in terms of public health and safety and the efficient
safe and effective operation of nuclear power plants?

Issue #2: What job-related technical and managerial require-.

ments can and should be included in the " licensing /certifica-
tion" process, and what senior utility officer; should be
subject to the p::ocess?

Issue #3: What would be the most valid and practical processes.

by which the requirements, both managerial and technir..1, would
be assessed? Are there management assessment techniques
available that could be used in the " licensing / certification"
process?

Issue #4: If a " licensing / certification" program in to be set.

in place, who should be responsible for the design and
administration of the program, and if grou;s other than NF',
are involved, what would be both their and NRC's roles in the
program?

l-2
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- "to information required to answer the questions outlined above was

acquired through interviews with:

Persons having expertise in or experience with managerial /.

executive assessment and appraisal techniques (a literature

review was also conducted)

A cross-section of managers and executives in the nuclear.

power industry

NRC personnel, including resident inspectors, regional stitff,.

and personnel in the natienal headquarters of the Office of
Inspection and Enforcement

Professional societies and other organizatiens which certify.

or license professionals.

Details about the samples of interviews, as well as a discussion about

the methodology employed, are provided in Section 2. The study results, pre-

sented in Section 3, are stated in the form of findings for each of the four

major issues outlined above, with separate subsections for each of the

interviewee groups. These findings comprise syntheses of the responses.

Both majority and minority viewpoints, opinions and beliefs are presented

in Section 3. In addition, some " outliers" are includad, specifically those

for which respondents provided cogent or well-conceived support.

.
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2.0 STUDY METHODOLOGY
__

This section provides an overview of the study approach and describes.

the methodology that was employed to develop and conduct the study. The
overview includes a description of the development of the principal
issues addressed in the field interviews and the approach to data

collection and analysis which was decided ugon as the most practical.

The intarview sample, the data collected, the interview guide, the

protocol, and the data collection procedures are discussed in the

methodology, together with the respective rationales.

2.1 overview of the Methodology

"Ae study was initiated with a series cf planning meetings involving

the NRC project officer and members of the ORNL/5MC proje'et team. Efforts
focused first on the development of a precise specification of the scope of

the study and a definition of the specific objectives to be achieved. For

example, considerable effort was devoted to the operational definitions of

" feasibility" and "value" and to the " licensing" concept itself. Considera-

tion was also given to the general subject of managerial assessment techniques,
the functions and responsibilities of nuclear power plant managers and others,
possible criteria for the licensing / certification process, and the relevant

management positions upon which the study should focus. Based on guidance
from the NRC project officer, it was decided to focus on the position of the

nuclear power plant manager but to include one management level above and

below him within the range of the target positions. This approach was

necessary because of the diversity in organizational structures in the nuclear

Npower industry.

"&ese discussions were the basis for deciding the study approach, the

data needs, the sample, the instrumentation and the field interview proce-

dures to be used. Questionnaires and interview guides were developed for

use in field interviews with managers in the nuclear power industrf, the

Institute of Nuclear Power Operations (INPO) , management assessment profes-
sionals, NRC staff, and profersional associations experienced in the professional

2-1
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licensing or certification of its memberahip. Concurrently with the first -

meeting, a review of the management assessment literature was initiated,
particularly with respect to the management assessment center technique.

Table 1 on the following page provides a summary of the types of
respondents and nunbers of interviews that were conducted. Almost all of the

interviews were conducted on site by two-person 1. cams. However, a few one-

person interviews were performed, and two interviews were conducted by
telephone (because of scheduling problems) .

L5e analysis of interview responses was an on-going process throughout
the interview phase, and team members met frequently on an informal basis to
discuss results. Through this process, a number of specific findings began
to emerge, and as a result it was possible to further sharpen the focus
of particular questions. A more formal process of analysis was under+Jten
after most of the interviews had been completed. After initial content-

analysis was completed, a 2-day review meeting was conducted to share inter-
view results and highlight the major points in the respondent opinions,
resolve any contrary results, and identify the range of. opinions that
should be expressed in the findings. It is important to note that there was

consensus among the team members on virtually all essential points.

In the following sections the sample of respondents interviewed, the

data collected, the data collection instruments (interview guides), and
the field procedures are discussed.

2.2 Interview Sample Selection

The methodology called for obtaining the views and opinions of persons

from several different groups:

Utility managers because they were the focus of the study.

and would be the subjects of the licensing / certification
process

2-2
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TABLE 1

SUMMARY OF INTERVIEWS CDNDUC*ED

(NUMBER :F ihTRVIEWS = 58)

.

NUMBER OF NUMBER OF

CATEGORY OF RESPONDENTS SITES INTERVIEWS

Noe rap o wee !N e tsw

LTILITIES VISITED 8
.,

SITES (PLANTS) 10.

INTERVIEWS C:NOLCED.

PLANT MANAGERS (CR ECUIVALENT) 10-

CNE LEVEL Ascwt 9-

3e LEw2. EEL:n 12-

INSTITVTE PCR NUCLEAR PCWER 34GANIZATICNS (IPPC) A
.

25

e s e ao DFiLJP NISTQ

nEsItsNT INSPECORS 3.

REGICNS VISITED 3.

eGIcNx. PERsoect 11.

If.E PERSO4c6 IN PEADQUARTERS 4
.

18

run_ a-wa e accree w

USERS OF ASSES $ 6 T TECHNIN ES.

- m antes 5

- INOIVIDUALS S

accreteT PROPESSICNALS.

- ORGANIZATI:NS/CC|NP ANIES 3

- INDIVIDUALS _5
10

See So"eTe?!$al EDCANI*a?!Ne

NMER OF ORGANIZATI345 4.

NLeeER OF INCIVIDUALS 5.

5

TOTAL NUMBER OF INTERVIEWS 51
_

2-2a .



' ' ' " ' '

_ . . _ . .

+J

e

g<<<)4+3%
4

#
9 4,

.

im e evmu 1,0~

TEST TARGET (MT-3)

1.0 gm m
:= L gn:m

|,| h,* ||IN
"'

l.8

1.25 1.4 1.6x

b
~

h 6"

4 4$4 %g,, f4%
4y;SffffL, <tJg6/ *///

; er.

e i.
- a

--

_ _ _ .



_.

,

8

$s <,5O@%> 4% .

9 4,m e ev <u 1,0~

TEST TARGET (MT-3)

1.0 g m sag -

-

g m iiigncm
| |,| f,* !!|IN

"~

I 1.8=

1.25 1.4 y 1.6,

- - , ,

s = , =

4 % ,,,,, / 4
. Sffff L, <c;4;y(b4:9%i

; y
-

3,
a



. .. --. -. - . .- . . . .

Utility corporate executives e.s representatives of the-
.

industly and because they too might be included within the
the scope of the process

Representatives of nGO 4 ic of their knowledge of the.

industry and becuuse INPO g pt be called upon to assist
in or to develop and administer the program.

NF4 h?ersonnel because of their knowledge of nuclear power.

plant operations, the regulatory process, etc., as well as
the fact that NPC would be a prime candidate for adminster-
ing or at least nonitoring any licensing / certification
program that might be devaloped

Professional societies and associaticns, preferably in fields.

concerned with public health and safety, in which licensing
or certification of professionale is required

Users and practitioners of management development end.

nanagement assessment techniques, including specifically u sers
of such teennique. 3.n the par industry.

"d..s a;prati wiected to cbtain the neem.vsrf in h:rr nen fx ptrsou

representing thcee snep eac Lat c f face-to-face interie<s. l?u.A appr'mch

was selected ova.r tne alter..stivar of que. lonnd we ' il mut.* And telephone

i.nterviewing because it would provide an inte: viewer with the opportunity

to exploi.e topics in greater detail, as well as to stimulate respendents to

provide support and rationale fer their viewu.

The decision ~o conduct face-to-face interrieva resulted, however, in

the need to restnct interviews to selected sqles in each of the target

gr. tups. *:his was necessary because of the limited resources available e.nd

the tight schedule. The approachus employed to select tSe sa=ple i.: each

of the group aca described briefly below.

_The Nucle 11 Power inchtsttu

Because of cesource limi .:.ations, a tarcet of conducting intarviews

in 8 utilities with naclear plants was established. This, it was felt,

would provi% a sufficient cross-section of industry views, since three to

four int c.iews per plant were p.'anned (representing several levels of

management. ) The issue then became that of' establishing th2 particular

utilit:.es and plants that should be visitt.l.
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T) ensure the selection of a representative cross section, we first
.

for=ulated a set of selection criteria applicable to both activities and

plants. The core important of theme were to ensure the inclusion of:

At least er.e large =ulcipl:nt utility.

.

A spread between small and large utilities and plant.s.

Several single-plant utilitiaa.

At least one plant located in clue proximity to a.

large metropolitan area

A range of manage.ial and functional organizational.

rtructures

Both EWR and PWR plantu.

Age (vintage) 1spreseata:-ion.

Gecgraphics.1 dispat.wian..

A prelimic.=ry sample of utilities and pir.nts was selected using
the criteria listed above , !io?.ral "back-ups'' ..cre also identific d ior

use in the event of scheduling difficulties.

IrLtewi.cwee Samcts htom NRC Inscscticn ud Enlarecment %Lsion

It was decided that the NPO sample shculd consist of resitant inspectors
at the plants included ir. the utili ty semple, pins representatives (three to

four persons) from all of the regzons in which interviews were con:ucted.

It was left to the Regional Directols to nominate the individual ir 2*rvieTees.

The basic NRC sample was angnented with A small saw;1e cf four persons
frem tha. headquarte.rs offices of the office of Inspection und Enfercer.ent,
1.:e uding its Director.

Users and Putcti.tionets cf Macacmenz Assessment T:clinicues-

.
-

The celectier of organizations and persons in tris ategcry was based

on a combinatio- -f professional knowledge and experiem resident in the

project team, the litera ure review that had been conducted at the enset of

the study, and referrals by the initial grot.p of persons i ntarviewed.
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f - Two samples weu reqrired in this category: companies (preferably
utilities) that employ management assessme-it tediniques, and - oier sionals

in the fiald who provide such services. For exampic, personnel from two

utliities who are responsible for the devewpment and implem..itation of

training :.nd personnel asscssment programs were interviewed. They currently use
a number of assen.mnt approaches and employ the services of assessment center

f

pnfessionals to assist them. In addition, we interviewed persons f:-or. one

of the leading proponents of the u=e of management assessment techniques in
busi 2es:t al.d industry, including the assessment center approach.

.

Profusionel Societies .utd Associations

Severai pr-fessi.atal societiez and associations that are involved

'd.rectly or irdirect'7) in the licensing or certification of professionals

< ara knam to tne pro; >ct tec.h e.nd others were id3nrified during the

literatuut revie.i. A siniun:m sarple of three .' ueh crganization:; was
established, witn pu: vision for expa:v::.on in tbc event results of the :stial

interviews indica.;ed that this would be desirable.

2.3 Instrumentation and Data Coller-*: ion

Prior to initiating interviews, interview guides were developed for

use by project staff in leading the discussion with interviewees. Each of
4

these guides (except those used for other atrociations and societies, which

were organizationally specific) went through at least two iterations.

Copies of the interview guides that were develeped are included in

Appendix B. Organization-specific instruments were developed for use in

interviews with representatives of professional societies anc ether

crganizations in which professionals are licensed or certified.

Macient Power Industtu intetvie:4 Guide

* semi-structured interview instrument was developed for use in

guiding interviews with persens in the nuclear power industry ; including

INPO). It included:
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A personal information su==ary to record key educational -.

and work cxperiences of the interviewees

Questions regarding key work experiences, training and.

u.anagerial attributes / capabilities that the interviewees

felt were essential or desirable requirements for the
job

A section designed to determine the orientation of the.

position 'i.e. , with whom the manager dealt most frequently)

A questionnaire that was used to obtain each interviewee's.

opinion, ideas, perceptions and comments about the value
and nature of licensing or its ilternatives.

The questions and prompts included in the guide were developed around
de four basic issues listed in Section 1.0. They were designed to provide

facts (e.g. how do managers spend their time and with whom do they interact
how frequently, etc.) , r.s well as opiniol.s (e.g. , with respect co :ne value
of licensin7) .

It is i=portant .o emphasize that the instrtrr.nt was used as a guide
and ti.at the questic .4 were not d.ed in a serial manner. Also, promising
lines of inquiry were pursued in the discussions, even when taese had not

been addressed on the instrument.

All but two interviews were conducted face-to-face, on-site, by
a two-person interview team. One person c.cted as the interviewer,
whereas the second recorded respenses and ensured that all topics were
covered.

Nucleat ReauMow Commission Intetview Guide

The instrument used to guide discussions with NRC personnel was

similar to Gat used for interviews with nuclear power industrf managers
and executives. However, heavier eriphasis was placed on the potential
henefits, and disadvantages of lir.ensing or certification, the adequac1 of
the existing processes for plant licensing, who should develop and
administer such a program, etc.
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. Uscu and Pra.c,titioneu of Iktnagement kssessment

%e interview guides that were used for discussions with both users

at ' pract tinners focused on uses of management assessment, the techniques
t volve '., where their use is most/least appropriate (both jobs and attri-

butes), benefits and disadvantages, possible lagal or ethical probelms, etc.

Respondents were also briefed on the organization of nuclear power

plants and rrovided with an overview of the results being obtained with
respect to how power plant menagesrs spend their time, essential and desirable

n.anagement knowledges, skills and attributes, etc. mey were then asked

.a series of questions to eli:it their views on the approp.riateness, feasi-

bility,and value of employing management assessment techniques in the
nuclear power incustry.

Instaments for Use for Intetvicm6 mitlt Reptesentatives of Scaletre_a '

ana Assacratrons xn Uil.xch PeAsons are LLcensed or CerCLfred

There were three basic objectives in conducting interviews with

persons in this category. Specifically, we wanted to obtain:

An understanding of the process and techniques used.

for licensing er certification in that profession

Se interviewees' views of licensing /cartification,.

including the benefits / disadvantages , who they believe
should be responsible for administr;. '.on, etc.

meir views (after a briefing on nuclear power plant.

orgar.ization and management) as te the value and
feasibility of licensing,' certification, as well as any
alternative approach that * hey might suggest.
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3.0 RESULTS OF THE. _F".E.LD INTERVIEWS

In the introduction to this report, we stated the four basic issues

around which the questions posed to resrmdents in the field interviews and

telephone discussions were framed. In this section of the report, we have

summarized the opinions of those interviewed on each of the issues in

question. The format chosen to present them is the nalrati.ve discussion.
Majority opinions are presented together with key minority opinions and
outliers that might be censidered important despite their deviation from

the general viewpoint.

nespondents were generally willing to dise=s ti.e issues at length,

and consequently there was quite a diversity of detailed opir. ion collected

on them. Clearly, it would not be useful in suen a chart and exploratory

study ta atte pt to present all nuances of opinion surrounding each issue.

Rather, we have content-analyred the responses to highlight the rajor

points about which there were ennsistent opinions; whera consistency was

absent, we have exercised judgment about which major points to include in

the discussion and have also tried to represent the range et opinions

encountered where it is useful.

Clearly, the inclination of people from all tour groups inte:~;iewed

was to favor a certification program over legal licensing. Furthermer.'a ,

they felt that the value to public nealth and safety would depend

upon the content of the program, the nature of the process by which d: is

implemented, and the extent to which the program had implications for

training and workforce development. There was indication, supported by

evidence presented in later sections of this report, that the respondent

group favored seme form cf self-developed and self-ad=inistered certifica-

tion program. The respondents' opinion regarding the role of nrc in

such a situation is discussed later in this report.
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3.1 Issue #1: Does the "licens1.ng/c_ertifAcation" ofguelear power plant
.

managers and other senior licensee personnel have value in terms of
public health and safatv and the efficient, safe and effective
operation of nuclear power plants?

3.1.0 Backeround and General comments

This issue obviously aims at the kernel of the proposed licensing /
certification of management personnel -- its perceived impact on public
health and safety. The interviewers did net provide respondents with the
linkage between saf2ty and managerial competence, but rather allowed them

to consider the question without prompting and then conducted probing
discussiot.s around the points raised. There was, however, a preceding
discussion of licensing and certification in order to expand the concept
beyond the existing Reactor Operator (RO) and Senior Reactor Operator (SRO)
licensing process, which is technical in nature, emphasizes cognitive
knowledge, and has no management component.

Discussion of the value of licensing /certific^ tion of senior management
personnel was hampered by difficulties in identifying who (i.e., what
positions) wm to be the subjects of the licensing process. It was clear
that there was great diversity among utilities, and even among nuclear plants
in the rame utility, in terms of the job functions associated with what
initially appear to be comparable positions. There is no standard
organisational structure through which the nuclear facilities are
operated, and this also made the clustering of responses in terms of
:pecific positions more difficult. For this reason, we have resisted
the temptation to separate the respondents into positien categories in
the analyses.

with the utilities personnel, and to some extent with NRC personnel
also, we encountered considerable skepticism regarding the feasibility of
defining valid management criteria, and even more doubt regarding the
ability to measure management capabilities in a valid and reliable way. This

made discussion of the first issue -- the value of licensing / certification --
somewhat difficult and required that respondents be asked to suspend their
doubts and presuppose that it was possible to do so.
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3.1.1 Viewpoints from the Nuclear Power Industry

There was a clear consensus that the licensing / certification of
management personnel, if conceived as a legal requirement in the same way as
the SRO licenses, is undesirable and would probably be counterproductive
in terms of both public health and safety and the safe and effective opera-
tion of nuclear power plants. Respondents felt that senior management perscanal

are already turdened and their time is limited; any add.ti lonal regulation
which took them away frozt their duties en site would threaten their

ability to fu12ill . heir responsibilities adequately and thus threaten the
safe operation of the plants. One possible advantage (which the respon-
dents perceived as being heavily outweighted by the disadvantages) was

the rossible positive impact it might have on the industry's public image,
but even that was considered very uncertain.

Thern was, however, support for the concept of certification if indeed

some process for recognizing and requiring formal professional credentials

of senior managerial personnel we e to be put in place. Certification was

seen to differ from the licensing concept in that it would not be con-

ceived as a privilege that could be granted or withheld at the vr;11tien

of a legal regulatory body; rather it would be viewed as evidence that the

holders had attained certain mini:m:m standards of professional ability,
skill and accomplishment that are considered necessary to effectivcly
discha.- Te the requirements of their positions.

There were some respondents who rejected the notion of placing any
additional regulatcry requirements on senior management personnel beyond
those already present in the periodic management reviews performed by
NRC en a utility-wide basis. These . individuals felu that the current

process provides NRC with the necessary leverage fer achieving the desired
cbjectives of licensing.

Those who favored the certification approach offered the following
reasons for their viewpoint:

Screening would be improved for all utility management
positions, thereby increasing the calibre of all key.

decision-making management personnel
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n e certification requirements would serve to help
.

.

define job requirements and stardards upon which man-
power development, manpower planning and training pro-
grams cocid be based, thereby improving the calibre
of future managers.

The certification process, if appropriately pumlicized,.

would help to promote greater public confidence regarding
the safe operation of nuclear power facilities.

The supporters of certification were at pains to point out, however, that

their support presupposed that a careful job analysis of the positions to
be certified would be performed to define criteria and set both general and
plant-specific requirements, and that these would go beyond the ANSI /ANS 3.1

st'.ndards currently under review, particularly in the area of training.
* urther, their support would also depend on the nature of the process. and,

procedures that would be employed to implement the program.

A minority of respondents who oppose both licensing and certification
raised the following objections:

The basic goal of enhanced public health and safety wouli.

not be served in any way and could be jeopardized, as
stated earlier.

Current NRC inspections of the utilities are adequate to.

control and regulate managers by auditing utility manage-
ment as a whole without additional regulatory requirements

The calibre of management personnel would not be improved.

in that the self-interest of utilities is currently
directed toward identifying, training and selecting the
best people available.

There might be a tendency en the cne hand to set =inimum.

criteria to cover the diversity of the industry, which
might fail to distinguish among different calibres of
personnel and impede selection on the bas!.s of merit
by setting the standards that tend to be over-broad. On

the other hand, there might be a tendency to set ve:y detailed,
idealistic or impractical requirements which few could meet,
thereby discouraging or excluding otherwise qualified people.

It should be pointed out that even those persons opposed to licensing
and/or certification were nevertheless able to identify quite specific job
qualifications and performance requirements that they considered either
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. essential or very desirable (discussed below under Issues 2 and 3). Their

central point was not that personnel qualifications and position requirements
were not or corld not be established, but that there were alternatives

available that could achieve the same goals without the need for further

regulation, such as self-policing management training programs, or profes-
sional certification by the industry itself. -

3.1.2 Viewpo_ints from the NRC Inspection and Enforcement Division

h e majority of those interviewed, while opposing legal licensing, did

see a need for some kind of certification process for the industry. Cer-

tification was seen as a process wherein stanMeds would be established

for formal professional credentials to ens';.e that managers had met certain
minimum standards of both education and experience. Those respondents who
favored certification over licensing cited the following reasons fe :pport:

The certification process would provide a means of.

screening individuals who enter into utility management to
ensure that potential managers have the necessary skills
and abilities.

Certification would provide a consistent apprcach to.

qualifying individuals in management positions by defining
jeb requirements and standards.

Certification would both 1 grove the safety of the.

utilities and improve the public's perception of their
interest in safety-in operating nuclear power stationn..

A m'nority favored the licensing of utilities rather than individuals.

These respo.ments believed that by using this approach the NRC would be

able to exercise a greater degree of control over utility management (which

is also precisely why others strongly opposed this approach). Under this

concept, the utility would be licensed with a qualified management personnel

" team" as authorized users under the license.

Only a small minority of NRC personnel expressed a positive attitude

toward the concept of licensing of nuclear power utility managers (as a

process similar to that used in acquiring an SRO license) . Those respon-

dents who did favor licensing did so because they felt that direct health
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and safety benefits would result from requiring parsonnel to be more effectise .

and responsible and that licensing could promotii this. Licensing of indi-
vidual managers was also perceived as a means of assuring the public of the
qualifications of nuclear power utility management.

Finally, there were a few individuals who saw no need for either-

licensing or certification. Objections were based on the following grounds:

There is an already existing review process for utilities.

whereby NRC can deter =ine which utilities are performing
up to standard and which are not.

Management is too difficult to quantify. Technical skills.

may be necessary for'the team but not for every individual.
Licensing / certification is too prescriptive, and would
prevent utilities from developing workable staffs,

Licenuing/ certification could result in false confidence.

in the efficacy o.f the process.

3.1.3 viewooints from Professional organizations and Societies

Professional association executives typical.'.y reject the notion of
licensing by government in favor of self-administered certification programs.
One organization contacted, the American Institute of Certified Public
Accountants, does require certification by a state board of accountancy as
a requirement for membership. Another, the National Society of Professional
Engineer , administers a certification program for engineering technicians,
altho tgh architects and engineers are presently licesed by state boards
in all 30 states.

No association executive contacted expressed a positive attitude
toward legal licensing of senier nuclear power plant managers, although

~

several did not feel they had sufficient information to legitimately
comment on the idea. An executive with an association that administers
an accreditation progr=.m for its members felt personally that licensing
nuclear plant managers would probably lower standards by focusing solely
cn NRC's concern with technical safety as opposed to covering a wide range
of both technical and managerial requirements. The interviewee supported
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this contention by comparing the management of U.S. airports to those in

Canada where airports are owned and operated by government personnel. He

claimed that U.S. airport management was far superior to Canadian manage-
ment and that U.S. airport operating costs were much lower.

While associatien executives had no comment er were opposed to
licensing of nuclear plant managers, the consensus favored some form of

self-developed and self-administered certification program. Although these

interviewees did not know enough about nuclear plant managc e nt to specify
;he content of a certification program, most felt that management

capabilities as opposed to technical knowledge should constitute an impor-

tatt dimension of the program. Hypothesized benefits from a certification

program included more efficient and safer plant operation thrn~-h enhanced

manigement, increased public assurance that plant managers are well qualified
for the positions they hold, and an upgrading of utility management in

genexa1.

Several associatf N1 ad society representatives expressed strong
opinions in favor of professional "self-policing" (including voluntary,

ncn-mandatory accreditation or certification by the organi=ation) as a

means of improving professionalism, upgrading knowledge and skills, and
generally enhancing the profession's stature.

3.1.4 Viewooints from Manneemen+ Development and Assessment Professionals

Executives involved in personnel and organizational development
generally held views similar to those of persons from professional societies,

albeit they expressed stronger positions on the negative consequences of

licensing and the desirability of self-administered certification.

The most common negative position expressed by interviewees whose

responsibilities presently include management training and development was
that licensing would be an additional burden on the nuclear industry with no
corresponding benefits either to safety or real managerial campetency.
Formal licensing by NRC, they felt, would inevitably focus en narrow
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technical issues where plant managers were already qualified. The critical
areas of concern are managerial and interpersonal skills where plant
managers, because of their technical backgrounds, are often deficient. More

appropriate and beneficial to both the public and the utility, they felt,
would be a certification process based on a training and development program
for management personnel. Under this concept, the utility's management
training program would be certified rather than the individual manager. This
type of certification would recognize the value of management skills in plant
operation and safety, the general lack of emphasis on such skills in the
training of many plant managers, ud the need for ongoing, long-term manage-
nent development as opposed to a minimal managerial base-line testing.

3.2 Issue #2: What iob-related technical manacerial recuirements can
and should be included in the licensine/ certification process, and
what senior licensee officers should be subject to the procecs?

3.2.0 Background and General Comments

The questions formulated to address this issue hypothesized that some
form of licensing / certification program would be set in place, although
what form it might take and what its content might be were allowed to remain
undefined. Respondents were asked to give their opinions on the managerial
and technical qualifications and accomplishment that they thought should
be demonstrated by managers to hold senior management positions. They were
asked about the background experiences, training and education that they
censidered were minimum require ents, and those managerial attributes
managers should possess to be able to successfully discharge the respon-
sibilities of their position. They were also asked to identify those
management levels or specific positions which they thought should be
subject to the licensing /ccrtification process.

In general, the respondents were able to identify, quite specifically,
what they thought the technical and managerisl requirements should ber how-
ever, they were less certain (and often skeptical) of whether, or how, those
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requirements could be assessed in any objective manner, with the exception of
.

technical knowledge. They were generally adamant that written tests or

examinations should be avoided as far as possible.

3.2.1 viewpoints from the Nuclear Power Industry

Generally, it was thought that the plant manager's role and those of
other senior officids, both above and below the plant manager, were more
managerial than technical an6 that any licensing program should recognize
this. Most respondents referred to ANSI standards of exp{rience, training
and education when asked to recommend requirements, particularly those for
plant managers. Most felt that, while the standards were generally

acceptable, they were not sufficiently targeted en the individual position

requirements, particularly in the area of training; more detail was thought

to be needed. There were varied opinicns on the dagree requirements in

ANSI /US 3.1, and many felt that scre flexibility was required to accom-

modate the exceptional person who did net meet the standards. Most felt

that the degree requirement was probably unnecessary below the plant manager
level. They also felt it likely that future managers would have a degree;

i.e., that the passage of time and the maturity of the industry would take

care of any degree requirerrts felt to be necessary.

Some respondents pointed out that to dichotemize technical and managerial
skills and abilities was a false distinction in that managerial activity and
decision-making ultimately involved the technical nature of the plant, par-
ticularly under high-stress situations (decisions regarding outages, for. example).

Technical skills, knowledge and abilities were thought to become increas-
ingly important as one moved down the organization frem the plant manager.
Above the plant manager at the corporate level in the nuclear chain, management
attributes became increasingly i=portant as management activities moved more

toward planning, resource development and organization. There was, however,
some variation of opinion regarding the level of technical ability that

positions above the plant manager required. One Vice President of Nuclear

Operations asserted that not only was he involved quite deeply in the technical
subject matter of his suberdinates but that he actually made important tech-
nical decisions that required specific scientific and engineering knowledge.
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This was an exception, but it underscores the differences between utilities -

in teru of the functional responsibilities and behavior of people in
apparently similar positions.

One aspect of this issue is the question of the organization level
at which " senior licensee officers" should be included in the licensing /
certification process. Respondents, however, in some cases 2xtended their
responses beyond senior management to the organization as a whole. The
opinions are s m arized on two levels: (1) for senior managerial pcsitions
only and (2) for all positions, plant-wide, both managerial and technical.

If there was a trend at all in terms of managerial personnel,it leaned
toward the opinion that the highest level included should be the plant manager
or that person on-site with the highest decision authority (in some cases the
Vice President for Nuclear Operations may be located at the plant site rather
than at headquarters). There was some opinion on the part of the corporate
lev 1 managers that the process should reach as high as the senior Vice
President for Nuclear Operations, or whoever is the senior nuclear officer,
particularly if the licensing program is a professional certification
program with training implications rather than a legal, regulatory require-
ment. Very few of these interviewed at the plane level felt there was a
need to extend the process to the corporate levels

Most felt that the top supervisory level (Superintendent of Operations,
Superintendent of Technical Services, etc.) was probably the lowest level
at which managerial personnel should be certified, although there were
some who extended this all the way down to first-line supervisers. There was
also seme feeling that not all supervisors at the top level need to be included,
but that the focus should be on operations and maintenance mainly and possibly
technical services. Again, it was pointed out that this Rd vary because

of the differing organizational structures areng *.he utilities and the
different functional responsibilities assigned to positions.

When asked about non-management positions, respondents felt that some

form of certification was appropriate down at least to the engineer level,
although obviously below line management positions such licenses would

involve technical skilss and abilities almost exclusively.

3-10



.

._ ~ _ _ . . . . _ . _ .-m . . _.

.

Below are the taajor poi. ts simmarized in terms of the managerial and
.

technical requirements:

Manacerial Recuiremer'ts

Plant managers, corporate managers and other line managers.

should have a minimum of several years' experience
in the nuclear power industry, depending on the individual
and the positions previously held. (Minimum estimates ranged from
1-2 years to as many a s 4-5 years,largely depending upon the
amount of additional experience in fossil plants.) Some of the
nuclear experience should be in the particular plant or utility
in which the manager will or does work.

There was some variation regarding how much experience in the.

electrical power industry in general (either fossil or nuclear)
was necessary for the plant manager; the range was anywhere
from a minimum of 5 to 15 years. Many persons cited ANSI 3.1
standards as the appropriate criteria. Vice presidents were
seen to require longer periods of experience in the nuclear power
in stry, as all stressed .aat nuclear operations differed
greatly from those of fossil plants.

Plant managers and executives above them should have experience.

supervising large numbers of staff (more than 20 persons at
least).

Mobility through a number of key areas of plant operations was.

seen to be a necessary career route for plant managers, par-
ticularly operations and maintenance (although one manager is a
health physicist), since mobility provides a broad understanding
of plant systems and the interrelatedness of the many functional
units in the plant's organization.

More than their fossil counterparts, nuclear plant managers.

should have a good knowledge of the government regulatory process
and how plant operations relates to this process.

The need for experience and training in areas such as public.

relations and labor relations varied from plant to plant,
depending on the functional responsibilities of the positions in
question as defined in the organization. Sore respondents considered
that labor relations experience and ability was essential while
others saw it as a desirable attribute but not a critical one
because such a function was assigned to others quite frequently.

Virtually all interviewees expressed the opinion that management.

training was an essential prerequisite for senior managemen:
personnel. Most felt that such training programs already existed
in their nrganizaticns to acco::=edate this need or were in
development. This opinion was expressed in both large and small
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utilities. (All of the utilities visited in the course of
-

this study have committed resources to management training
programs. It should be pointed out that this study did not
assess the management programs per se, and we cannot make
any judgments regarding the quality of the different programs.
However, at least one utility has shown its serious recogni-
tion of the importance of management training by its ccm-
mitment in terms of dollars per year for this aspect.) The
utiliuies felt that (a) they were already addressing the felt
need for management training, both general and industry /
ut.ility-specific; (b) they are doing so in a variety of ways but,

not necessarily solely through a formal degree program; and (c)
their programs of training and education are tailored to the
industry's needs,which they feel is the most effective course
of action.

Although a general opinion was not evident, it was suggested on.

several occasions that certification requirements should examine
some plant-specific aspects of the job. For example, managers
should demonstrate a sound knowledge of the management systnma
at both the plant and corporate levels. The implication of this
(and one that was occasionauy expressed) was that the possi-
bility of certifying the managers on the specific plant (just as
operators are) should be considered.

The background experience, training and education described above can

be readily assessed through a records review in most instances or through
techniques such as oral board !nterviews or peer reviews. However, most felt
that it would be difficult to define the behavioral attributes of managers
which contribute to successful managerial performance on the job, and to
objectively measure them. For example, all responf.ents stressed the impor-
tance of human-relations skills and team building. How to incorporate such
an attribute in a certification program is a difficult questien to answer,
and would require a more detailed study.

These management attributes considered essential to the plant manager's
job were:

An understanding of the management team approach and an.

ability to function as part of such a team

Strong planning abilities.

Good public relations skills.

A com=itment to, a knowledge of, and an ability in work-.

force development, including manpower planning, huran
resource development, and related skills.
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Most interviewees felt that the senior mr agers should have progressed.

on at least a 5-10 year career path through the ranks. Major utilities
with established nuclear programs maintained that this was a fait accompli
a-d thus unnecessary for anyone to r.cnitor or regulate in any way.

Technical Recuirements

Few respondents felt that u.lepth technical kne , lodge in spe:ific
scientific ed engineering disciplines was a requirement of positions at the

plant manager level and above. Rather, persons at these levels need to

hav's demonstrated a solid understanding of the technical consequences of the
7 n.s in their plants. thus, a broad technical knowledge of the technology
in- ,d, cutting across the different functional areas they must manage,
shouc be derenstrated. The main points of respondents' opinions wera

A for:ci academic degree in science or engineering was generally.

considered desirable. However, it was thought that the licensing
system should be flexible enough to accommodate the exception.
Thus come form of equivaleucy should be incorporated, but

'

it should have very rigorous standarde and not merely reflect,
say, years on the jch.s

Although interviewees agreed that senior man:.gers (excepting.

supervisors of operations perhaps) should not be required to
hold or have held an operctor's license, a number of persens
felt that they should have undargene the training programs leading
to such licenses. Such training, it is felt, provides a good
understanding of what is involved in the operation of the
plant, which was considered essential. Few felt that it was
necessary to have had actual experience as an operator. Several
did say that some shift management experience might be desirable,
however.

Systems training, education and experience was considered highly.

desirable in the senior managers' backgrounds.

Specific in-depth training in special areas such as fire protection.

was not thought to be necessary, but managers should be able to
demonstrate an understanding of the relationships of all aspects
of plant operation to health and safety concerns, and the systems
availanle to them in addressing them. Many persons stressed that
a plant manager's responsibility is to set policies requiring such
awareness all the way down the crganization and that he should
actively =cnitor the organization to ensure that these policies
were in effect.

.
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3.2.2 Viewpoints from the NRC Inspection and Enforcement Division
-

The views expressed by the majority of interviewees from the Nuclear

Pegulatory Commission were surprisingly similar to the consensus positions from
persons in the nuclear power industry. However, NRC staff placed more emphasis
en the technical requirements of the positions. Utility managers emphrized
that their jobs were more heavily criented toward management skills ano
abilities. The exception to this was the common opinion held by NRC and
utility personnel interviewed that it was desirable for managers to have
obtained SRO license training at some time, which is largely technical in
nature. Both groups felt that while the license need not be maintained

(should not), the SRO training would be helpful to the plant mant,ar.
A very small minority of NRC staff felt that it should be a requirement.

When NRC personnel were asked to cite those requirements that should be

included in a licensing or certification process for somecne at the plant manager
level, there was a clear consensus on the most important managerial and tech-
nical skills. All respondents cited supervisory experience as a necessary
requirement; however, the number of years of prior experience suggested varied
from 2 to as many as 10 years. AL:iost all respondents agreed that prior
technical experience in the nuclear power industry, plus experience in a
variety of positions in the power industry, were also requirements that should
be addressed in a licensing / certification process. Conversely, previous exper-
ience in the areas of public relations, governmental relations, and negotia-
tions and labor relations were viewed by the majority of NRC interviewees as
being desirable but not mandatory.

Recarding education and training, al:: cst everyone agreed that a degree
in engineering or in a "hard" science was appropriate, with the stipulatien
that allowances had to Lc made for those individuals who have the knowledge
without the formal degree. Training, particularly in the area o# crisis
management, was viewed by all respondents as being desirable but difficult
if not imposs3Me to provide. Virtually all NRC personnel expressed the
belief that plant managers chould receive special training in a variety of
management disciplines, but few persons were willing to go so far as to
say that this should be a requirement. Many NRC staff expressed the belief
that the knowledges and skills that would be develeped through special
training would have had to have been demonstrated at lower levels of the
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erganization in order for a manager to have advanced. However, a vocal
minority took strong exception to this position.

There,was some reluctance on the part of many NRC personnel to address

the specifit managerial attributes and knowledge that plant managers and
others should possess. Most were willing to agree that nuclear power plant .

managers probably did scend in the range of 60-80 percent of their time on
managerial and administrative vis-a-vis technical matters. A number of these

persons observed. that- the distribution of managers' time was unlikely
to provide guidance with respect to the criticality of their various technical
and managerial responsibilities.

3.2.3 Viewpoints from Association Executivec and Management Ascessment '

Professionals

The almost universal opinion among association executives and management
assessment professionals, both in and out of the nuclear industry, is that
licensing -- or their preferred option, voluntary certification --
should focus on managerial skills. These skills include interpersonal
relations, decision-making, communications, resource management, team
building, leadership, and a wide variety of others which are generic to
management in almost any environment. Interviewees from these groups were
not concerned about technical skills which they tended to consider of
secondary i=portance.

People interviewed from outside the nuclear utility industry were not
familiar with nuclear plant organizational structures and functional respon-
sibilities and had no opinion on who should be included in a licensing
program. Since they were opposed to licensing, utility training and
persennel executives involved with management development also would not
express an opinion about who should be licensed. When the focus of
discussion changed from licensing to certification, several of these

executives felt that a management development program should be applied
to all levels of utility management, from the plant level to the cerporate
level.

The exact conduct of a management training and development program
established to meet certification requirements would depend on three factors:
the overall erganizational and functional structure of the utility, position
requirements and career paths, and the managerial strengths and weaknesses
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of each manager. As described by one utility training director, the -

organizational structure and each managerial position should be analyzed
to identify managerial skills aquirements, and managers should be assessed
based on those requirements. Where areas of weakness were identified, a
specific training and development program would be established and carried

out. Managers would be reassessed on a regular basis to track the progress
of the development program and to revise t$e program as needed. Certifica-
tion of the management development program wordd involve an outside review

(by INPO, NRC, or an assessment professional) of (1) the organization and
position cnalysis, (2) the management assessment program, (3) the manage-
ment and its implementation training program, and (4) the system of
management reassessment and training program improvement. The certifica-

tion process would be designed to ensure that the management development
program ;as in place and regularly and systematically applied and updated.

It was pointed out by several e.ssessment professionals (practitioners
.md users) that the managerial requirements of nuclear plant ztanagers and
other supervisory positions could be systematically identified and defined
using existing task analysis and assessment techniques, and that managers could
be tested and judged based on those requirements. The general feeling,
however, was that the specification of requirements and the assessment of

managers was more appropriate in the context of training ud development
rather than a single " pass-fail" decision. From this perspecti7e, managerial
certification is seen as a process rather than an event and certification

_

is program-related rather than manager-specific.* The objective would not be te
ensure that plant managers meet minimal recuirements, since this is already
done through the normal selection process, but that plant managers were
improving their managerial capabilities. This is a movement beyond the
" minimum requirements" approach to a more developmental concept.

*Our impression is that many of the NPP managers and NRC staff wLo were inter-
viewed would concur fully with this view. In retrosoect, it is now clear
that a number o! persons " grappled" with this concepc but were unable to a
articulate it.
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3.3 Issue #3: What is the most practical and, valid process by which the

managerial and technical recuirements of senior manegement positions
could be assessed? Are there proven managerial assessment technicues
(such as the assessment center apcroach) that could be used in the
licensinc/ certification prescess?

3.3.0 Background and General Comments

one of the difficulties encountered in addressing this question was the

tendency for respondents to think in terms of licensing / certification as the

granting of a piece of paper - a " ticket" -- on the basis of a written test,

that is, as a result of a process similar to that e= ployed in SRO licensing.

I'. was frequently necessary to pull respondents back to the broader alternatives

from the more narrew definition implied by the written testing procedure.

'ntis was done when it appeared to the interviewer that the respondent was

indeed responding on the basis of a procedure that was conceived as being
similar to SRO licensing. Nevertheless, it is not clear to what extent this

tendency on the part of interviewees may have confounded responses in terms

of the intent of the questions.

. ...

3.3.1 Viewpoints from the Nuclear Power Industry

Most respondents indicated that their opinions on how the licensing

program should be impleme.ted and the procedures most appropriate to assess
managerial qualifications and competencies would depend on the content

of the program and the criteria that were established. Nevertheless, the

respondents were quite firm on a number of points about the procedures

that should not be used, and there was consensus on the general approach
that should be employed. The major points were:

Written tests of technical or managerial knowledge should be.

avoided. Such tests were considered to be usually unrelated
to effective job performance.

Current NRC management assessment procedures applied 1.hrough the.

management review process were already adequate to identify
management problems. Perhaps some greater specificity or targeting
of the evaluations to specific positions could be accomplished, but
by and large it was felt that the appropriate mechanism is already
in place.
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An overwhelming majority of rerpendents considered that the most .

.

practical and relevant approach to licensing or certifying manage-
ment personnel would be through a process involving one or several of
the following: oral board interviews, record and background
reviewa, testimony of significant past supervisors and peers,
peer review panels comprised of other persons in the same
positions, and/or some plant-specific simulation exercises that
would examine knowledge of the particular plant operations and
utility organization.

Certification should ta' place on entry to a position and should.

not necessarily be repeated, although a requirement for periodic
" refresher" training could be included. Any process that
required the managers to be taken away or distracted from their
duties at the plant for inordinate periods of time was to be
avoided at all costs. Managers are already extremely burdened
it was felt, and the pay-off for such distractions was likely
to be marginal in terms of enhanced public health and safety.

With respect to the first point above, most individuals rejected testing
-

(including use of assessment centers) because they are convinced that is is im-
possible to objectively " measure" or assess managers in any field, much less their
own, through testing, and they are highly skeptical about any claims to the contrary.

.

3.3.2 Viewooints frem the NRC Insoection and Enforcement Divisien

There was greater diversity in the views of the NRC personnel who were
interviewed than in the industry groups, and a clear consensus did not
emerge on any key points. For example, although NRC staff were generally
as skeptical as industry about the value, effectiveness and validity of
managerial assessment, a larger proportion were willing to suspend their
disbelief and " assume that valid techniques could be developed." Despite
this cave.t, however, a substantial majerity of the interviewees were still
opposed to written examinations.

These individuals who thought that written ex=- Mations would be a
valid part of the licensing / certification process tended to focus this method

of testing on specific Lnowledge of nuclear engineering principles and technical
systems and in-depth knowledge of plaat-specific technical specifications. This
group tended to see licensing in ter=s of technical rather than managerial
skills, even though they agreed that at the senior management pcsitions the
emphasis of the job was heavily on managerial rather than technical activities
and responsibilities.

3-18



*-
._ - - . _ . .. . . . - . . . .. - - -- u .. -- . . -

Many NRC interviewees advocated a process involving a combination of,

oral testing by an established review board and procedures to ensure that
certain minimum education and experience star.dards are Inet. It should be

noted, however, that every person interviewed favored the notion of equivalency.
Although establishing standards was felt to be desirable, :: cst felt that
ricid standards would be unfair to at least a mincrity of persons who,
although perhaps not meeting the standards, were nevertheless fully qualified
to manage nuclear power stations.

One idea that was suggested in one of the regions was the establishment of
a federally-funded nuclear safety school. The school would concent ate on non-

technical areas such as nuclear regulations and programs, which are
focused on the managerial roles of utility managers. Periodic attendance

would be required by plant managers and others, with no certification

or licensing involved.

Mixed opinions were expressed on the question of whether the current IGC

management review process (as it now exists or strengthened in some way) is an
adequate alternative to licensing or certification of managers. Some felt

,

that the two processes (the present review process and a licensing or

certification program) should be combined.

3,3.3 Viewpoints from Association Executives and Societies

All of the professienal associaticns contacted e= ploy a combination of

procedures to assess requuements for certification. Typically, these

include some combination of education, experience and der:enstrated ability to
carry out the responsibilities of the profession. In the case of the

Institute for Management Censultants, certification requires a college
degree, 5 years of direct experience, attendance at a 3-day training program,
the sulrission of written essays describing several specific consulting

techniques and their application, and an oral examination by a panel of
three senior consulting practitioners. The American Associatien of Airpert
Executives has a similar set of procedures which include subnission of a

lengthy thesis as well as cral and written enminations, and which requires
3 years of direct experience in airport management.
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All of the a.ssociation and assessment interviewees agraed that 13 censing /
certification requirements for plant managers should focu's on managerial

skills and consequently could not be " measured" or satisfied simply by demon-
strating some combination of education and e:q.erience since these factors are
unsatisfactory predictors of managerial performance. Rather, as with the
association programs, they falt that other measures of managerial competence
sho11d be applied.

3.3.4 viewpoints from Manacement De elopment and Assessment Professiona'.s

.

In addition to the procedures more commonly used (and listed above under 3.3.3)

such as oral and written tests and/or presentations, etc., a growing number
of businesses and organizations have turned to the assessment center technique
as a method of management assessment. As described by the presicient of the
largest assessment center in the U.S., the assessment center technique involves
a five-step process:

A systematic analysis of the tasks (requirements) of a.

position or set of positions

The organization of these tasks into common categories.

called dimensions (a fora of behavioral factor anrlysis)

The identification of the skills necessary to carry out.

these tasks

The development of simulations where these skills are.

called for

The assessmer.t of how managerr (or managerial candidates).

perform in these simulations.

The assessment center technique places managers in a series of simulations,

each designed to tap specific skills required by a managemer.t position.
The manager's performance in these simulations is viewed and evaluated by a

panel of assessers specifically trained to weigh skill and performar.ce levels.

As verified by a review of management science literature, the assessment

center technique has gained wide acceptance during the past 10 years. First

developed at American Telephone and Telegraph Company, the assessment center

technique is currently utilized by a large number of the " Fortune 500" companies
in the U.S., as well as major companies and organizations world-wid.~.
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A review of the literature reveals two key reasons for the increasing
'

use of the assessment center technique for placement, prometion and diagnosis*

of personnel in business and industry. One reason is that the assessment
center technique seems to provide a more objective and reliable measure of

management ability than the more traditional assessment techniques such as
paper tests and interviews. Byham has compared traditional selection

processes and the assessment center and found a higher degree of censistency
among the assessor ratings from among test scores or the results of multiple
interviews. In a more ntatistically based analysis, Horse and Wagner

found significantly highe.r correlations between assessment center measures

than between responses to paper tests.

In addition to this issue of reliability, a review of =anagement science

literature also reveals a strong belief in the practical validity of the

assessment center technique. Such validity, however, is less sutstantiated

and is based primarily oa testimonials on how well it works by business

executives who use the assessment center technique. Indeed, no rigorous
methodological study was found that clearly demonstrated that the assess-
ment center technique actually predicts better managers. In essence, the

technique has gained widespread 'eceptance because (a) it provides an
internally consistent method of evaluating managers and (b) many practitioners,

~

users, and others believe that it works. A selected bibliography of

literature on management assessment and the assessment center approach upon
~

which these conclusions are based in presented in Appendix A to this
report.

1
W1111am Byham, "Helpir.g Managers Find the Best Candidate !cr the Jcb with
Assessment Center Te':hniques," Trainine, 701.16, No. 11, Nov. 1979

2John Morse and Francis Wagner " Measuring the Process of Kanagerial E!!ec~
tiveness," Academu of Manacement Journal, Vol. 21, No.1,1975

3Richard Kleinosici and William Strickland, " Assessment Centers - Valid or
Merely Presciat?", Personnel Psychology, vol. 30, No. 3, Autumn 1977.
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A number of nuclear and non-nuclear utilities currently use the assessment -

center technique for placement and career development of entry and mid-level
personnel. Assessment practitioners and assessment professionals among" the
utilities contacted were unable, however, to identify any utility currently
using the assessment center technique as the basis for filling plant and
other senior manager },ositions; but all agreed that the assessment center
technique could be used for licensing / certification at this level. This

technique was viewed by all interviewees as far superior to written tests
or even licensing / certification based on some education-experience fer=ula.

If the assessment-center concept were adapted for use in licensing /
certification, and the five-step procedure described earlier were followed,
plant manager and other superviscry pr citions would be systematically
2nalyzed to determine managerial c Aqponents and corresponding skill requirements;
management candidates would thea be assessed through use of multiple simula-
tions viewed by multiple assessors. Licensing would be based on a satis-
factory rating by the assessors on all of the skill dimensions. Assurance
that licensing requirements had been met cculd be achieved by using NRC
personnel as assessors, trough use of NRC appren d assessment prcfessicnals
as assessors (somewhat like third-party inspectors) or through NRC review Of
assessment center records including, as one prac~.itioner poin+ad out,
videotapes of the simulations and assessment proceedings.

3.4 Issue #4: If a licensine/ certification program is to be set in place,
who should be responsible for the desien and administration of the
procram, and if croups other than NRC are involved, what would be both
their and NRC's roles in the procram?

3.4.0 Backeround and General Com nts

Interviewees were offered a number of choices as o who should administer
a licensing / certification program. 2 ese included:

We NRC.

A special accrediting agency set up for the purpose.

A university.

A private group or concern.

Industry throuch, for example, INPO.

A professional society..
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- As discussed below, several interviewees effered other suggestions,

such as the utilities themselves (with or without audit / monitoring by NPC

and/or I!GO) .

3.4.1 Viewpoints from the Nuclear Power Industry

Most respondents felt that the industry or its representative organiza-

tions should conduct and administer a licensing or certification program if

such a program were to be set in place. IIGO was the overwhelming chcice of

nuclear power plant managers and o*hers as the organization that was probably

most appropriate. Apprcximately so-thirds of the interviewees selected

INPO as their first choice, but there was a strong, vocal minority that was

opposed to IIGO. Also, much of the suppert for IIGO can be characterized

as lukewarm at best; a number of persons felt that INPO was simply the least

objectionable among the possibilities because it_was an industry crganization.

Opposition to INPO involved two principal concerns. First, many people

(including mary who favored IIGO's leadership in licensing) felt that f.t

lacked the internal capabilities for developing such a program. Second,
~

scme individuals felt that such a role could compromise INPO in meeting the

goals and objectives that have been established for it. Conversely, however,

several persons felt that the selection of INPC would enhance its imege and

strengthen its role as both a spokesman and servant of the industry. They

felt that the nuclear power industry needs a streng self-regulating pro-

fessional organization and that this would strengthen INPO's role in this

regard.

A few persons recorn. ended that the utilities themsulves aWister

the program, several suggested NFC,and about an equa.1 number favored some

organization (undefined) other than these on the list. On the other hand,

there was strong opposition to NRC in this role by well over half the

industry people interviewed.
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Opposition to ufa was basically on two grounds: philosophical opposi- ~

tion to 2.n increase in the scope of NRC's responsibilities and the belief that

NRC lacks the resources te preperly administer such a program, even if it
were developef by a qualified outside g'roup or organization.

The findings outlined above must be viewed in the context of the

industry's general opposition to licensing or certification. As discussed

previously, most industry managers and executives would prefer to see
guidelines only.

3.4.2 Viewpoints from the NRC Inspection and Enforcement Division

A clear majority of the NRC personnel who were interviewed strongly
cpposed NRC administration of a licensing program other than perhaps in
a monitor.ing and audit role. Most of this group felt that such a role

should not have 4 legal or regulatory basis. The minority that favored
NRC administration tended to believe that such a program should oe operated
through NRC's regional offices rather than from headquarters.

Opposition to NRC's administrat:.on of the program invariably involved
several of the following concerns:

Belief that NRC lacks the resources to develop and.

properly administer such a program

Phflosophical opposition to further expansion of NRC's.

regt.! u.ory role, particularly on the management side of
the utility business

The feeling that NRC's participation would place an i=primatur.

on the program that was not warranted; that is, the belief
that NRC's administration could place it in an untenable
position in the future in the event of utility " problems"
due to mis-management.
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The view that the industry itself (c.f . through INpO) was best. . r

qualified to underts.ke development and admirlstration of such a

program. Some felt that thir would help to " professionalize"
the industry.

It should be c.aphasized that most of the.ssa opposed to a formal role for

' NRC in this precess had also t+en opposed to licensing .vd, for the. most part,
to certification as well. Most of these persons also expressed their opposi-
tion to NRC' r., administration of de progrt.m rad.dr forcefully. However,
there was far less confidence an' con 'etion when attention turned to who
then should administer the program. Nevertheless, a clear majority cited

INPO as the organization that should be responsible. ComE %ade this recom-

mendation because they felt that IPp0 has (a) the respect and support of the
industry. (b) a good " handle" on the problems faced by the industry, and/or
(c) the management and technical skills to administer the p ngram. Others
disag-eed with these views out felt thct assigning the p;'ogram to INPO would
help to raise its stature, and that the necessary technical resourca.s required

' p and run the program could be acquired.to A ,

'1he m'r- ' '.ty view that NRC shor~ i ad=inisuer such a program wcs based
on the foll: g rationa'et

NRC is the regulatory body for the nucicrr power industry.

and, therefore, ad=inistration of such a program ',s a
res ponsibility that it cannot ignore.

'1ka .e is far ::cre knowledge about the nuclear power ibdustry.

Oeth industry-wide and plant-specific) reside.nt- in the NRC
th.m in any other organization, which rakes it the logical choice
to develop and ad=inister such a program.

Only NRC has the " muscle" (i.e. , the necessary legal /regulatorv.

authority) to ensure that such a program would work.

3.4.3 viewpoints from Association Executives and Manacement Assessment

Profe_ssionals

None of the associations executives interviewed felt that NRC was the
proper body to administer a licensing program fer plant managers, and all
spoke in favor of a certification program adLinistered either by an industry
association or by the utilities themselves. Although several respondents

.
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felt NPC should provide guidance and review of the requirements and procedures
.

of a certification program, they differentiated this from NRC control and
administration.

The view against licensing by NRC came from the following perspectives:

General philosophical bias against government licensing.

Belief that NRC does not have the appropriate persowel and.

rescurres to conduct a management (as opposed to technical)
licensing program

Belief that tb assessment center technique r c. .onstitute a
.

major component af a licensin; rogram and t' n as techn!que
should be developed and applied on a utility-specific basis.

,

Although there was general agreement regarding the need for input from

NRC 4.ite specification of requirements and review / audit of application of -

licensing process, there was not a consensus cc: who should administer the
program, i.e., each utility or a utility association. In partiet.lar, the

question had little relevance for assessment center practitionew who felt
that either INPO (or some other organization) or the utilities themselves
could administer the program.

.
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4.0 SUMMARY AND RECOMMENDATIONS
.

S e answers to the four basic questions presented in the introduction

to this rgert are now considered in terms of our "best judg:aent" regarding

the consensus of the respon"E to t'ne surv=y.

Se first question was concerned with evaluating the potential value

of a licensing / certification program. he one clear-cut opinion a::eng

nuclear industry management, NRC staff, and management develognent and

training specialists in end out of the nuclear industry was that NRC * nld

not license, in a legal sense, nuclear plant managers. It was the

consensus that formal licensing by NRC would inevitably focus on narrow

technical issues, placing a sizable burden on the nuclear industry without

offering ccupensating benefits either in safety improvement or real
.

managerial cepetency.

However, many interviewees did identify a need for setting sme

minimum standards of managerial education, training, and experience, with-

emphasis on the training and experience requirements. Such _ h ds, if

properly developed, were felt to offer positive value in achieving the goal

of ascuring the efficient, safe, and effective operation of nuclear power

plants. Most people interviewed felt that these standards could be applied

through same sort of " certification" program, though the exact nature of

the certification program was not well-defined.

We concur with these opinions. We do not feel that a formal " single-

event" licensing process similar to that used for control room operators

would be effective. However, based on specific interview co::ments and

opinions formed during the course of this study, we do agree that scoe form

of certification would help to upgrade utility ranagement qualification and

establish scne level of consistency throughout the industry. It is our

opinion that the certification process should focus on the ranagement
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training program rather than on the individual ranager. his type of
.

certific.ation would recognize the value of management skills in plant

operations and safety and the need for ongoing, long-term management

develognent as opposed to minimal managerial base-line testing.

The second question was concerned with identifying the job-related

technical and managerial requirements needed to serve as a basis for any
'

type of review process. In general, the respondents were able to identify,

quite specifically, what they thought were the technical and managerial

requirements for their own positions. Bowever, they were quick to point

out that the requirmaents should probably differ frczn one position to

another and frcxn one utility to another. Berefore, it was felt that the

r2quirements should probably be based on site-specific job / task analysis.

This would ensure that the education, experience, and training requirements

actually fit the needs of each individual job and each utility.

Our experience in visiting same of the utilities would lead us to

agree with these statements. Utility organizational structures differed,

and even at different plants within a utility the job characteristics were

not always the same. Thus a certification program relying on site-specific

job / task analysis would tend to encourage standardization while permitting

industry and individual utilities the flexibility necessary to deal with

site-specific variations.
.

The third question was concerned with how the managerial and technical

attributes could be assessed. Most respondents indicated that their

opinions on this issue would depend on the content of the proaram and the

criteria establis.hed. Nevertheless, the respondents were quite firm on a

number of points that need to be assessed. These were discussed in the

body of the report.

4-2



- ._ _. _ _ _ _ . . . _ - . _ _ _ - .

t

_ . _ _ . _ _ _ _ _ _ . _ _ . _ _ _ . _

I

l -

!
,

-

Despite rany differing idaas on specific details, there was consensus

on the general approach that should be employed. Se interviewees felt

that written tests of technical or ranagerial knowledge should be avoided.

Such tests were considered to be usually unrelated to effective job
4

performance. An overwhalwing majority of respondents felt that the rest

practical approach to assessing abilities would be through a process which

involved an oral interview with a peer review board (comprised of other

persons with recent or current experience in the sane position) and/or scxne

plant-specific exercises that would examine knowledge of plant operations

and utility organization. nose interviewees familiar with assessment

center techniques felt that such techniques could be very useful as part of

the exercises to evaluate abilities.

- One of the pints raised by alrost everyone was that their job was

primarily managerial in nature. Information collec*d during our

literature review of management assessment techniques has clearly shown

that written examinations are not the best means of measurdng management

abilities, although they might be used to assess some technical knowledge.

However, if the exams were performed outside of the utility, managers would

probably associate these tests with operator exams, which they do not think

adequately measure abilities. This could result in significant opposition

to such testing. Bus we would again agree with the interviewees that

formal written testing should be avoided whenever pssible.

The fourth question was concerned with identifying who should be

responsible for the design and administration of any type of ranagenent

review. Most respondents felt that if any program were to be set in place,

the individual utili'y or representative utility organizations should

conduct and ad=inister it. It was felt that the industry itself was best
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qualified to tndertake develcpt and adainistratf an of such a program. -

In addition, it was felt that IRC's enderse:nent of a self-plicing plicy
.

could pronute a feeling of professionalism in the industry which muld da

more toward upgnding knowledge and skills than could goverruent

regulation.

There was sone agreement regarding the need for input frczn IRC since

IRC is the regalating body. Bowever, it was felt that IRC's regulatory

role was to assure the developaent of manaW. skills necessary for safe

plant operation btt not to define how they should be developed.

While responsibility for the safe opration of nuclear power plants

rests with the nuclear industry, and while it is clearly in the interest of

utilities to recruit and retain high-quality renagenent personnel, the

level of attention, structures arxi procedures, and resources that utilities

have cc::rtitted to manageaent developaent varies widely across the nuclear

industry. It is consistent with IRC's regulatory role and

respansibilities, therefore, for the IRC to develop guidelines for nuclear

plant management that will both provide a fra::ework for industry practices

related to managenent capabilities and also provide the !RC with a basis

for evaluating these practices in terms of public health and safety.

If at all possible, rather than develop a new regalatory program IRC

would be well advised to explore the capcity of the existing organization

and renagement assess:nent procedures (e.g. IURDG-0731) to acm::caodat '

procedures for ::enitoring the marege:nent capbilities of plant ranagers and

others. Stch an approach is likely to be favorably received by the

industry. It is our opinion that IRC should explore the possibility of

incorprating goidalines for ranagenent develog:ent in the overall

frarework established by IURDCr-0731.
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- The su::maries of the responses to the four gaestions have to scrae

.

extent , defined a possible certification program, which could be outlined as

follows:

* NRC would define, possibly through !URD3-O'31, guidelines for the

industry (irdividual utilities and/or a representative

organization) to eshhlish its own prograr$(s) for development of

necessary management skills. '

. Irdustry would perform job / task analysis of positions to identify

skill needs.

. Industry would then see that Irograms are developed to assure

that the necessary education, training, and experience is supplied.

. Industry would develop some type of review process to see that

the needs are being met.
.

* IRC would examine the overall industry program to assure that

!aC guidelines are being followed.

Obvicusly there are many possible variations for each step outlined.

However, it was the opinion of the majority interviewed, as well as our

own, that no action should be taken if !EC is not receptive to a program

along these general lines. A majority of the utilities interviewed have

already recognized the need for improved managenent training and have

developed or are in the process of developing good management train 2.ng

programs. Most interviewees felt that any program which had a higher level

of involveaent by lac than outlined above would likely have a negative

impact on the programs now in existence.
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If, en the other hand, !EC would like to pursue a program along the
.

lines outlined above, the in:plications for future efforts by IRC (not in
' any particular order) are:

'
* Develop guidelines:

- Develoo guidelines for collection of job-audit data

in tk industry

- Review other certification programs for applicability

- Develop specifications which might be incitxSed in the

program (criteria).

* Identify and review existing IRC guidelines and practices

related to manag e t qualifications and capabilities

(as contained in IURIG-0731 and elsewhere) for compatability

with a certification program.

* Survey industry programs related to: managenent

requirements, assessment of m nagement capabilities,

training and managenent develoguent, and evaluation of

nanagenent perfecance.

* Survey ranagement assess:aent, develegnent, and evaluation

practices uti.lized by other organizations as well as

state-of-the-art techniques available to renagenent

specialists.

* Prepare draft certification program guidelines Msed on

job requirenents.

* Develop and test a draft forrat for the IEC review process

which assures reliability through consistent, standardized

rethods and instrtments.

4-6



. .. -_. _. ___. ._ . _ _ _ ._

,

.

If ICREG-0731 were chosen as the mechanism for in:plenenting the process,

t/o other efforts which would be needed are:-

* Prepare draft guidelines covering ranagenent certification

for inclusion in ICRIG-0731, and evaluate consistency of

nanagenent guidelines with guidelines for utility organizations

and structures.

* Prepare final guidelines for utility ranagsnent to be

incorpxated into final version of I E EG-0731.

It should.be noted that the eventual benefits of any progra will to a

great extet depend on Irw well the program is developed in its initial

stages. Arrf certification Irogra put in place sho.ild be a mechanism for

formally rea:>gnining the professional skills, abilities, knowledge, and

experience that qualify managers to perform their duties in a safe ard

efficient nanner. It should be an integral part of the entire human

resources developent program, i.e., recruit:nent, selection, tra:Lning, and

perfor: nance appraisal. Such a progra:n should be based on a c:nprehensive

job analysis, and the plant-specific ard generic components of the

industrNde certification program would depend in part on 'iat analysis.

.
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American Associatien of Air:crt Beecutives (AAAE)

Could you please provide me with an everview cf the AAAE's testing
and certificatien program.

SPECI?!C QUESTICNS

1. Is accreditatien mandatory fer the managers of airports managed
by the Federal government.

2. Is any effort being made with the Feds Ie.g., the FAA) to make
accreditatien a cendition fer being an airport manager? A

major airport manager?'

3. Is there one exam ce several versions? When and hcw is it
updated? To what extent is the exam the same frem one year to
the next? If cuite similar, doesn't that give the repeater an
advantage?

4. Ecw are test questions develeped (what's the process) ?
What criteria are used? Ecw are they validated? Are the
examiners given the answers? In what form are they, particu-
larly for the essay questions?

5. Are principals -- and more important - practices and prcblems
t e ated in the ex d a = * ' en? If so, how are they handled (i.e. ,
via essays, shcrt-answers, multiple chcice)? And/cr are they
handled in the cral interview? Ecw?

6. Does the test (cr the interview) go beycnd kncwledges?
That is, do you attempt to address behavicral traits? If so,

how? If net, why not and dc you think that it would (a) te
desirable to do so and (b) feasicle?
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7. Ensuring that a test is cbjectively-designed and " fair" is
always a problem, and the difficulties are even greater with
interviews. Ecw have these prcblems been addressed?

8. If one were to attempt to " validate" the tests (in the sense
that a psychologist would use), it wculd be necessary to
demonstrate in some way that the test euestiens represented
both all and only the mest important aspects of cerformance on
the job. First, would you say that the AAAE's test does this
and, second, how*would you demonstrate it?

9. The average nuclear power plant empicys quite a number of
pertans in a number of different areas including both licensed
and unlicensed. Reacter room cperators are et course licensed;
unlicensed personnel include engineers, technical support and
maintenance personnel, technicians and QC inspectors, and
others. There is also a plant manager who runs everything en a
day-to-day basis. He also functions as an " emergency" direc-
ter. In other words, he is the " " bess" including having
responsibility and authority ever the licensed personnel. What
merit do you see in liceasing =anagerst What kinds of technical
difficulties would you foresee?

10. It's been suggested that we are actually dealing with a
spectrum of possible approaches with accreditation at ene end,
something that we might call certificarice in the middle, and
licensing at the other extreme. Would you make these kinds of
distinctions? If so, would you see the requirements (i.e. , the
comprehensiveness and difficulty) increasing as one seved
toward licensing?

.

11. Would you furnish us with a copy of one of the tests?

12. One of the basic problems involved in licensine plant. managers
is that the criteria with which nuclear pcwer industry manage-
ment measures (and then reward!s) individual competency and
performance are a great deal different than these used by the
NRC. The latter is only a subset of the former, and cne can
easily suggest cceditions in which utility ownership concerns
weald sericualy cenflict with NRC's Objectives. We're also

dealing with a situatien in which utility management "secres"
managers on a centinuum er scale ranging, perhaps, from
unacceptable to poor to fair and on up, whereas the NRC dea 13
with a broader cencept of accountability that emphasires public
safety. Therefore, its decisien process is really binary --
that is, YES cr NO in terms of licensing. In an accreditation
process, one can atte=pt to address bcth concerns independently
or separately, with the view that they're both critical
dimensions of the whole jcb.

B-11
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Your industry has a similar dichotomy with " management cen-
cerns" on the one hand and public safety issues en the other.

'

Does your accreditation pregram emphasf re er tilt in either
direction? If so, how much? Why? Would you offer a personal
cpinien (nct for attribution) as to whether the NRC shculd
focus sclely en safety issues, er whether it should take a
breader view?

13. Do you have any general guidance for us in terms of licensing?
For exa=ple, shculd we phase such a program in gradually,
making it a little bit mere difficult each year and, if so, ever
what length of time? Should peer review be used or should tre
NRC take the lead? Why? Is there ancther appeca:h you'd favi.
instead?

14. Also, How much input to the development of certification
procedures and tests do you feel that industry should have? NRC
officials? Academia? The public? The managers themselves?

15. Would you offer'any suggestiens, comments, guidance, etc., in
closing? For example, is there anyone else in the AAAI to ecm
we should speak. In other associations er sectors, etc.?

B-12
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- October 9, 1981

NATIONAL SOCIETY OF PROFESSIONAL ENGI!EEFS

3029 K Street, N.W.
Washington D.C.

(202) 463-2300

Mr. Milton Lunch:
_

Mr. John Antrim:

____e_____. _ e ___ e__ _ e ___ _ e _ e. __* ___e ____e ____e ___e__ __

1. Could we begin with your providing me with an overview of the two programs:
A&E licensing and the certification program?-

2. FE licensing is a state function. What is the NSPE's role in this: Reviei ,

tests? Monitor? Assist? Same for certification.

3. Are there any states where pes are not given?

3-13
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4. Without naming states, would you contrast the poorest to the beat programs? '

Provide nunbers. Ditto for certification.

.

5. Is there one exam or several varsions in a state? When and how are they
updated? To what extent are the exams the same from one year to the next?
How do you ensure " fairness" from year to year? If quite similar, doesn't
that give the repeater an advantage?

6. How are test questions developed (what's the procGss)? What criteria are
used? How are they validated? In what form are they?

7. Are principles -- and more i.:portant -- practices and problems treated in-

the examination? If so, how are they handled (i.e., via essays, short-
answers, multiple choice)? Are oral interviews used anywhere?

3-14
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8. Does the test go beycnd knowledges? That is, do you attempt to address
behavioral traits? If so, how? If not, why not and do you think that
it would (a) be desirable to do so and (b) feasible?

.

.

9. Ensuring that a test is objectively-designed and " fair" is always a problem,

and the difficulties are even vreater with interviews. How have these
problems been addressed? Have there been any legal challenges?

10. If one were to attempt to " validate" the tests (in the sense that a psycholo-
gist would use) , it would be r.ecessary to demonstrate in somr way that the
test questions represented both all and only the most i=portant aspects of
performance on the job. First, would you say that the PE tests do this and,
second, how would you demonstrate it?

,

11. The average nuclear power plant employs quite a number of persons in a
number of different tareas, serae licensed and mest unlicensed. Re actor

room operators are cf course licensed; unlicensed personnel include engi-
neers, technical suppcrt and maintenance personnel, technicians and QC
inspectors, and others. There is also a plant manager who runs everything
on a day-to-day basis he has a number of high level management people
under him. In other words, he in the " boss" including having responsibil-
ity and authority over the licensed personnel. What merit do you see in
licensing managers? What kinds of technical difficulties would you foresee?

B-15
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12. We are actually dealing with a spectrum of pescible approaches with accredi- -
tation at one end, something that we might call certification in the middle,
and licensing at the other extreme. Would you make those kinds of distine-
tions? If so, would you see the requirements (i.e., the comprehensiveness
and difficulty) increasing ac one moved toward licer. sing?

1

f

f

13. Many >f the people in the NP industry with whom we've spoken favor accredi-
tation. What would you see as the potential benefits of such an approach?
The disadvantages?

.

14. One of the basic problems involved in licensine plant managers is that the
criteria with which nuclear power industry management measures (and then
rewards) individual competency and performance are a great deal different
than those used by the NRC. One can easily suggest conditions in which
uti7ity ownership concerns would seriously conflict with NRC's objectives.
We're also dealing with a situation in which utility maaagement "st res"
managers en a continuum or scale ranging, perhaps, from unacceptal s.i to
puor to fair and on up, whereas the NRC deals with a broader concept of
accountability that emphasizes public safety. Therefore, its decision
process is really binary -- that is, YES or NO in terms of licensing. In
an accredi.:ation process, one can attempt to address both ccncerns indepen-
dently or separately, with the view that they're both critical dimensions
of the whole job.
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. 15. The professional engineering ec:c:: unity has a similar dichotomy with " manage-
ment concerns" on che one hand and public safety issues on the other. Does
your accreditation program emphasize or tilt in either direction? If so,
how much? Why? Would you offer a personal opinion (not for attribution)

*

as to whether the NRC should focus solely on safety issuts, or whether it
should take a broader view?

,

16. Do you have any general guidance for us in terms of licensing? For example,
should we phase such a program in gradually, making it a little bit more
difficult each year and, if so, over what length of time? Should peer
review be used or should the NRC take the lead? Why? Is ther another
approach you' d favor instead? (Mention INPO) .

17. Also, how much input to the development of certification procedures and
tests do you feel that industry should have? NRC officials? Academia?
The public? The managers themselves?

18. Would you offer any suggestions, comments, guidance, etc. , in closing?
For example, is there anyone else in the NSPE to whom we shculd speak? In
other associations or sectors, etc.?

B-17
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NLCLEAR POWER PLANT FRCER

PERSCNAL INFCRMA7CN SUW/vTr

[Ask mE INTERVIEWEE TD CU, CUT THE It#3RMAT!:N BELOW
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NUCLEAR PCWER PLANT MANAGER

INTERVIEW GUIDE

PART I

WORK EXPERIDCE AND TPJINDG REQUISITES CF THE JCB

If6TRUCTID6e WE CDDES BELDW ARE FCR THE CDWENIEN2 OF THE INTERVIEWER IN RECORDING
WE INTERVIEWEES' RESP 36ES. YOU MAY RECCRD WE RESPCNDENT'S ANSWERS
3 THE QUESTIDE BELOW UEIfG THE FOLLCWIfG CZEs

1ENTRY AEQUIREENT =

DESIPMLE BUT NOT ESSENFAAL = 2

3(NIMPORTANT =

SPACE IS PROVIDE 0 FOR C3MNTS AND fCTEL CN THE CISCUSSI34

Q1. wMAT AfE 34E K:57'IFPORTANT MANAERI AL EM8ERIEN2S #41CH TCU 34!!K ARE IWORTANT IN THE BACKaROL,NO
CP SCHEDE IN YQut PC51TICH7 eMAT ARE THE KEY TEONICAL EXPERIEN257 SH3u D 3CY BE ENTRY
8EOUIREP8" f757 ARE THEY 251RASLE BUT NOT ENTRY fEQUIN57 tNIP9'ORTANTT

e Su e =rsaRY EM.ERzEN 2 e w !Na wo e w =T:No O

e P2LIC RELAT!:NS DEoIA AND PtBLIC) NEG|:TI ATICNSe

e 2ALIN 81% M G|NUD#E!NT C WCBILITY THROLCr1 A VARIETY Cf' POSITIONS Ce

e MANAEM[NT EM3ER!!NG IN DE e MANAENENT EXP8IRIEN2 IN PE ELECTRIC Q
NUC| EAR POWER INDWTRY PCWER INDUSTRY

MONICAL EXPERIEN3 IN NE ELECTRIC Ce 'EONICAL EXPERIENG IN M ,

NUCLEAR m ER INousTRr C pCWER :NeuSTRY

Oe Em ens A5 A u:2NSEo :mA=R e :mo

res.
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ENTRY REQUIREMENT = 1 CESIRABLE BUT NOT E5!ENTIAL = 2 UNIMPORTA.4T = 3

02. WHAT EDUCATI:N ANC./CR TRAINING D3 YOU WItJC IS PELPPM. IN PREP ARIteG CR ' OUR .,G7 MANAERIALT
40%. K* SMOLLD * HEY BE ENTRY RE3UIRE7ENTS? ARE T>CY 251RA4LE BUT Nt T EESENTIAL7 WI@CRTANT7

e NORMAL CEGFEE C MANAGDENT TRAIND G ( ACAKMIC)e

KINC7

. -A=,ENT mI~Im IsEx1NARs. ETC.) O
, sPEcI AL MINIM cE.G. . rl,E ==- O'

25:7 " a'a~r 5^"en. "c >
. Crisis -,ENT MINING O

KINt

. aP mTaRTRAINIm O
CCt94ENTS :

.

PKN|ATCRY = 1 251RABLE BUT NOT MANO,ATORY = 2 UNIMACRTM T s 3
-

03. POW !@CRTANT AfE T>E Ph* WING 04 ARAC * ERISTICS OF M NAERS CR DCING %EIP 25 EFECIT *7 SM P.L.D
*>EY BE MANOATORY7 ARE *>CY 251RABLE SLT NCT MANDAT"JtY7 LNIPORTANT7

2 M
Can't'*w 9 wcRK ae a MANAT=cNT -raw arwre

A81LI'"Y TC PARTIC:PATE IN MANAEP8NT (CO3PCRATE)
EFsCRTSI *Q ENGAE IN PARTICIP&T:|RY MANAEPENTt
'O SWhERT PERS34AL GCALS TO AO41EbE :::Ro0 RATE
AIM 5 AND |B ECTIVES

C* mr*recen st_ w _c E

SUO4 SKILLS REPLEO C:NEIDERATI:N POR SWOR-
OINA*ES* VALJ5 AP J 6e SE03G417134 QF
A011ENDENT: OFO DERS NAL 0|:m>41 CATI:N MAIN-
TAINIt4G AN ATM'rJbCIE OF MLTUAL 8ESPEC AND
T3tuST: w!LLINGESS T3 :EC3341*E AND ACOREES
*n'"BJM5 OF SWCCINATES E*C.

CCae*A t ts*? m Sr **1s

ABILITY *3 OPSE55 34ESELF ORALLY IN A CLEAR AfC-

C:NCISE M#d4ER: *EITING SKI: L51 F ACILITY IN
MAKING ORAL PRESENTATI:|NS: PEEPARING QOOPEN*5,

ANO BRIEFS.

CFtprovtrauw Tr ' * *

ABILITY *D ::%AN!:E %E AC*!V! TIES ::F SW::D-
OINA*ES AND *3 WRCVIZ LEAZRSHIP ''C4 NE"E*.,401
M241*:: RING P310G*ESS AND PERPORMANL i . v4EGATE
AL"HCR!*Y AND |lENERALLY FACILITATE * . hCVEhENT
TOmARD GCALS AND |B.|ECINES IN A TDELY ANO
EFEC'!VE MANNER.

3-20



*

.. . ,. _ _ . _ _ _ _ .__ _ __ . . _ . _ _ _ _ - __. __. . _,

..

.

MANDATORY = 1 CIRABLE BUT NOT PAN 0ATORY = 2 UNIMPCRTANT = 3

C M

G!TR*NC AN ALV'T CAL SV " i 8t

BILIrY w C3< m .m.!= Co m.Ex 155 23s -
PCSE POLEM58 INITIAM ACTID4 PLANSI P8CV!2
LEAII"tSMIP IN P905 LOG SQL'.ING8 ASSESS C34TRARY
VIEWPCINTS.

reewte vw y empeeste one-esusire RrLAves +s

M !Nry E*WPV

SPECI ALI ED CCWLEDGE FELAMD TO C3VER#ENT
8E3.LATI345. ENPCRCDENT. INSPECT!34, APPEAL ETC.

N o & vr ~vi*AL sw?' g

(E. G. . SAFETY. IN'U5TPI AL SEC'JitITY. FIE PCMC-
71345. LEGAL. t.N134 fELATI345. ETC. )

c' sv ' e uc' A +? *34=_

DPERIEN3 AND ACILITY IN ACTING AS A SPCKESMAN
PCR THE PLANT #C/OR LTILITY IN P'JLIC *EETINGS$
m!TH M ELI A. WITH SPECIAL INTEEST GROLPS.
WITH T>E GCERWENT.

sE n ftse rME N -w!*te'eu,

ABILITY TO AC2PT ACV!2 PCM SUSCCINATES. PEE 3L
AND SUPERVISOR $s CPL'NNESS TC tEW 12AS CR VIEW-
PCINTSs a81LITY TO ENCIERAGE CRITICAL APPRAISALS
ABILITY Q TURN CRITICISM INT 3 ACT!34 PCR GCWTH
AND IWCVEMENT.

Cweivssassaw ve_speerNT SKw**

ABILITY T3 ASSE!!S AND IMNTIFY PO'ENTIAL IN STAFT
AND ENC 3URAGE ITS P!""t|NTIAL THCLKiH DEMACING
ASSIGNEnlTS. ' RAINING CPERIENCES. EDUCATI34AL
pmGRAMSs PCVIE GCWTH IPPORT'.NITIES.

C*M a**vi'v

ABILITY % ANTICIP ATE PUf'JE PEEDS. 2KNSTRATE
IMAGINATI34 IN POLEM S3.VING. INITIATE AND
MANAE CHANZ IN THE CRGANI /t.TIO4 TERATE NEW
I ZAS. ETC.

s= f t ? " 5 EvF a '"? Ff* PL'e>fs DPI_?*?re Me
o w -cs n *

AEILI*Y TC h?NCUG4 n!"H P3.!CIES AND
PRAC*I GS ESTABLISHED AT HIGHER LENELS IN M
CI:RPORATI34

g?? maNa7w C
ABILITY *C DEAL WI*H ABNCRMAL AND CRISIS SITWTID45
PCV!CE PI:SITIVE GUIOANG. EE DECISIVE. DEAL w!*H
ONPLICTING | PIN!345 ANIVCR INPCRMATI34

36 WHI3* =0 'OU *W!tM ARE nCET Im3rrANT F*JR pet:5345 IN YI:UR POSIT!34 *EO NICAL CCWLEDE. SKILLS AND
ae!LITII:5.CR MANAGERI ALT ARE * HEY EOUALLY I @OfrTANTT O!FTERENT AT DIFFERENT T*ES IN M OPGANI"ATIONAL
LIFE CY" ET

- u ct-e,
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NJCLEAR DOWER PLINT MANCER

IN"ERVIEd GUIDE

PtJti II

ORIENTATION OF TT POSITION

If6TRUCTIONS: RECORD TT RESPONSES BELOW. USE THE FOLLOW! % CDDE:

DAILY * I

WEEKLY * 2
PONTHLY * 3
R/#ELY * 4

QI. @w FREQUENTLY LO YOU OEAL WITH TT FOLLOW!fC GROUPS. OAILY?, WEEKLY?, PCNTHLY?, RARELY?, WPC IJtE THEY
SPECIFICALLY CFutCTI0t6/ POSITIONS)?

CmPmY top muceen O- . A=auNTIrc :EPleTrec

G7/ERitENT OFFICIALS - PAYROLL 0*

- RESIDENT INSPEC*OR O - succEr 0
cTER mSPECTcRS cr m O - am 0-

OTHER INSPE T AS (STATE E LOCAL) O-

* PERSOffEL
* PL/WT OPERATIOr5

, g, O
SENIOR REACTJL OPERATORS

- SENIOR TECt4! CAL ADVISORS b
, C-

p,y ],

- 'J4IT OPERATitC DGItEERS b
- uAC OR CeERATeRS. suPEns:sCRS O SEO RIN O*

PmCmSIrc (E.s.. ruEt suPcLv, O-, ,,, yr,,gm

SUPERINTENDENT C CONSTRUCTION /C0!CRACTORS O*-

- FDRUEN/CTTR MItCETNCE PERSCr4EL b
RP. R M OEPM - O*

- MSTER MSCHANICCS) 0
I- PLAFC OPERATItc REVIEW COlPITTEE [PORC])

QUALITY f.3CROL O "**

EXTERNAL PELATIONS . ARCHI*ECI/E %INEERS/SUBCCNTRACC P.S C*

- C IA O
- SPECli,. IfCEREST GRO',,;PS

- PUBLIC C
- :T ER O

. uNIzu eCR =ELmas =Em:s
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P4) CLEAR POWER PLANT MATAGER

INTERVIEW GUIDE

PART I!!

INSTRUCTID G RECORD RESP 3CEMPS #6EPS FOCT U THE
QUEETION. USE ADDITIDML PAPER IF
NECESSARY.

Ql.ESTIONS RESPONSES

CI. WHAT /JtE TM SDEFITS OF LICENSIM M NPD MANAGERS?

* FOR THE PUBLIC?
* FOR TM Mt4%GER?
* FOR TE W IPCUSTRY?

Q2. HOW WILL LICDGIM AFFECT PUBLIC SAFETY?

* AT ALL?
* +EGATIVELY?
* POSITIVELY?
* IMPROVE CALIBRE OF >EPAGERS?
* ENSURE ADEQUATE SCREENING?

Q3 WKRT ARE THE DISADVANTAGES OF LICENSING TM NPP
MW4 AGERS?

* FOR TFE P'ALIC?
* FOR THE Mr44GER?
* FOR THE NP INDUSTRY?

Q4 SHOULD NPP W44GERS/OFFIGRS HOLD A REAN. OR
SENIOR REACTOR CPERATOR LICENSE? WY?

QS. CD LICENSEES MAVE TO PERIODICALLY RENEW
LICENSES? IF So, WY? IF PCT, WY fCT?

06. *AT 30 YOU FEEL ARE THE MTNIO QUALIFICATIONS
FOR SEING AN NPP T44GER?

* CUCATION?
* EXPERIENC*.?
* TRAINIrG*,

Q7 IS LIENSING PRE 8ERABLE TO CERTIFICATI34?
ACCREDITATI34?

* WY?
WHAT ARE THE DIFrERENCES (DCES THE RESPONDENT*

cow)?

Q8. WO SHOULD A:NINISTER THE LICENSItG PROGR/44?
WHY?

* AN ACCREDITING AGCCY?
* NRC?
* A UNIVERSI*Y?
* A PRI\ ATE GROUP?
* INDUS*RY? (E.G., INPO)
* DROFES$13AL SOCIETY?
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C'ESTI26 RESP 3tSES

Q9. WHAT SHCULD *HE LICE'6IfG PRD2 DURE Ll?

e SHOULD Ef75 EE USED? WRIT"IN7

SHDULD C34PETENCY ASSESSMEN"5 BE USED? WHATe

CRITERIA WDULD BE USEDt HOW SHOULD ASSESS-
ENTS BE MACE 7

e WHAT MM4AGERIAL KFOfLEDGE. SKILLS AND
teILITIE$ ARE KET IWDRTANTT WHAT IS THE
K:ST PPKTICAL WAY DF ASSESSDG THEMT

010. WHAT ARE 7. % DST CRITICAL FLNCTICNAL AREAS THAT
SHOULD BE L%tyTD IN THE LICDEIfG PROCESSt

e DPERATI367

e SAFETY 7

e MANAGEENT gSUPEWISID4 AND C:NTRCL)?

e P 2 LIC RELATID67

e INSPE."I347

ADMINISTRATI\E (tC:DLNTING AND FIN /N2. ETO.37e

e D"HER

Oll. WHAT DD YDU 'HINK ARE '.hE APPRDPRIATE LE& , CF
'SENICR MA%%ENT DFFICIALE' iHAT SHDULD
BE LICENSED?

01.' . DD YOU " KINK THE CRITICAL FLNCTIO4AL AREAS
IDENTIFIED AS DES TD BE INCLUTD IN "HE
LICENSIfG PRDCEDURE WILL DIFFER ZPDCIrG DN
THE LICENSIfG AGENCY (E.G.. NRC DR INPD)?

01 3. ARE 'HERE ANY OTHER C3NENTS DR 2SEPVATIO6
YOU WDULD LIKE TD MAKE REGARDDG 'HE FEASIBILITY
OF LICENSIfG NPD MANAGERS?
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P A2 1 CF 6
l *

i

. .

ASSESSMENT CENTER PRACTITICNERS

INTERVIEW SUMMARY

tFJ4E *IF IfCERVIEWEE PREPARED BY

.

POSITIm

DATE

CI>FMN

LDOATIW

ED'#ATI3v
TRAINING

-

:_.

EXPERIErCE .

03 NENTS
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FAX 2 CF 6

INTERVIEW GUICE -

FCR ASSESSMENT CENTER PRACTITICNERS

INSTTU CI3 6: USE "4 hNING QLEST 34S AS *HE FRUEwDM PCR OISCUS$134S w!?H ASSES $4NT CENTER PRAC-
TITIDERS REGACING NE U5E OF MANAGiDENT ***#'tpeNT PCGRAM5 AND *ECHN!QLES IN LICENSING.
ACC8EOITIM CR 2RTIFYING PLANT MANA2R AND CTHERS IN MANAERI AL R3LES.

P8EFA3 INTERVIEWCISCUSSICN WITH SRIEF DESCRIPT!34 OF ~4 PURPOSE AND FOCUS OF INTERVIEwt

EXPEFIENG W17H U51t4G M. A. PCGRAM F3R SENICR MANAERS IN.

TEC>9C.CGICALLY-ORIENTED ORGANIZAT1345

EXPERIENT w1*H USING M. A. PCGRAM FDR LICENSING. ACCREDITING..

OR 2 RTIFICAT134

FEASIBILITY OF USING M.A. P C GRAM PCR PLANT MANAE R LICENSING.

ACCECITING. CR 2RTIFY1t4G IN *ERMS OF

- LEW.L OF MANAEMDfE AND MANAMM:NT FLt4CT1345
- TE3141 CAL AND FRACTICAL C3451ERATIONS

LEGAL AND ETHICAL CONCl2 RAT!345-

- CALIBRAT!34 AND VALIDAT!34

QUESTI34 8tESP3GES

Q1. =AT "YPES CF TEO94CLOGICALLY-ORIENTED ORGAN!*ATIONS
LTILIZ YOLR MANAGDENT ASESSMD47 PROGRAM 7

C2. (MO4G *>ESE CLIENTS) FDR W AT PURPOSE t S) IS
MANAEM:NT ASSES $ PENT USED? eCW DO YOU ADMIN!S*ER
YOUR A CGRAWSERVI G 7

sECRUINT.

SELEC*I34.

CA:EER CEVEL3 PENT.

. M AINING

CDtJ4SELING

CFEZNTI N .* 1NG.
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! /65E55tCNT OTER PC.ACTITI2ERS PAca 3 0F 6
*i

QUEST. J4 RESP 7GES<

|. .

C3. WPES OF MANAGDCNT ASSESSMENT * eof 41CES C0 '

YOU USE7 =RE NEY (WHICM) APPL 2CABW TC LICENSIt &
CRTIFICATI34 CF >%NAERS? AT WMAT LEVELS?

,

Q4 IS MANAGDENT ASSESS >ENT (TEOf41025. APPLICATICNS)
OIFPUENT FOR TECHNOLOG2CALLY-ORIENTED CRGANIZATICNS
NAN PCR CTHER ".6 CF CRGANIZAT!:NS? IN WHAT
WAYS 7 SNCKLD IT INCLtDE ASSESSMENTS TECWICAL
KNOWLEDE . SKILLS AND ABILITIES?

'
.

C5. IN WHAT MAYS CAN MANmG.E ASSESSMD4T AICGRAMS
BE USED TO LICENSE CR 3RTIFY MANAEMD4T PERS:NCL
IN THE NLCLEAR POWER INDUSTRY?

:OELDPMD47 CF CRITERIA AND REQUIRDCNTS.

* RAINING FOR ENTRY / CAREER PLAtfd!NG.

DIAGNOS!$.
.

EVALUATICN OF PERS3@4EL PDR ENTRY.

TO LICENSED DCSITIONS
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ASSESEE NP P%v43ERS PAz A E 6

usnm nespass
.

"6. WMAT A8E THE MONICAL Pst2iELMS ASS 3CI ATED w!N
USING MANAEPENT ASSESSW PROGRAMS PCR L12NSING/
2 RTIFICAT!347

TVELOPMENT OF CRITERIA.

SPECIALI::ED TEONIQUES.

CALIBRAT!34 CF TE3NIQTS.

VALIDAT134 0F TEQw1C TS.

07. aMAT AM THE PRACTICAL PiC32rl5 ASSOCI ATED WITH
us!NG MANAEN ASSESSWT PROGRAMS FOR LICENSING /
3RTIFICAT!347

TI E' COSTS.

MANAEMI|NT. AC3PTANG OF PROGAAM VALIDITY.

EEOS FOR NRC/ INDUSTRY 3RTIFICATIO4.

Ch' M. A. PRDGRAM

SPECIFICITY /CB.lECTIVITY *F s.R!iEP!A.

C8. A8E *HERE ANY LEGAL ANCVCR ETHICAL PROBJMS WH134
YOU CDU EECT F1tCM SU34 AN APDCACHT *

09. IF MANAEM:NT ASSESSM."NT PC"M WETE UTILIED IN
A LICNSING/TRTIFICATIO4 PCCSS. SHCC M. A.
PRAC*ITI3ERS PAKE (YESMC - PASS / FAIL) *rr' r f ms
mATHER *HAN MS@r8"M *C OTC 2CIS13e
MAKERS 7 WOU THEY SE w!LLING *D CQ SO7
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ASSES $!ENT CENTER PRACTITIMEPS ' A2 S CF 6i

QUE m @ RESP 2 GES.

_

010. IF USED FDR LI 2NSING. MDW COLLD MANA2T4T
ASSES $Per? PCGRAMS SE CD>eINED WITH CTHER
REQUIREENTS SU|:H AS TRAINING AND EXPERIEN27 WHAT
PC2*YJRES W K.LD YOU PEC3?CND TD DD THIS? 15 AN
ASSESSPENT CENTER JPPCAO4 AN APP 8EPRI ATE Mf:|MANISM7
A8E 8ECORD EVIEWS SFICIENT?

011. EASED |N YDLjR KFCWLEDGE AND EXPDEINT WITH
MAN *T!ENT ASSESSENT IN TEOf(2.DGICALLY-DRIENZD
D% -JZAT!:N. wMAT TYPES OF M44A2 PENT ATTRIBUTES
44D/DR CAPABILITIES CDtLD M. A. PC3 RAMS TAP F:|R
LICENSING /CERTIFICATI347

*EO*43 CAL SKILLS.

DCTI:NA./PERS:NAL/INTELLIGEN2.

PCFILES

MANAG3ENT STYLES / SKILLS.

OhNLNICATI34 SKILL.S.

3 12. WMT CBJEC*IE CRI*ERI A CLLD BE APPLIED? *CW
APPLICABLE ARE OUALITATIV'' ASSESSENTS *D SUD4
A LIGNSING/2RTIFICAT134 PC2SS? eCm WDLLD
2CISI:NS BE MADE?
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ASSEE5 MINT CENTER PRACTITIDERS
,, , , gy ,

QUESTI34 EESPCNSES *

C13. IN YC'JI CPIN!34. WHAT W3'J D BE T>E ADVANTAES OF
INCLt. Cit 4 MANAEPENT ASSESSPENT AS PART OF TFE
LICENSING /CIRTIFICAT!34 P50255 FOR SENIOR MANAER5
IN THE INCrJSTRY7 CISADVANTA ES? 15 IT A #RACTICAL/
AC EPTABLE APARCACH7

.

Cle. DO YO|J MAW ANY OTHER IECD>tENDAT!34/5UG2STIO45/
ESERVATI345 ABOUr us!NG ASSESS 67 * EON! CUES
?SUCH AS THE ASSESS >ENT CENTER) FOR LIENSINU
2RTIFYING 6%NAEPENT 51ERS3NEL *N T>E NIXLEAR
FOWER INDU5TPY (CR SIMILAR !>CUSTRIE5)?
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FAT 1 CP 6
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ASSESSMENT CENTER USERS

INTERVIEW SUMMARY

NAME OF ItCERVIEWEE oREPAFEC BY

PCSITI24 ,

DATE

Cate:m
.

LOCATI34

TfPE CF BUSIfESS

EDUCATI30
TnAINING

EXPERIENT

C:PHENTS
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8A22OF6
.

INTERVIEW GUICE
,

FCR ASSESSMENT CENTER USERS

INSTRUCTIDGe use THE Pa LowtNG 0257234s AS TE FRAEWORK FOR O!$CU551CNS w!TM USERC OF ASSESSENT
2NTERS REGARDING THE USE CF MANA2?CNT AESE!$ENT PCGRAMS AND TE3W10Z$ IN LIENSING.
ACCREOITING. CR 2RT! WING P' ANT MANAERS ANO OTHERS IN MANAERIAL R3 ES.

PEPA2 INTERVIEW /01SCUS$1CN w!TH BRIEF 25CRIPTI34 OF M PLAPOSE AND FOCUS OF INTE8'V! Ewe

EAS34(51/EXPERIENT w!TH USING M. A. PCGRAMS.

8EAS34(S)/ EXPERIENCE w!?H USING M. A. P CGRAMS FOR LICENSING..

ACCRECITING. CR CERTIPYING TE3NICAL OR MANAERIAL PERS34hEL

PEASIBILITY CF USING M.A. P C GRAMS FOR PLANT MANA E R L2 CENSING..

ACCREOITING. OR 2RTIPYING IN 'ERMS OFs

EW.L5 CF MANA2PCNT AND MANA2 TNT PueCTIO45-

CRGAN!ZAT134AL AND PERS3fCL P3. ICY CD4512 RATIONS-

COST. TIE REOUIRED. EPLOYEE ATTITV25. VALIDATIO4-

QUESTID4 RESP 36ES

31. WHAT TYPE OF ER$3fC: t.E RE* ERRED TD A MANA2hENT
ASSESSENT #CGRAM7 WW WE8E THESC PtPES CHOSEN 7
mAC YOUR USE OF MANAGEE NT ASSESSE NT GR3WN O T R
*HE #AST FIVE YEAR 57

32. WHY 30 Y3J LSE A MA EPENT AESESSPENT PCGRAM7

8ECRUI*ENT.

SELEC*134.

CAREER TUhENT.

TRAINING.

CDU4SELING.

CETNTI ALLIW4.

m.
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,

i
ASSEESENT CE4*ER '.SER P A2 3 or 6.

4

QUE.m 34 RESP 2GES
-

.

03. wxAT ATTRIBUTES /O*ARACTERISTICS ARE YOU TRYING TO
ASSESS DR PCEOICT7 CD'AD MANAENENT ASSESS >ENT Tt#
TH|tSE CIENS1345 PCR LICENSING /ZRTIFICAT!347

"TONICAL SKILLS.

EPCT134AL/PERS34ALITY/1MELL2 TN2.

P8CFILES

MANA2ENT SKILLS / STYLES.

CDNLN! CAT!CN SKILLS.

04 WHAT TYAES OF MANAEM!NT ANMNENT PROGRAM #C
* EON!QLES ARE USED? !F OL/TS12 SERVIG IS USED.
OID YOU ( AS THE CLIENT) PARTICIPATE IN M E VIEW
AND SELECTION OF THESE MON!QLES? DO TEC4413JCS
::!FFER FOR CIFPEENT TYPES AND LEVELS OF PEFS3@CL7
AE TFEY APPLICABLE TD LICENSING /3RTIFICAT134 CF
MANAERS? AT WMAT LEVC ?

C5. MCW DO YOU INTEGRATE T>tE RESATS OF MANAGEENT
ASESSPENT WITH FAC*:|RS Su|:H AS ACACEMIC BACKGROLJC.
*RAIf41NG. EXPERIEN c? HOW CDLLD THIS BE :DE FOR
L!CNSINUGRTIFICAT134 DP MANAERS?
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ASSESSMENT CDCERS USEP.S PAE 4 CF 6
,

QUESTI24 RESP 36ES

06. wmAT EVALUAT134VPFCZDURES ARE USED IN CONJtNCTI:N
WITH MANAEDENT ASSESS >ENT PR3"M7

INTERVIEWS.

P8CBAT!34ARY ASSIG#ENTS.

PEER RATINGS.

CT. ||C CJ SYSTEMATICALLY EVALUATE PERS3fEL PERAR-
MW43 IN TERMS OF THE EStLTS OF MANAGDENT
A* W 'MM NT7 HOW ACCL. RATE (IN Y0tR ENERIENCE) MAS
M. A. BEEN IN ESCRIBING AND PRE::!CTING CAFABILITIES
AND ChARAC* ERISTICS 7

08. :C CJ USE M RESLLTS OF MANAGDENT ASSESSMI:NT
*O ESTABLISH CRGANICATI34AL AND PERS3 DEL
:E M 6ENT PROGRAMS 7 (IF. CR . EXAM * E. A
MANATPCNT **WethENT EVEALED EMCIENCIES IN
C3MNICAT!34 SKILLS. w3M A MJW PWM
SE ESTABLISHED ACR THAT PERSON 7)
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APPENDIX C

SUMMARY OF THE BACKGROUND EXPERIENCE,
TRAINING AND EDUCATION OF THE

INDUSTRY INTERVIDfEES
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