
. _ - - - - .-

,

as %.
. .

gm..._ -

),
.....

POLICY ISSUE
(Notation Vote)

l

June 14, 1995 SECY-95-154

f.QB: The Comission i
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Executive Director for Operations

SUBJECT: REPORT ON PARTS TWO AND THREE OF THE NATIONAL PERFORMANCE REVIEW:
PHASE II STUDY PLAN - NRC FUNCTIONS AND EFFICIENCY REVIEW

PURPOSE:

The purpose of this paper is to present the results of the staff's review of
NRC functions and to recomend indepth studies of those areas identified as
candidates for improved efficiency.

BACKGROUND:
d

As described in my memorandum of March 15, 1995, the staff has undertaken a*

study of agency regulations, functions, and efficiency in response to the.

Comission's staff requirements memorandum (SRM) of February 16, 1995, and
Phase II of the Administration's National Performance Review (NPR). In an

: April 12, 1995, memorandum ("COMSECY-95-012 - National Performance Review
| Phase II"), the Comission approved the study plan, and provided coments to
i be factored into the review. In SECY-95-123 (" Report on Part One of the

National Performance Review: Phase II - NRC Regulations Review") dated
i May 15, 1995, the staff submitted to the Comission the results of the first
: part of this study, the' regulations review. For the second and third parts of

this study (functions and efficiency review), the Comission requested that
the staff conduct a comprehensive examination of agency functions and

', activities, with emphasis on reengineering and the zero-based process, and
examine in detail those NRC functions and activities that are most staff-

'

intensive and those agency processes and procedures that are used most
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SUBJECT: REPORT ON PARTS TWO AND THREE OF THE NATIONAL PERFORMANCE REVIEW:
PHASE II STUDY PLAN - NRC FUNCTIONS AND EFFICIENCY REVIEW

PURPOSE:

The purpose of this paper is to present the results of the staff's review of
NRC functions and to recommend indepth studies of those areas identified as
candidates for improved efficiency.

. .

BACKGROUND:,

! As described in my memorandum of March 15, 1995, the staff has undertaken a
study of agency regulations, functions, and efficiency in response to the

; Comission's staff requirements memorandum (SRM) of February 16, 1995, and
Phase II of the Administration's National Performance Review (NPR). In an*

April '12, 1995, memorandum ("COMSECY-95-012 - National Performance Review,

.
Phase II"), the Comission approved the study plan, and provided comments to

! be factored into the review. In SECY-95-123 (" Report on Part One of the
National Performance Review: Phase II - NRC Regulations Review") dated*

May 15, 1995, the staff submitted to the Comission the results of the first
part of this study, the' regulations review. For the second and third parts of

,

this study (functions and efficiency review), the Comission requested that
the staff conduct a comprehensive examination of agency functions and'

activities, with emphasis on reengineering and the zero-based process, and
i examine in detail those NRC functions and activities that are most staff-

intensive and those agency processes and procedures that are used most
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i

frequently in reaching regulatory decisions. The objective of the examination ,

Jis to determine whether a specific function or process is needed and, if
i needed, whether it can be accomplished more efficiently. The Commission>

: further requested a critical examination of.possible alternatives to agency 1

procedures for making regulatory decisions and of possible alternatives to i

; staff activities that involve significant resources. In the SRM, the 1

Commission requested a two-phase study: the first phase focusing'primarily on
4

| identifying those agency functions or activities that could best be done by
other organizations and those activities that need not be done at all and the1

i second phase focusing primarily on improving the efficiency of those functions
i and activities that will be continued by the agency (i.e., How can NRC best
! carry out its business? How can thir.gs be done differently, in simpler and
j more efficient ways? What are the impediments to adopting new processes, and

how can those impediments be removed?)."

DISCUSSI0a-
i

|
The staff hat completed the first phase of the requested study and has |

| developed a set of recommended evaluations for the second phase. Each of i

these is described in the attached report. In my memorandum of April 3, 1995, |
*

i to office directors and regional administrators, each office and region was
asked to examine its functions and activities from a zero-based perspective to

:
determine if the function is needed, if the function should be performed at
the Federal level or devolved to a lower level, if the function is duplicated )

in another Federal agency, and if the NRC or another Federal agency should !

perform the function. The focus of the review was on agency functions and |
activities that involve significant agency resources (i.e., more than 10 FTEs) |

and the processes and procedures used.most frequently to reach regulatory
decisions. In addition, for those functions and activities to be performed,
offices and regions were asked to identify ways to implement them more
efficiently. These were to be identified considering factors such as time ,'

< required to accomplish the function or activity, number of steps involved in
performing the function or activity, value added by each step, the number of
NRC offices and/or personnel involved, resources expended, and the levels of
review required to approve the end product of the function or activity.
Organizational changes were not the focus or intent of the review; however, it
is recognized that the results of the functions and efficiency reviews could ,

ultimately lead to organizational changes. |

To gather and integrate the results of these reviews, the NPR Steering
Committee interviewed each office dirator and regional administrator
(including in some cases office and regional staff). The steering committee
also interviewed each Commissioner and the Inspector General. In addition, .

the Nuclear Energy Institute (NEI) provided input to this process in a meeting
on March 16, 1995, and also in letters dated May 30, 1995, from William H.
Rasin, Vice President, to Dr. Jack Ror: Girector, NPR, and May 31, 1995, from
John Schmitt, Director, Radiological Protection, Emergency Preparedness and

------__-___.)
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i

Waste Regulation, to Jack Roe. These letters addressed risk-based and,

1 performance-based regulation, improving the effectiveness and efficiency of
the inspection process, the concept of regulatory threshold, guidance on
severe accident management, and emergency p anning.l

;

i On the basis of the results of the interviews and other information received,
; the steering committee developed recommendations regarding functions and areas

that were considered candidates for improved efficiency. These
;' recommendations represent a distillation of ideas and suggestions obtained

through the interviews and followup discussions. Input received from NEI at
the March 16, 1995, meeting was also considered; however, their written'

recommendations will be addressed separately, having been received only
1 recently.

I With respect to functions reviews, the staff considered whct functions the
agency was performing, whether they were appropriately Federal functions that
NRC should perform, whether they overlap functions of another Federal agency

| and, if so, should the overlap be eliminated. On the basis of this review,
,

i the staff identified one area where it recommends a change to a current NRC

|
function. Specifically, the staff recomends that the Comission adopt a
policy to encourage further devolving some materials licensing and low level4

i waste functions (as defined in the attached report) to the States through
expansion of the Agreement States program. In the attached report, the staff
gives the rationale for this recomendation and proposes an evaluation of how

;
"

it should be implemented, including the questions of fees and the results from
j the National Academy of Science study on medical licensing. All other4

functional areas were considered appropriate Federal functions. In several
.

areas NRC functions overlap those of other Federal agencies. These areas are'

also discussed in the attached report along with action.c that have been taken
:

i to eliminate or better coordinate this overlap.
1

<With respect to improving efficiency, the staff reviewed a number of newi

ideas, suggestions, and ongoing initiatives. This review led to the
identification of seven major candidate efficiency improvements that, because;
of their potential policy and/or resource implications, are being provided for>

Comission consideration. These seven candidate efficiency improvements are
3

!
discussed in more detail in the attachment and are presented in the form of

; recomended evaluations that should be conducted to determine what, if any,
changes should be made to current NRC practices and what gain in efficiency

.

could be expected. They are categorized as either programatic or
administrative and cover the following areas:'

Programatic . !' .

Safety Research ;
-

'.

Agreement State Program and Interface with StatesJ -

Events Assessment and Review of Operational Data-

)
- Incident Response

Maintenance of Staff Expertise-

6

:

L >
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Administrative.

Interoffice Administrative / Support Overlap-

Training and Development-
,

For each candidate efficiency improvement, a background discussion, resource
information, a recommendation, lead office, and target date for completing the ,

evaluation are provided. If approved by the Comission, the lead office will !
1be responsible for conducting the evaluations and preparing for EDO and

Commission approval the results and final recomendations in the feiT.; of |

individual reports. The results and, in some instances, the r.pproach may !

require working in partnership with the union. This will alto be included in i

the evaluation process. In addition to the seven major items discussed above,
the staff has identified a number of other ongoing or planned initiatives that
could improve efficiency. These initiatives were ongoing, planned or ,

initiated as a result of the NPR Steering Committee's activities. These are
sumarized for the Commission's information' in an appendix to the attached
report.'

It is recognized that these evaluations will require staff resources. |

However, the amount of resources is not expected to affect other high-priority
work and is justified considering the potential savings and gains in
efficiency that may result. All evaluations are scheduled for completion
within the next 12 months, and the results and recommendations will be i

presented individually to the Commission as they are completed. Additionally,
,

as requested in the SRM of February 16, 1995, the staff will provide a report
i to the Commission by June 1,1996, that will include a status of the efforts

(seven candidate items plus those in Appendix A) as of that date.

RECOMMENDATION:

el support the recommendations in this report, however, as you are aware, the
Executive Director's Senior Executive Review Committee is producing a separate
report dealing with organizational efficiency and effectiveness matters.
Initiatives from this committee could impact some of the recommendations in
this Commission Paper. My final recomendations for Commission action will be
addressed in the EDO Senior Executive Review Committee Report. I recommend
the Commission consider both reports together.

.
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SCHEDULING:

The staff recommends a closed session if this paper is scheduled for a
Commission meeting.

.

COORDINATION:

This paper has been coordinated with other affected offices, and the Office of
the General Counsel has no legal objection, j

r.

ecutive irector
for Operations

Attachment: Report on Agency Functions and Efficiency

Commissioners' comments or consent should be provided directly
to the Office of the Secretary by COB Thursday, June 29, 1995.

Commission Staff Office comnents, if any, should be submitted
to the Commissioners NLT Thursday, June 22, 1995, with an infor-
mation copy to the Office of the Secretary. If the paper is of
such a nature that it requires additional review and comment,
the Commissioners and the Secretariat should be apprised of
when comments may be expected. *

This paper is tentatively scheduled for discussion at a Closed
Meeting on Wednesday, June 21, 1995.

DISTRIBUTION:
Commissioners
OGC
OCAA -

OIG
OCA
REGIONS
EDO
SECY
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INTRODUCTION
;

ihis report presents the results of a functions and efficiency review' '

conducted in response to a February 16, 1995, Comission request. The report'

;

) is divided into three chapters. Chapter I describes the approach and process
for conducting the review, as well as the process for translating the results

i of the review into candidate efficiency improvements. Chapter 2 describes the i
results of the functions review,' including recommended changes. Chapter 3 and !5

A>pendix A describe the results of the efficiency review, and, additionally
| Clapter 3 contains recommendations for Comission approval to evaluate in more
1 detail seven candidate efficiency improvements.

!

BACKGROUND ;

} As described in a memorandum dated March 15, 1995, from James M. Taylor to the .

Comissioners, the staff has undertaken a study of agency regulations, |i

j functions, and efficiency in response to the Comission's February 16, 1995,
:

! staff requirements memorandum (SRM) and Phase II of the Administration's
National Performance Review (NPR). :

! !

In an April 12, 1995, memorandum, ("COMSECY-95-012 - National Performance '

,

Review Phase II"), the Commission approved the study plan and provided
: additional comments to be factored into the review. i

) In SECY-95-123 (" Report on Part One of the National Performance Review:
Phase II - NRC Regulations Review"), dated May 15, 1995, the staff gave the
Comission the results of the first part of this study. For the second and ;,

third parts of this study (functions and efficiency review), the Comission ,

requested that the staff comprehensively examine agency functions and
; activities, emphasizing reengineering and the zero-based process and including
i those NRC functions and activities that are most staff-intensive and those ,

agency processes and procedures that are used most frequently in reaching i

regulatory decisions. The objective of the examination was to determine )
whether a specific function or process is needed and, if needed, whether it |,

! ,can be accomplished more efficiently. The Comission further requested a '

; critical examination of possible alternatives to agency procedures for making
regulatory decisions and of possible alternatives to staff activities that'

,

involve significant resources.
. .

This'SRM requested a two-phase study: the first phase focusing primarily on
.

identifying those agency functions or activities that could best be done by
J

j other organizations and on those activities that need not be done at all and
the second phase focusing primarily on improving the efficiency of those
functions and activities that will be continued by the agency (i.e., How can;

NRC best carry out its business? How could things be done differently, in
.

| simpler and more efficient ways? What are the impediments to adopting new
' processes, and how can those impediments be removed?).
:

i

,

|
j Page 11
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CHAPTER 1: APPROACH AND PROCESS FOR CONDUCTING THE <

'

| REVIEW
'

| In this chapter, the approach and process for conducting the functions and '

efficiency review are described, as well as the process for translating the
| results of the review into candidate efficiency improvements. j

*

i .

{ The staff, as requested, examined in detail'those NRC functions and activities
; that are most staff intensive and those agency processes and procedures used
1 most frequently to reach regulatory decisions with a view to determining
; whether the function or process is needed, and whether it could be *

! accomplished more efficiently. An NRC NPR-II Steering Comittee comprised of ,

: senior NRC staff representing major headquarters offices and regional offices
; was established to coordinate and help perform the review. The steering
i committee members were selected on the basis of their broad experience and ,

i knowledge of agency regulations, functions, and organizational structure. The
'

j steering comittee members are listed in Appendix B.

; The objective of the review was to identify those agency functions and
activities that should continue to be performed at the Federal level by NRC,

i that could best be done by other organizations (Federal or other, e.g.,
,

States, professional boards, industry), or that need not be done at all. For
4

: those functions and activities to be performed by NRC, the review was to
identify candidate areas for improved efficiency and a plan for improving

:
: their efficiency.

! The review was performed in two steps as described in an April 3,1995,
!

memorandum from James M. Taylor to Office Directors and Regional
i Administrators. In the initial step, Mr. Taylor requested that each office
i and region examine their functions with respect to whether they (1) are an

appropriate Federal function; (2) overlap with another Federal agency and, if'

so, whether they should be given to ahother Federal agency (or vice versa);
(3) should be devolved to States, industry, and so forth, or (4) should be
eliminated. In this first step, the staff also identified those agency
functions and activities that are most resource intensive and are used most
'often in making regulatory decisions. Legislatively mandated functions were
not exempt from this review, but rather, if a change is recomended, the need
for a legislative change was to also be identified. Because the results of
this review are to be f.actored into the budget process, this initial step
followed the structure of the agency's Five-Year Plan. In performing this
review, organizational issues, such as combining offices and realignment of
regional offices, are being evaluated by the Office of the Executive Director
for Operations and, therefore, not explicitly considered within the scope of
the review. However, the results of the functions and efficiency reviews may
ultimately lead to recommended organizational changes.

The steering committee then conducted the second step and interviewed each
'

Commissioner, office director, regional administrator, and selected advisory
comittees (Advisory Comittee on Reactor Safeguards, Advisory Comittee on
Nuclear Waste and the Advisory Comittee on Medical Uses of Isotopes) about
their respective functions and activities and areas for improved efficiency.

Page 1-1
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! The steering comittee also interviewed the Inspector General to obtain his
i views on agency functions and efficiencies. To ensure consistency in the
i interviews, a core group of full-time committee members participated in all of

the interviews, and additional members of the steering committee participating.

; in some interviews. While the committee primarily relied on using the results !
'of the internal NRC reviews, it considered any previous public or industry

i comments received on functions and efficiency. They also factored into the
,

review areas where ongoing or planned efficiency improvements have already i

| been initiated.
,

,

On the basis of the input received, the steering committee draftedi

i recommendations about the disposition of agency functions and activities and
i candidate areas for assessing improved efficiency, considering the following
j factors:

! how often a function or activity occurs,*

the complexity and sequencing of steps required to accomplish a*-

! function or activity, ,

the number of organizational entities involved (Branches,*,

Division, Offices), !'

the number of individuals involved,! *

the levels of review and approval involved, :*;

the time it takes to complete a function or activity,*

the value added by the various steps, reviews, organizations,'
*

,

{ and whether they can they be consolidated or eliminated,
whether technology could improve efficiency,' + ,

the success of previous efficiency improvements, and*
4

whether further improvements should be undertaken.j *

;

In general, functions or activities performed at least once per month were
~

'

j defined as " frequently" and " resource intensive" and as requiring more than 10
i full-time employees (FTEs), or equivglent, per year. Also, if it was

estimated that a 10% or greater improvement in efficiency could be obtained,;

j then a function or activity was considered a candidate for improvement. These
draft recommendations were then given to the offices and regions for review

,

.and colunent.

} For those functions and activities the steering committee identified as
! candidates for improved efficiency, they requested a lead office / region to
! develop a plan for evaluating improving efficiency. Each lead office or
; region then recommended to the steering committee what additional efforts
] should be undertaken to improve efficiency and a brief plan for evaluating the

improvements in more detail,-including a schedule..

<

i As a result of the functicns and efficiency review, recommendations were
'

developed regarding overlapping and devolving functions and improving
i efficiency. Chapter 2 describes the areas of overlapping functions with other

Federal agencies and provides recommendations for their disposition.
4

i
;

i

Page 1-2
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Chapter 2 also recommends evaluating further devolving of certain functions to
the States. Chapter 3 describes the results of the efficiency review and
recommends seven areas for more detailed evaluation.. Appendix A summarizes
other ongoing efficiency improvement initiatives and planned activities for
the Comnission's information.

'
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I CHAPTER 2: FUNCTIONS REVIEW
j

) In the review of agency functions, the areas of overlap with other Federal
,|

agencies and the possibility of eliminating or devolving functions to the
States were examined. As a result, the steering committee recommended changes |

1 to reduce overlap as well as to devolve more to the States but found no :

i functions to be eliminated. Section 2.1 discusses the areas of overlap that !

! were examined and the resulting actions and recommendations. Section 2.2 !

discusses the functions that could be devolved to the States and the resulting
4

i recommendation.

| 2.1 FUNCTIONS THAT OVERLAP WITH OTHER FEDERAL

| AGENCIES OR THE STATES
'!

NRC functions and regulations overlap with those of other Federal agencies in
| the following seven areas:
,

Drug testing - Department of Transportation (DOT), 1
*

Transportation of radioactive materials - Department of |j *

Transportation (DOT),
1 Anti-trust reviews - Department of Justice (D0J),=
. - Securities and Exchange Commission (SEC)j -

- Federal Energy Regulatory Commission (FERC)
j Import-export licensing - Department of State (DOS),*

j - Department of Energy (DOE),.

i
- Department of Commerce (DOC),

Radiation protection - Environmental Protection Agency (EPA),; =

i - (for Medical) - Food and Drug administration (FDA),
Emergency planning - Federal Emergency Management Agency (FEMA), andi *

Worker Safety - Occupational Safety and Health Administration* *

| (OSHA). .

I

; D. tug Testina

Both NRC and DOT have drug testing programs and potentially could overlap in
regulating the area of transportation of category 1A material (highly enrichedi

: uranium or plutonium directly useable in the manufacture of a nuclear
explosive device). Part 26 of Title 10 of the Code of Federal Reaulations (10'

CFR Part 26) includes persons who transport such material in the NRC drug;

testing program for licensees (transporters are under a general license in 10'

: CFR Part 70). If such licensees are also common or contract carriers subject
j to DOT safety rules, drivers would be subject to the DOT drug testing program.

Currently and for several previous years, no commercial carrier has
transported such material. Such material is now transported exclusively in,

'

United States Government DOE-owned and operated vehicles exempted from NRC

: regulation. Thus, while a potential for overlap exists if a commercial,

carrier ever again engages in this activity, in practice, no overlap exists4

today. Nevertheless, a rulemaking action is underway to reduce overlap in the'

|
area of drug testing. This was summarized in SECY-95-123, dated May 15, 1995.

|

Page 2-1
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- Transportation of Radioactive Materials |
'

With respect to the regulation of the transportation of licensed radioactive
material, the statutory jurisdictions of the NRC and the Department of
Transportation (DOT) overlap. The Atomic Energy Act of 1954, as amended, and I

the Energy Reorganization Act of 1974, as amended, authorize NRC to license l
and regulate the receipt, possession, use and transfer of " source material," ,

" byproduct material," and "special nuclear material." The NRC is, thus, i

responsible for ensuring that standards," rules, and regulations provide for j
adequate protection of the health and safety of the public and maintenance of ,

'

the national defense and security during the transport of radioactive
materials. The Hazardous Materials Transportation Act and other statutes i

require the DOT to regulate safety in the transportation of all hazardous ;

materials, including radioactive materials. This role includes ensuring the '

safety of certain packages and regulating the conduct of shippers and
carriers.

A Memorandum of Understanding (MOU) published in the Federal Register on
July 2, 1979, was entered into by the NRC and DOT to avoid duplication of (
effort and to clarify agency roles. In general, the DOT is responsible for !

regulating safety during transport of all radioactive materials and packaging ;

for smaller quantities of radioactive materials. The NRC is responsible for
regulating the design, manufacture, and use of packages containing fissile !

material and larger quantities of radioactive material as described in 10 CFR ,

Part 71. Additionally,10 CFR Part 73 includes requirements for the protection i

of certain radioactive materials during transport against deliberate acts to
seize, damage, or sabotage the shipments. Comments received from the Nuclear
Energy Institute (NEI) indicated that in the area of transportation of
radioactive materials, the functions of NRC and DOT were well coordinated and ;

no changes were recommended. The staff also agrees with this view and, r

accordingly, recommends no changes in this area.

NRC certification of DOE packages is 'not required for most DOE shipments
because DOE has its own certification program. One significant exception is
the requirement in an amendment to the Nuclear Waste Policy Act (NWPA)
. requiring use of NRC certified packages for NWPA shipments. This requirement
was consistent with an earlier NRC/ DOE Procedural Agreement For Nuclear Waste
Policy Act Shipments signed on November 3, 1983, which expressed DOE's intent ,

to use NRC-certified packages and provided for pre-licensing consultation on
package design, development and testing. This is the only formal procedure
that exists between DOE and NRC for package review although DOE has requested
NRC review of packages used in other DOE shipments (i.e., spent fuel from
naval reactors and shipments of radioactive waste to the Waste Isolation Pilot
Plant,WIPP). With regard to the NRC/ DOE interface, the staff is considering !

development of a formal procedure between NRC and DOE regarding NRC !

certification of packages in addition to the procedure developed for NWPA-

shipments.'

Anti-trust Review
!;

I

| In the area of anti-trust reviews, NRC is required by the Atomic Energy Act to
conduct these reviews for reactor applicants and licensees. As discussed in

Page 2-2 |
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. SECV-95-123, the staff views this as unnecessary overlap with the D0J, SEC and
FERC and has recommended preparing a legislative proposal that will remove>

this responsibility from NRC.
1

!

j Import-Export licensinc

i Responsibilities in the import-export licensing area are shared among NRC,
i 'DDE, DOS, and D0C. NEI recommended that NRC responsibilities in this area be I

i reduced to that of providing technical assistance on an as requested basis.
) L As a result, import-export licensing is discussed separately below in

Section 2.1.1.4

$ Radiation Protection

< On March 16, 1992, NRC and EPA signed a Memorandum of Understanding, which has .

'

L been periodically revised, that provides the framework for the agencies'
i regulation of radionuclides in the environment. In the area of medical

Iradiation regulation, NRC and the Food and Drug Administration, Department of
j Health and Human Services (DHHS), share regulatory responsibilities and to

icoordinate these an MOU was signed on August 26, 1993. NEI did, however, ,

4

! recommend.that the overlap between NRC and EPA on radiation protection be J
'eliminated. As a result, radiation protection, including medical, are*

discussed separately below in Section 2.1.2

i Emeraency P1annino

The recponsibilities of the FEMA and NRC overlap both substantively and
procedurally in the area of emergency planning. By Executive Order, FEMA has
been charged with the. responsibility for establishing Federal policies and

j coordinating emergency planning activities among Federal, State, and local
i authorities to facilitate emergency preparedness, emergency response, and
| recovery programs. The NRC, under its general authority to license nuclear
! facilities only if the health and safety of the public is adequately
i protected, has developed regulations requiring mandatory emergency planning

for certain NRC licensees, almost all of which are power reactors. The>

President has specifically assigned F MA t e responsibility to review andE h

i evaluate the adequacy of the off-site portion of emergency plans required by
; NRC.
t
'

An MOU between FEMA and NRC became effective on June 17, 1993, updating
; several previous MOUs. Abiding by this MOU, the agencies cooperate to ensure
L FEMA can provide the results of its reviews of NRC applicant's or licensee's
i emergency plans for consideration during the NRC licensing process. NRC and
| FEMA have also developed joint guidance documents, for use by NRC licensees to
i assist them in developing adequate emergency plans for radiological

emergencies. Overlapping areas of interest have led to agency cooperation
! with respect to coordination of Federal response to radiological emergencies.

.

'

.

| ~ The agencies have reached agreement as to lead responsibilities during
:' radiological emergencies that require Federal response.

Currently, NRC and FEMA have an effective, cooperative relationship. The
process developed for FEMA review of emergency plans and supplying of input |

' |

| Page 2-3 |
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; for use in the NRC licensing processes has worked well, resulting in i

!relatively efficient treatment of emergency planning issues in the context of'

NRC licensing proceedings. Agreements for cooperation with respect to joint;

i response to radiological emergencies are in place. Absent significant changes
i in either the responsibilities of the respective agencies or the magnitude of
j radiological emergency planning activities involving the agencies, no specific !

: recommendation is being made to change the HRC/ FEMA roles in emergency '

1 planning. NEI, however, recommended in a letter-from John Schmitt to j
i Jack Roe, dated May 31, 1995, that FEMA' involvement in emergency preparedness

1

i be greatly reduced. Due to this recommendation being received only recently, i

j it is to be responded to in a separate action.
,

f i

j Worker Safety

j The responsibilities of the OSHA and NRC, while not overlapping, exist :

concurrently at NRC licensed facilities. OSHA's enabling statute does not ia

i permit OSHA regulation of an area of worker safety that is being regulated by i

1 another Federal agency. This effectively prevents a direct overlap of |
'

jurisdiction by NRC and OSHA in such areas as radiological health and safety
4 where NRC has developed comprehensive regulations to protect the worker. An i
1 -MOU between OSHA and NRC, dated October 21, 1988, provides a framework for i

) OSHA and NRC activities within each agency's respective jurisdiction at
j NRC-licensed facilities. From NRC's perspective, the current OSHA /NRC

,

; interface has worked well. Expanded NRC and OSHA responsibilities with ;

i respect to the assumption of regulatory oversight for the DOE-owned, and !

United States Enrichment Corporation operated, gaseous diffusion plants (GDPs) '

|
are currently being addressed by the agencies through development of an

: additional M00. Other than completing the current agreements related to the
1 GDPs, no further action is recommended at this time.
1

i 2.1.1 Import-EXDort licensing

{ NRC's role in export-import licensing is defined by the Atomic Energy Act
| (AEA), especially in the amendments contained in the Nuclear Non-Proliferation
; Act of 1978 (NNPA), and in associated procedures and regulations including
: 10 CFR~Part 110. NRC's primary ~ role concerns the issuance of licenses for,.

! nuclear materials and equipment, including reactors. We consult with other
j agencies before approving such exports and our regulations provide for public
; participation. Other agencies issue licenses or authorizations in related
: areas: (1) DOE for nuclear technology exports and for re-transfers of
j previously exported materials and equipment; (2) DOS for munitions made with
i depleted uranium; and (3) DOC for nuclear reactor balance-of-plant equipment
| and nuclear /non-nuclear " dual-use commodities."
;

! Each agency is obliged to consult with the other departments and agencies
i about certain types of cases, and with the Department of Defense and the Arms
; Control and Disarmament Agency for the most significant cases. This
: complexity was legislated with greater concern for checks and balances than
; for efficiency and user-friendliness. In NRC's case, the emphasis was on our

role as an independent agency.,

!

?

i
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i~ In 1980, following the accident at TMI-2, the possibility of ceding NRC's
import-export licensing role to the DOS was. considered as part of the NRC(

' Reorganization Plan. In the months before the accident, NRC had been busy.~

implementing NRC's export-related responsibilities under the NNPA. Although a,

| majority of the Commissioners expressed support for transferring NRC's export
: licensing role to the State Department, this did not occur because of
! Congressional opposition.

[ Current situation .

l NRC processes about 100 licensing applications per year. About 1.5 FTE are
committed by the Office of International Programs (OIP) to this effort. The-

: work is supervised by the OIP Director for Non-Proliferation, Exports and
!

Multilateral Relations. Outside technical (safeguards) and legal support is i

! provided by NMSS and OGC, respectively. These utilize approximately another 2 i

FTE. License application fees are collected to recover these costs. An i'

i
additional 1-2 FTE of OIP effort per year is spent on generally-related |

! matters, e.g., rulemaking activities; U.S. export control and non- i

i proliferation policy issues; export authorizations under the jurisdiction of i

I

| other agencies; and international safeguards and physical security issues.
I.

NRC's export licensing cases are processed in a timely manner. Moreover
because of the clearly-defined licensing criteria in the AEA and Part 110 and
well-documented findings on past cases, NRC staff and Commission decisions are;

;
predictable.i

! The steering committee considered the following pros and cons for reducing
NRC's role in export licensing:

;

$ fr91:
'

| 1. Divestiture would simplify the interagency review process, making it
somewhat less confusing and more efficient. Less time would be

i
required by government and private sector personnel on procedural

i

|
and jurisdictional questions.

~

2. NRC's role is, in NPR-II terms, similar to that of other Executive*

Branch agencies that have the expertise and are required by statute
| to review all matters relating to an export license that NRCi

subsequently reviews.
4

,

3. Nuclear export licensing decisions, including analysis of the
criteria established by law, are based on non-proliferation,

;
' national security aftd foreign policy considerations. Such

considerations are within the appropriate constitutional purview of
;

the President.'

!-: 4. NRC charges application and processing fees to applicants; other
'

|
agencies do not charge fees.

| S. A small number of NRC resources would be freed to perform health and
safety functions.'

.
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i 1. NRC's role is defined by statute. Divestiture would require
legislation. Reopening the AEA/NNPA for amendment could involve an'

! array of conflicting or intersecting interests, such as, regulatory
reform; non-proliferation policy; open trade; trade sanctions; and '

foreign aid restrictions. Senator Glenn was a principal sponsor of
,

the NNPA. He supports NRC's central involvement in nuclear export
'

licensing as a means of ensuring that long-term non-proliferation
interests are not sacrificed to the exigencies of U.S. foreign
policy.

,

'

2. U.S. trading partners (e.g., EURATOM) would be especially concerned
about proposed changes on the U.S. side that might give the Congress
a basis for extending U.S. statutory controls over reprocessing of ,

-exported U.S. fuel. A vital U.S.-EURATOM nuclear supply and
cooperation agreement is near the end of several years of difficult
negotiations wherein Europe's fear of "another NNPA," imposing U.S.
requirements, was'a central concern.

3. Part 110 contains public participation provisions that may be ,

Jdifficult to shift to an Executive Branch agency.

Recommiendation 1

On the basis of the above pros and cons, reducing the NRC's role in export ,

'

licensing is not recommended unless overall agency priorities and available
and projected resources dictate such a change.

2.1.2 Radiation Protection

The responsibilities of NRC and EPA overlap in a number of areas in which EPA
issues standards for activities that are also subject to NRC licensing. EPA
also has statutory authority to issue generally applicable standards to
protect the environment from many sources, including radiological hazards
associated with activities licensed under the Atomic Energy Act. For example,

'one that has been prominent in the last several years is the regulation of
emissions of radionuclides to the air. The NRC regulates air emissions from
its licen:;ees, while EPA has general authority to regulate emissions of
hazardous air pollutants, including radionuclides.

Other areas in which the obligations and interests of the two agencies overlap
include high-level radioactive waste, low-level radioactive waste, mixed waste
(containing both NRC-regulated radioactive material and EPA-regulated
chemicals), and sites to be cleaned up under the Superfund legislation.

EPA and NRC have been attempting to address problems associated with dual
regulation, through a March 1992 MOU, and periodic revisions, that provides
the framework for resolving differences. In addition, the staffs of NRC and
EPA are working together to develop a white paper on " risk harmonization,"
designed to ensure greater consistency in the two agencies' approach to
radiological hazards of various kinds.

Page 2-6
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| In the area of medical radiation protection, NRC and FDA share regulatory
L responsibilities. On August 26, 1993, the two agencies signed an MOU to
i coordinate their regulatory programs in this area.

FDA regulates manufacturers to ensure the safety and effectiveness of drugs,
biological products, and medical devices, including those that utilize or |
produce ionizing radiation. The FDA oversight of radiation therapy devices is :

not limited by the source of radiation. However, FDA's regulatory programs |
have focused on the approval of devices or drugs for clinical use, review of i

I

voluntary or mandatory problem reports, enforcement actions including product
removal and recall, and prosecution and civil penalties against manufacturers.
Simply stated, NRC and the Agreement States regulate the medical use and users

devices.puct material, whereas FDA regulates the manufacturers of drugs andof bypro

Recommendation ;

currently, NRC has a cooperative working relationship with EPA. There remain
however, significant matters of mutual interest whose resolution will require
continued management attention. The staff believes that at the present time ,

it is more productive to continue to work with EPA through the MOU to resolve
differences and develop a consistent regulatory program. Pursuing legislation !

will be time consuming, will probably affect the current working relationship !

with EPA, and may result in an outcome less desirable than the current
arrangement.

With respect to the cooperative working relationship with FDA, it is premature
to make a recommendation for changes since regulation of NRC's medical area is
being evaluated, The. National Academy of Sciences study is scheduled to be
completed by January of 1996; the staff must then evaluate it and develop
recommendations for Commission consideration. Once the Commission's decision
on these recommendations is reached, .it may be appropriate to reevaluate our
MOU with FDA at that time.

2.2 FUNCTIONS THAT COULD BE DEVOLVED TO THE STATES
9.

The NRC materials regulation role was identified as a functional area where
the NRC could devolve a significant part of this function to the States. The
basis for the position is described in the following section.

,

The NRC Materials Reculation Role

States have traditionally been responsible for assuring protection of the
public health and safety of its citizens. However, in the area of radiation

' Section 201(h) of the Federal, Food, Drug, and Cosmetic Act, as
amended, defines device as follows: "The term " device" means an instrument,
apparatus, implement, machine, contrivance, implant, in vitro reagent, or-
other similar or related article....."
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protection, this responsibility is comonly carried out by the Federal :
'

government or by a regulatory program managed by a specifically designated
State agency. These State regulatory programs normally encompass rulemaking, ~r
licensing, registration of sources of radiation, or inspection of licensees
and registrants, and enforcement.

|In 1959, Congress enacted Section 274 of the Atomic Energy Act to establish a
statutory framework under which States could assume certain regulatory
jurisdiction over byproduct, source, and small quantities of special nuclear
material. A primary purpose of the legislation was to authorize the NRC to i

devolve some of its responsibilities in this area, and for the States to !

assume regulatory authority over these materials. The Comission retains
regulatory authority over the licensing of certain facilities and activities
such as nuclear reactors, large quantities of special nuclear material (fuel
cycle facilities), and the export.and import of nuclear materials. Although ;

the Comission retained authority over Low-Level-Waste (LLW) management and
'

disposal, in practice, LLW burial sites are regulated by States.

At present, 29 States have entered into such agreements and the 29 Agreement ,

States collectively exercise regulatory responsibility over more than two- |

thirds of the nation's approximately 22,000 materials licensees. Four States I

(MA, PA, OH and OK) are also currently seeking Agreement State status. |
1

There has been a decline in the number of NRC licensees since 1990 due
primarily to the requirement for full fee recovery. This declining trend will
continue if States that are currently negotiating agreements consumate full
agreements and additional States enter negotiations for agreements. The
reduced number of NRC licensees will further compound the full fee-recovery
cost issue.

The legislative history of section. 274 recognized that the legislation passed
in 1959 was considered interim in nature. Section 274a.(6-) of the AEA which
states: "a. It is the purpose of this section -- (6) to recognize that, as the
States improve their capabilities to regulate effectively such materials,

{ additional legislation may be desirable." The Joint Comittee on Atomic
.Energf recognized that "this is' interim legislation in that, as the Statesi

improve their capabilities, additional legislation may be needed, perhaps in:

approximately five years....". None of the amendments to section 274 since,

its initial promulgation in 1959 have expanded the responsibilities of the
!, Agreement States.

| After 36 years, it is time to consider whether the regulation of some
materials should remain a Federal function, and whether the States should bei

.
given a full role in this area of responsibility. The principal reasons are

; the experience of the States in the protection of the public health and safety
from radiation from various sources; the issue of equity of Federal fees; and'

that the NRC regulations do not cover sources of radiation such as naturally
i occurring-and accelerator-produced materials, non-ionizing radiation sources,
j and electronic product sources.

'

,

|'
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Recommendation

Accordingly, in addition to the statutory framework enacted by Congress in
1959, the steering committee recommends that the NRC establish a policy and
program to devolve to the States a significant portion of the regulation of
certain categories of radioactive material. These categories are: source
material; byproduct material (radioisotopes) as defined in section 11e.(1) of
the AEA; byproduct material (uranium and thorium mill tailings) as defined in
section lle.(2) of the AEA; and ' egulatory responsibilities for low-levelr

radioactive waste disposal (excluding storage at reactor and fuel facility
sites) as defined in section 2(9) of the Low-Level Radioactive Waste Policy |
Amendments Act of 1985. As part of this devolvement, the recommendations of i

the National Academy of Sciences on the regulation of the medical uses of
byproduct material need to be considered as well as the fee structure to
encourage and support the program.

Because of the resource and efficiency implications of this recommendation, it
is included in Chapter ; as a candidate efficiency improvement. Accordingly,
the issue and a recommended evaluation is discussed in more detail including
the measures that can be taken, without legislation, to increase State
involvement.

l

l
l

|

. ,

.

f.
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! CHAPTER 3: CANDIDATE EFFICIENCY IMPROVEMENTS
,

3.1 INTRODUCTION'

For those functions that are appropriate Federal functions that the NRC should
: continue to perform, the steering comittee identified seven major candidate:

j efficiency improvements (CEls) requiring Commission review. They are
' organized into two categories: (1) Programmatic and (2) Administrative as

follows:
,

i Proarammatic-Candidate Efficiency Imorovements

* Safety Research,
I * Agreement State Program and Interface With States, |

* Events Assessment and Review of Operational Data,
'

* Incident Response, and3

* Maintenance of Staff Expertise. ;i

k Administrative Candidate Efficiency Imorovements
i * Interoffice Administrative / Support Overlap and.

* Training and Development.
4

:

$ Each function is discussed in more detail in this chapter and each requires a
; more detailed evaluation to assess the alternatives, recomended action and
; resource implications. Each was selected based on qualitative factors and the '

I
! judgement that they had the potential for significant savings as well as
i significant organizational changes. In addition, some involve policy issues. )
1 Accordingly, before work continues on these functions, Commission review and
j approval is considered appropriate.

i
The format for each CEI includes sectlons for discussion, recommendation, lead
office, and completion date. Budget information for FY 1994 through 1997 is
included in the discussion, as applicable. Specific programmatic areas may'

! sometimes overlap. Therefore, more than one office or region may be assigned
i *to work on the evaluation; however, the first office listed is considered the

lead office. The completion date refers to the estimated date for the lead
! office (s) to submit the results of their evaluation and proposed

implementation of the CEI recommendations. This submission, most likely in
the form of a Commission paper, will discuss proposed implementation

,

alternatives and recommend an alternative for Commission approval. It will

also discuss any partnering that has taken place or needs to take place.
i

$
:
i

!
!

! i
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i 3.2 PROGRAMMATIC CANDIDATE EFFICIENCY IMPROVEMENTS
'

;j.t -.
.

|
.

| 3.2.1 Safety Research !

i DISCUSSION:
'

'

The Office of Nuclear Regulatory Research (RES) provides an independent source ,

of. technical information that is~ used by the NRC to establish regulatory*

| requirements, to review applicants' conforming analyses, and to anticipate
problems of potential safety significance. This source of information, ;

'combined with dedicated technical reviewers in other program offices, provides
the NRC with the independent technical capability that Congress intended and
has led to NRC's preeminence in regulation around the world. Since the mid-'

1980s, RES's responsibilities have, also included related standards development
,

: and technical rulemakings. t

.

The recent and projected RES budget and staff are shown below and are based ,.

. upon NUREG-1100, Vol. II, " Budget Estimates for Fiscal Years 1996-1997." The
RES budget and staff have been gradually declining over the past several years'

- and is projected to continue this trend over the next several years. This is
due to several factors, including a reduction of new designs being reviewed;

and the overall trend of reduced government spending.'

;

: f.Yli f.Y.M flfft fl21 ,

Non-HLW !

! FTE 226 218 218 217

!
CONTRACT SUPPORT ($M), 84.4 80.7 75.5 73.6

.

i

i 113
; FTE 6 6 6 6

,

\
CONTRACT SUPPORT ($M) 6.4 6.6 6.7 6.54

| Leaisrative History
,

i

j The Energy Reorganization Act defines the NRC's research function broadly,
i empowering the Commission to do research that it deems necessary for the
| performance of its licensing and regulatory functions.
i
: The Conference Report on the Act cites a need for "an independent capability

for developing and analyzing technical information related to reactor safety,*

j . safeguards and environmental protection in support of the licensing and
i regulatory process." The report further states that the NRC should limit its
; research to " confirmatory assessment" and that the agency "should never be

placed in a position to generate, and then have to defend, basic design data:

: ' of its own." Rather, the NRC "must insist on the submission of all of the
i data required to demonstrate the adequacy of the design contained in a license

application or amendments thereto. This. requires professional competence in
j the regulatory agency to determine whether any substantive data are lacking or

3-2
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whether experimental or analytical data provided by an applicant or licensee .
'

j are professionally adequate." The Senate Report on the Act refers, in
I addition, to " defects, abnormal occurrences and shutdowns involving light
! water reactors" as a motivation for establishing a safety research function
| within the regulatory agency. ;

\ The Evolution of NRC's Reactor Safety Research Function 5
'

i

! During the 1970s and early 1980s, NRC's research was focused on postulated
: design-basis accidents, whose analyses were required in applications for i

reactor licensing actions. Considerable attention was given to loss-of-
j coolant accidents and their licensing criteria that were established in
l' lengthy hearings. Large experimental programs were conducted, including LOFT, i

! Semi-Scale, Power Burst Facility, and others; and complex thermal-hydraulic :
computer codes were developed to pennit the NRC to independently audit !

applicant analyses. Extensive work was also done on reactor pressure vessel
integrity, particularly under conditions of pressurized thermal shock. ;

In the early 1980s, in the aftermath of the 1979 TMI accident, and with
further indirect impetus from the 1986 Chernobyl accident, emphasis in the
research program shifted from design-basis accidents to severe accidents.
Experimental work was again performed in test reactors and out of reactor, and i

new complex computer codes were developed. A major probabilistic risk :
assessment was performed, and attention was given to human factors, emergency J

operating procedures, and accident management. Work was also perforr.ed to
understand aging of plant components such as reactor vessels, steam
generators, and structural, mechanical, and electrical components.
In_the early 1990s, emphasis shifted again, this time to a group of new
advanced reactor designs including the Westinghouse AP600 and the new General
Electric SBWR. These designs raised new issues regarding design-basis
accidents and severe accidents. By this time, budgets were already declining
and fewer experimental programs were conducted. More emphasis was given to
improving analytical tools to increase confidence in their predictions.

In 1995, we are now at a point where specific research in support of advanced
reacto^rs is being completed and'we face the challenge of maintaining NRC's
independent technical capability to deal with the large population of
operating reactors. Aging issues are still with us, and high-level waste
disposal remains a national priority. Economics, reduced energy demand, and
alternative energy sources have combined to eliminate the likelihood of any
new reactor license applications until well after the year 2000. Funding
available for research will likely decline by 30 to 50 percent between now and
FY 2000. The combined effect is the need to reexamine the role of RES in
general, and to reexamine all research programs. A minimum program of
research must be defined that will allow the agency to continue to be a
responsive and credible regulator.

LUME: What should be the future role and mission of the NRC's safety
research program?

3-3
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RECOMENDATION: Evaluate the NRC safety research program functions and |
activities with respect to the agency goals and mission through FY 2000. As :

the research program is reduced and refocused it is essential that RES-- |
:

consider the views of NRC program offices that use the results of.

research, ,

consider the views of advisory groups such as the ACRS, ACNW, and |e

_

!NSRRC,
recognize that budget cuts will be significant over the next several

~

.

years, leaving room for only the highest-priority programs,
critically examine which program elements will need to be continuede

into FY 2000 and beyond and at what level,
maintain a limited capability to accommodate unanticipated safety |.

issues that will arise from operating experience, '

explore the feasibility of shifting the contractor mix away from |.

relatively expensive sources (DOE laboratories) to less costly i

sources, especially universities, !

explore the potential for shifting work from contractors to in-house.

staff to reduce costs without losing essential capabilities,
determine areas where it is necessary to maintain a core of critical.

expertise, through a mix of in-house staff and contractors, and
take full advantage of international cooperation in nuclear safety.

research that will permit cost sharing and avoid unnecessary
duplication.

Specific items to be documented from the evaluation include--

Mission
'

The purpose'of NRC-funded research (e.g., confirmatory, exploratory, !.

response to user needs, development of independent data / tools, etc).

Major technical areas to be' included in the RES mission (materials,.

thermal / hydraulics,etc).

. Core programs / activities necessary to accomplish the mission (e.g.,
.

code development / maintenance, rulemaking, exploratory research,
etc). j

,

The role of RES vs. program offices (e.g., should all technical.

assistance and license specific work be done by program offices, and |

-if not, how should it be split between the offices and RES; how '|
should rulemaking be split between RES and program offices; what RES~

work could more efficiently and effectively be done by program
offices; what work should be centralized in RES).

,

The role of RES vs. program offices in staying abreast of national !.

and international nuclear safety developments, emerging !

technologies, and design concepts. 1

j4

!
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Strateay

The role of NRC research vs. industry research (i.e., what should*

NRC require industry to do)?
How can NRC research be done more efficiently and effectively:*

cooperative programs with industry and foreign governments,-

more in-house work and-

use of consensus standards.,-

Expertise

What will be done in-house vs. by contractors? l*
lWhat type of staff will be needed to accomplish the mission:*

which disciplines and |-

which skills. ;-

Should overlap among offices in technical . expertise and function '
*

(e.g.. NRR/RES thermal-hydraulic and severe accident analysis) be
restructured to minimize duplication, enhance staff technical
interaction and promote cadres of expertise? :

Budaet Needs

FTEs !*

Program support / travel funds*

The results of the evaluation will be presented in the form of a draft policy )
which can be used to guide and defend the program and be incorporated in
planning and budget documents.

LEAD OFFICE: RES/NRRINMSS/AE00

COMPLETION DATE: 2/1/96 to develop r.ecommended policy.j

| 3.2.2 Agreement State Program and Interface With States
'

|'This topic is discussed in three related parts:

The Agreement State Program, !*

NRC Administration of the Agreement State Program, and |*
.

State, Federal, and Indian Tribes Liaison Programs. 1
*

;

Each of these parts represent an area that can be evaluated and acted upon as
j a separate item or in combination.
!

DISCUSSION:

Part 1: THE AGREEMENT STATE PROGRAM
,

In 1959, Congress enacted Section 274 of the Atomic Energy Act to establish a
statutory framework under which States could enter into agreements with the
NRC to assume regulatory jurisdiction over byproduct, source, and small

,
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quantities of special nuclear material. To enter into an agreement, the
governor must certify, and the Commission must find, that the State's program
for regulation of agreement material is both adequate to protect the public
health and safety and compatible with the Commission's program for regulation
of similar materials. At present, 29 States have entered into such agreements
The 29 Agreement States collectively exercise regulatory jurisdiction over
more than two-thirds of the nation's approximate 22,000 materials licensees.
Four States (MA, PA, OH and OK) are also currently seeking Agreement State

~

status.
l

The NRC Agreement States program is principally administered by the Offices of |

State Programs (SP), Nuclear Material Safety and Safeguards (NMSS), Analysis
and Evaluation of Operational Data (AE00), and each Regional Office. Legal
guidance is provided by the Office of the General Counsel (OGC). NRC conducts

'on-site, in-depth program reviews periodically of each Agreement State in
which organizational, administrative, personnel, regulatory, licensing,
compliance and enforcement program areas are reviewed. These reviews are
usually conducted by the Regional State Agreements Officer (RSA0) or SP staff
with assistance in specific technical areas provided by Regional, NMSS or AE0D
staff, as needed. Upon completion of the review, the State receives a report
from the NRC with an adequacy and compatibility determination.

In addition, NRC provides training for Agreement State personnel by providing
space in NRC training courses for attendance by State personnel. Examples are
courses in health physics, industrial radiography radiation safety, nuclear
medicine, licensing procedures, inspection procedures, radiological
engineering, well logging, and transportation of nuclear materials. These NRC
training courses are administered by AE00 in coordination with other Offices,
primarily SP and NHSS. NRC also provides technical assistance to Agreement !
States on a range of specific technical questions or issues that may arise as I

a part of Agreement State licensing and inspection activities.
.

Resources

The resources identified below for SP and NMSS are consistent with NUREG-1100,
. Budget Estimates for Fiscal Years 1996-1997," Volume 11. These resources"

'reflect the full range of activities carried out by SP and NHSS staff
involving the Agreement State program. Resources for SP include 4.5 Regional
FTE for the Regional State Agreement Officers. The resources listed may be
subject to revision based on the resource options identified in SECY 95-047.

FY94 fl9J fR1 FY97
FTE

SP 15.75 15.75 17.75 17.75
NMSS* 4.00 3.00 5.00 5.00

i

CONTRACT SUPPORT ($K)
SP 823 454 1628 1308
NMSS* 0 0 0 0

* Includes Regions

3-6
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New Initiatives and Circumstances Affectina Aareement State Proaram

(a) Decline in Number of NRC Licenses

There has been a decline in the number of NRC licensees since 1990 due
primarily to the requirement for full fee recovery. This declining
trend will continue if States that are currently negotiating agreements,
(MA, PA, OH, OK) consummate full agreements and additional States enter
and complete negotiations for agreements. The reduced number of NRC
licensees will further compound the full fee recovery cost issue.
Interest in negotiating new agreements may be negated by NRC changes in
funding for Agreement State training and technical assistance (see Item
(b) and by NRC materials licensing business process redesign efforts
that will likely reduce licensing fees for some categories of NRC-

licenses.

(b)- NRC Policy on Reimbursable Agreements for Training and Technical
Assistance

NRC has covered the costs for NRC oversight and administration of the
Agreement State program. NRC has also had to cover the costs for
development of NRC regulations, guidance, and research in the materials
area through fees paid solely by NRC licensees even though these
activities benefit all Agreement States and both NRC and Agreement State
licensees. Recently, the Commission adopted a policy that Agreement
States, beginning in FY 97, will pay on a reimbursable basis the cost
for travel, training, and technical assistance previously provided to
Agreement States at no cost. This recent change in policy may affect
the interest of.some States to continue in the program' and may affect
interest by States negotiating an agreement in continuing active
negotiations. Based on comments received from the Agreement States, we
are reviewing the decision to require Agreement States to pay for their
training and travel. !

| (c) NRC Policy on Seed Money for New Agreement States
!

: <.

NRC has also reaffirmed a policy that NRC will not provide seed money to |
; a State to hire staff, develop regulations, and develop other program j

t
elements necessary to support a State's request to the NRC for an

'

; agreement. This-policy has affected the interest of some States in
negotiating an agreement.'

(d) New Policy on Statement of Principles for the Agreement State Program.

The Commission is currently considering three major initiatives that
i

; will directly affect the Agreement State program. The first is a final
' " Statement of Principles and Policy for the Agreement State Program" ,

(SECY-95-115), dated May 5, 1995. This policy statement describes the
respective roles and responsibilities of the NRC and the States in'

administration of the program. It addrcsses Federal-State interaction
,

under the Atomic Energy Act to establish agreements with States, ensure;

that post-agreement interactions are coordinated and compatible and that-

! 3-7
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| Agreement State programs continue to protect the public health and .

! safety. The policy also includes provisions for phased implementation
of new agreements, specific defined actions for NRC program review
findings, and defined procedures for suspension or termination of a'

f
section 274b agreement.

(e) New Policy on Adequacy and Compatibility
i

l' The second initiative is the " Final Policy State.nent on Adequacy and
! Compatibility of Agreement State Programs" (SECY-95-112) dated May 3,

| 1995. The. policy will establish Commission guidance on the terms
~ " adequate to protect the public health and safety" and " compatible with
j the Commission's regulatory program." It also describes the general
; framework that the Commission will use in determining those NRC program

"

i elements and regulatory requirements that Agreement State programs must
| implement to be adequate to protect the public health and safety and to

~

be compatible with the Commission's program.
;

; (f) Integrated Materials Performance Evaluation Program (IMPEP):

The third major initiative before the Commission is the " Staff Analysisd

and Recommendations on the Integrated Materials Performance Evaluation
:

Program" (SECY-95-047) dated February 28, 1995. The purpose of this.

|
paper is to receive Commission approval of the IMPEP. IMPEP is intended
to guide a common process to assess the performance of the 29 Agreement

.

States and NRC's regional materials program against a common set of'

performance indicators. For Agreement States, it establishes a new
interoffice team-based review process with increased headquarters
involvene.nt.

(g) Materials Licensing Business Process Redesign

Presently, NRC is undertaking ~~a BPR project in the materials licensing
area which reflects a radical departure from present licensing
approaches. NRC plans to make the system available to Agreement States

-for voluntary use and will invite Agreement State participation in
development of the new process. The BPR will realize substantial

,

improvements in processing of. applications and issuance of licenses over
current processes, apply modern information technology, and reduce the
level of resources NRC needs to devote to the materials licensing
program. In addition, the National Academy of Science (NAS) is
evaluating NRC's role in the regulation of medical uses of byproduct
material. NRC plans to make the results of this evaluation available to
the Agreement States.

(h) Examination of General Licenses and Specific Licenses

The NRC staff has prepared, for Ccmission approval, a proposal to work
With fesement States to develop a new approach to control sources that
are non generally or specifically licensed. The new approach will be>

designed to increase accountability, thereby addressing concerns from
industry and other groups about lost sources. A significant reduction

3-8
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I in fees for some classes of NRC materials licensees could result from
i this effort, while previous general licensees might become subject to

.

fees for the first time.

ISSUE 1. Given the circumstances and initiatives previously described, should
changes be considered to facilitate an expansion of the Agreement State
program? If so, what NRC actions could lea 1 to an expansion of the role and
number of Agreement States?

.

RECOPMENDATION:

Evaluate the benefits and impacts of an increase in the role and number of
Agreement States, including the possibility of all States obtaining
agreements. Evaluate changes to the Agreement State program that would serve
to encourage additional Agreement States, maintain current States in the
program, and facilitate entrance of States to the program. The evaluation
should include coordination with the Agreement States to obtain their input on
ways to expand their role and encourage additional Agreement States. The
evaluation should ensure that the changes proposed will enhance a national
coherent program of regulation in the materials area. The evaluation should
include consideration of options including legislative initiatives, financial
incentives, technical assistance, and reimbursement of States for inspections
conducted of NRC licensees.

The following areas will need to be examined as a part of the evaluation to
encourage additional Agreement States:

1. Whether NRC should establish, as policy, a position that explicitly
encourages non-Agreement States to seek agreements?

2. Whether the current Commission policy on not providing seed money to
Agreement States should be modified? NRC could provide funding to a
State over a limited period (e.g., 2 to 3 years) to assist a State in
the development of required staff expertise, regulations, and other
program elements necessary to assume regulatory responsibility from the
'NRC. Assistance at NRC cost could also continue to be provided in the

.

training of State staff who will be responsible for administration of
the State's program. The current Commission policy on provision of

'
i

training to State staff should also be weighed against its effect on
both proposed and existing Agreement State programs. Although the staff
believes sources of funding are limited, the evaluation should examine
possible sources of funds for providing seed money to States interested
in negotiating agreements and in providing training and technical
assistance.

3. The ability of the Organization of Agreement States and the Conference
of State Radiation Control Program Directors (CRCPD), to provide
assistance to non-Agreement States in preparing to assume regulatory
authority from the NRC. Such assistance could include training of
staff, development of internal licensing and inspection procedures, and
development of model State regulations. The CRCPD presently develops
and makes available to States, model State regulations and procedures

3-9
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based on corresponding NRC equivalent regulations and procedures. CRCPD
receives $110,000 in annual support from NRC each year; this cost could '

_; increase if CRCPD provided assistance to States in negotiating
agreements.c

! 4. If additional States enter the program and the States collectively
,

j assume greater responsibility for the nation's materials program,
i evaluate what to include in strategic planning and the five-year plan

documents for the NRC to maintain * 's base of expertise in the,

! materials area. Such a core base sertise would be applied to i

assist in the developing and updating of national materials safe j' r

i regulations, to ensure a level of consistency in the national materials !

regulatory program, and to continue regulation in non-Agreement States '

and Federal facilities.'

i

! 5. Legislative change to remove the Agreement State program training and
! technical support cost from the 100 percent fee-recovery base should be
j examined. The potential loss of training and technical assistance
j programs can jeopardize existing Agreement States with limited State

funds.'

;

! 6. The reimbursable policy for the Agreement State Program should be
reviewed to look at alternatives to mitigate impact on the Agreement4

States (a paper is being prepared to address this issue).
i |

'

| 7. The type and level of oversight needed for nuclear materials programs in
| Agreement States.
;

8. What portions of the regulation of certain categories of radioactive,

! material should be devolved to States? These categories are: source
i material; byproduct material (radioisotopes) as defined in Section

11e.(1) of thG AEA; byproduct material (uranium and thorium mill
'

tailings) as defined in Section lle.(2) of the AEA; and regulatory
i responsibilities for low-level radioactive waste disposal (excluding

storage et reactor and fuel facility sites) as defined in section 2(9)
; of the Low-level Radioactive Waste Policy Amendments Act of 1985. The,.

i recommendations of the National Academy of Sciences on the regulation of

|
the medical uses of byproduct material should also be considered.

LEAD OFFICE: SP in coordination with NMSS, Regions, and the' Agreement States.;

1

COMPLETION DATE: 3/1/96

Part 2: NRC ADMINISTRATION OF THE AGREEMENT STATES PROGRAM,

; DISCUSSION:
5

Presently, review of Agreement State programs has been a principal,

responsibility of the five Regional State Agreements Officers (RSAO) with

3-10
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support from SP and NMSS, as needed. Under the team approach advocated for
IMPEP, the RSA0's would be integrated into the pool .of personnel who would
conduct Agreement State and regional reviews along with selected SP, NMSS, and
regional staff.

Commission approval of IMPEP and the two new Agreement State program policies
provide an opportunity to review the current functional arrangement for
interacting with the Agreement States in the implementation of the Agreement
State Progrw. The Principles and Adequacy and Compatibility Policy
Statements will be implemented through activities such as the evaluation of
proposed radiation control programs of States seeking an agreement with NRC,
through existing Agreement State program reviews using the IMPEP, and in the
development and issuance of associated implementing procedures.

Resources

See resources shown above for Part 1.

ISSUE 2. What changes should be considered in the internal NRC organization
for administration of the Agreement State program ~l

RECOPMENDATION:

Evaluate the current NRC organizational relationship and structure for
implementation of the Agreement State program to determine if changes are
warranted; if implementation of the p,ogram can be streamlined and efficiency
improved; and if functions currently carried out among several offices can be
consolidated. This would include addressing the question of return of the
RSA0 function to Headquarters and the transfer or consolidation of the
Agreement State function presently in SP into another major office, such as
NMSS.

~

LEAD OFFICE: SP/NMSS/0P/ Regions.

COMPLETION DATE: 1/1/96

Part 3: STATE. FEDERAL AND INDIAN TRIBES LIAIS0N PROGRAMS

! DISCUSSION:
i .

1 The State Liaison Program is directed at establishing cooperative
! relationships with State and local governments, and interstate organizations ,

; to help ensure and facilitate effective liaison with these organizations. |
State liaison activities are implemented through the NRC regional offices by J

|

the Regional State Liaison Officers (RSLO), with policy and program guidance ;

provided by SP, and in coordination with other NRC Offices. Through the
program, Governor-appointed State Liaison Officers (SLO) are kept informed on
matters of interest to the States, such as those involving commercial nuclear
power plants. This 'ncludes emergency notifications, preliminary
notifications, SALP reports, inspection reports, watch list, and Commissioner
travel to facilities within the State. States are kept informed of NRC

,

meetings with NRC licensees and may also observe inspections and inspection
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entrance and exit meetings. Through this program, States may also negotiate
memoranda of understanding (MOU) with NRC that allow States to perform

3
' inspections for and on behalf of the NRC. For example, the State of Illinois

has entered into an MOU providing for State resident engineers and for ASME
Code and LLW inspections.i

.

f The Federal Liaison Program promotes NRC visibility among pertinent Federal
agencies to ensure a better understanding of the NRC and its activities, as:
well as the activities of other Federal agency staff. A program objective is;

to provide NRC managers with advice and information on other Federal agencies.*

| The Federal Liaison, located in SP, maintains sources of information relevant
to the NRC, analyzes the information with regard to its effect on NRC and4

keeps NRC staff apprised of significant developments affecting its agency.: The Federal Liaison also receives pertinent rulemakings, correspondence, and
| 1egislation that may affect NRC relations with other Federal agencies and
j advises NRC staff, as appropriate. The Federal Liaison is the NRC

representative to the interagency Environmental Justice Subcommittee on Policy!

i and Coordination and represents the NRC before other Federal agencies on a
variety of issues.

NRC maintains communications with American Indian Tribes, including their .

national organizations, potentially affected by, or otherwise interested in, |
;

2

NRC regulatory activities. Tribal interest in nuclear-related activities has"

! increased in recent years and has provided for a number of government-to-
' 9overnment exchanges of information related to NRC's regulatory authority in 1

the areas of high-and low-level waste, storage, disposal, transportation, and |
: reclamation. Tribal interests are also represented by the National Congress |t

of American Indians' membership on the NRC's Licensing Support System Advisory '

;

i Review Panel. The NRC maintains liaison with the Department of Interior,
Bureau of Indian Affairs, to help keep their constituency abreast of nuclear-

! related issues affecting Indian interests. |
4

I|

j| Resources .

[ The resources identified below for SP are consistent with NUREG-1100, " Budget
j Estimates for Fiscal Years 1996-1997," Volume 11. These resources reflect the

efull range of activities carried out by SP and the Regional State Liaison'

Officers involving the State Liaison Program, activities carried out by SP
j involving the Federal Liaison Program, and a small effort devoted to Indian
!

Tribe Liaison. Other Regional staff effort devoted to the State, Federal and
j Indian Tribe Liaison activities is subsumed within existing NMSS, NRR and AE00
|

resources identified for the Regions. Regional and certain HMSS, NRR and AE00 ,

!
resources devoted to the State, Federal, and Indian Tribe Liaison activities |

'

! are not separately identified in NRC's budget.

i EY21 f.Yft fl2fi f.Y21 .l
FTE

i State Liaison * 6.5 6.5 6.5 6.5 l
'

i Federal Liaison 0.75 0.75 0.75 0.75 i

!
j CONTRACT SUPPORT ($K)

State Liaison * 125 125 125 125 ,

' \
;

3-12;
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Federal Liaison 3 3 3 3

(* Includes Indian Tribe Liaison).

; ISSUE 3. Should changes be considered in the internal NRC organization for
i administration of the Federal Liaison, State Liaison, and Indian Tribe Liaison
1 Programs?

,

,
,

RECOMMENDATION: Evaluate the current functions of major offices involved in'

interfacing with other Federal agencies,.with States and with Indian Tribes to1

determine:
'

The value added by each function,*

What interfaces can be streamlined,; *

What functions can be consolidated, and*
;

The State's perspective / Indian Tribe perspective /other Federal ''

.

agencies' perspective.;

:

| The evaluation should assess the effectiveness of the current ad hoc,
j decentralized approach for liaison with Indian Tribes and evaluate the need

for development of an NRC policy statement on Indian Nation / Tribe
2

i relationships. Any recommendations relating to these functional areas, such
as consolidation with another NRC office, should also consider similar
consolidation of the Federal Liaison Program.

I LEAD OFFICE: SP in coordination with NMSS, NRR, AE00, and the Regions.
I COMPLETION DATE: 1/1/96

i 3.2.3 Events Assessment and Review of Operational Data
4

-

DISCUSSION:

: After the Three Mile Island (THI) accident in 1979, the NRC and the nuclear
industry implemented major programs to learn and communicate the important4

safety-related lessons of operating experience. Problems with systematic
evaluation of operating experience before the TMI accident are discussed in'

the report of a special inquiry on,the accident performed for the NRC by the
'

! 1aw firm Rogovin, Stern, and Huge. NRC Management Directive 8.5 (formerly*

: Manual Chapter 0515), " Operational Safety Data Review," establishes the
! objectives, responsibilities, and basic requirements for NRC's review of

operating experience and implementation of appropriate actions. The goal of.

1 the program is to protect the public health and safety by reducing the
! recurrence of incidents and the potential for accidents at facilities licensed

'

by the NRC. Events assessment may be viewed as the immediate and short-term
' review and evaluation of individual events or groups of events to implement

regulatory actions. Operational data review may be thought of as the broader
-

J

:
-

i

' M. Rogovin and G. Frampton, Three #fle Island: A Report to the
.

4 Commissioners and to the Public, Vol.1, January 1980, pp. 94-101.
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i and longer term systematic study and evaluation to determine and communicate
; important safety lessons not identified by the short-term review, as well as

,

!

the assessment of the effectiveness of NRC regulatory programs related toJ

' operational safety.
4

: Licensees and vendors supplying equipment or services to licensed facilities )
J are required by Title 10 of the Code of Federal Reaulations (CFR) to report 1

j significant events and problems to the NRC. Section 50.72 (10 CFR 50.72) i

: requires licensees to notify NRC by telephone of significant events at )
i operating nuclear power plants within either I hour or 4 hours, depending on

the severity of the event, and serves as the initial source of information for-

beginning the short-term evaluation. Section 50.73 requires nuclear power'

! plant licensees to submit a written report on the event within 30 days, i

! including its causes and corrective actions taken. 10 CFR Part 21 requires l
j licensees, construction permit (CP) holders and their suppliers to report j

j facility or basic component defects that could create a substantial safety
: hazard. Section 50.55e requires CP holders to report design or construction
; deficiencies that could adversely affect safety, were they to remain |

| uncorrected. The majority of reportable nuclear power plant events and 1
j problems are reported under these regulations. Similar regulations require '

; nonpower reactor licensees to report significant events and problems.
; Agreement States similarly report events and problems occurring at their ,

i licensed facilities. In addition, events and problems are identified by the |
! resident inspectors at licensed facilities and through NRC inspections at !

| licensed facilities. Operational safety information from industry groups and |
: international organizations are another important source of such data. NRC's |
8 program and regional offices implement a coordinated and integrated process to I

'

assess events and review operational data in order to communicate the safety
i lessons to licensees, .the nuclear industry, the Congress, the public, ;

i Agreement States, and to others within the NRC for incorporation into the !

| NRC's regulatory process.
t ^

j In fiscal year (FY) 1994, the NRC reviewed reports on approximately 2,000
: reactor events and 500 nonreactor events. The tables included herein show
| resource estimates for events assessment and operational data review
'

activities. Estimates are based on NUREG-Il00, Vol. II, " Budget Estimates for<

i Fiscal Years 1996-1997," and supplemented by information from the " Report of
the Review of Operational and Occupational Event Review, Evaluation, and;

Followup," dated August 1,1994. Full-time equivalent (FTE) estimates do not2

! include overhead resources which account for approximately another 40 FTE. In
addition, the NRR and Regional FTE reflect the level of effort for the full
range of activities and organizational elements involved in responding to.

operational events and issues (e.g., information collection and processing,
; safety screening, action plan development, issue tracking and resolution
: documentation). Although the Office for Analysis and Evaluation of
| Operational Data (AE00) uses contractors for support, other offices have not

used contractor support for near-term operational experience analysis and'

j evaluation. However, the Office of Nuclear Reactor Regulation (NRR) plans to
use contractor support for short-term accident sequence precursor analysis in

i . FYs 1996 and 1997. Contractor support is used for the long-term evaluation
i and resolution of technical issues arising from operating experience. These
! resources are not included in the table.

| 3-14
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l REACTOR PROGRAM RESOURCE ALLOCATION ESTIMATES

. fY21 fD1 fY2ft fY21'

FTE
i AE00 34 34 34 33
. NRR 53 53 53 53
i REGIONS 84 . 84 84 84

RES 1 1 1 1

! TOTAL 172 172 172 171
*

| CONTRACT SUPPORT.($K)
;

AE00 5438 5639 5570 5460 !
,
; NRR 200 200 l

TOTAL 5438 5639 5770 5660 ;

NUCLEAR MATE 2IALS AND NUCLEAR WASTE PROGRAM RESOURCE ALLOCATION ESTIMATES I
|<

EYli fD1 fl21 flfl
FTE; ,

i AEOD 5 5 5 5

NMSS 5 6 6 7:

REGIONS 12 12 12 12'
,

1

OSP <1 <1 <1 <1

TOTAL 22 23 23 24

CONTRACT SUPPORT ($K),

'AE00 5 5 5 5

Office for Analysis and Evaluation of.00erational Data

In 1979, the Commission established AE00 for the surpose of analyzing and
evaluating operational safety data associated wit) all NRC-licensed activities
independent of the program offi'ces (i.e., NRR and the Office of Nuclear
Material Safety and Safeguards [NMSS)) and communicating the lessons of
experience. . AE00 was formed as a partial response to lessons learned
regarding failures to identify or to communicate precursor events of the TMI
accident. As quoted from the report of the special inquiry performed by
Rogovin, Stern, and Huge --

" Finally, on July 12, the Commission decided to establish a full-time
Office of Analysis and Evaluation of Operational Data (AE00) that would
be part of none of the program offices but would report directly to the
NRC's Executive Director for Operations (EDO). This new office would
have an oversight function, independent of the NRC's individual program
offices; it would be the focal point for communication with industry gnd
the ACRS; and it would develop recommendations and provide guidance."

" Ibid
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AEOD was assigned an oversight / peer review role and was to be the NRC's
primary point of interaction with outside organizations involved in '

i operational data reviews, such as the Institute of Nuclear Power Operations,
4 the Nuclear Safety Analysis Center (NSAC) of the Electric Power Research i

i Institute, and the Institute of Electrical and Electronics Engineers. AE00
develops the criteria that define the operational events and data that must be

i reported to the hRC. NRC's longer term operational data review functions are
performed primarily by AEOD. AEOD evalyates trends and patterns, performs
probabilistic risk assessments, conducts statistical analysis and engineering

# - evaluations of repetitive problems,' assesses safety significance and
communicates the generic lessons learned to industry and to others within the

4

i NRC for incorporation into the NRC's regulatory process. AEOD has the lead ,

j responsibility for reviewing and analyzing foreign events. AE00 does not
'

interact directly with licensees on regulatory issues related to events and,

i problems. Rather, AE00 issues technical reports on systems, components,
i specific significant events, and safety issues; reliability of selected safety
i systems and components based on operating experience; risk significance of ;

i . safety-significant events; and objective performance indicators of nuclear
i power plants. AEOD technical study reports contain suggestions or
' - recommendations, as appropriate, for followup action by the nuclear industry
: and/or the NRC. AE00 also issues quarterly reports to Congress on abnormal

occurrences (A0s) at licensed facilities as required by Section 208 of the
4 - Energy Reorganization Act of 1974.
i-
'

In October 1985, the Commission approved establishment of the NRC Incident;

Investigation Program (IIP) and assigned overall program development and
! administrative responsibilities to AE00. The IIP is agency-wide and

investigates safety-significant operational incidents at NRC-licensed4

; facilities. The most significant events are investigated by Incident
: Investigation Teams (IITs) which report to the EDO to ensure independence.
; Less significant incidents are investigated by Augmented Inspection Teams
j (AITs) reporting to the appropriate regional administrator'. AEOD implements

the IIP, with the assistance of other NRC offices.

| Office of Nuclear Reactor Reaulation
j.

-

.

| After the TMI accident, NRC's program offices such as NRR were directed to set
! up organizational components for analyzing operating experience in support of
| their office responsibility. The assessment of events at licensed reactor
j facilities is the direct responsibility of NRR and the NRC regional offices.

For nuclear power reactors, NRR, as the program office, and the appropriate
! region are responsible for the prompt review of significant operational safety

events when they are first reported to the NRC Operations Center. NRR also'

determines the necessary short-term and plant-specific actions and assesses
the safety significance and generic applicability of events and problems. NRR
and the appropriate region interact directly with licensees on regulatory |

4

issues related to events and problems. NRR issues information notices,4

i bulletins, and generic letters to licensees to provide information on problems
that could apply to their facilities or to request actions to reduce the,

probability of occurrence of events and problems.i
,

i
!
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Office of Nuclear Material Safety and Safeauards
|

| The assessment of nonreactor events (fuel cycle and materials events) is 6

performed by NHSS and the NRC regional offices. NMSS is responsible for
: assessing the overall safety significance and generic applicability of events ;

and for oversight of short-term and licensee-specific actions taken by the
'

;
~ regions. NMSS interacts directly with licensees on regulatory issues for,

j these licenses issued directly f. rom NRC Headquarters. The majority of
j byproduct materials licenses are issued by the regions. NMSS issues
! information notices, bulletins, and generic letters to materials licensees to

provide information on problems that could apply to their facilities or to i
',

! request actions to reduce the likelihood of problems occurring at their
| facilities.

! Office of Nuclear Reaulatory Research
i

The Office of Nuclear Regulatory Research (RES) conducts the assessment of:

i operational safety data to the extent necessary to support, confirm, or revise
l' ongoing and planned safety research programs and associated RES policies. RES
! also develops methodologies for use by other offices to perform operational

. safety data analyses related to quantitative risk assessment; human factors'

! . analysis; system, component, and human quantitative reliability, studies; and
! accident sequence probability. RES also coordinates guidance to outside
: organizations, such as the American National Standards Institute (ANSI) and
j the American Society of Mechanical Engineers (ASME), with regard to the

incorporation of operational data safety reviews into ongoing code and
standards development activities.

NRC Reaional Offices |

The regions interact directly with licensees and are primarily responsible for
the day-to-day review of plant-specif.ic events and problems reported by
licensees or identified in inspections. The events assessments performed by
NRR (or NMSS) are conducted in coordination with the regions. Except for
Incident Investigation Team investigations, the regions have primary

, responsibility for the prompt r'eview of events, onsite followup and, where
-

applicable, the identification of violations of NRC regulations for
enforcement purposes. In this regard, resident inspectors, who report to the i

regions, at power reactor sites and selected fuel cycle facilities are the
first NRC personnel to. respond to these sites to conduct the initial
assessment of events. The regions are responsible for the conduct of
Augmented Inspection Team inspections of selected events and issue inspection
reports and other documentation on NRC's evaluation of licensee corrective
actions and event closeout.

Recent Efficiency Imorovements

In February 1994, the NRC established a task group to perform an interoffice
evaluation of the processes for reviewing, evaluating, and following up
operational events and problems. The results of the evaluation are documented
in the " Report of the Review of Operational and Occupational Event Review,
Evaluation, and Followup," dated August 1,1994. The task group reviewed
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agency needs in events assessment; evaluated currently defined
responsibilities; estimated the current resources employed in event review, |

'analysis, and followup; determined the extent of overlap and duplication; and
recommended revisjon of current policies and procedures.

The task group identified several areas of unnecessary overlap and
duplication. In addition, the task group noted areas of intentional overlap
of the scope of the event review, stemming from appropriate multioffice review
of the same types of events and operational data, which is conducted to
support different office functions. For example, NRR reviews events to
identify generic issues and, together with the regions, assesses the need for
followup event response whereas the regions focus more on the plant-specific
aspects of an event. AE00 evaluates all information related to operational {safety to further reduce the likelihood that an important precursor event or i

condition escapes identification and, hence, communication of appropriate ]lessons learned. Other functions include determination of trends and patterns >

and assessment of overall regulatory programs related to operational safety.

The task group made the following recommendations to reduce or eliminate
unnecessary overlap and duplication:

Form a human factors / performance coordination committee with*

representatives (at the branch chief level) from NRR, NMSS, AE0D, RES,
and the regions and develop a human factors / performance program.

Continue current efforts to develop the Probabilistic Risk Assessment*

Implementation Plan to enhance coordination of risk assessment
activities and increase the benefit from the use of risk assessment
tools. -

Continue the ongoing efforts of the Safety Programs Division, AE00, to*

reduce the level of involvement of staff members in the day-to-day
aspects of event followup.

Revise the governing inspection manual chapter guidance to providea
,

' greater flexibility and thereby reduce unnecessary licensee event report |
*

(LER) inspection followup and documentation. Eliminate one of the three !

levels of LER review within the Safety Programs Division, AE00. |
;

Revise Inspection Manual Chapter 0350, " Staff Guidelines for Restart| *

i Approval," to clarify what actions are needed for closure of certain
' checklist items, to allow closure of certain checklist items on the

basis of other inspections, and to allow application of less than the,

entire checklist in some situations.-

!

Reinforce the existing guidance related to early coordination of staff*

efforts on information notices to regional and NRC Headquarters'

personnel to ensure that staff efforts are not duplicated.

Assign'one office (AE00) the sole responsibility to maintain the nuclear: *

materials events database.
,
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! Eliminate the submission of the monthly summary report of nuclear*

materials LERs from the regions to AE00 once the new nuclear materials;

events database is fully operational.

Form a review group to study the issue of event-related database!- +

; consolidation (information systems), with the goal of consolidating as
many event databases as practicable.

;
!Consolidate the various agency reports, such as Preliminary'

*

|
Notifications, Morning Reports', and Daily Staff Notes and Highlights

|
into a single system..

| In addition to the recommendations to enhance efficiency, the task group also
made the following recommendations to improve the effectiveness of the reviewi

and followup of events in the nuclear materials program (including the
Agreement States program):

'

I OSP and AEOD should implement actions, such as conducting workshops for* '

i Agreement States officials and publishing A0 reporting guidelines to
increase the level of awareness of officials of Agreement States
regarding events that satisfy the A0' criteria. The NRC staff should
consider adding a requirement for Agreement States to report events to ,

the NRC.

Similarly, NMSS, Regions and AE00 should implement actions, such as.

conducting workshops for licensees and publishing reporting guidelines,
to increase the level of awareness of nuclear materials licensees
regarding reporting requirements.

'

These recommendations have either been resolved or will be addressed in the
near future.

In addition to the actions to resolv$ the recommendations of the task group
report of August 1,1994, AE00 described plans and actions to improve its
efforts to evaluate operating experience in a memorandum to the Commission,

+"Expan~ded AE00 Activities to Address Reactor and Nuclear Materials Safety
Issues," dated July 26, 1993. The AE00 actions described in this memorandum
were to place additional emphasis on an expanded, broad view of operating
experience to evaluate integrated technical issues and the industry's followup
to areviously resolved issues. Reliability and risk analysis techniques were
to >e systematically applied to (1) identify and provide a quantitative
context for new safety issues; (2) evaluate the effectiveness of current
regulations, regulatory actions, and initiatives taken by licensees to resolve
safety issue concerns; and (3) help guide and focus follow-on studies. AEOD
has implemented these actions over the past 2 years.

.Di1E: Can the agency-wide events assessment and review of operational data
be made more efficient and effective?

REC 0pmENDATION: Evaluate the current functions of those involved in events
assessment and review of operational data (AE00, NRR, NMSS, RES, and the
regions) to determine:
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-What are the challenges and the environment for events assessment
-

+

and review of operational data in 1996 compared to 19807 What !

operational data should be reviewed and analyzed?

What level of redundancy, diversity, and independence of reviews is.
inecessary within NRC for 1996-2000, based on current experience and

the environment? Can the events assessment functions and/or reviews |

of operational data of the various offices and regions be
consolidated or made more efficient? .

:

Are all current office function contributions useful and necessary?.

Are the values added in all cases worth the resource costs? -

How and by whom are the various functions and output used? Are they.

essential? Can selected assessment and review activities be
terminated?

Can licensee analysis of significant events be utilized and credited -. '

as an alternative for selected NRC activities?

: LEAD OFFICE: AE0D/NRR/NMSS/ Regions -

COMPLETION DATE: 1/1/96 ;

i
i

3.2.4 incident Response

DISCUSSION:

As a result of 'he lessons learned from the TMI accident (1979), major actionst

were initiated to extensively strengthen the NRC's incident response program.
A dedicated emergency response staff was established to develop and maintain a
formal NRC incident response program. One of the first steps of the staff was
to develop a comprehensive and integrated plan for NRC's response to incidents
involving NRC licensees. The plan that was developed is documented in NUREG-
0728 and the associated implementing procedures are contained in NUREG-0845.

* Together these plans provide the basis for allocating resources among the
NRC's organizational elements needed to implement the incident response
function. As described in the plan, the NRC's major roles during an accident

,

are to:4

1
-

i Monitor licensee activities to ensure that appropriate protective actione

: recommendations are made to offsite officials.

Support offsite authorities, including confirming the licensee's*

protective action recommendations.
,

Support the licensee's response efforts.| *

4

Keep other Federal agencies, Congress, the White House, and the+

international community informed of the technical aspects of the event.

i 3-20
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Keep the media informed of the technical aspects of the event.i e

Intervene to direct the licensee's onsite response in those unusual and4 *

rare situations when needed.
i.

The NRC Emergency Response Program maintains a capability to receive and'

i promptly analyze event (accident) reports on a 24 hour-a-day basis; activate
j the NRC's Headquarters Operations Center, assess the accident, and provide
j assistance to State and local governments' and the licensee within a few hours .

i
of being notified; dispatch a team to the accident site within 6-12 hours; and
notify other Federal agencies of an accident, coordinate the total Federal.

assessment of the radiological aspects of the accident, and, act as the
spokesperson for the Federal government with the press, Congress, and the,

! White House. The technical tools and capabilities required to assess severe
i accidents are kept current with research activities, lessons learned from

exercises and events, and changing guidance from other Federal agencies (e.g.,' ,

EPA, FEMA,USDA).
3

i In April 1981, a new Headquarters Operations Center (H0C), with significantly
i improved response capabilities, was constructed and placed into operation in

an NRC-leased office building located in Bethesda, MD. An Emergency Response:

1
Branch was established for the purpose of managing the Emergency Response

i Program, including (1) maintaining the HOC in a high state of readiness; (2)
: training NRC and other Federal agencies; (3) conducting drills and exercises;
: and (4) developing response procedures and technical tools. In 1983, the NRC

established full-time operations officers to receive and assess licensee:

i telephone calls received by NRC as a result of immediate notification
j requirements.
.

.

The agency's principal site-specific knowledge needed to respond to an4

emergency resides within the respective regional staffs. In addition, because
HQ personnel assigned to the HOC were. scattered among a large number of:
buildings from Bethesda to Rockville, the regions were able to respond to an:
incident more quickly, and the lead for early response (standby) was assignedi

to the regions, necessitating a standby emergency center in each region. Each'

|
< regional office designed and constructed a standby Incident Response Center
(IRC) to have all of the capabilities (e.g., computer tools, training,:

.te ecommun cation equipment) of the H00. The initial standby mode wasl i|
i expected to be of extended duration to reflect the slow evolution in
i seriousness of credible accident scenarios. Each region also established lead

and assistant emergency response positions to coordinate the region's program.
;
1

i In 1985, the HOC was moved to another NRC-leased building in Bethesda. The
i new HOC had technical advances, which included improved telecommunications,

improved human factors design and integrated information technologyi

i applications. New methods were developed for estimating offsite dose based on
plant conditions and provided the basis for the Radiological Assessment System
for Consequence Analysis (RASCAL) computer code. The Emergency Response Data
System (ERDS) was also developed and installed to provide real-time displays

i and trends of plant data transmitted by the licensee. The transmitted data is
: shared with State and local governmental entities.

i
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In conjunction with the NRC's consolidation at White Flint in Rockville, MD, i

the H0C was moved to TWFN in June 1994. The new HOC incorporates state-of-
the-art design features. ,

i
The table below provides the allocation.of resources for the'NRC Emergency
Response Program.

ALLOCATION OF EMERGENCY RES,PONSE PROGRAM RESOURCES
'

flli fYli f.Ili f.Y2Z

Contractor Support ($M) 1.83 1.98 1.79 1.70
(FTE) 31* 28* 28* 28*
* Includes 7 FTEs from the regions

current Efficiency Initiatives

Several efforts have recently been initiated to increase efficiency and reduce :
resource burdens in the area of incident response. ,

-Electronic Plant Information Books

The Plant Information Books (PIBs) are a consolidated source of information on
each nuclear power plant and are useful references for incident response .

activities. A technical volume is maintained by AE00 and contains emergency '

planning information, one-line system drawings, and plant system and component
information. Maintaining PIBs costs about 1 FTE annually. AEOD has initiated
a pilot project to place PIBs on the NRC's External WWW server. This will
allow licensees.(on a . voluntary basis) to ensure information on their
facilities is up to date and accurate. This effort is being coordinated with r

NRR - Projects so that all FSAR updates are consistent with the agency's
Internet PIB database. ,

State Outreach Consolidation
'

State Dutreach/ Response Technical Manual training is conducted in each region
once a year replacing the State-by-State training over a three year period.
Presentations to State, licensee, and Federal agency regional offices are made
concurrently, followed by a presentation for NRC regional staff on the same
subject matter. This approach has allowed substantial resource savings and
allows State outreach to be accomplished more frequently (i.e., once a year
instead of every three years).

Revised Trainina Matrix

Headquarters-and the regions have developed a simplified and streamlined
training matrix. Courses have been reduced from 17 to 6 through

i

:.
I
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consolidation, where practical, and elimination, where appropriate.3 Team
! position training,.which is conducted prior to an exercise, is being revised

to'. include all required refresher training; thus, qualifications could be-
accomplished by participation in an exercise every two years.:

1

b TWFN Consolidation
!

As discussed previously, having the HOC in TWFN has resulted in. several<

: benefits and efficiencies in addition to*more rapid reporting of HQ response
: personnel. For example, AEOD now more efficiently utilizes NRC support
; organizations (e.g., ADM and IRM) to help maintain certain aspects of the HOC
.

(e.g., telephones, physical facility). Representatives from these offices and
: their contractors (e.g., TECOM) can respond more quickly to HOC facility
; problems. This has reduced the number of contracts (and subcontracts)
! required to maintain the operational readiness of the HOC.
!

.

Future Efficiency Initiatives Under Consideration
!

With HQ staff consolidation and relocation of the HOC at TWFN completed,-

staffing an HOC can occur more rapidly than in the past. This has removed an
important basis for the past decision on the role of the region in the early
phase of NRC's emergency response. Accordingly, NRC management has initiated
discussion on the continuing need for a regional lead for.early response
(standby) and the necessity of having a standby emergency center in each of
the regional offices. Additionally, the expansion of the overall Federal
response capability (i.e., the Federal Response Plan and the Federal
Radiological Emergency Response Plan) emphasizes the need for a consolidated
agency lead in Washington, DC. These and budgetary considerations have led to
the tentative conclusion that the early emergency response role of the regions
can be redirected to responding to the site, with the HOC assuming the lead in
standby. Such changes in roles would allow for a significant reduction in
regional IRC capabilities and emergency response staffing needs, with
attendant cost savings to the NRC.

ISSUE: What changes to the incident response program and facilities could
, result in greater efficiency and effectiveness?

RECOMENDATION: Conduct an evaluation of additional changes that may be made
to the Incident Response Program and nationwide facilities to reflect the
consolidction/ move of the HOC to White Flint and the potential disabling of
the HOC due to an external threat.

tEAD OFFICE: AEOD/ Regions /NRR/NMSS

COMPtETION DATE: 1/1/96

3 One of the guiding principles in this effort was that response
specialists are technically proficient in their area of specialty; therefore,
the response Training Matrix does not need to address technical skills (e.g.,
health physics principles for a dose assessment specialist).
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3.2.5- Maintenance of Staff Expertise
|

DISCUSSION:,

! The NRC currently employs a well-educated and highly experienced professional
i workforce whose knowledge and experience were primarily derived from

participation in formal college-level degree programs and by working in the,

Federal-and private sectors. In order to continue to provide a technical
staff with the ap ropriate knowledge and experience necessary for the agency

.

to perform its changing mission in an environment of downsizing and budget |

| cutting, the NRC must focus efforts on maintaining and upgrading the current '

staff's knowledge and experience. . This effort will require a combination of:

agency training and development programs, continuing formal education, and!

broadened work experience. The following discussion describes measures that:

j are being taken or may be taken to obtain, maintain, and enhance such a
workforce.

.

; The widespread Federal Government and industry downsizing is expected to 1

) produce an ample supply of individuals at the full-professional level. |

| However, significant FTE and funding reductions through FY 2000 will reduce
: external recruiting. Nevertheless, when limited external recruitment is

utilized, the long-term needs of the agency will require a continuing focus on;

i entry-level recruitment of new college graduates, although a certain amount of
! recruitment of full professionals in specialized areas must continue.
!

| To ensure the right mix of experience and expertise within the staff, it will
i be necessary to develop more refined methods for correlating needed staff

expertise with current staff expertise in light of changing mission:

| requirements. It will also be necessary to continue to evaluate and improve
job analysis practices to identify the full range of skills, knowledge, and
abilities required for positions so that the required training, retraining,
and continuing education can be identified and supplied to' meet changing NRC
job requirements.

The staff will face many new challenges in' the near future as the agency moves
much of the specialized technical work previously done by contractors to in-
house staff. This will require the technical skills of NRC staff to be
updated so that they can successfully complete this transition. Both
university education and agency training may be needed for these staff members
as well as rotational assignments to groups doing related work in the NRC and 4

'

the industry.

Skills requirements will need to be closely monitored in relation to allowable
personnel replacement rates to ensure that skill needs are addressed. In
addition, as the impacts of funding reductions on personnel staff levels are
more clearly identified, these impacts will need to be assessed in terms of
skill imbalances and other attrition factors.

Long-term skill development is expected to extend over a period of years.
The NRC is presently engaged in providing programs to meet changing staff

,

skill requirements and will continue to improve and develop these programs.
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Training and development of NRC staff will be a critical part of the change in
the. regulatory culture of the agency.

A number of developmental tools will need to be endorsed and employed to !

enhance long-term agency skills. These include job aids, expert systems, on-
the-job training, coaching, mentoring, rotational assignments and other
developmental opportunities, job redesign, and computer-based / multi-media
instruction. The planning for developing and enhancing skills is expected to
require a number of disparate paths to acquire special skills to support NRC's
mission. These include use of the Graduate Fellowship Program, Senior
Fellowship Program, Distinguished Engineers and Distinguished Scientists
Program, agency courses, and courses offered by colleges and universities.

Programs to provide and maintain needed skills must be assessed and, as )
appropriate, developed and implemented for the various technical staff l

positions. These programs must identify the knowledge, skills, and
experiences required to achieve minimum and full job performance.

. Qualification and/or training programs will then need to be developed to
specify the activities that employees must complete to initially qualify for I

'

and maintain the position.
l
'

In addition, skills surveys conducted during the planning period should
examine areas such as experience and abilities that employees think are not
being used. The information obtained from this type of survey research should i

trigger more intensive evaluativa of the skills available, their application
to mission requirements, and any agency development requirements to maintain
needed skills at the appropriate level of proficiency.

Current Initiatives

The agency Human Resources Strategic Plan is being updated to address.

NRC's foreseeable human resource issues, including those discussed
above.

I

A survey to determine what skills and knowledge are required of the- *

current staff for successful technical job performance and how these~

- ,.

L skills and knowledge were acquired is underway. This information will
! then be used to determine requirements for future technical job
: performance, and where to obtain the necessary expertise. The findings

will also be used as one indicator for determining requirements fort

! maintaining and enhancing the staff's knowledge and experience to meet
! changing mission requiremer,ts. To date, office directors and regional
i administrators have identified current and future critical needs areas,
| and subject matter experts in these areas.
,

Rotational assignments and other developmental opportunities aree
: available-to provide NRC professionals with the kind of experience and
; training identified as valuable for professional career advancement

purposes. In line with enhancing individual and organizational
L performance, new developmental programs for prospective Resident
| Inspectors, Senior Resident Inspectors, and Senior Reactor Analysts are
! being established and implemented.
i
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; The area of probabilistic risk assessment has expanded greatly in the*

.last few years. This is one example of an area that has required;

enhancement of staff expertise through hiring, and by training the:
: staff. It has been recognized that a combination of experience,
; education, and training is needed to carry out the mission of the.
1 agency. A PRA Training Focus Group has been formed to assess the
j different levels of PRA knowledge and experience required for different
j staff positions and identify methods and sources for providing the
j needed expertise. As described in an agency position paper on the
j status of agency-wide implementation of probabilistic risk assessment,
: the PRA Training Focus Group has endorsed the concept of three
j -categories of PRA user skill levels as originally proposed by the PRA

Working Group. These three categories of PRA skill levels for the'

j agency are classified as basic users, advanced users, and expert
i prntitioners. Staff training in PRA is seen as the most important
i component for agency staff to achieve the category of basic user. In
} order to achieve the category of advanced user, staff.will require l

additional training as well as education and focused experience to j'

; reinforce learned skills. The staff feels that no amount of training '

i can get agency staff to the expert practitioner category. Development
i of this very sophisticated level of PRA skill and knowledge is

characterized by considerable additional university education and
significant work experience actually working on PRAs.:

i
: A similar effort is underway in the digital instrumentation and controls.

| area. Licensing review of advanced reactor designs will include safety
i analysis of computer-based instrumentation and control systems
| incorporating stete-of-the-art hardware and software applications whose
f reliability in a r?diation environment may not be well known. These

advanced digital instrumentation and control systems will also be.

i backfit into current generation reactors requiring review and inspection

Group is assessing staff needs'gital Instrumentation & Control Work
of these systems as well. A Di:

and identifying methods and sources of -|;

training for the staff in this area. J
^

:

! , Resources
-

i

i Volume 11 of NUREG-1100, "3udget Estimates Fiscal Years 1996-1997," does not
! specifically address budgeted resources. It is estimated that more than 10 i

FTEs are utilized each. year in the area of the maintenance and utilization of
; staff expertise in addition to the FTE utilized for technical training and

career or professional trgining of the staff conducted by AE00/TTD and OP.'

)
! 1SElf:

How will NRC obtain and maintain a technical staff with the appropriate
knowledge and experience necessary for the agency to perform its mission? !

j RECOPMEWATIONS:

E Continue development of an agency plan for identifying the technical expertise
j and associated skills and knowledge that will be required for successful job
'
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! performance to support the changing mission and structure of the NRC. The
plan should describe how the agency will enhance and maintain the technical:

| expertise and skills and knowledge of current NRC employees through education
i and experience, and the responsibilities and authority for implementation.
i The discussion should include evaluation techniques that will be used to
i determine the need for formal qualification and/or training programs and

continuing education requirements, and hiring options for obtaining the;

necessary expertise through external recruitment.

The plan should also address how the agency will determine the adequacy of
existing agency programs for improving and maintaining staff expertise and,
based upon the evaluation, develop recommendations for enhancement, as
necessary. The recommended action should describe the use of a variety of
activities designed to enhance and maintain staff expertise, including
training and development programs;. education at universities; rotational
assignments (within NRC and the industry); participation in national and
international professional societies (e.g., standards and technical
committees); and methods for assigning staff to technically interesting work
to create an environment that maintains the appropriate depth of knowledge and
expertise required.

LEAD OFFICE: OP/AEOD

COMPLETION DATE: 4/1/96

3.3 ADMINISTRATIVE CANDIDATE EFFICIENCY IMPROVEMENTS

3.3.1 Interoffice Administrative / Support Overlap >

DISCUSSION:
'

Until recently, NRC has experienced a' steady growth in technical programs and
staff since inception of the agency in January 1975. Similarly, the growth
and dispersion of administrative functions has evolved over time in response
to incremental changes in agency programs and legislative requirements, and
'for logistical reasons As a result, there are some overlaps and.

inefficiencies in performance of agency administrative support activities
which warrant further review in the context of today's environment, budget
reductions, NPR initiat.ives, and agency streamlining.

NRC has four central support offices whose missions are to serve the
administrative / support needs of the agency: the Office of Administration
(ADM), the Office of the Controller (OC), the Office of Information Resources
Management (IRM), and the Office of Personnel (0P). In addition to these
central support offices, administrative functions are performed in varying
degrees by program support staffs in other NRC offices and in each of the four
regions.
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Central Sunnort Offices in Headauarters :

| The Office of Administration provides centralized administrative and
; logistical support services for the agency, specifically in the areas of -

i procurement, facilities and property management, transportation, security, '

printing, duplicating, publications services, mail and distribution services, |:

! Freedom of Information Act requests, privacy protection, rulemaking support,
and local public document rooms (LPDRs), as well as certain support services
for the regional offices. *

The Office of the Controller is responsible for developing, maintaining, and
overseeing the implementation of policies, procedures, and standards for
carrying out all agency financial management activities. These activities
include exercising budget and accounting responsibilities; providing agency '

senior management with analyses of policy, program, and resource issues; and
ensuring adherence to applicable legislation, Office of Management and Budget
(OMB) circulars and bulletins, and other government-wide financial management r

directives, including the Chief Financial Officers (CFOs) Act of 1990. OC '

also administers the license fee program and provides payroll, travel, and
other fiscal services for the NRC.

~

The Office of Information Resources Management provides centralized
information resources management in the areas of computer, telecommunications, !

and information support services, including planning and program management,
nationwide telecommunications equipment and services, systems development,
data administration, office automation, microcomputers, records management and
services, library services, document control and management, computer i

operations, computer security, user support services, and graphics.

The Office of Personnel provides recruitment, organization, utilization, and
development of the agency's human resources; plans and implements NRC
personnel policies, programs, and services; administers agency-wide
recruitment, staffing, compensation, and position management; provides for
training, awards and benefits administration, employee health assistance, and
counseling services; provides labor relations policy guidance and negotiates

ethe c611ective bargaining agreement; collects, ar.alyzes, and provides data on
NRC's work force and supports agency-wide equal employment opportunity and
affirmative action programs and activities, and provides administration and
guidance for the human resources strategic planning effort. Training and
development activities.by OP provide all education and training (other than
reactor technology and associated technical training under the purview of the
AE00's Technical Training Center) for agency headquarters and regional staff.

Other Administrative /Suonort in Headauarters

NRC program offices also have central support staffs to provide direction and
coordination of administrative support functions involving long-range
planning, personnel / manpower analysis, resource control, budget, financial
management, contract management, mail services, records management, t2chnical
editing, FOIA coordination, other general administrative matters, management
information systems development, and word processing systems operation.
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Each NRC office varies in.its approach to administrative support. Some
offices' have central support organizations performing most, if not all, of i

these services for the office while others have assigned many of these
administrative responsibilities to their technical divisions, resulting in ,

'

relatively small central support staffs. In addition to policy functions,
office support staffs manage the processes and paperwork normally associated
with administrative support functions. These support activities also enabled
or allowed offices to overcome logistical problems, because until 1994, NRC
Headquarters staff were housed in seven (at one point 11) different buildings
in Rockville and Bethesda, MD, and Washington, DC. Over time, this created
some inefficiencies in the way NRC accomplishes basic administrative ,

functions, for example, duplication in coordination and processing of |
(

personnel, travel, training, and procurement actions.

Reaional Administrative /Suonort Activities ,

!

In 1982, NRC embarked on a regionalization program to strengthen inspection
and oversight for power reactors and materials licensees assigned to each
region. For logistical reasons and to ensure regional administrators had the
necessary authority and resources to carry out their' programs, the agency
established a Division of Resource Management and Administration (DRMA) in
each of the five (now four) regions. The regional administrators have certain
authorities and responsibilities normally held by headquarters, including
personnel, contracting (small purchases), space management, accounting,
travel, reproduction, ADP/ telecommunication and information management,
personnel, and legal support. ADM, OC, OP, IRM and OGC have provided guidance
and oversight to the regions in these areas, as appropriate. From an ,

'

administrative standpoint, this has resulted in four autonomous regions, each
having a separate central administrative support organization to provide most
of the administrative and logistical support services required for regional
operations.

|
~

Resources associated with administrative / support needs of the agency from
" Budget Estimates Fiscal Years 1996-1997," NUREG-1100, Volume 11, are shown
below. This table includes FTEs and contract dollars for the resource and

< administration cost center which covers financial management, administrative 4

and logistical support, information resources management, personnel, and
training. DRMA resources are also included in this table. The table does not
include resources devoted to administrative activities in the program offices,
nor those included in the policy and direction cost center (OEDO, SECY, OGC or |

'

other offices reporting directly to the Commission). Contract funds include
$22.5 million in nondiscretionary rent and building operations expenses.

Resources fRi fB1 fEl fBZ

FTE 510 501 499 493

CONTRACT SUPPORT ($K) 83,799 83,926 84,780 81,790

The number of resources performing administrative activities varies from
office to office. It is estimated that between 150 and 250 staff currently
perform some type of administrative support service within the headquarters
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technical offices, approximately half of which appear to be performing
'

I
nonclerical functions. It is difficult to estimate the resources devoted to
program policy functions versus those devoted to administrative activities in I

the central support organizations and/or the divisions within each major ;

program office. However, it is clear that the dispersion of administrative |
functions has created some inefficiency and overlap in the administrative |

support area. (This overlap was also noted in the November 1993 Report of ]
Headquarters Organizational Review.) i

.

In contrast to the diverse nature of program support activities among the ,

Headquarters offices, all of the DRMA offices are very similar in structure. !

However, like the Headquarters offices, there is a difference in the number of
resources and approach to performance of some administrative functions among
the regions. Currently, resources devoted to administrative support functions
in the DRMA organizations range from 25 to 35 FTEs. In addition, some '

resources within other divisions perform clerical support functions in the
regions. ;

Chanoina Environment |,

In the past few years, NRC has experienced a dramatic change in the way we
communicate. A sequential, paper-driven, process-oriented way of doing
business is giving way to a more instantaneous electronic communications
capability. Microcomputer-based local area networks deployed throughout the
agency provide enhanced intra-agency communication; improve the capability to
electronically create, modify, transfer, and share documents and data; improve
personal productivity; and streamline administrative functions.

With our consolidation in the White Flint Complex, we have also eliminated the
significant logistical inefficiencies associated with operating out of several
locations throughout the area, enhancing communications among NRC staff
considerably. NRC expects this trend to continue and to result in further
improvements in the efficiency of operations, particularly in the
administrative support area, as we gain experience with use of new technology
in a consolidated environment.

'Onaoina Initiatives

NRC has several initiatives underway to ensure optimum use of these
capabilities in the way administrative support services are provided to the
agency, while at the same time assuring appropriate controls are in place.
These initiatives include, but are not limited to form automation, electronic
commerce, online technical editing for headquarters and regions, NUDOCS |

replacement (new text and image retrieval system), property management |
automation, use of streamlined cost center approach to budget formulation, i
development of an integrated payroll and personnel system which includes {

'

: electronic time and attendance reporting, automated contract payments, use of |
! Computer Aided Design and modeling techniques in space management, and i

implementation of the Bankcard program and other innovations under NRC's
'

| Procurement Reinvention Laboratory. i
1

\

j
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ISSUE: Where can we reduce / eliminate interoffice administrative / support I

!overlap to improve efficiency?

RECOMENDATION: Evaluate a full range of ways to reduce overlap and improve
efficiency of administrative functions (e.g., personnel, contracting,
financial management, -IRM, etc.). The evaluation should -- ,

Identify each type of administrative service being performed by the.

offices / regions and determine areas in which inefficient / overlap and
redundant processes exist.- )

Determine type of administrative activity and minimum level of*

support required for each office / region and, considering value added
at each step of the process, recommend the best approach for
providing such support (evaluation should consider use of personnel
dedicated by office, satellite offices, etc.). s

Assess whether combining organizations that perform similar or .*
!complementary functions will achieve any significant efficiency

gains and/or resource savings and can be accomplished without
sacrificing necessary controls.

i

LEAD OFFICE: ED0/AD.1/0C/0P/IRM/NMSS/NRR/AE00/RES/ REGIONS

COMPLETION DATE: 4/1/96

3.3.2 Training and Development

DISCUSSION:
'

-The NRC technical training program is managed by the Technical Training
Division (TTD) of AE00. TTD coordinates with the NRC Headquarters offices and
regions in the development and implementation of formal NRC staff
qualification and training programs. Technical training is provided to best
meet the integrated training needs defined by formal NRC staff qualification
+and training programs in the curriculum areas of reactor technology,
probabilistic risk assessment, engineering support, radiation protection, fuel
cycle technology, security and safeguards, and regulatory skills. TTD manages
the Technical Training Center (TTC) facility in Chattanooga, TN. The TTC
includes seven classrooms and five full-scope reactor training simulators.

Formal career and professional development programs are managed by the
Organizational Development and Training component of the Office of Personnel
(0P). Training is provided to NRC employees in areas that include
supervisory, management and executive development, clerical, administration,
science and engineering, computer technology, communications, equal employment
opportunity, sexual harassment prevention, and organizational development. In
addition, OP manages all external training (individual training opportunities)
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i through the NRC Form 368, " Request for Training and Authorization", process.
| OP manages the Professional Development Center (PDC) and the Individualized
j Learning Center facilities in TWFN. The PDC includes four classrooms of
! conventional design and three designed to support computer training.

The Government Emp1o' yees Training Act of 1958 is the authority under which the
1 head of each agency may establish, operate, and maintain a training program.
! Prior to 1974, reactor technology training for the then Atomic Energy
j Commission staff was obtained through the GE and Westinghouse nuclear steam
i supply system vendors. In recognition of the need to provide relevant

training with more regulatory perspectives and avoid possible conflict-of-,

| interest situations, the first in-house technical training organization was
established at- NRC headquarters in Bethesda, MD, in 1974 within the Office ofi

Inspection and Enforcement. In 1975, the Management Development Training-

Staff was established within ADM to provide executive development programs,
; supervisory and management development programs, professional employee

training, and to improve management and career development and trainingi

opportunities for women and minorities.'

The technical training function was relocated to Chattanooga, TN, in 1980 and
3

established as the Reactor Training Center-(RTC) in accordance with SECY-79-!

- 622, " Improvements in the Inspection and Enforcement Training Program." The
major reasons for this relocation were as follows: to place all students on:

I an out-of-town basis in order to minimize office or personal distractions and
i maximize student concentration on training activities; to realize the reduced

travel costs accrued by the relatively low per-dies rates; to take advantage,

j of the relatively low cost of living which would encourage recruitment and
retention of a high-quality instructional staff; ar.d to maximize the proximity.

! to TVA reactor and simulator. facilities.
!

; Over time, the role of the RTC expanded to include many specialized technical
,

| training _ topics needed for a more diverse cross section of NRC employees.
This expansion of mission scope resulted in the redesignation of the RTC to

,

| the Technical Training Center (TTC) in 1983.
:

.Anticfpating the need for an in-house computer training curriculum, OP'

established in 1985 an Information Technology Support Laboratory in Bethesda,
i MD. This effort has continued with a large number of computer courses now
j available for NRC personnel,
i .

| In 1987, as part of an overall NRC reorganization, the technical training
function was shifted to AE00, and the career and the professional development,

j training function was shifted to OP.
i
i As availability of time on industry simulators was reduced to negligible
i amounts and reasonably priced, previously owned simulators became available,
j NRC began the acquisition of simulators to support the internal reactor

technology training program. Full-scope simulators were acquired as follows:9

i GE BWR/6 design in 1986; Westinghouse SNUPPS design in 1987; B&W design in
i 1988; CE design in 1992; and GE BWR/4 design in 1994. A Westinghouse design
| (Trojan reference plant) simulator has been acquired and will be installed at

TTC in 1995 to replace the Westinghouse SNUPPS simulator. This was more cost-: ,

i
'
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{ effective and had less uncertainty than attempting to upgrade the dated
Westinghouse SNUPPS simulator.

i The simulation infrastructure to support the reactor technology training
i program currently consists of an integrated network of simulators, instructor
j stations, simulator development stations, and the Nuclear Engineering

Workstation Simulator. The integrated simulation program serves as a'

foundation for formal technical training programs in the reactor program area i

for NRC staff personnel. Acquisition costs for these simulation assets were ,

approximately $8 million. Replacement costs for these assets are estimated at;

{ '$60 million.

| Following acquisition of the BWR/4 simulator, the GE curriculum was modified ;

1 to reflect the BWR/4 design as the baseline. Implementation of the resulting
i BWR/4-based training program allows GE reactor technology training on a design -

j representative of approximately 75 percent of the BWRs in the United States,
i Similar conversion of the Westinghouse curriculum to reflect the Trojan design
j as the baseline is in progress. Consistent ute of a reference plant design

within each reactor technology area allows integration of simulator1

i demonstrations in classroom courses to reinforce concepts and facilitate
. student learning.4

; A major expansion of the radiation protection curriculum began in 1988. There
i is now a large cadre of radiation safety and non-reactor-related technology
; courses available for NRC personnel in the reactor health physics, nuclear
: materials, and nuclear medicine areas.
;

- A major expansion to create a fuel cycle curriculum began in 1993.
| Development and implementation of about half of the courses have been
j accomplished. When development is complete in 1996, there will be a stable
:- curriculum of about 10 fuel cycle courses that can be made available as needed
! to support agency fuel cycle inspectors.

Responsibility for the PRA training program began in RES and was shifted to OP
| in 1982. This responsibility was further transferred from OP to TTD in 1994
| .to mor~e fully integrate it within the technical training program.

Responsibility for training of Agreement State personnel was shift'ed from OSP
: to TTD in 1994. In accordance with the transition plan, TTD now makes

available suitable training opportunities for Agreement State personnel to
j attend courses that are also attended by NRC nuclear materials inspectors.
!

1 In 1995, the Professional Development Center training facility was opened in
; TWFN as part of NRC consolidation in the 0WFN/TWFN complex.

; In addition to the formal training provided by TTD and OP, a significant
i amount of less formal training is provided by personnel from the NRC program
j offices and regions for their respective staffs.

j Formal qualification programs have typically determined the resources needed
; to implement the technical training program. Such programs have existed for
! regional inspector positions since the early 1980s. In 1988, an effort was
|

|
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undertaken by AE00, NRR, and NHSS to specify training requirements for ;

technical positions in these offices. SECY-91-016, " Technical Recruitment,
'

| Development, and Retention Planning and Implementation," provided the
technical training sequences that were intended for personnel within the :

reactor program. .

The NRC technical positions for which formal qualification programs currently
exist are as follows: NRC Inspectors (IMC 1245); Materials License Reviewers
(IMC 1246); Operator Licensing Examiners *(NRR LOLB-MC-170), Headquarters
Operations Officers (AE00 Procedure), and Reactor Technology Instructors (TTD
Policy Document). These positions represent approximately one-third of the
agency's technical personnel. ;

The formal development programs for which there have been or will be formal |
technical training requirements are the following: Reactor Engineer Intern,
Senior Reactor Analyst, Senior Resident Inspector, and Resident Inspector
Development Programs.

.

t

Agency employees not presently covered by formal qualification or development .

programs typically attend technical training courses consistent with their
management-approved individual development plans or their office approved
training needs. This includes employees who are seeking to advance their
professional goals, consistent with agency needs, in accordance with the
Federal Workforce Restructuring Act of 1993.

OP-sponsored training has historically been provided for agency employees who
are in formal qualification or development programs and employees who are
seeking to improve their skills through training that requires university or
other currently available external courses, NRC supervisors or employees in
supervisory or SES development programs, and NRC employees who need computer
training for common NRC applications.

.

Resources

Resources for this area are consistent with NUREG-1100, Volume 11, " Budget
,Estimales Fiscal Years 1996-1997" and are shown below. These resources do not
include those associated with technical assistance to foreign countries
(primarily Russia and Ukraine through Lisbon Initiative priorities).

- f.Yli f.YE flM E192

Technical Training and Qualification -- Reactor Program (AEOD Budget)

FTE 25 25 25 25

CONTRACT SUPPORT ($K) 4,540 4,728 4,573 4,502

Technical Training and Qualification -- Nuclear Materials and Nuclear Waste
Program (AE00 Budget)

FTE 2 2 2 2
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j -CONTRACT SUPPORT ($K) 356 692 729 725- ]

. Personnel Training -- Resource and Administration Program (OP Budget)

j RE 9 9 9- 9 ,

I

, -

3,632 3,556 3,131 2,047 )i CONTRACT SUPPORT ($K)
2

! Information Technology - Resource and Administration Program (IRM Budget) 1

| CONTRACT SUPPORT ($K) 500 500 500 500

! A variety of methods are used to provide training to the NRC staff. When ,

i sufficient numbers of NRC staff need the same type of training which is not '

available at universities or other organizations, it is generally more cost- i
'

j -effective and productive to develop custos courses for the NRC staff. This is I

done both by using in-house FTE resources-and through the use of contracting j
.

i dollars. Custom courses are typically more effective for NRC purposes than 1

ioff-the-shelf courses because they are customized to emphasize areas that are'

! most important to regulatory personnel. Almost all reactor technology I

: training is conducted using in-house resources. Most of the specialized- |
j technical training is conducted through contracts that are managed by TTD. '

i Most of the OP-provided training is conducted through-contracts managed by OP.
! Appropriate NRC staff or line managers are commonly used in contracted courses
; to supplement contractor presentations and provide NRC perspectives.
t
! Training courses are provided in the location that makes the most sense.
j When facilities or special equipment are not critical, courses are presented

where the majority of the students are located (in Headquarters or in a.

Courses that,are dependent on special equipment, training, ori region)ies are scheduled for presentation at the TTC, the PDC, or a contractor
.

facilit ,

facility, as appropriate. Intense technical training courses, particularly I

a

L longer reactor technology courses, are conducted at the TTC.
.

i Both TTD and OP use the principles of the systems approach to develop courses
| and programs, thereby creating a life cycle that includes analysis, design,
| 4evelo~pment, implementation, and evaluation. New courses are developed and

existing courses are modified to meet new or changing needs identified by the ;
,

j NRC line organization. j

i When full-scope reactor. training simulators are incorporated within the
'reactor technology training program infrastructure, their use is integrated4

into courses that were previously only presented in classrooms. This allows ;

consistent reinforcement of concepts, additional insights, and more efficient i
learning by students.

1 The? Individualized Learning Center offers a training alternative to classroom
|

! instruction. A wide variety of video and audio tapes, computer-based
|

| instruction, and multi-media training are available for self-study by the NRC
| staff.
|

| Workgroups have been established to facilitate advice of the agency experts in
the areas of PRA and digital instrumentation and control. The PRA Training !

'

|,
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Focus Group is making recommendations to shape the PRA training program to
best meet the integrated agency needs associated with the PRA Implementation
Plan. The Digital I&C Workgroup is defining training requirements for
appropriate agency personnel.

Current plans are to establish one or more TTC-like classrooms in the
OWFN/TWFN complex to allow Headquarters presentation of some courses
previously available only at the TTC. This will require permanent
installation of high-technology training aids such as the Nuclear Engineering
Workstation Simulator and the interactive laser videodisc system in these
classrooms in order to maintain the course standards.

A number of efforts are either underway or currently planned to make training I

administrative processes and even training less dependent on the physical
location of the users. A project is currently underway to establish an agency
training tracking system that will provide reliable information in the format
needed by agency managers to oversee and track the status of staff training
and obtain more realistic determination of course demand. An effort is
underway to establish an integrated schedule of formal training courses
provided by TTD and OP. Once available, training coordinators, managers, and
employees should be routinely more aware of available courses. An electronic
registration system is planned to provide a more user-friendly system that
provides better training information earlier to those who need it.

Use of distance learning equipment and techniques such as video conferencing
for presentation of selected courses is being considered. The first equipment
is scheduled for delivery in the PDC, TTC, and ACRS facilities and selected
regions in FY 1996.

In light of changing' agency needs and course attendance patterns, courses in
the CE and B&W reactor technology areas are being restructured to concentrate
on differences and integrate simulator and classroom presentations.

ISSUE: How can NRC training and development programs be made more effective
and ar,e agency training and developmer.t programs sufficiently inclusive?

.

i ' RECOMMENDATION: Evaluate NRC training and development programs to assess how
they may be made more effective and efficient and evaluate whether the agency,

j training and development programs are sufficiently inclusive. Specifically-- !
1

Assess whether the existing qualification, training, and development |*

programs meet current needs of the agency and whether changes are needed
in program design, size, goals, or implementation in light of agency;

' plans to maintain and broaden staff expertise and operate more
efficiently.'

;

Assess how formal training can be managed so that it is less intrusive !! *

and more efficient. |,

f-
'

Assess whether there is sufficient linkage in the training process*

(i.e., between needs determination, course development, course
scheduling, student registration, and student attendance) and |

!
'
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the effectiveness of information flow from program offices to training
organizations (s) for new or changing requirements. ,

,

' Assess whether significant efficiencies and/or program effectiveness*

could be gained by organizational and/or geographical consolidation cf .

training functions. This evaluation should assess efficiencies that
would include not only resources but also other factors such as ,

utilization of training staff expertise, better integration and
communication among training, regi6nal and Headquarters staff and having
training more accessible to HQ staff (e.g., no travel time required).

'

Assess the continued need for multiple reactor simulators.*

|

LEAD OFFICE: AE00/0P/NRR/NMSS/ Regions /RES

ICOMPLETION DATE: 4/1/96
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INTRODUCTION

| During the National Perfonnance Review Phase II (NPR-II) Functions and
Efficiency Review, the steering committee identified several ongoing and
planned efficiency initiatives that were consistent with the objective of the'

review. This appendix provides a description of these ongoing or planned
,

initiatives. The initiatives are organized into the following categories:
.

: A. Programmatic and
B. Administrative

| The format for each initiative includes a brief discussion of the background
and any ongoing or planned activities to achieve the desired efficiency. A4

status of each of these items will be provided to the Commission in June 1996.

A. PROGRAMMATIC EFFICIENCY INITIATIVES.

,

A-1 Operating Reactor Licensing Program

DISCUSSION:
,

! For more than five years, the staff has been making a concerted effort to
i increase the efficiency and effectiveness of the operating reactor licensing

program. This effort has reflected in part the need to conserve both the'

NRC's and the licensees' resources when safety will not be affected. This
effort has been built upon NRC initiatives and those of licensees to eliminate
requirements that have little or no impact on safety. Eliminating unnecessary
regulatory burden will result in efficiencies for both the staff and licensees

,

i in that resources will no longer be expended on items of marginal safety
benefit and can be redirected to those items that are more safety significant.'

:

ONGOING AND PLANNED INITIATIVES:

Continuina Proaram for Reaulatory Imorovement
e

In May 1994, the Commission established the " Continuing Program for Regulatory:
Improvement" (SECY-94-090), based on the fundamental principle that all!

regulatory burdens must be justified and that the regulatory process must be:

; efficient. In addressing reduction of unnecessary regulatory burdens, the
' agency is substituting performance-based requirements and guidance for

prescriptive requirements and guidance to the maximum extent practical. In
j addition, the NRC is using the insights gained from probabilistic safety

assessments to develop risk-based regulations that ba' ce regulatory burden
against safety benefit. The Continuing Program for Roulatory Improvement
consists of three initiatives:

1

! 1. The Marginal to Safety Program,
2. The Regulatory Review Group Implementation Plan, and !

3. The Cost-Beneficial Licensing Action Program.
|

t
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| The Marginal to Safety Program is the agency's continuing effort to eliminate
i or modify regulations that are marginal to safety and impose a substantial

regulatory burden on licensees. Initially, its charter was to determine which
;

; requirements should be relaxed or eliminated. But the program was eventually
redirected to focus on petitions for rulemaking and regulatory guidance
identified by industry that have a high implementation cost and a marginal<

impact on safety. In refocusing the program, the staff placed the initiative;

for burden reduction on industry.'
,

!

; In 1993, the Regulatory Review Group (RRG), a group of senior-level NRC. staff,
i conducted a review of selected power reactor regulations and related
| processes, programs and practices, with special attention placed on the
i feasibility of substituting performance-based requirements and guidance for

those.that are more prescriptive. The RRG came up with a plan that identified4

areas with significant potential for relief of burden with little or no'

1 adverse safety impact. The group made 71 recommendations (SECY 94-003)
j covering a wide spectrue of issues and topics, with 32 of them completed as of
1 April 1995. Examples of items completed include issuance of improved fire
i protection guidance, which provides licensees with additional flexibility in

how they meet fire protection requirements, eliminating the requirements for-

: quarterly submittal of safeguards logs, and issuance of NUREG-1482,
j " Guidelines for Inservice Testing at Nuclear Power Plants."

The Cost-Beneficial Licensing Action (CBLA) program is an agency initiative
! begun on a pilot basis in mid-1993 and expanded to all licensees in 1994. The
; objective of the CBLA program is to increase the staff's receptiveness to

' submittals from licensees that reduce or eliminate license requirements that
| have an incremental, small effect on safety but a high economic burden. As of

May 2,1995, licensees had submitted 171 CBLAs to the staff. Of these 171.

! submittals,109 have been approved thus far for a cost savings (based on
; licensees' estimates) of over $485 million. In order to encourage more
i widespread participation in the CBLA. program, the staff transmitted
: Administrative Letter 95-02, " Cost Beneficial Licensing Actions," to all
| reactor licensees on February 23, 1995.
:

| , The staff plans to continue implementation of the Continuing Program for
j Regulatory Improvement instituted in May 1994 and to continue to monitor the
j program's status.

| Licensina Process Imorovements

| The staff is pursuing other opportunities tc make general improvements in the
way we regulate reactors. Some of these improvements are--

: 1. The potential conversion of licensees' technical specifications to the
; improved standard technical specifications (STS). While the benefits of

converting to the new technical specifications are hard to quantify, licensee
j owners groups project annual savings of between $150,000 and $1.13 million per

i
a
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site from the program. Facilities that have already converted to the STS
.

include Crystal River, Clinton, Grand Gulf and Hatch. In total, licensees for
. 40 units are currently pursuing conversion to the new technical1

i specifications. ,

j 2. The Line Item' Improvement Process is similar to the Technical Specification
Improvement Program in that it allows licensees to relocate specific license:

; requirements to licensee-controlled documents. When individual requests from
licensees to change plant-specific license requirements are judged to have;

j generic applicability and can be extended to all licensees, the NRC informs
industry, via generic letter, of the opportunity to pursue the line item:

i improvement and allows each individual licensee to decide whether to pursue -

i the potential change.
1

! 3. In order to increase staff. efficiency and effectiveness, the staff is
pursuing a number of license amendment process improvements. The objectives

| of this effort are to maintain the current high level of technical quality of
.

j amendments, encourage consistency of amendments, and minimize the staff effort -

and processing time for issuing license amend. cents. Some of the potential;
process improvements involve the work planning process and coordination |

;

between the project manager and technical staff, work priority, schedule and |

i
level of effort, and precedent research. i

5

The staff will continue to evaluate changes to the NRC operating reactor
licensing program, which would result in providing guidance to the licensees,

: for broadening the areas of possible relaxation of certain commitments in
i licenses that would not require prior NRC approval. This will include
{ assessing a range of methods to increase the use of improved standard
; technical specifications, continuing to implement the agency-wide program to

move to risk-based regulation, encouraging broader participation in C8LA
programs, working with industry to finalize staff acceptance of the industry's'

commitment management program, implementing graded quality assurance (QA),2

continuing to identify reporting requirements that are candidates for
i elimination, and vigorously pursuing the remaining open issues in the RRGi

| implementation plan and bringing them to closure. Planning to broaden the
* technical expertise of reviewers (and Headquarters (HQ) inspectors) toI

increase the areas in which they can review should also continue,

j A-2 Materials Licen. sing and inspection Program
:

The materials licensing and inspection programs encompass byproduct materials,
special nuclear material, decommissioning, uranium recovery, and fuel cyclei

j facilities, which are discussed separately below.
.

Byproduct Naterials Licensing Program

DISCUSSION:

In the early 1980s, the Office of Nuclear Material Safety and Safeguards.

(NMSS) transferred authority for nearly all of the byproduct materials
licensing program to the NRC regions in order to improve communications

!
a-3-
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! between the materials licensing reviewers and the inspectors who were already
based in the regions. This also brought license reviewers closer to the
regulated community. At about the same time, NMSS took a number of other'

steps to upgrade the program. It conducted an extensive series of training ;

for new regional licensing reviewers; developed a new format for issuing
,

program guidance, which became known as Policy and Guidance Directives; issued ii

1 a series of draft Regulatory Guides and Standard Review Plans that covered
j most categories of byproduct licenses; and established a computer-based system '

! that is now called the Licensing Tracking System.
!
i In the ensuing period, a number of changes have occurred. The number of
; byproduct materials licenses regulated by NRC has dropped from about 9,000 to
j about 6,500. The number of Agreement States has risen from 26 to 29, with the

addition of four States to the program (Illinois, Naine, Utah, and Iowa), and
:

the return of one (Idaho) to NRC regulatory control. In the decade of the2

nineties, major rulemakings such as the decommissioning rule, the 100-percent3

; fee recovery rule, and the changes to the byproduct material program in 10 CFR
Parts 34, 35, 36, and 39 have had profound effects on the regulatory base.;

i Similarly, industrial advances and marketplace demands have led to new sets of
I industrial, academic, and medical uses for. radioactive material.
a

| Overall, there has been strong performance on the part of most NRC and
| Agreement State licensees. Nonetheless, those overexposures, medical
j misadministrations, and other non-reactor events that did occur played a role
| in the reshaping of the program. External parties, such as the public, the

media, the regulated community, the States, Congress, and others, in'

! conjunction with NRC, also influenced the program while emphasizing a number
! of currently open issues that merit additional consideration in any
; comprehensive review-of NRC's current functions and activities. The recent
; Regulatory Impact Survey is another important source of feedback. Together,
j these elements bring us to the point where it is now time for NRC to take a
! fresh look at its regulatory, procedural, and administrative support infra-
| structure. NRC's increased emphasis on licensee workshops, especially in
! conjunction with major regulatory changes, indicates the agency's commitment

to a grassroots approach, that .is, to improve communications between itself
,

{ * and the licensee community.

| ONGOING AND PLANNED INITIATIVES: |
:
! NRC has several projects underway. The staff, composed of members from the :

! regions and NMSS Headquarters, has undertaken a Business Process Redesign
; (BPR) for the byproduct materials licensing program. When fully implemented, i

; it is anticipated that BPR will provide a comprehensive and far-reaching set |
: of solutions to problems, particularly in areas related to timeliness and

process efficierecy. NRC plans to make the system available to Agreement'

i States for voluntary use and will invite Agreement States participation in
! development of the new process. Following additional instruction and guidance
i from the Consiission, future phases of BPR are expected to evaluate the
~ efficacy of additional process changes such as those recommended below.
!-

I
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|^ A second project concerns NRC's control over, and accountability for, i

i generally and specifically licensed devices. There are approximately 1.5 i

; million generally licensed devices in Agreement States and areas of NRC )
jurisdiction. Approximately 450,000 of these are regulated by NRC. The staff'

is investigating whether some of the persons using devices under general
; license can be exempted from licensing requirements based on the type of
.

device they possess. An NRC staff review has identified a number of issues ,

i related to risk and type of license involved. The staff is now considering ,

the formation of an NRC/ Agreement State Working Group to evaluate this issuej

j from a national perspective, since it believes Agreement States share many of
the same set of concerns. |<

| NRC also conducted a Regulatory Impact Survey for materials and fuel facility ,

i licensees to determine the NRC's impact on licensees' operations. NRC is '

currently evaluating the survey results of the materials licensee survey. The <

fuel facility survey is addressed in the Fuel Facility Licensing Program |

| section of this document. !

.

The staff will evaluate changes to the NRC byproduct materials licensingj
program that would result in--.

Better timeliness of license processing and improved clarity and |
'

*

consistency in the byproduct licensing process through a number of ||
|

i guidance consolidation activities designed to facilitate consistency,
clarity, and ease of retrievability of regulatory documents.'

An authoritative and comprehensive licensing manual that will be*

available to the staff, the public, applicants, and licensees. This
evaluation will include a review of the information required or'

i requested to be submitted to determine if it is actually needed to make
a regulatory decision. Give consideration to ways in which NRC could

! minimize the number of documents that licensees are required to send in
; during the licensing process.
:

| _ Regulations for 10 CFR Part 30 that would implement a 10 CFR 50.59-like*

j process to selected materials functional areas. Section 50.59 allows*

reactor licensees to make certain changes to their facilities or
i programs without prior NRC approval unless the changes involve an
i unreviewed safety question. Provide guidance to licensees when the 10
: CFR 50.59 process should be used. Establish a program to return
: requests for review that should be done by the licensee through the 10
i CFR 50.59 process.

I As stated earlier, the staff expects to employ the BPR methodology to evaluate
the above recommendations. The staff briefed the Commission on the first3

phase of BPR on May 10, 1995 (SECY-95-Il4, " Implementation of a Redesigned
i Materials Licensing Process").

:

|

L
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Byproduct Materials Inspection Program

DISCUSSION:
!

.
Because of the different types of licensee operations, facilities, nuclear

i materials possessed, and qualification requirements, the byproduct materials '

: inspection program requires a flexible, varied approach. Complex broad-scope
j universities and medical facilities comprise one end of the regulatory

spectrum,~ whereas small-quantity, possession-only licensees in relatively low-i
,

i risk areas comprise the other. Inspection procedures in NRC Inspection Manual !

: Chapter 2800, " Materials Inspection Program," identified inspection scheduling
j frequencies that were once based largely on the risk of operations for that
: category of licensee, with little flexibility for adjusting these frequencies
|

based on variances in individual licensee performance.

In June 1990, MSS took a major step to allow the regions more inspection
program flexibility when it designated core and non-core inspection
activities. In April 1995, NMSS took a second step as it published a major;

revision to Inspection Manual Chapter 2800. This chapter establishes the'

inspection program for licensees authorized to possess and use radioactive i
lmaterial for radiography, medical programs; vademic, research, and industrial

uses, waste disposal operations, manufacturing and distribution of products,
leak testing, calibration, and other types of services, and transportation
related thereto. A task force of staff from NMSS, the regions, other
Headquarters offices, and Agreement States met several times over the course

4 of 6 months to introduce a number of changes to the materials inspection;

] program. Specifically, the revised Inspection Manual Chapter 2800 places
1 greater emphasis on reactive inspections over routine inspections, places

greater program emphasis on individual licensee performance in the scheduling
i of materials inspections, and requires regions to make more extensive use of

NRC Form 591, " Safety Inspection," rather than issue a full written inspection*

report, in appropriate instances. One key aspect of the new Inspection Manual
Chapter 2800 will be to allow more regional flexibility to accelerate thei

: inspection schedules for poorly performing licensees and extend the schedules
for those that demonstrated consistently strong performance.

! ONGOING AND PLANNED INITIATIVES:
^

!

; The staff will evaluate changes to the NRC byproduct materials inspection
program that would result in--

Focusing on problem identification, by greater consideration of:; *

i

performance measures and; -

risk-important items'
-

! Relating the identified problems in reports and findings to performance*

by the licensee (more performance-based inspections). J

Greater or full use of licensee self-assessments and inspection results.*

: |
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!' Broadening the technical expertise of inspectors so as to broaden the*

j areas in which they can inspect.

I Reassessing the nature.and extent of inspection report documentation*

: required -(e.g., address only problems discovered during inspection).

Consolidating certain inspection activities at Headquarters or a region*

to improve efficiency and-consistency, including assessing realignment'

of inspections by licensee type versus regional boundaries.:

L
Having inspectors and reviewers in the materials area improvei .

i coordination of their specific activities.
-t

j Decommissioning Program
,

j' DISCUSSION:
s

i Each year the NRC must evaluate requests, mainly from materials and fuel
1 facility licensees, to discontinue licensed operations. The majority of those |

| requests are routine and straightforward and are acted upon in a timely manner !

: such that the sites are remediated, if necessary, and released for !

; unrestricted use based on NRC decommissioning criteria. However, temination |

i of licenses at some sites is considerably more complex because soils and
* tructures contain nonroutine radioactivity levels and volumes of radioactive

| s
L contamination. NRC has identified approximately 50 sites that involve unique
| and difficult decommissioning issues requiring special attention to ensure
1 timely decommissioning. Although none of these sites pose an immediate threat
i to public health and safety, they have contamination that exceeds existing NRC
|' criteria for unrestricted release. All of these sites require some degree of
j- remediation, and several involve regulatory issues that must be addressed by
: the Commission before the sites can be released for restri,cted or unrestricted

| use and the license terminated. -

h. ONGOING AND PLANNED INITIATIVES:
i

* NRC staff initiated the development of comprehensive changes to the'

i decommissioning program in an effort to improve the efficiency and
j effectiveness of NRC's materials decommissioning program. The NRC staff has

reviewed the information submitted by licensees and former licensees to limit
4

| infomation reporting to that which is needed to support regulatory decisions
! in approving decommissioning plans. The staff specifically considered similar
j' information requirements imposed by the Environmental Protection Agency (EPA)
' and States in evaluating environmental remediation projects to improve
i consistency in decommissioning. Based on the review, the staff identified a
! number of program changes including developing and implementing consistent
i administrative procedures for decommissioning; revising performance measures
!. for evaluating program performance; improving efficiency by conducting an
L interactive issue-resolution process with industry and other affected

interests; conducting preliminary hazard analyses ("as found" analyses) fori

i sites whose licenses had been formerly terminated; implementing an automated
database for the Site Decommissioning Nanagement Plan; and saving resources by
deferring to the Environmental Protection Agency (EPA) or other regulatory

;
i a-7
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bodies whose programs overlap with NRC's in lieu of maintaining parallel
j regulatory reviews with NRC's (as described in SECY-95-56, " Deferral of
| Regulatory Oversight to the U.S. Environmental Protection Agency for Two Sites

-with Radioactive Contamination and Landfill Disposal of Licensed Material from :
,

'

j Remediation of a Third Site").

In addition, the staff plans to further streamline the decommissioning
j approach by (1) reducing the review of gharacterization plans and reports and .

j integrating the review of site characterization information along with the
! decommissioning plans and (2) reducing the scope of NRC confirmatory surveys ,

'

) .at the conclusion of the decommissioning process. This will be applied in a
i graded manner to manage the risks associated with the approach by applying ;

j greater technical review and management attention to poor performers.
' Further, the staff identified several policy issues, such as thorium and
; uranium waste disposal and exposure assessment scenarios, that were briefed to
; the Commission on May 19, 1995. These issues are being evaluated to determine
; if a more effective, less burdensome approach can be implemented without
j impairing public or environmental protection or the agency's program. |

!

| The staff has already been incorporating 10 CFR 50.59-type criteria, as
|

license conditions, in approving decommissioning plans, which allow the
licensees to depart from previous commitments, provided the departures remain4

j within the approved safety and environmental programs (e.g., Cintiches).
4

) The staff recently completed changes to Inspection Nanual Chapter 2800,
; " Materials Inspection Program," and issued an inspection manual for the

decommissioning program in May 1995. Both documents were developed on the'
4

Ibasis of the staff's experience in identifying problems at decommissioning1

i sites, with an emphasis on measures that are important with respect to
! ensuring protection of the public and the environment. For example, the
; inspection manual chapter on decommissioning inspections p, laces a strong
! emphasis on ensuring the adequacy of control and security measures (e.g.,
i fences, security patrols, postings) at contaminated sites. These measures are
i significant with respect to protecting the public because until the sites have
i been remediated in accordance with NRC requirements, the control measures are
: * the primary means for ensuring that doses to the public remain suitably low
: and that radioactive materials are not removed from the sites without proper
; authorization. Inspection Manual Chapter 2800 and the inspection manual
! chapter on decommissioning inspection also address the appropriate nature and

scope of inspection documentation so that the primary focus of inspection !;

| reports is on problems discovered during the inspections.
I

! However, under the current program structure, most of the licensing for the
i Site Decommissioning Management Plan (SDMP) sites is the responsibility of
j NMSS (Divisions of Waste Management and Fuel Cycle Safety and Safeguards),
| whereas the regional offices are responsible for performing inspections and
! observing and confirming licensee radiological surveys. This separation of
: responsibilities introduces some inefficiency to the program (e.g., both the

inspector and the license reviewer need to be familiar with the licensed'

! program). In addition, as a result of the proposed termination of NRR support
:
1

,
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for the Independent Radiological Neasurements Program in FY 1997, NNSS, NRR,-
and the regional offices are also evaluating the projected need for -:
radioanalytical capabilities and are also considering what is the optimal

t

.j configuration of these capabilities for NRC in the decommissioning program.

j The staff will evaluate changes to the NRC materials decommissioning i

i inspection program that result in-- |
'

4

Greater or full use of licensee sel'f-assessments and inspection results.
i, *

i Broadening the technical expertise of inspectors to broaden.the areas ,

*
!they can inspect.d

]' Consolidating certain inspection activities in MISS or a region to: .

| improve efficiency and consistency, including assessing rea'ignment of
1

inspections by licensee type versus regional boundaries (similar to BPR ;

>

for materials licensing).'

Having inspectors in the decommissioning area be the same persons who*

write the license or actively participate in the licensing process.

I Uranium Recovery Licensing Program
*

)
i DISCUSSION: :

Of 27 hdC-licensed uranium recovery facilities, there are 19 uranium mills; |

|
five in situ leach facilities; one ion-exchange facility; one heap leach; and i

.

; one mill tailings-waste disposal facility. In the uranium recovery licensing |
'

program, recent actions have already been taken that are responsive to NPRi

goals. A major action to promote efficiency in the program was the closure of
the Denver Field Office and consolidation of all uranium recovery licensing

1

activities at Headquarters. The program had previously bee'n split between the
|- field office and Headgarters, with similar technical staffs maintained at:

j both locations.

! 'In a Nay 12, 1993, NRC meeting 'with licensees and representatives of the

|
uranium recovery industry, the Chairman committed to have the staff explore '

ways of reducing the regulatory burden of the uranium recovery licensees. On:

the basis of this meeting, as well as comments from the uranium recovery
;

| industry and two affected States, the staff evaluated possible areas that
!

could reduce the regulatory burden. The staff identified four areas in which
i it believed regulatory reduction can be achieved. Implementing regulatory

reduction in the following areas will also han the effect of reducing and
possibly eliminating the infomation and submi!.tals from licensees that NRC.

.

needs for making regulatory decisions.. The four areas are (1) modifying
) license conditions to pemit licensees to make minor administrative changes

without the need for specific license amendments; (2) implementing the use of
;

a Performance-Based License Condition (PBLC) approach that would allow
.

|
licensees tc make changes to their facilities, under certain conditions,

!
without NRC approval; (3) potentially eliminating dual regulation of in situ

! leach facility well fields; and (4) relying on State reviews regarding >

cultural artifacts.'

} -
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ONGOING.AND PLANNED lNITlATIVES:
~

The main area in which the staff found regulatory reduction could be achieved I
was in the preparation of the PBLC. In developing the PBLC, the staff ensured
that the proposal was consistent with the Commission's regulations and
licenses for other facilities (i.e., nuclear power plants, fuel cycle
facilities, and the high-level waste repository). The PBLC was modeled on the
provisions of 10 CFR 50.59, which allows reactor licensees to make certain
changes to their facilities or programs'without prior NRC approval unless the
changes involve an unreviewed safety question. The PBLC can achieve a
significant reduction in the resources required by both the uranium recovery
licensees and NRC staff to address 10 CFR 50.59-type licensing amendments.
The staff has worked with two licensees to construct model licenses that would
incorporate the PBLC, along with other criteria-based conditions. One model
license covers an in situ leach facility well field and the other covers a
conventional uranium mill. These models have been provided to all uranium
recovery licensees, and some licensees have taken steps toward incorporating
this approach into their licenses.

An additional action that will be taken by the staff is development of review
guidance for applications for in situ leach facilities. Review guidance is
presently in place for applications for conventional uranium mills and for
reclamation activities. The in situ leach review guidance will complete the
uranium recovery program guidance necessary to focus staff reviews. The
licensing program's effectiveness and efficiency will improve by documenting
the review criteria and procedures associated with in situ leach reviews.
When completed, the review guidance will be made available to licensees to
assist their preparation of applications.

Uranium Recovery Inspection Program

DISCUSSIQH: .

The NMSs .;ivision of Waste Management (DWM) recently developed NRC Inspection
Manual Chapter 2801, "lle.(2) Byproduct Material Disposal Site and Facility

<. Inspection Program," dated April 15, 1994, outlining the inspection program
for these facilities. The purpose of the program is to provide inspection
procedures related to all phases of activities at 11e.(2) sites, including
construction, pre-operations, operations, and reclamation. The closure of the
Uranium Recovery Field Office in Denver in August 1994 resulted in the uranium
recovery inspection program responsibility being assigned to Region IV.
However, since these inspectors are all health physics-oriented, the
engineering staff in DWM are being relied upon to supplement inspections in
the reclamation area. DWM is currently developing an inspector qualification
program as part of Inspection Manual Chapter 1246, " Materials License Reviewer
Qualification," which addresses the training requirements and guidelines for
certifying DWM staff to conduct inspections. Under this program, both general
and specific training requirements are enumerated.

i
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!|' ONGOING AND PLANNED INITIATIVES:
:

The staff will evaluate changes to the NRC uranium recovery inspection program
. that would result in--
i

Focusing on problem identification by greater consideration of--j .

5

- perfomance measures and ,
,

; - risk-important items

Greater or full use of licensee self-assessments and inspection results.*

Broadening the technical expertise of inspectors to broaden the areas.

they can inspect.

Consolidating all uranium recovery activities to improve efficiency and.

consistency.

Reassessing the nature and extent of inspection report documentation.

required (e.g., address only problems. discovered during inspection).

Fuel Facility Licensing Program

DISCUSSION:

In August 1991, as a result of a potential criticality incident at the General
Electric Nuclear Fuel and Component Manufacturing facility, deficiencies in
the materials licensing and inspection process were identified. NMSS
appointed a task force to propose an ideal method for regulating unobstructed
by existing regulations or resource concerns. Findings and recommendations
for improvements were published in February 1992 as NUREG-1324, " Proposed
Method for Regulating Major Materials Licensees."

In May 1993, after comments were received on NUREG-1324, the staff briefed the
Commission on an action plan designed to enhance the rigor of the regulatory

' base [SECY-93-128, " Status of Action Plan for Regulating Fuel Cycle ;

Faci 19 ties") and ensure that major fuel cycle facilities are operating safely. 1

Among these efforts to clarify and upgrade the regulatory base was the
deletion of unnecessary requirements, based on findings and recommendations
published in NUREG-1324 and the Regulatory Impact Survey. !

ONGOING AND PLANNED INITIATIVES:
1

1As part of this effort, rule changes under consideration would require
applicants to prepare an Integrated Safety Analysis (ISA) to identify and ,

evaluate hazards, including chemical and radiological hazards, that could
'

arise from or impact control over nuclear materials and have programs in place
to ensure that protective measures are available and reliable. Based on a
proposed requirement that a safety program description be made part of the i

licecse, licensees would be able to modify their licenses through a 10 CFR
50.59-type process after demonstrating that the safety basis defined by the j

ISA is not reduced by the proposed change. This approach also supports the
'
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maintenance of a "living-license" concept, which eliminates the need for time-
consuming and resource-intensive periodic license renewal efforts. In
addition, a new Standard Format and Content Guide (SFACG) would replace the
existing and outdated (November 1986) Regulatory Guide 3.52. The SF&CG would
have-specific guidance regarding the type and depth of information to include
in their submittals. The new Standard Review Plan would give licensees
further information on what is required to support a specific license finding.
The Commission is currently reviewing al.ternative approaches for accomplishing
these changes, including consideration of a rulemaking approach with more
industry involvement.

,

An NMSS reorganization created the Division of Fuel Cycle Safety and
Safeguards in 1993 to improve conduct of the fuel cycle facility program. A
licensing branch was formed to concentrate on licensing issues. At the time
of the reorganization, there was a significant backlog in the licensing
renewal area, with completion scheduled for the year 2003. As a result of
initiating a more effective review approach, the schedule for completion is
1997..

Fuel Facility Inspection Program

DISCUSSION:

The 1993 NMSS reorganization created an inspection section to pemit increased
focus on inspection activities and to provide efficient use of limited
technical expertise. The responsibility for performing criticality and
chemical safety inspections was transferred to Headquarters. Although the
regions continue to perform the routine day-to-day inspections in the areas of
physical protection and radiation protection, rather than duplicate expertise
in various regions, Headquarters will provide senior technical expertise to
address difficult design, integration, and adequacy concerns in the area of
criticality and chemical process safety. Emphasis will be placed on

i developing chemical process safety inspection procedures and refining
i criticality procedures. After the inspection procedures are in place,
| , enhanced inspections will be performed by Headquarters, with regional support.

| The NMSS Fuel cycle Safety and Safeguards reorganization also allowed a
dedicated staff to focus on high priority license renewals, while concurrently.

I being able to share information such as the intent of license commitments with
its inspection counterparts.

;

! ONGOING AND PLANNED INITIATIVES:

i As discussed in the Fuel Facility Licensing section, another program
; improvement under consideration is requiring applicants to prepare an ISA.

The ISA would identify unique facility processes from an integrated;

perspective, potential safety vulnerabilities, and appropriate protective
; measures. The staff developed an action plan that committed to refining the
: safety inspection program to focus on inspection of implemented protective
! measures that address vulnerabilities identified while conducting an ISA. The

safety inspection program will then have a basis to fully address the topic of:

j. problem identification.
i
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In addition to considering an ISA, the NRC staff had proposed to let industry
take the lead in developing an industry-wide self-assessment program using!

: standardized performance indicators. This initiative, however, was
discontinued based on concerns raised by the fuel facility industry regarding

i the difficulty of employing generic performance indicators on a non-
i homogeneous group of licensees.
.

; Another initiative currently under development to increase inspection
efficiency is a fuel cycle training program for Headquarters and regional

4

! staff that will address the area of broadening and improving the technical
| capabilities of the staff. This training will be accomplished in a manner
; such that inspectors would be able to better identify the potential for
; problems in areas outside their direct areas of expertise. The Technical

Training Center has been given the lead in course development for this
j training program, with support from Headquarters and regional staff. Course
; development is expected to be completed by about January 1997.

Another issue that was considered to improve efficiency was to reduce the
!

level of documentation required in inspection reports. However, given the
broad range of activities at a licensed fuel facility and the need for a'

systematic assessment of these activities, we determined that the current
,

4 information in inspection reports is needed to give NRC management a " big
| picture" of the licensee's overall performance. Since most fuel facility

licensed activities are larger in scale and more complex in scope than the
typical " materials" license, general inspector observations and assessments;

]
are important to the safe regulation of these large facilities.

: A-3 Reactor Inspection Program

| DISCUSSION:

I The NRC continually seeks to improve'the effectiveness and efficiency of its
reactor inspection programs through activities such as the 1981 and 1989

| regulatory impact surveys, the 1993 operating reactor inspection program
assessment, and other self-assessments. As a result of the 1993 assessment,i

,'the regions revised or placed increased emphasis on planning processes to i
;

) improve the correlation between plant performance and the allocation of j
inspection resources. In general, changes made to the inspection program, |-

1 policies, and practices have resulted in measurable improvements. However, as |

| conveyed in the recent SECY-95-063, " Final Report on NRC Analysis and Response
! to the Towers Perrin Nuclear Regulatory Review Study," the industry's
j perceptions indicate that additional program changes are needed.

Industry Evaluations and Licensee Self-Assessments
i
1 The NRC has long recognized the importance of industry evaluations and
j licensee self-assessments in improving overall plant safety and the
; performance of the nuclear industry. The inspection program ensures that

licensees effectively identify areas of needed improvement through such1

| procedures as Inspection Procedure (IP) 40500, " Effectiveness of Licensee
i
<
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Controls in Identifying, Resolving, and Preventing Problems," and the newly
developed Integrated Performance Assessment Process. Also, the resident
inspection' staff routinely reviews the results of third-party audits to remain
cognizant of the findings.

In August 1993, the NRC established a program to recognize a licensee's good
performance and high quality self-assessment in a given area by reducing the
scope of the NRC team inspection effort in the same area (e.g., Service Water |
System Operational Performance Inspections). The scope of this program was
broadened in April 1995 to include other major team inspections. This reduced
inspection applies to team inspections defined by temporary instructions and
inspection procedures which are resource intensive. The revised procedure is

1intended to reduce the large team inspection effort to 25 percent of the i

nonsal inspection effort. )

ONGOING AND PLANNED INITIATIVES:

The staff plans to continue to evaluate and implement changes to the Reactor |

Inspection Program that would result in improved efficiency of inspections. !

Intearation of Insoection Results.

Staff evaluations to gain insights regarding the effectiveness of the 1

inspection program have shown that underlying problem (s) at licensees' I
facilities were not recognized by NRC as quickly as they might have been
because the NRC's inspection findings were not fully integrated with other j
objective information. -

As a result, the staff has initiated activities to improve the ongoing short-
term and long-term integration of the results of inspections and other
objective performance insights. To improve short-term integration, the staff
is conducting a review of its plant performance review (PPR) process to
identify ways to better integrate various objective insights regarding
licensee performance, including inspection reports, events, performance
indicators, and results of licensee self-assessments, in order to redirect

<. future inspection effort.
,

! In early 1994, the staff began development of the Integrated Performance
! Assessment Process (IPAP). IPAP was developed to provide a periodic, long-
! term integration of performance information and a subsequent focusing of
.

inspection activities on areas in which performance weakness exist and away
| from areas in which performance is strong. A public workshop on IPAP was held
j in April 1995. The staff will provide the results of the feedback obtained
j and the final implementation plans to the Commission in June 1995.

; ' Cross-Trainina Insoectors

The staff has recognized that the reduction in resources and improved industry
,

; performance has led to a change in the nature of the inspection program. It

is now appropriate to broaden the technical expertise of inspectors. The-

agency's increased focus on allocating inspection resources based on licensee-

1

|
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i performance will require that certain specialist inspectors be able to inspect
i

more than one area. This issue is expected to be an area of ongoing review ,

i

! and evaluation by NRC senior management.
; 1

Insoection Report Documentation

In February 1995, the staff initiated a review of the guidance provided to |
'

inspectors regarding inspection report documentation. The review considers
7 areas within the traditional scope of Inspection Nanual Chapter 0610, .

:
" Inspection Reports," but will also consider other areas of interest such as!

increased computerization and specially designed inspection report software.i '

The review will compare and evaluate inspection reports of different types
from each region and request input from NRC staff and the public. Following |

; J
; the completion of the review, additional training will be provided to the
; inspectors. ,

"

i iconsolidatina Insnection Activities;

.

The staff is evaluating several proposals to consolidate certain inspection
|

,

functions at Headquarters to improve efficiency and consistency. In February |
;

1995, a proposal was forwarded to the Commission to consolidate the power
reactor physical security inspection and licensing resources at Headquarters.j
In thess cases of relatively small numbers of specialists, the total resourcesj
required to perform the agency's program may not warraat the dispersal of

i thm resources in each regional office. This proposal is currently being;

redwed by the Laibor-Nanagement Partnership Committee. Consolidation of;
i other inspection activities will be reviewed following final agreement on the
i physical security inspection consolidation. The staff is also evaluating a
! proposal to consolidate inspection functions for non-power reactors at
j Headqcarters in the existing Non-Power Reactors and Decommissioning Project '

j Directorate. This change would involve improved efficiency. for the agency
; with einimal impact on personnel. -

|

|
! Imorove Communication of Manaaement Expectations to Inspectors

|
'A nu.,5er of recent internal and external assessments of the inspection program
have identified the need for improved communication of management expectations

|

i and policies to individual inspectors. The staff is preparing to implement a
i reactor inspection program newsletter to improve communication of current

inspection issues and p~rogram changes to inspectors. The intent of the:
newsletter 4 to serve as a management tool to improve inspector understanding:

of prograr. direction, management expectations, trends, and lessons learned.
6

; A-4 Enforcement Program
i

DISCUSSION:
a

j In May 1994, the Executive Director for Operations (EDO) established a review
iteam to assess the NRC enforcement program. The report of this review,j

i
NUREG-1525, " Assessment of the NRC Enforcement Program," dated April 5, 1995,
provided 27 recommendations. These changes should increase the effectiveness

i
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; and efficiency of the NRC enforcement program. The Cosumission'is currently
; considering revisions to the Enforcement Policy. based on the review team's !

i recommendations included in its report. '

!
4 Several of the recommendations should decrease the time required to process

cases and improve the efficiency of the process. These include (I) reducing ,

!- the number of severity levels (SLs), (2) clarifying that written licensee
~

responses to certain Notices of Violations (NOVs) may not be necessary,:
(3) modifying the threshold for conducting enforcement conferences,
(4) simplifying the civil penalty assessment process, (5) streamlining the

i enforcement coordination process, and (6) reducing the criteria for Commission
c w ;'tation. Each of these changes are summarized below,

|
i De W on of Severity Level V Cateaorization

Because they are classified as minor, and considering how rarely they are
: used, the review team recommended modifying the Enforcement Policy by deleting
1 Severity Level V as a category of violation. Under this approach, violations

of minor concern would not be the subject of formal enforcement action. Based
.

on the limited significance of these violations, NRC would not normally
i document such violations in inspection reports, or require licensees to
| provide written responses, nor would NRC normally monitor corrective action.
; In those few cases in which a licensee repeatedly or willfully commits a minor
! violation or does not take corrective action such that a formal response would
! be needed, the violation would be categorized as SL IV.
J

| Etsgonses to Notices of Violation at SL IV
:

| The NRC normally requires the licensee to respond in writing on the docket for
! SL IV violations. In some cases, however, the NRC may deternine that the
! information normally required in such a response has already been adequately

addressed on the docket (e.g., in a 1.icensee Event Report), and that no-

additional response, therefore, is needed. In addition, if the NRC inspection
,

! report adequately describes the licensee's corrective actions, the NRC may
decide that no additional response is necessary, unless the licensee

* determines that the inspection report does not accurately characterize the
; corrective actions taken or planned.
!

Threshold and Criteria for Enforcement Conferences.

!
~

The review team concluded that enforcement conferences should be considered4

only when it is reasonably expected that escalated enforcement action will be
! subsequently issued. Enforcement conferences should not be conducted to

address issues that would not reasonably be categorized at SL III or higher.
,

Similarly, the practice of conducting enforcement conferences for repetitive:

SL IV violations should be discontinued unless they likely represent a2

: significant regulatory concern (i.e., the agency believes they will likely
I rise to SL III).

Enforcement conferences represent a substantial resource effort for both thei

licensee and the NRC. To justify that effort, the review team concluded that
'

enforcement conferences, rather than being held as a matter of standard

! a-16
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j practice for escalated actions, should be conducted only when necessary to
! obtain information to make enforcement decisions. Enforcement conferences !

should also be held if the licensee requests one.
;

!'

j' Streamlined Civil Penalty Assessment Process
,

! The current Enforcement Policy provides six factors to be used in assessing
the amounts of civil penalties (cps) for.a given severity level. Each factor!

j is assessed separately, with a possible escalating and/or mitigating CP
! adjustment of up to 50 percent or 100 percent and is subsequently combined
j resulting in a multitude of possible CP outcomes. In addition, discretion is ;

.

allowed to further adjust the penalty amount, to ensure that the resulting !

1 action reflects the level of NRC concern regarding the violation at issue, and
: to convey the appropriate regulatory message to the licensee.
,

l The review team recommended that the CP assessment process be streamlined such
that it consist, at most, of four basic decisional points: (1) whether the
licensee has had a previous escalated enforcement action during the past

| 2 years or past two inspections, whichever is longer; (2) whether the licensee
should be given credit for actions related to identification of the violation;;

(3) whethe.r the licensee's corrective actions may reasonably be considered<

prompt and comprehensive; and (4) whether, in view of all the circumstances,:

: the case in question requires the exercise of discretion. While each of these
i decisional points may have several associated considerations for any given
] case, the outcome of that case, absent the exercise of discretion, should be '

limited to three outcomes: no civil penalty, a base penalty, or a penalty at'

| twice the base amount.
i

| Enforcement Coordination and'0 vers it,
i

| Currently, the Office of Enforcement (OE) is responsible for managing the
i enforcement program, the regions issue non-escalated enforcement actions

without prior OE review, and the regions have been delegated authority to'

i issue some escalated actions without prior OE review.
( i

| *The review team concluded that 'the delegation for the routine cases involving
'

i materials should not be changed. With the new proposed enforcement strategy,
j which simplifies the CP assessment process, the review team recommended that
i the process for OE's formal review and coordination of non-delegated escalated
j cases be changed. The^ team recommended that OE oversight be preserved, but

that it be focused on the enforcement strategy, severity levels, the
;

j violations, and enforcement policy. In most cases, OE should focus the
Headquarters review on the inspection report and the draft NOV, leaving the

i actual correspondence to the regions. After the action has been issued, OE
should, in its audit and appeal role, review the actual correspondence.

~

The review team concluded that this approach will provide the necessary
i oversight to achieve a relatively consistent enforcement program, while

obtaining the benefits of the streamlined approach.

|
;

;
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| Commission Consultation

The Enforcement Policy currently describes 10 situations in which the staff
i must consult with the Commission prior to making an enforcement decision. As

i currently administered, the staff has had substantial experience in
; implementing the objectives of the Enforcement Policy, and it is relatively
I rare that the Commission determines the recommended staff approach should be
! changed. OE is positioned to closely coprdinate enforcement action reviews
j with senior regional and program office management, as well as with the EDO l

j and Deputy ED0s, when necessary.

Based on these factors, and considering the significant effort currently
expended in obtaining Commission consultation on enforcement matters, thei

review team recommended that the staff be given more flexibility to decide
what enforcement issues.should be brought to the Commission's attention:

; because of policy significance or level of controversy.

The review team also recommended that an annual report be prepared for the
;

Commission summarizing enforcement data and that this report replace the
i| monthly and quarterly timeliness reports currently provided to the Commission.
4
' ONGOING AND PLANNED INITIATIVES:
s

: Assuming Commission approval of the changes proposed in NUREG-1525, after an
i appropriate trial period (1 year) measure the success of the changes in
j NUREG-1525 and determine if additional changes are warranted in the
' coordination and oversidt process to improve the efficiency of the

enforcement program. Althcugh data comparison has its limitations as an
evaluation method (e.g., the number and types of enforcement actions taken inJ

i any period of time are a function of the number of licensees and the
licensees' performance, and the time and the number of people required to;

i process an escalated action are a function of the complexity of the case), the
evaluation will compare the revised program to the previous program in several;

areas, such as--

! ~ he time required to process an escalated enforcement action,t**

the number of enforcement conferences conducted,
.!

*

the number of escalated actions (without civil penalties) issued,i *

the number of civil penalty actions issued,: *

I the number of orders issued,*

the ease of implementation (e.g. resources, decisional process, use ofi *

' discretion, extent of involvemer,t of other offices, etc.),
I the quality of communications,*

the need for review of enforcement actions by other offices, such as.
*

' OGC, and
the delegation of additional authority to the regions.a

:
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j A-5 Rulemaking

DISCUSSION:
)
: In January 1995, a new management directive (M.D. 6.3) on the rulemaking
; process was published. M.D. 6.3 reflects extensive staff thinking on ways to

improve the rulemaking process, documented in SECY-94-141, " Improvement of the;

Rulemaking Process," May 23, 1994, modified somewhat by the Commission in an'

SRM dated June 28, 1994. Under the new process--
|
l For rulemaking initiated by offices reporting to the EDO, a rulemaking.

i plan for each new rulemaking under consideration will be developed by
the Office of Nuclear Regulatory Research (RES) (and its requesting.
office) and approved by the EDO, with negative consent by the"

j Commission. The development' of the plan will facilitate early attention
to, and resolution of, key rulemaking issues, such as legal sufficiency,!

implementation issues, and cost / effectiveness by the agency's top,

j management.

Management Steering Committees with authority to provide office'

.

concurrence are to be used for rulemaking involving matters of urgency'

,

! or complex and controversial issues.

RES will arrange for contractor assistance to be provided for.

. development of supporting information needed in the planning and conduct
| of rulemaking, within budget constraints.

,

,

The concurrence process has been revised for efficiency.! .

!
The EDO has implemented a system to review and prioritize rulemaking- .

efforts on a continuing basis, with special emphasis.on approval of>

i initiation of rulemaking. This byerall plan for rulemaking activities
will be updated every 6 months, synchronous with the 6-month update and*

input interval required for the OMB Regulatory Agenda for major agency
,

-rulemakings and for the more detailed NRC Regulatory Agenda, published
i as NUREG-0936.*

! Direct final rulemaking will be used for a limited number of non-.

i- controversial rul,es, under the Office of General Counsel (OGC) guidance.

! RES will provide for an external electronic rulemaking bulletin board to.

i be used for interaction with Agreement States and the public on
j rulemakings.

RES will provide for an internal electronic bulletin board to be used to.

facilitate communication and concurrence among NRC offices. ;4

The objective of the new rulemaking process is to achieve better coordination
among offices in the development of rulemakings and to make more efficient use

,

: of staff resources.
4
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ONGOING AND PLANNED _ INITIATIVES:

! Along with these above initiatives, several others are underway to streamline
the rulemaking process. Changes to 10 CFR Part 2 are being proposed that are ,

*

aimed at allowing the NRC to respond faster to certain petitions for.
'

rulemaking. If a petition contains adequate technical information to allow,

the NRC to make an evaluation, it will eliminate the need for the NRC to
.

develop this information, reducing the time and resources needed for the NRC4

: to act on the petition. j

! l

A revised version of the guidelines for conducting regulatory impact analyses
'

(a regulatory analysis must be done for all rulemakings) is in the process of ,

being approved. The revisions reflect NRC's accumulated experience with '

implementing the previous guidelines, changes in NRC regulations and
| procedures since 1984 especially for the backfit rule (10 CFR 50.109) and the -

Policy Statement on Safety Goals for the Operation of Nuclear Power Plants (51
FR 30028), advances and refinements in regulatory analysis techniques,:

regulatory guidance for Federal agencies issued by the Administrative;

; Conference of the United States and OMB, and procedural changes designed to
enhance NRC's regulatory effectiveness. These new guidelines will help to i

,

ensure that rulemakings are developed with greater attention to j,

cost / effectiveness, consistency with the Commission's safety goals, and ;

minimizing the burden of regulation on licensees.;

:

The staff plans to evaluate, after an appropriate trial period (1 year), thei

i recent changes to the rulemaking process and determine if any modifications
: are needed. Experience with using the new process may point to additional
; changes to further improve the process. Some potential improvements involve
; how NRC interacts with other agencies and OMB. An example is the process of

obtaining OM8 approval (required by the Paperwork Reduction Act) of the
information collection aspects of rulemakings. The staff plans to explore
opportunities for improved efficiency in this area. The staff will also
cooperate with OMB and the Administrative Conference on any initiatives coming
from them, such as risk assessment standardization across agencies.

* Additional items to be included in the evaluation are--

assess the split of rulemaking activities among the program offices and*

RES to determine if the current split is the most efficient, j
-

assess expanding the requirement for all non-EDO offices to prepare*

rulemaking plans, and
Iassess using the Regulatory Agenda as the vehicle to obtain Commission*

approval of agency rulemaking activity,
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A-6 independent Review Committees
|

DISCUSSION:

The NRC currently has five Federal Advisory Committees. They include one
statutory committee, the Advisory Committee on Reactor Safeguards (ACRS) and
four discretionary committees, the Advisory Committee on Nuclear Waste (ACNW),
the Advisory Committee on the Medical Uses of Isotopes (ACMUI), the Nuclear
Safety Research Review Committee (NSRRC) and the Licensing Support System
Advisory Review Panel (LSr.ARP). Each committee provides consensus advice and
recommendations to the Commission and staff about specific aspects of the
NRC's programs.

The Advisory Committee on Reactor Safeguards, established by statute in 1957, ,

provides advice to the Commission on potential hazards of proposed or existing
reactor facilities and the adequacy of proposed safety standards. Under the
Atomic Energy Act of 1954, as amended, this committee's charter is to review
safety studies and facilities license applications referred to it and submit
reports thereon to the NRC; to advise the NRC on the hazards of proposed or
existing reactor facilities aiid the adequacy of proposed reactor safety
standards; and to perform such other duties as the NRC may request. Upon
request from the Department of Energy (DOE), the ACRS may perform reviews;
provide reports; perfons U.S. Navy reactor reviews; and advise DOE with regard
to the hazards of DOE nuclear activities and facilities consistent with the
Energy Reorganization Act of 1974, as amended. The ACRS, on its own
initiative, may conduct reviews of specific generic matters or nuclear ;

facility safety-related items. Also, pursuant to Public Law 95-209, the ACRS i

is required to submit a report to Congress annually describing the results of |

studies on reactor safety research. Consistent with the statutory charter of
the Committee, ACRS reports, except for classified reports, are made part of
the public record. The ACRS membership, which is drawn from scientific and
engineering disciplines, includes individuals experienced in reactor
operations, nuclear reactor systems design, electrical engineering, chemical-

! engineering, civil engineering, materials engineering, mechanical engineering,
j nuclear engineering, reactor design, heat transfer, and fluid flow

.' thermodynamics, reactor physics, and probabilistic risk analysis.i

I The Advisory Committee on Nuclear Waste was established by the U.S. Nuclear
| Regulatory Commission in June 1988. The ACNW is tasked in its charter to "...
| report to and advise the Nuclear Regulatory Cosmiission on nuclear waste

disposal facilities, as directed by the Commission." This includes 10 CFR
j Parts 60 and 61 and other applicable regulations and legislative mandates such
i as the Nuclear Waste Policy Act, the Low-Level Radioactive Waste Policy Act,
i and the Uranium Mill Tailings Radiation Control Act, as amended. Its primary
; emphasis being on disposal facilities. In performing its work, the Committee
| examines and report on those areas of concern referred to it by the Commission
j or its designated representatives, and endertakes other studies and activities

related to those issues as directed by tb Commission. The Committee
,

| interacts with representatives of NRC, ACM, other Federal agencies, State an j
: local agencies, Indian Tribes, private organizations, etc., as appropriate.
| ACNW reports (except any that contain classified material) are made part of
:
1
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the public record. The ACNW membership, which is drawn from scientific and
engineering disciplines, includes individuals experienced in geosciences,
radioactive waste treatment, environmental engineering, nuclear engineering,
chemistry, research, technical management, and operations support.

The Advisory Committee on the Medical Uses of Isotopes is composed of
physicians; hospital administrators; Agreement States representatives;
patients rights-and-care advocates; radiopharmacies representatives; and
nuclear physicists. ACMUI provides advice to the staff on medical issues and
meets semiannually, although the Commission may request the Committee to brief
the Commission annually.

The Licensing Support System Advisory Review Panel provides advice on the
Licensing Support System (LSS) program, including review and comment on NRC's
guidelines for the document content of the LSS; advice on whether DOE should
be allowed to be operator of the system with NRC oversight; and review of
NRC's audit plan to ensure proper content and operation of the LSS. As a
direct result of the Panel's views, the NRC has proposed strengthening NRC's
oversight of the LSS operation by designating the LSS Administrator as the
Contract Officer Technical Reviewer on the DOE contract for operation and
maintenance of the system. The Panel has also recommended the revision of
guidelines for the document content of the LSS to include the topics of
environmental and transportation information. The members of the Panel are
representatives of the core of potential parties to the formal licensing
proceeding for a high-level radioactive waste repository. The Panel meets
three or four times during each year.

The Nuclear Safety Research Review Committee holds approximately two full
committee and three subcommittee meetings each year. Nuclear regulatory
research is a continuing essential and integral function of the NRC, as
mandated by statute. The NSRRC's independent review is used as a continuing
contribution to assuring appropriate,and effective response of the NRC's

; research efforts to evolving regulatory needs. The 12 members of the
| Committee represent the range of key technical disciplines and specialties
! involved in NRC's research mission including: reactors; nuclear waste; nuclear
j enginiering; thermal-hydraulics; mechanical components; structures; earth
t sciences; nuclear plant operation; instrumentation and control; and human I

factors. They have experience and accomplishments in conduct and management
of research in universities, industry, and research institutions. This range

; of expertise and views, is applied to the development of advice to the
' Director, RES, and through him to the Commission on matters of overall
i management importance in the direction of NRC's program of nuclear safety
! research.

j ONGOING AND PLANNED INITIATIVES:

I In response to OMB Circular A-135 " Management of Federal Advisory Committees,"
the Commission reviewed the need for each of the current advisory committees
and in a January 4,1995, letter advised the Director, OMB, that the4

j Commission needed to maintain the five existing committees (one statutory and
,

)
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four discretionary).- In an April 19, 1995, letter to the Chairman, the
Director,_0MB placed a ceiling of three discretionary committees on the NRC to
be achieved by September 30, 1995. The Commission is currently considering a
response.

'B. ADMINISTRATIVE EFFICIENCY INITIATIVES

'B-1 Document Management and Distribution
.

DISCUSSION:

' Although certain types of agency information are available electronically,
most of the-agency's official records are kept in paper format. Images of
these documents are stored on microfiche, which is indexed by the computer-
based system called the Nuclear Documents System (NUDOCS). NUDOCS stores
bibliographic data for nearly two million reports, correspondence, and other
issuances related to the NRC's regulatory, licensing, safety, research, and
enforcement programs. The NUDOCS database contains records for documents
received or. written by NRC after September 1978 and includes abstracts and
full-text for a limited set of these documents.

Approximately 5,000 items of official correspon6ence are received each month.
Each item is copied, collated, and distributed to individuals identified
within 425 categories. On average,12 copies of each incoming document are
made and distributed, adding nearly.60,000 copies of official documents to
more than one million items of mail distributed each month within the agency.;

.

[ ONGOING AND PLANNED INITIATIVES:
i

i Utilization of advanced information technology will greatly enhance the
: agency's document management system.. The staff is currently developing an
! agency-wide document management system that will replace NUDOCS, as well as

the 1ccal . text-retrieval systems that have evolved within the agency. Issues
;

i to be addressed include the following:
-

: <.

What should be stored electronically or in hard copy?*

The appropriate level and means for public access.|' *

The means for user friendly access and retrieval.*j .
The appropriate consistency, coordination, and linkage among offices and*

1 regions.
How to best distribute documents to those who need them within NRC.*;

How to manage agency records in a way that meets both agency needs and I1 *.
the requirements of the General Services Administration and the National i

'

Archives and Records Administration.

; During 1995, pilot systems will be developed that demonstrate the various i

document management processes such as workflow, document creation (including
commenting, version control and concurring),. distribution, document and
attribute _ capture, records management, and full text search and retrieval on

;

i !
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4 document text. By early Fiscal Year 1996, the staff plans to have a concept
of operations, the working model, and the system performance specifications;

| for the new document management system. Full development of this agency-wide
j system is planned to begin in FY 1996.

i As indicated in the National Performance Review, government information is
i expected to become readily available to the public via electronic methods. .

:
| Although computer-based tools may be the only practical way to access very

|large collections of information, the Chaiman has noted that not all members -

;
'

1 of the public have computers. In recognition of the need for public access,
i the Office of Management and Budget (OMB Circular A-130) requires that public ,

j access be considered for all major information system development activities ;

' by the Federal Government. Within NRC, the need for improved information |

resources must be satisfied within the limits of the agency's fiscal
,

| resources. The NRC's budget review process will consider how the agency's
| resources will or can provide information to the public. :

I B-2 Information Technology i

E
|

i

| DISCUSSION:
i

! The effective application of NRC's information resources, including both
| information and infomation technology, is recognized as a strategic issue.
4 In FY 1993, the current Infomation Technology _(IT) Strategic Plan was i

'

j developed by two separate groups representing a broad spectrum of agency
! interests. The information technology strategy was documented in NUREG-1487
: and submitted to the Commission (SECY-93-198). Following Commission approval,

the NRC's Offic,e of Infomat. ion Resources Management (IRM) rewrote its goals"

and objectives in the NRC Five-Year Plan to conform to the new IT Strategici

i Plan. IRM's component operating plans also conform to the IT Strategic Plan.

! The original plan has been updated twice to coincide with advancement in the
fiscal planning process. The changes were briefed to the Commission

| (SECY-94-120) and incorporated directly into the goals and objectives of the
: ,NRC Five-Year Plan. The first update focused on customer service, document

management, and electronic workflow processing, while the second dealt with
! public responsiveness and the changing roles of IRM and the offices in IT
| programs.

In SECY-95-022, the staff proposed, and the Commission subsequently approved, l

! a revised process for incorporating Commission guidance into the IT Strategic
'

[ Plan based on Commission guidance in COMSECY-94-044. Many of the original
initiatives have been completed or are well under way since the original IT

| strategic planning process began in July 1992. Moreover, much has changed
since the original plan was fomulated. The National Performance Review;

t emphasizes public responsiveness, elimination of nonessential government
; functions, and streamlinir.g essential government functions. IT is often cited ,

as a key enabler for achieving these objectives. Other significant changes |
i !
!

'

!
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include maturation of networking and office systems technology, a hoge
increase in worldwide information communication brought about by the Internet,
and new IRM legislation. The original IT strategic plan should be re.vited to
reflect these changes.

Additionally, as part of the NPR-II review, IRM identified systems development
as one of its most resource-intensive processes. Both IRM and other offices
allocate significant resources to this area, and the product (new applications
systems) is critical for future agency streamlining efforts. The process for
prioritizing and committing agency system development resources (both IRM-
owned and office-owned resources) needs improvement. Systems development
efforts should focus on core agency business processes and to ensure that
these processes are reengineered before new automated systems are designed. '

Top-down planning and senior management guidance is needed to ensure that
reengineering and systems development resources are directed at the most
important agency needs. The issue of planning and management of BPR and
automation of core business processes should be addressed as part of the next
IT Strategic plan.

ONGOING AND PLANNED INITIATIVES:

The staff plans during the next year to complete a revision to the Information
Technology Strategic Plan (NUREG-1487) that updates plans for using NRC's
informat: on resources (information and information technology) to improve the
agency's efficiency and effectiveness. This revision will involve the
agency's IT Council, senior agency executives, and the Commission in shaping

-the revised strategy, and the updated plan will--

Address--*

; - NRC interfaces with the public and industry,
(

- Electronic recordkeeping,
,

I ~ - Continuation of electronic forms and electronic workflow*

| initiatives,

i.
- Agency-wide planning and budgeting for business process

engineering and development of systems to automate core business'

; processes,

- IT competencies and training needs associated with increased use
; of technology by all employees, and

! - On-going update of the NRC's hardware, software, and
i telecommunications infrastructure.

| Propose a permanent role for senior managers (office directors and*

;' above) in agency IT planning and resource decisions, particularly those
j involving the reengineering and automation of core business processes.

i
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Develop and communicate a clear vision of the electronic capabilities*-

.that the staff intends to implement.
.

Develop an aggressive timetable for actions on the highest priority; *

: programs.
t

B-3 Improving Support Service
.

i DISCUSSION:

I In response to an Executive Order requiring all Federal agencies to create
customer service programs, NRC launched a comprehensive review of agencyd

business activities to identify those which involve significant interaction-

with the public. As a result, NRC has developed and implemented plans for
improving responsiveness to the public in its licensing activities, State
programs, contracting process, FOIA process and other technical programs and
support services. Improvement plans under this initiative include quality and i

. timeliness standards and performance measures for improving a full range of '

j NRC technical and administrative activities.

! ONGOING AND PLANNED INITIATIVES:
:

Concurrent with th h responsiveness initiative, the staff has continued to:

j examine internal processes and procedures. In the administrative support
area, noteworthy initiatives underway or planned to improve operational
efficiency include--

developing and implementing a streamlined, fully-automated inventory*

program,' '

plans to distribute a " customer support survey" to determine the*

Agency's perception of how IRM provides services in.the areas of
microcomputer, telecommunicatfons, network hardware and software
support,
plans for an on-line expert system, call tracking, problem resolution,e

-requisition tracking, configuration management, asset tracking and
remote access capabilities, and*

an ongoing initiative to combine the travel authorization and fund*

certification functions in headquarters to reduce the number of stops
for travelers and will reduce the workload for the program office
support staff (effective October 1, 1995).

While these improvements will help achieve NPR objectives, it appears that
more can be done in the area of customer feedback and follow-up. For example,
customer surveys appear to be narrowly focused on a particular area or
function. This approach provides useful feedback for that function and should
be continued. However, a broader, more fully integrated survey approach may

-

yield results that have agency-wide significance in terms of opportunities for
improving administrative support services.
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Therefore, the staff plans to conduct a customer service survey of NRC's'

offices and regions with the objective of identifying areas and suggestions
for improved efficiency and service from the support offices. The survey will

; elicit open and candid feedback on all agency support activities and include
! plans for follow-up with the offices and regions to ensure necessary
; improvements are implemented in a timely and effective manner and satisfy
j identified service needs.

'

B-4 Contracting Out
,

,

DISCUSSION:
|

!. There are almost 600 administrative positicas agency-wide. Included in this
: number are positions in procurement, duplicating, facilities and property

management, transportation, security, printing, publication services, mail and:

distribution services, responding to Freedom of Information Act requests,;

: privacy protection, rulemaking support, local public document rooms,
| information resource management, personnel, training, facilities, secretaries,
j and office assistants.
!

Additionally, the agency is currently contracting out a variety of
administrative support tasks, including computer support and service, datai
entry services, switchboard duties and mail and file duties. There is no'

uniformity of contracted-out duties in the various offices and regions. For'

.

example, the position of regional receptionist is established in each of the
i four regional offices. Each regional office has tailored the duties of the
! receptionist to its specific needs. In Region I, the receptionist does
; typing, performs certain tasks relating to building security, and performs

time and attendance. On the'other hand, in Region III, the pure
i receptionist / switchboard duties have been isolated and successfully contracted
j out, and other support duties traditionally performed by the receptionist in
4 Region III have been assigned to oth'er regional staff.

ONGOING AND PLANNED INITIATIVES:
'

* The staff plans to conduct a general evaluation to determine if additional
administrative services can be contracted out so that additional FTE could be
utilized for safety-related work.

B-5 Appraisal Process

DISCUSS 10!(:

The Civil Service Reform Act of 1978 required major changes in performance
appraisal systems in the Federal government, mandating that appraisals be used
as the basis for decisions to train, reward, assign, promote, demote, retain,
or remove employees. Most agencies, including NRC, designed systems with five
rating levels, critical job elements and performance standards written at the
fully successful level. In 1981, the NRC set up two systems; one for SES,

employees and one for all other employees. In 1993, a system similar to the
SES system was designed for employees in the Senior Level Service (SLS). ,
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ONGOING AND PLANNED INITIATIVES:
,

) In January 1995 tha Supervisory Development Program participants explored ways
to improve the perfomance appraisal process at the NRC. They made the ;'

' following recommendations.
1

i
Reinforce the need for supervisors to assess the performance of their; e

|
subordinates continually and to provide feedback routinely,

, ,

Use a job-based criterion approach that relies on a job and task |j *

| analysis for defining performance standards,

I Minimize the use of performance appraisal results in other personnel*

systems such as promotions and awards,*

1 Allow supervisors to spread out the due dates for submitting perfomance |* *

; appraisals over the entire year,

! Reduce the number of rating levels from five to three, and=

!
Streamline the written perfomance appraisal form by minimizing written.

!
justifications.

!

! Currently proposed changes to perfomance management regulations issued by the
j Office of Personnel Management (OPM) are out for comment. These regulations

make major changes to performance appraisals in the Federal government. Thea

| provisions allow the use of a two-level (pass / fail) system; broader basis for
appraising (i.e., appraising employees on accomplishment of organizational and4

team goals as well as individual goals); involvement of employees and their:

!- representatives in the development of appraisal systems; de-linking of
appraisals and awards; and increased agency flexibility in, many specific

| aspects of the appraisal system. On May 5, 1995, OPM issued draft
| 1egislation, " Federal Human Resource Management Act of 1995," which has three
i major provisions. One of these provisions is, " Agencies should be allowed to
| design their own performance management and reward systems, with the objective

* of improving the performance of individuals and organizations." The-

performance appraisal system is one of the articles the NRC and the union must
: renegotiate this year through traditional labor-management negotiations.

! B-6 Procurement
i

! DISCUSSION:

| Contracting can be made more timely and efficient by continuing to expand use
; of procurement innovations under the NRC's Procurement Reinvention Laboratory
| (established to streamline the process for contracting with commercial firms,
; non-profit organizations and universities). As a result of various

streamlining initiatives under the laboratory, NRC has experienced improvement'

in both procurement lead time and savings of staff effort.4

'
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ONGOING AND PLANNED INITIATIVES

" Ongoing effort to reduce the lead time and staff resources necessary to |*
I

| (1) conduct procurements, (2) maximize both technical and cost
! competition, and (3) increase the award of contracts to small
j businesses, as a result of special waivers of regulatory requirements
i obtained form 0FPP, SBA, and GSA.

Ongoing effort to obtain great.er participation in the BankCard program,*

implemented in July 1994, as a means of streamlining the acquisition'

1 process for small purchases below $25,000. Currently, NRC has 74
j BankCard holders. Use of the Bankcard has increased from 36 ;

transactions totalling $27,680.32 in the first month of the program to a i.

high of 184 transactions totalling $112,109.16 in April 1995,!

.

; Ongoing effort to issue a specification to acquire electronic commerce*

i software that will enable the Agency to gain access to the government-
I wide Federal- Acquisition Computer Network (FACNET), and thus allow the
3 NRC to conduct its simplified purchases in a paperless environment, and i

Plans to increase the threshold for s'implified purchases to $100,000, in; *

i accordance with the Federal Acquisition Streamlining Act of 1994, after |
) NRC becomes certified as having an electronic commerce capability. i

Thus, greater nunbers of NRC procurement actions can be accomplished )'

j using electronic commerce. When the capability is available, NRC also )
plans to link our automated procurement and finance systems to allow for!

| electronic invoicing and electronic payment.

I Exoandina Reinvention Concepts j

The current scope of NRC's procurement reinvention laboratory focuses on
in) roving procurement lead times for t:ompetitive awards. Because DOE

! la> oratory agreements are awarded and managed by the program offices under
: special statutory authority, the procurement regulations governing competitive
; contract awards do not apply. Therefore, procurement innovations under the
i <reinvention laboratory have not' been extended to DOE laboratory agreements.

I NRC recently issued a new Nanagemer c Directive 11.7 to strengthen contract
| management for work placed with the DOE laboratories. While this Directive
! has helped to ensure necessary cost controls and to create a more business-
; like relationship with the laboratories, NRC will look at ways to streamline
| the laboratory process in concert with DOE actions in response to NPR

initiatives and planned downsizing. In this regard, applying procurement
i reinvention concepts should result in new and innovative approaches to

eliminate redundancies and improve efficiency.
t

NRC also has its own FFRDC, the Center for Nuclear Waste Regulatory Analysis,
' established under a competitive contract awarded to Southwest Research

Institute in 1987. The mission of the Center is to provide long-term technical.

assistance and research in disciplines required to support the NRC in'

fulfilling responsibilities ur. der the Nuclear Waste Policy Act, as amended.
The contract was renewed in 1992 at an estimated cost of $90,000,000 for the
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five-year renewal period. NRC has continued to examine ways to balance
streamlining measures with the need for administrative controls and
accountability under this contract. As NRC approaches renewal of the FFRDC,
further consideration will be given to applying reinvention concepts to the-

; placement and management of work under this contract. !

: To ensure agency personnel are aware of the latest procurement and ,

alternatives, the staff will periodically-(quarterly) communicate the status
and results of NRC's Procurement Reinvention Laboratory to the NRC staff so
that maximum use can be made of innovations and NRC can achieve further )'

,

improvements in. efficiency. j

! B-7 Concurrence
! 1

| DISCUSSION: |

The concurrence issue has been a continuing concern over the years and has !
'

: been the subject of discussion at various management meetings. The
| concurrence and review procedure is contained in Management Directive 3.57,

Correspondence Management. Nevertheless, concurrence continues to be a'

concern and it continues to hamper the expeditious review and dispatch of*

correspondence. The NRC NPR Steering Committee conducted interviews with
1 offices and found that concurrence was raised numerous times as an issue that
{ was a candidate for administrative efficiency improvements.

ONGOING AND PLANNED INITIATIVES;

J As a result, the Executive Director for Operations has an initiative underway
! to develop more' stringent guidelines for office concurrences.
;

The approach will include looking at the current office-specific and general
guidance that has been issued, lookirig at a sampling of correspondence for the

,

;

number of concurrences and the length of time it takes to get a document
concurred in or signed by the office director or regional administrator.*

i Also, input will be obtained from offices on how best to improve the
* concurrence process. After considering all of the above potential
initiatives, revised guidance will be issued.

Since the current process, in most cases, is lengthy and inefficient, the
j staff anticipates significant improvements as the number of concurrences is

reduced and more communication takes place during the developmental stage of
i
'

documents.

f

9
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Toni Harris *, NRR (Administrative Assistant)
Stuart Rubin, AEOD-

Tim Hagan, ADM
John Voglewede, IRM |
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i- Linda Portner, OCA 4

. John Surmeier, NMSS
Wayne Lanning, Region i'

i Irene Little, Region ||1

| Sam Collins, Region IV
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,

i

4

|
* Full Time Member

,

i b-1

|

E d


