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ABSTRACT

The Institute of Nuclear Materials Management was founded and has grown on
. the basis of promoting professionalism in the nuclear industry. This
paper is concerned with professional management of nuclear material. The
paper introduces the reader to Emphasis, an active management model. The
management model provides the framework to assist a manager in directing
his available resources. Emphasis provides for establishing goals,
identifying and selecting objectives, matching objectives to specific
personnel, preparing and monitoring action plans, and evaluating results.
The model stresses crisis prevention by systematically administering and *
controlling resources. A critical requirement for implementation of the
model is the desire to manage, to be in charge of the situation. The
nuclear industry does need managers - people who realize the sensitive
nature of the industry, professionals who insist on improved performance.

INTRODUCTION

Active managing is not a type of management but is an intricate part of a
manager. To be a manager you must lead, direct, and control an
organization and its members. A manager's presence should be felt by
everyone in the organization. The goals and standards set by the manager
establish the atmosphere, the productivity, and ultimately the
effectiveness of the entire organization. You can be a passive section
head, a passive department head, etc., but you cannot be a passive
manager. Passive supervisors are not managers but crises
directors/firefighters.

Emphasis is an active management model. The model is designed to
logically and systematically utilize a manager's resources where they can
be the most effective. Two hypotheses form the basis of the Emphasis
model. The primary hypothesis is:

If you do not emphasize something, it will
deteriorate until it gains attention.

*0perated by Union Carbide Corporation under contract W-7405-eng-26
with the U.S. Department of Energy.
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If you ignore the leak in the roof, the situation will continue to erode
until you are forced to correct it. If you ignore crime, the elderly,
your professional image, your body, overhead, productivity, etc., the
situation will worsen. Nothing remains static; no organization remains
superior from past performances, old procedures, out-dated techniques and
equipment. "Don't rock the boat - everything is running well" is not a
good excuse for doing nothing because things will change, and a manager
needs to be in control of these changes.

The secondary hypothesis is:

Planning and coordination of effort will deliver
better results than independent actions.

A football team is going to perform better than eleven football players.
Ten people on an assembly line will produce more than ten people working
independently. The chances of having a successful organization are much
better if everyone is working on objectives which support the same goals.
A systematic method designed to assist the manager in identifying key
objectives, accomplishing these objectives, and then evaluating the
results is desirable. The method used should be as simple as possible,
intrinsically logical, and effective. The Emphasis management model
mirrors these desirable features.

The first thing required to implement Emphasis is the desire to manage, to
be in charge of the situation instead of reacting to crises. Every task
can be handled at one of two extremities.

Using the roof of a factory as an example, the manager will assume that
the roof will eventually require repair; it won't last forever. He will
schedule it for routine inspections. As weaknesses are identified he will
have the option to perform maintenance or wait and perform more extensive
repairs.

At the other end of the operation, the crises director waits until the
small leaks turn into waterfalls* Merchandise and equipment are being
damaged, and there could be an interruption in the production line. The
crises director steps in and battles the situation.

Some employers like crises directors who take charge when disaster
strikes; however, most prefer not to have the crises in the first place.
Preventing crises is a major goal of managers and a major concern of the
Emphasis management model.

The Emphasis management model is simple, and it works. It will assist you
-in identifying your key concerns and the objectives you want to
accomplish. By emphasizing these areas, they will improve. If lack of
attention deteriorates performance, then directed attention will improve
performance. Emphasis directs a manager's efforts and his organization's
resources toward improved performance.



-3-

KUCLEAR MATERIALS MANAGEMENT

The one thing the nuclear industry does not need is another crisis.
Consequently, there should be virtually no need for crises directors. The
nuclear industry does need managers — people who realize the sensitive
nature of the industry, professionals who insist on accountability and
control of nuclear materials. This paper demonstrates the use of the
Emphasis management model to improve control of nuclear materials.
Controlling nuclear materials means limiting quantities of material to
optimal levels, accounting for and verifying materials on-hand, and
safeguarding all movements and storage of materials. Utilizing the
following Emphasis management model for a typical nuclear materials
accountability and control organization, a management plan has been
developed (Supplement I) and is available upon request.

EMPHASIS MANAGEMENT MODEL

The Emphasis management model (Figure 1) is composed of four parts: (1) a
constant set of goals, (2) a semiconstant set of objectives, (3) a
formalized method of implementing objectives, and (4) an evaluation
process. Emphasis standardizes the management process, develops personnel
by stretching their capabilities, and provides the framewoxk to build a
healthy, vital organization.

Goals

Evaluation I I v \ Objectives
Control Charts f ONGOING • System
Ratings \ T / / Operational

Implementation
Action Plan
Performance Criteria

Figure 1. Emphasis Management Model
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Goals

Goals need to be broad enough to give a manager flexibility yet resolute
and restrictive enough to ensure continuity. Sound medical facts and
statistical formulas do not vary from situation to situation - nor do
management principles. They vary only in the method of application.
Goals should stress efficient and effective use of resources. The human
resource especially needs to be utilized for therein lies the greatest
potential though it presents the utmost challenge. The most successful
managers strike a balance between interpersonal relationships and
management techniques. The following management goals provide for the
company's needs as well as human needs.

1. Ensure that the organization's assigned functions are
accomplished in an exemplary manner by ensuring that
resources are directed, controlled, and protected.

2. Ensure that a professional image of the organization is
maintained by all who interact with or observe the operation.

3. Ensure that the organization's personnel and other major
resource investments (assets) are developed.

Goals should be used as the criteria in developing objectives and as the
final criteria in judging their effectiveness. By incorporating these
goals, the performance, reputation, and opportunities of the organization
and its members will be enhanced.

Objectives

To ensure goal accomplishment, objectives must be consistent with line
organization's objectives. Objectives are the primary tool a manager
should use to lead the organization's personnel in a cooperative effort.
The Emphasis management model identifies the objectives that should be
included for every organization (system objectives) and the mechanism to
develop additional operational objectives. The system objectives are:

1. To establish and maintain a comprehensive performance
monitoring and evaluation system.

2. To establish and maintain a public relations program with
emphasis on projecting a professional image and creating
personal pride.

3. To establish and maintain a resource development program,
especially personnel development, which stresses creativity,
enthusiasm, and productivity.
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Identifying candidates for operating objectives can be a relatively simple
task. The Emphasis management model suggests four sources. First, your
boss has performance criteria that he likes to use to evaluate his
subordinates- These criteria can be identified by merely asking your
supervisor. Some of his personnel objectives (pet peeves) might be low
absenteeism, high moral, low turnover, etc. Whatever these objectives
are, they must become part of your objectives. Second, operations
functions are the justification for your organization's existence. An
easy way to identify these functions is by reading your job description,
company regulations/procedures, interviews with management, etc These
operational functions must become primary operational objectives. Third,
additional objectives can be identified by having a brainstorming session
with a diversified group within the organization and by soliciting
objectives from your whole organization. This action will help solidify
the group and make them a part of the management effort. Last, obtain a
list of the organization's historical functions. For example, if you are
in charge of a marketing group, obtain a marketing text and review the
market functions.

Once a list of objectives is prepared, they need to be rated considering
urgency of accomplishment, available alternatives, and constraints. The
final criteria is how imperative the objective is toward achieving the
organization's goals. This process of identifying and rating objectives
must be periodically performed to adapt to changing requirements.

Implementation

In order to effectively achieve objectives, the organization's personnel
and other resources must be matched with the identified objectives. The
technical and managerial skills required to accomplish the mission must be
considered during the selection process. Responsibility and authority for
each objective must be assigned to a single individual. Joint
responsibility provides the framework for failure since no individual has
to accept the responsibility for failure and retrospectively, no one gains
the reward for objective accomplishment.

Once the subordinate accepts the assignment he should prepare an action
plan to accomplish the objective- Each action plan should be reviewed by
the supervisor to ensure that the plan is detailed enough to evaluate
effectiveness, that completion dates are set and agreed upon, that nothing
critical to the objectives's completion is assumed, and that the plan
efficiently utilizes resources. Each subordinate should be provided with
training and feedback from assignments in order to prepare for continually
more challenging assignments.

,The next step in the implementation process is for the manager to prepare
criteria for rating how well each objective is accomplished. General
criteria would include:
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1. Physical Standards. The location should be kept clean,
organized to promote efficiency, and designed to provide
for safety.

2. Documentation Standards. Procedures should be in effect which
establish responsibilities, give operational guidance, and
provide controls to administer and ensure compliance.

3. Quality Standards. High standards of quality should be
established. These standards should be progressive in nature
(continually upgraded).

The evaluating criteria must be reviewed with the subordinate and a
schedule for reviewing progress should be set up. A manager cannot afford
to wait until the deadline nears to review progress; something could go
wrong and often does. By waiting too long, timing for the completion of
the objective could be delayed and valuable resources wasted. In
addition, the subordinate must be aware that the evaluation of the
objective is tied to his performance evaluation.

Evaluation

Feedback is essential to ensure action plans, objectives, and ultimately
goals are achieved. Control charts are very useful in monitoring feedback
on a timely and thorough basis. Monitoring of action plans and evaluation
of objectives should be formalized. The results should be rated as to how
well they compare to the previously established criteria. An example of a
control chart and the evaluation criteria is contained in Supplement 1.
The evaluation process is not complete upon the subordinate's review. An
evaluation of the objective's effectiveness in meeting the organization's
goals must also be made and periodically reviewed to ensure continued
effective use of resources.

SUMMARY

The list of objectives to be emphasized will change as new policies and
needs become apparent. Emphasis is designed to integrate changes into the
management plan. The system provides for establishing goals, identifying
and selecting objectives, matching objectives to specific personnel,
preparing and monitoring action plans, and evaluating results. The
process itself is ongoing. It reacts to all significant changes in the
environment. Thus it provides for change while maintaining continuity of
process. The goals of Emphasis are both broad and idealistic. They reach
toward perfection using words like exemplary and maximize. In striving
for perfection an organization cannot become complacent since the desired
-achievements of the organization and all its members will never be
attained. Success is merely improved performance, and the Emphasis model
provides an atmosphere for success. An atmosphere of professional growth
is the cornerstone for a dynamc organization.



Supplement I

NUCLEAR MATERIALS CONTROL ORGANIZATION

PURPOSE

The purpose of this management plan is to demonstrate the use of the
Emphasis model. Management techniques have been used to ensure that a
systematic and comprehensive approach is used to identify objectives and
that objectives are consistent with organizational goals. Action plans
have been prepared to ensure implementation of objectives/significant
tasks by priority. Control charts have been designed to ensure that
monitoring and criteria have been established to evaluate results.

GOALS

Goals are required in order to maintain cohesiveness within the
organization by providing common direction. The organization goals are:

1. Ensure that the organization's assigned functions are
accomplished in an exemplary manner by ensuring that
resources are directed, controlled, and protected.

2. Ensure that a professional image of the organization is
maintained by all who interact with or observe the operation.

3. Ensure that the organization's personnel and other major
resource investments (assets) are developed.

CRITERIA OF OBJECTIVES

The objectives of the organization must be consistent with the goals and
should be the key factors that will ensure accomplishing the goals.

System Objectives

1. To establish and maintain a comprehensive performance
monitoring and evaluation system.

2. To establish and maintain a public relations program with
emphasis on projecting a professional image and creating
personal pride.

3. To establish and maintain a resource development program,
especially personnel development, which stresses creativity,
enthusiasm, and productivity.

Operational Objectives

1. Ensure that the nuclear materials accountability' function is
achieved.
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a. Ensure that all accountability reports are prepared,
verified, and issued on a timely basis.

b. Ensure that transfer documents are properly completed and
accurately input.

c Review and update control and accountability manual annually
to ensure timeliness and correctness.

d. Prepare and maintain a Nuclear Materials Control and
Accountability Plan.

e. Ensure that supplemental and supporting accountability
records and procedures are properly maintained.

2. Ensure efficient computer operations while providing effective
security.

a. Ensure that all transfer documents are entered on a timely
basis.

b. Ensure that computer documentation is maintained.

c. Ensure that programs are developed and maintained to maximize
the system's usefulness.

d. Ensure that effective backup procedures are in use.

e. Ensure that preventive maintenance is scheduled and
maintained on computer hardware.

f. Ensure review and update of authority files at least
quarterly.

g. Ensure that proper computer procedures are in effect.

(1) Ensure that a DOE accepted physical security plan is in
effect.

(2) Ensure that internal control procedures reflect the
security effort.

(3) Ensure software security controls.

(4) Limit access to computer hardware and output.

3. Ensure that the nuclear accountability and control requirements
for shipments and .receipts are adequately documented and properly
performed.
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4. Ensure that the material balance area (MBA) representatives are
adequately trained.

5. Ensure quality control over departmental functions.

6. Ensure that exemplary departmental health and safety practices
are followed.

a. Review, evaluate, and change where necessary the departmental
health and safety procedures, especially nuclear safety.

b. Have departmental quarterly safety meeting which will be
pertinent and beneficial to employees and provide relevant
training.

c. Ensure that all work areas are clean and free of health and
safety hazards.

7. Ensure that procurements and discards of nuclear materials are
properly handled. This includes assuring that justifications and
measurements are documented.

8. Ensure that all appropriate documents are reviewed for
classification.

9. Prepare on a timely basis management reports for forecasting,
planning, and allotting nuclear materials pursuant to DOE orders
concerned with optimizing the production, distribution, and
utilization of nuclear material resources.

10. Ensure the proper reconciliation between the SMM inventory
records and the physical inventories of each materials balance
area.

11. Perform audits of material balance areas at least annually to
appraise the effectiveness of internal control and adherence to
procedures.

a. Maintain audit procedures.

b. Maintain preaudit preparation procedures.

c. Maintain audit schedule to ensure audit completion.

12. Analyze the materials inventory using scientific management
techniques to ensure that good management practices are being
followed.

13. Utilize inventory neasurement methods, including nondestructive
assay (NDA) equipment, to verify the integrity of the nuclear
materials inventory.
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14. Maintain a statistical support program.

15. Maintain a security seal program. •

16. Operate the Laboratory Protection Division storage facilities in
accordance with all applicable regulations, procedures, and
orders.

a. Ensure that all materials are propexly packaged, labeled, and
documented.

b. Maintain a high standard of cleanliness.

c- Provide prompt., courteous service to all storage facility
users. '

d. Maintain an ongoing training program for v-ault operators.

e. Routinely review- o.perating and maintenance procedures. '

IMPLEMENTING OBJECTIVES

The objectives must be assigned to capable personnel within the
organization. Action plans must be prepared that rate, by priority, the
objectives/significant actions to ensure that resources are allocated
properly. The organization's objectives and action plan are a composite
of individual action plans. The importance of each objective, the timing,
and the review criteria must be mutually agreed upon by the leader and the
respective subordinate.

The action plans are being used for a dual purpose. In addition to the
group leaders using their action plan to implement group objectives, the
plan is also being adopted as Measures of Performance (MOP) for their
performance evaluations. Exhibit A is an example of an action plan
considering the above objectives.

MONITORING AND EVALUATION

Feedback is essential to ensure that action plans, objectives, and goals
are achieved. This is a critical element in the management plan and
consists of four steps.

1. For each objective/significant task monitoring points have
been selected.

2. Criteria have been established to evaluate objectives/
significant tasks (Exhibit B).

3. 'Control charts should be prepared for use in monitoring
feedback on a timely and thorough basis. Exhibit C is an
example of a control chart.
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Formal review will be made quarterly to access the performance
of each individual in meeting their objectives and to review
the effectiveness of the objectives in meeting organizational
goals.

SUMMARY

This management plan will not be static. New policies will be integrated
into the program as needs become apparent. A record of the progress in
initiating the program will be kept. A list of future objectives will be
made to assure the evaluation of their merits and timeliness of their
implementation.
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Exhibit B

CRITERIA TO EVALUATE OBJECTIVES/SIGNIFICANT TASKS

I. Specific areas to be considered.

A. Physical aspects of an objective/pignificant task will be
considered.

1. Is the area/object kept clean, neat, etc.?

2. Is it organized to promote efficient operations?

3. Are required signs/labels posted properly?

4- Is it being maintained according to procedures including
safety, fire, and criticality?

B. Is adequate documentation maintained to support the
objective/significant task?

1. Are procedures prepared?

2. Is all relevant dociraentation available and in a centralized
file?

3. Is up-to-date documentation with current procedures and
practices maintained?

4. Have control methods been put into practice to ensure
compliance?

C. Are high standards of quality maintained in satisfying
objectives/significant tasks?

1. Are efforts being made to use initiative in complying not only
to the regimen of the procedures but also to the intent?

2. Are efforts being made to continually upgrade the quality,
efficiency, and effectiveness of the objectives/significant
tasks?

3. Is the performance of the objectives/significant tasks of a
high quality?
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D. The overall performance rating will be based on the following
standards:

1. Outstanding - Performance is exceptional.

2. Superior - Performance is substantially beyond that
accepted as normal for performing full
job.

3. Competent - Performance is normal for a person who is
performing the full job-

4. Marginal - Performance improvement is necessary to
satisfy the requirements of the full job.

5- Unsatisfactory - Performance is not commensurate with job
requirements.
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The Institute of Nuclear Materials Management was founded and has grown on the basis
of promoting professionalism in the nuclear industry. This paper is concerned with
professional management of nuclear material. The paper introduces the reader to
Emphasis, an active management model. The management model provides the framework to
assist a manager in directing his available resources. Emphasis provides for
establishing goals, identifying and selecting objectives, matching objectives to
specific personnel, preparing and monitoring action plans, and evaluating results.
The model stresses crisis prevention by systematically administering and controlling
resources. A critical requirement for implementation of the model is the desire to
manage, to be in charge of the situation. The nuclear industry does need
managers - people who realize the sensitive nature of the industry, professionals who
insist on improved performance.
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