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UNITED STATES OF AMERICA
o+ o+ o+ o+
NUCLEAR REGULATORY COMMISSION
TR
STRATEGIC ASSESSMENT AND REBASELINING
STAKEHOLDERS FUBLIC MEETINGS
R
BUILDING PUBLIC TRUST & CONFIDENCE SESSI(ON
IR IR
THURSDAY,
OCTCBER 24, 1996
+ o+ o+ o+
WASHINGTON, D.C.
The Building Public Trust and Confidence
Session was held in the Linceln Ballroom of the Washington
Hilton and Towers at 1919 Connecticut Avenue, Northwest,
at 8:00 a.m., Chip Cameron, Special Liaison, Office of
General Counsel, NRC, presiding.
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CHIP CAMERON
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P-R-0-C-E-E-D-I-N-G-8
(8:17 a.m.)

MR. CAMERON: We're going to get started now,
everybody. Good morning and welcome to all of you to the
first Stakeholders meeting on the Nuclear Regulatory
Commission’s strategic assessment process. My name is
Chip Cameron. 1I'm the special counsel for public liaison
in the Office of General Counsel at the NRC. And I and my
colleague, Doug Brookman, from Brookman, King Associates,
are going to be serving as your facilitators this morning
and for the rest of the meeting.

Before we get into the substantive parts of
our program, I‘d just like to go over a few ground rules
and give you an idea of what the agenda is going to be
like for the next two days.

We really have a unique opportunity over the
next few days to discuss some fundamental issues related
to the NRC’'s mission with each other and to listen and
learn from one another. And as much as possible, I’'d like
to encourage interaction between all of you, including the
NRC staff, on these issues. We're, of course, interested
in the positions that you may have on the various issues
that we’'re looking at, including the Commission’s
preliminary choice of options on these issues.

But, the value of this type of public forum is
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as a constructive exchange of information and ideas among
all of us. And Doug and I are going to try to assist all
of you in achieving that objective of constructive
interaction. But it really depends on all of you on how
successful we are in reaching that goal. And we encourage
discussion, not only between you, the audience, and the
NRC, but among all of you. And the NRC staff is here to
listen to your ideas, to your comments, and to provide
those ideas to the Commission for the Commission’s use in
their final decision making on these strategic issues.

I wanted to suggest a few guidelines for us,
for use during the meetings. After the NRC presentations
on a particular issue, we’'re going to turn to you for
comment on that issue that’s been discussed. If you want
to speak, raise your hand. We’ll recognize you. Please
go up to a microphone. We also have these hand held mikes
and Doug and I will be going through the audience with
them, «lso, to try to help you out. State your name so
that the transcriber can get that for the record, and if
relevant, your affiliation, what organization you
represent.

There are also, I believe, if anybody does not
want to speak but does have a question, we will -- just
write a question and we’'ll also take questions through

that route. We would ask you to be courteous of the
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person speaking and only have one person speaking at a
time.

We're focusing as much as possible on the four
questions that the Commission specifically requested
comment on. And we have those over there on a flip chart
for everybody. Basically, what, if any, important
considerations may have been omitted from the issues
pﬁper? How accurate are the NRC's assumptions and
projections for internal and external factors that are
discussed int eh papers? Do the Commission’s preliminary
views associated with each issue paper respond to the
current environment and challenges? And, last, the
Commission is seeking comments on specific questions
identified in the preliminary Commission view section of
each Commission paper.

We would ask you to try to be constructive.
Rather than just critique a particular option, we would
challenge you to try to come up with a solution to the
particular defect that you see in the issues paper. We
don‘t have unlimited time. I’'m not going to set a
specific time limit on individual comments. But obviously
we may have to limit comments and I may have to ask you to
sum up your comments so that we can give other people an
opportunity to talk this morning.

And, I also recognize the need that we have to
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equitably share the air time over the next two days among
the various stakeholder interests that are represented
here today. We have a lot of people from the industry.

We have some people from state governments. We have some
people representing citizen groups and environmental
groups. I want to give everybody a chance to at least
talk once, possibly more, during these sessions. We don’‘t
have an overwhelming crowd so that I think we can allow
pecple to talk and to say what they want. But I may go
back to particular stakeholder interest, representatives
from those interests that are under represented so that we
can give them an adequate and equitable share of the
discussion time over the next two days. And I thank all
of you for your consideration in advance on this.

In terms of the agenda, I just wanted to just
go over that briefly so that you can get an idea of what
we're going to be talking about when. The opening session
this morning is going to be on the strategic assessment
process itself. And, we're going to talk about all phases
of the strategic assessment process, including the
preparation of the strategic plan.

After that opening session, we’'re, depending
on what time we get done, we are going to take a break
some time this morning and it may that it will be

appropriate to do that after the opening session. We’ll
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see how we're going with that. But, the first set of
substantive issues that we'’'re going to be discussing this
morning, it‘s on your agenda from 9:15 to 11:30, is in the
strategic arena of building public trust and confidence.
And we're going to be talking about three direction
setting issues in that session.

After that, we’'re going to break for lunch.
And this afternoon we’re going to have two concurrent
sessions. One is going to address the safe use and
handling of nuclear materials and you’ll see the issues
papers that we’'re going to be discussing in that session.
The second concurrent session is going to address two
different topics. One are international issues and the
second is research issues. 8o, those will be concurrent
sessions.

Tomorrow, we’'re going to get started a 8:00
o’'clock. The morning’s session is going to focus on
nuclear reactors. And after lunch we’'re going to be
running, again, two concurrent sessions. One that looks
at nuclear waste and the second concurrent session is
going to be on managing NRC finances which will look at
fees and related issues.

Now, I just have a few housekeeping
announcements for you. There is a message board outside

across from the registration desk. There is a number of
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ways to -- besides participating in this meeting, there
are a number of ways to give comments to the Commission on
the issues papers. Obviously, you can use -- you can
submit them electronically and in hard copy. But, we also
in the Georgetown West room we have a video camera if
you'd like to get yourself on film. I think we have a
special contingent that are going to be reviewing all the
video messages. But, there are also comment forms in the
back of the program that you got this morning where you
can write comments down. And there are boxes in the back
of this meeting room and all the meeting rooms where you
can put those comment forms in. If you need copies of the
strategic issues papers, they are also in the Georgetown
West room which I believe is two rooms down.

In terms of the presentations for each of the
sessions, the view graphs for those sessions will be in
the back 2f the room for that particular session.

And, with that, I guess I would just ask if
there are any questions or comments on the guidelines, the
agenda, any of the housekeeping items, before we go into a
description of the strategic assessment process?

Good. Well, we look forward to an interesting
two days. And again, we encourage you to be interactive
over the next two days.

And with that, we’'re going to go into the

NEAL R. GROSS
COURT REPORTERS AND TRANSCRIBERS
1323 RMODE ISLAND AVE. NW
(202) 2344433 WASHINGTON, D.C. 20005-3701 (202) 234-4433




10

11

12

13

14

16

17

18

19

20

21

22

23

25

10

strategic assessment process. And we have a panel. Our
first speaker is going to be Jim Milhoan, Deputy Executive
Director for Operations and also co-chair with Dr. Jim
Johnson of the Strategic Assessment Steering Committee.

We’ll next go after Jim is done to J0»hn Craig
who is going to discuss phase II of the strategic
assessment process. John is the manager for phase II of
the strategic assessment process.

And, the last panelist this morning is Jesse
Funches who is Deputy Director of our controller’s office
and he’s going to talk about preparation of the strategic
plan.

So, with that, I will turn it over to Jim
Milhoan.

MR. MILHOAN: Thank you, Chip.

This morning I will attempt to discuss an
overview of the process that we’ve done in the strategic
assessment and rebaselining process. And I will also turn
it over to John Craig to discuss a little bit more the
phase II efforts and the stakeholder process. And, as
Chip said, Jesse will then discuss the strategic plan and
phase III, and activities in phase IV. But I will give
you a brief overview of the process that we followed to
date.

I think you recognize the environment in which
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the NRC conducts its activities is rapidly changing is a
result of many influences. These include resocurce
constraints, changes in the industry that the NRC
regulates, and the potential for a new and revised mission
requirements. Also, in order to accomplish regulatory
effectiveness, the agency must continually reassess
changing technology, accumulated safety experience, and
improve assessment techniques for both the reactor and the
materials program. Only by being prepared for the
challenges of a changing environment will the agency
continue to keep its health and safety mission in sharp
focus.

With these challenges in mind, Chairman
Jackson established the strategic assessment and
rebaselining initiative. To oversee this aqtivity, the
strategic assessment and rebaselining committee of senior
managers of the agency was formed. That steering
committee is made up of senior agency managers from the
program offices in the agency. As Chip said, Jim, myself,
and Jim Johnson from the Chairman’'s office were co-chairs
of the steering committee. Also on the steering
committee, and many steering committee members are here
today, were Karen Cyr, the general counsel, and Larry
Chandler assisted. Larry Chandler’s assistant general

counsel in the General Counsel’'s office. Jesse Funches,
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the deputy controller on the committee. Ed Halman from
admin, a senior manager in admin. Ed Jordan, director of
AEOD. Malcolm Knapp, Deputy Director of NM3S. Mo Levin,
Deputy Director of Information and Resources management
office. Jim McDermott, Deputy of the Office of Personnel.
Frank Miraglia, Deputy Director of NRR, now Acting
Director of NRR. Luis Reyes, Deputy Regional
Administration in Region III represented the regions on
this effort. Jack Silber from the Chairman’'s office was
also on it. Themis Speis, Deputy Director of the Office
of Research was on the steering committee. And we also
were assisted by a support staff. And I might be remiss,
also, Jim Shea from the Office of International Programs
was also on the support staff but also took a greater role
and was a sponsor for the international programs paper.
And you’'ll hear from Jim later in the day for his efforts.

But, we were assisted by that. We also had a
contractor, Public Strategies Group, to assist us in our
efforts. 1In addition to that, we had a large -- we had
considerable number of staff members who, in the phase II
effort, acted as writers of the issue papers we will
discuss throughout the day. And some of those writers are
also available.

(Slide change.)

I'll provide an overview of the four phases of
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the project that we had. We had a four phase project and
I'll briefly discuss the four phases of the project and
those will go into a little greater detail in this
morning’s session.

The first phase of the strategic assessment,
which was an assessment process, began in August of 1995.
The steering committee began with a bottom up approach for
assessing where the agency is today with an examination of
current NRC functions and activities. The steering
committee requested the staff to provide at the lowest
organization level each activity being presently performed
by the NRC as well as its basis. In other words, a
statute, a regulation, Commission guidance, what is the
basis for the activity being conducted. And also, the
cffices were requested to describe the primgry internal
and external factors that are expected to affect the
agency'’'s performance of these activities in the future.

The staff assessment included approximately
4,500 activities which the steering committee reviewed to
thoroughly understand what the agency is doing, why the
agency is doing it, and what factors must need to be
considered in providing options or change. The steering
committee organized the activities by major functions in
lines of business. This was done to consolidate similar

activities and to render our assessment organizationally
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neutral.

Based on this information, the steering
committee applied a top down strategic thinking to define
issues where resolution will influence the future
direction of the agency. After identifying the strategic
issues, the steering committee considered them in an
integrated fashion. First, the individual strategic
issues were arranged in logical groupings of related
issues. The groups were then examined to determine if a
predominant issue existed within each group.

The predominant issues are referred to as
directional setting issues because their resolution, tuken
together, would establish the NRC's strategic direction
for the future. Resolution of the DSI‘s will provide the
strategy for the agency to meet its strategic vision and
goals. DSIs were developed into decision papers which are
referred to as issue papers and this was the phase I
process that we followed.

In phase II, which built on phase I, issue
papers were developed and the issue papers are intended to
provide broad direction -- to obtain broad direction from
the Commission. The issue papers described the background
of the issue, the internal and external factors the
Commission may wish to be aware of when considering

options for resolution of the issue. The issue papers
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also provide the Commission with policy cptions related to
the issue.

It should be noted that Chairman Jackson
encouraged the steering committee to develop innovative
opticns that are not constrained by existing practices or
organization structure. Additionally, in some issue
papers certain options could be considered to be
extraordinary.

While the Commission is unlikely to select
these options, these options have been retained in the
1ssue papers to illustrate for the stakeholders the
breadth of options that were considered. Additionally, in
the preparation of the issue papers, the Commission
requested in developing a rich set of options that the
role of the steering committee was to do that. The
steering committee was not reqguested to provide a
preferred option to.the Commission for its consideration.
Rather, our job was to develop a set of options for the
Commission to select its preliminary views from. So,
those are the Commission’s preliminary views and not a set
of steering committee recommendations.

Feedback from NRC’s various stakeholders
vontinue to be an important aspect of evaluating our
regulatory program. The primary goals in acquiring

stakeholder comments are to obtain views for Commission
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consideration in reaching final decisions on the issue
papers and to determine whether the agency has omitted any
important consideration or issues.

And then, that leads us, really, into phase
III. 1In phase III, the strategic plan will be developed
from the agency’s mission statement, strategic vision,
general goals, and the Commission’s decisions on the issue
papers. The development of the strategic plan will be
guided by the requirements contained in the Government
Performance and Results Act of 1993. The strategic plan
will be the agency’'s tool for setting priorities in

llocating resources consistent with the vision and goals
of the agency. Then we lead into phase IV.

Phase IV is the implementation phase and will
begin as soon as the Commission makes its f;nal decisions
on the issue papers. The implementation phase includes
implementing the Commission’s decisions based on the issue
papers, generating Commission papers to resolve related
strategic issues, and complying with the Commission
guidance based on the strategic plan.

The implementation phase will also include
development of a frame work that allows for updating of
the strategic plan and for integrating the strategic plan
into the budget process, performance monitoring, and

recording processes, and the process for develop of future
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Commission decisions.

At this time, I'd like John Craig to discuss
further the phase Tl process that we’re now in.

John.

MR. CRAIG: Good morning and welcome to the
first external stakeholder meeting.

Jim has talked a little bit about phase II and
1’1l try and give you some more insight into just what
happened in phase II.

There are two, in my mind, milestones for
Phase II. The first one was a completion of the issue
papers so that the Commission could define its preliminary
views. The second milestone is to conduct a series of
interactions with internal and external stakeholders to
get stakeholder comments and responses on the issue
papers, the preliminary views, the factors tha: are
contained in those issue papers. And we hope to get your
comments and views on each one of those over the next two
days.

As Jim said, phase II started with a large
number of staff members working on issue papers. We broke
out into think tanks which were brainstorming sessions to
talk about various options for each one of the issue
papers. And some of the options that are in the issue

papers you may think are a little extraordinary but we
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tried to stimulate discussion of options that were out of
the box and outside the norm of the considerations that we
would use to choose an option. So, we tried to eliminate
the choosing of an option and separate that, and try to
define a spectrum of options. And by doing that, then we
got a lot of good discussion about various factors
associated with implementing different options.

So, as you see, some of the issue papers, it’'s
not intended to be the only options in an issue paper,
rather, to define a broad set of options and a number of
the Commission’s views in fact reflect choosing bits and
pieces of different options and things in the middle.

We started with the direction setting issues
from Phase I, conducted the think tanke, defined options
for each one of the issue papers, and then broke out off
into groups to write the various issue papers. There are
16. There were initially 24. As the Commission reviewed
the 24 issue papers, they made a determination that some
of them could be combined with others. Some of the issue
papers related to issues that are more appropriately
addressed after the decisions are made concerning the
first 16. And the next two slides 1’1l run through the
various issue papers, the 16.

The strategic planning and frame work document

grouped the issue papers in strategic arenas. And that's
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a little bit of an artificial grouping. Some of the issue
papers, risk-informed performance-based regulation,
clearly cuts across all office activities. There are
others -- issue papers that cut across different offices.
So, there’s not a clean, neat right or wrong way to break
the issue rapers up. But by grouping them in strategic
arenas, it helped think about them in the same context.
And that’s the grouping we’'ve used for the external
stakeholder conferences.

The third other key document associated with
strategic assessment documents is a stakeholder
involvement process paper. And quite simply, that’s the
paper that tells people how to give us comments and how to
get copies of the various issue papers. We’'ve made an
extensive effort to make these documents available to both
the public and the staff. They're available on the
Internet. They’'re available on FedWorld. They’'re in
public document rooms. We had a lot of requests for them
and we can tell by looking at the number of times the
papers have been accessed on the Internet that they’'re
receiving large numbers of people looking at them. And
they’'re all available.

And as Chip said, the issue papers, and the
other two documents, are available two rooms down.

This is -- Phase Il represents a unigue
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process for the NRC, from my perspective. It's the first
time, I think, the Commission has gone out and solicited
comments from the public and the staff before it’s made
final decisions. I mean, we have the rulemaking process
that most of you are familiar with and that’s well
defined. But, to seek comments to this extent during the
process is somewhat unique and it‘s an opportunity for all
stakeholders to comment on the preliminary views.

Following the assembly of the -- and review of
stakeholder comments, the Commission will make final
decisions on the issue papers. And as Jim Milhoan said,
those are going to be used in the development of the
strategic plan. So, by holding the meetings with
stakeholders, by providing access to the documents and
soliciting comments, we’'re really getting the stakeholders
to help us as we prepare our strategic plan.

(Slide change.)

The next two slides list the titles to for
each one of the 16 DSIs that we're going to discuss overt
the next two days. I'm not going to read them all to you.
I'm sure you're familiar with them. The one point that I
want to make is that the cones that were combined with
other DSIs, there were a couple that were combined into
12, Risk-informed, performance-based. That we had some

DSIs on staffing and organization. Those DSIs will be
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addressed after the strategic plan is developed.

(8lide change.)

We’'ve already completed a series of meetings
with the NRC staff, both in Washington and in each one of
the regional offices, and had some rather interesting
discussions. And one of the responses that we got was a
little bit of surprise that the staff was being asked
their individual comments on these kinds of issues at this
point in the process. And as I said, that uniqueness, I
think, represents really a recognition -- not the
uniqueness but the questions represent the realization,
the recognition, that this is a different process. We're
trying to interact and communicate with our stakeholders

in a very different way.

We have three more external meetings planned.

Two more, I'm sorry. This one, today and tomorrow, one at
Colorado Springs next week, and the first week in November
we're going to be in Chicago with the same agenda and with
the same basic discussion.

I'll spend just a couple of minutes talking
about the review of comments. The comment period closes
November the 15th. We’'re going to collate and review all
the comments that we’ve gotten. These meetings are going
tc ke transcribed. Chip mentioned the comment forms.

We’'re getting comments via the Internet and E-mail. All
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of the comments are going to be reviewed. They're gocing
to be assembled in something we’re calling a stakeholder
interaction report. There will be a brief analysis of the
comments. We’ll try and identify those we think the
Commission should pay particular attention to as it makes
final decisions, and, provide the Commission with copies
of all the comments. The transcripts and hard copies from
the electronic comments that we’ve gotten and copies of
the comment forms that are filled out.

The interaction report will be available to
everybody, internal and external stakeholders. We intend
to put it up on the Internet and it will be available in
the public document room.

So, that’'s a brief overview of where we are in
Phase II. The next significant milestone in the strategic
assessment rebaselining initiative will be :ne cevelopment
of the strategic plan. And Jesse Funches will talk about
that for a minute.

MR. FUNCHES: One of the key outputs of the
strategic assessment and rebaselining will be an NRC
strategic plan. As Jim and John have been talking about
earlier, the Phase I and Phase II efforts will provide the
foundation for that plan. Another important input to the
plan will be the comments that we receive from the

stakeholders meetings such as the one we’'re having today
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and the written comments. So, those comments will be an
important component of the Commission package for
decision.

We see the strategic plan as a document that
sets the direction for the NRC for the next five to ten
years. We expect that document to be relatively short, on
the order of 30 to 40 pages. It would include fir thing
is a mission wnich basically explains the purpose of the
NRC provision, that explains where we want to be in the
future, a set of principles, goals and objectives, and
strategles that we expect to develop along the lines of
the arenas that have been mentioned earlier. 1In
developing those strategies, the Commission'’s preliminary
views and final views, and the issue papers plus the
comments, are going to be an important compqnent of that.

As Jim mentioned earlier, we are also required
to meet the requirements of the Government Performance and
Results Act. In summary, what that act requires is that
we do have a strategic plan for the purpose that I
mentioned earlier. We also are required to have a
performance plan that would be integrated with the budget
which would have performance goals on an annual basis and
performance measures to go with those goals. And lastly,
we would be required to have a performance report.

The strategic plan is we are -- we expect to
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1 ||have completed in time to drive this year, fiscal year

2 ||1999's budget and performance plan. And both the

3 ||strategic plan along with the budget and performance plan
4 ||will be submitted to OMB and Congress in September of next

5 ||year.

6 We don’'t see the strategic plan as being

7 ||static. We will have a process in place that we will

8 ||periodically update the strategic plan, looking at the

9 ||external environment, internal environment, to see how
10 ithose environments are changing and adjusting our

11 ||strategies to be consistent with those. We do expect the
12 ||strategic plan will be a public document. And, as always,
13 ||input comes in from the public on that document, we will
14 ||be considering those in the update.
15 The last part of the Phase IV of the strategic
16 ||assessment and rebaselining, as Jim mentioned, is the
17 ||implementation. We do know one known output -- one known
18 ||requirement will be a budget and the performance plan that '
19 ||I mentioned earlier. Other implementation, activities,
20 |land action will be determine as decisions are being made
21 {lon the strategic plan and the issue papers.
22 (8lide change.)
23 And I think this may help, also, as we look at
24 ||the issue papers and decision. What we see the strategic

25 ||plan as being, as I mentioned earlier, is a brief document
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to guide our program and resource decisions on all levels
of the agency. It would not specify what those programs
are, or activities we would perform, or the resource
levels that we would have. But, it will guide our
decisions on those aspects.

It would delineate our important goals and
objectives for the agency. It would be agency-wide goals.
Not individual organization unit goals but those goals
that we will be striving to achieve as an agency. And as
I mentioned earlier, it will be a living document
periodically updated based on changes in the environment
and other factors that might come to light. Or whether if
a strategy is not working the way we would like it to
work, we obviously would adjust those strategies.

It is not a budget nor is it a detailed
tactical plan, nor will you see or we expect to list the
agency activities. Or will it explicitly cover all agency
activities. But it will provide a frame work for making
decisions about all agency activities.

With that, that’s all I have. I turn it back
over to Chip.

MR. CAMERON: Thank you very much, Jesse.

Before we turn to all of you out there, there
is just a, I guess, a couple of things that I would
highlight for you.
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As John mentioned, the comment period closes
November 15th. WE do have two more stakeholder meetings.
One in Colorado Springs and one in Chicago, and if you
need information on that, we have information.

On that, the meeting, this meeting, the other
stakeholder meetings, will be transcribed and the
transcripts from these meetings will, I believe, be
évailable on the Internet as part of the stakeholder
interaction report. So, it will all be there for you.

And, finally, I guess that one other item that
should be mention is that the Commission has been assisted
in the stakeholder -- or, in the strategic assessment
process by the Public Strategies Group out of Minnesota.
And Steve Struthers is here from PSG today.

And I guess that we’ll go to you for any
questions or comments that you might have on the process
itself.

Does anybody have a question or a comment on
the process?

Yes? Go ahead. That'’s great.

MR. ALKEMA: Yes. On the process --

MR. CAMERON: And could you give your name and
affiliation, please, sir? Thank you.

MR. ALKEMA: Yes. My name’'s Ken Alkema. I’'m

with Envirocare of Utah.
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