
Training Center Leadership
Strategies for the Future

In the next five years there will be significant changes in the nuclear power industry.
Nuclear training centers will be affected since they are such an important part of most
nuclear power plants. This paper will propose a methodology for determining a course of
action for writing a strategic plan, will identify some trends which may affect your future
and will offer a selection of possible actions for the readers' consideration.

METHODOLOGY

The journey to a fruitful future is difficult and requires focus, intellectual excellence and
persistence. It can be divided into 4 parts:

Evaluating today's situation
Looking for trends into the future
Examining the implications of the trends
Determining actions that will start the journey

Below is a series of questions that you can ask yourself and your training center's
members which can guide you along this path of strategic planning. The first of these
questions deal with today's strengths, competencies and areas for improvement.

1. What are your strengths?

An entity can always identify through collective introspection those aspects of itself
which make it desirable to its customers through collective introspection. Identify
those positive attributes of your training center that distinguish you from other
similar organizations. These can be hard assets; personnel skills, talents or abilities;
collective attitudes and abilities; financial characteristics such as "deep pockets",
high profitability, or responsive accounting systems; intangibles such as reputation,
cultural characteristics or styles; and others.

2. What are your core competencies?

A core competency can be defined as "A grouping of knowledges, skills and abilities
(KSAs) combined with technologies (KSATs) that enable a training center to provide
something of value to others." This is not to be confused with your organization's
products or services, which are the result of core competencies. Looking deep within
your training center, seek and name those fundamental discrete bundles of KSATs which
you can call your core competencies. Usually, you will only find 1 to 6 such attributes in
your portfolio.
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3. What could you be doing better today?

Every training center has opportunities for improvement today. An honest appraisal
of your organization will reveal areas which could make it a smoother operating
entity, allow it to produce a better product, give it more confidence, reduce costs and
increase profits, allow it to know and serve its customers better, create an improved
culture, do more for its employees and their productivity, instill a stronger work ethic
and produce a more focused, meaningful direction for you.

The next questions require you to examine today's trends which will affect your future.

4. What existing trends could affect you 10 years from now?

An examination of the world around you will point to several ongoing sequences of
events which will help us "see" into the future. Identify as many trends as you can
which may affect your training center at sometime in the future. True strategic
thinking considers only those changes which you feel will impact you several (5 to
10) years from of today. Examine trends that are technological, political, financial,
governmental and regulatory, intellectual, global, societal, demographic, scientific, in
lifestyles and even spiritual.

5. What are the implications of these trends?

Each trend will have some implications for your training center. It is necessary to
analyze each trend and think through the impact that it will or might have on your
operation. The analysis is best conducted by multiple persons since each person will
have their own view on the trend, the future and how these will intersect. As a result
of the analyses, some of the trends will be seen as significant and some can be set
aside.

By first identifying and then analyzing these trends and their implications for your
training center, you can start to draw conclusions. The results of this analysis can be
grouped into three focus areas: (1) your future markets and customers, (2) your future
products or services and (3) new ways to serve your market.

6. Who might your customers or markets be 10 years from now?

Identify new, potential markets that you foresee will have a need for your entity's
present competencies combined with any competencies which you may desire and be
able to add to your portfolio. You may also be able to identify specific new
customers and new regions which you could serve.
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7. What radical new products or services might your customers or markets need 10
years from now?

Using your analysis of pertinent trends, you will also start to see possibilities for new
products, services or both. The next step is to brainstorm, expand, extrapolate,
combine, modify and prioritize new ideas for future offerings. The emphasis should
be on new possibilities that could revolutionize fields you currently serve and with
which you are familiar. Identify those products or services which, if they were
available at this time, would allow you to "own" the market, to serve your customers
radically better and to accomplish what may not even be possible today. A note of
caution: do not be concerned with how these offerings would be possible or how
practical it is to produce them. At this stage in the process, it is time for unrestrained
imagination and for looking at possibilities, not practicalities.

8. In what radically new ways could you serve your customers 10 years from now?

By extrapolating today's trends you may be able to foresee dramatically new ways
you can serve your markets. These can be today's or future customers being served
with today's or future products being served with today's or future products and
services. Identify methods of delivery, communication and logistical support which
greatly improve your value to those you seek to serve.

The path to these new possibilities is likely to be quite unclear and a few seemingly
unconquerable obstacles will be identified. If the thought processes have lead to clearly
revolutionary results, this is to be expected. However, the next steps will lead you to
some issues which are more grounded and will help you to identify actions that can be
taken today and will start your journey to the future.

9. a. What new competencies will you need to be able to create these products?
b. What existing competencies will no longer be needed?

Potential new markets and new products/services point to the need for new capabilities
within your training center. Identify the new core competencies which you would need to
add to the existing portfolio in order to serve your future customer base in the way you
envision. It is also appropriate to evaluate existing competencies and examine which of
these will not be needed for the future.

10. What barriers exist which might prevent you from creating those products?

The current situation in your training center probably contains barriers to your
progress. Identify those obstacles which could impede or block you from achieving
your goals. These could be intellectual organizational, cultural, managerial,
attitudinal or environmental.
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11. What do you need to be doing differently to be able to create those products?

There are likely to be aspects of your training center which could be changed today
and would improve your operation. Identify those actions which could help you add
competencies and remove barriers thus allowing you to begin your journey to the
future. These can be the initial elements of your action plan.

TRENDS

Now that we have reviewed a methodology for developing a strategic plan, let us look at
some generic trends which are likely to affect the future of nuclear power.

- In many countries of the world, utilities and nuclear power plants (NPPs) are being
forced to become more independent and competitive. In some countries this is caused by
the trend towards deregulation and in others, by privatization. The result is the same;
NPPs need to become more cost conscious and efficient.

- The globalization of business is likely to have an impact on nuclear power. The nuclear
industry has always been a world-wide community linked by a common technology. The
opening of the former Soviet Union (FSU) has further expanded thic community,
combining the East's and West's experts and technologies. The rapid expansion of
communications capabilities has also "shrunk" the world so that information can be
exchanged instantly.

- In general, the nuclear industry has stopped growing and remains flat or is even
declining. Most NPPs are mature with fewer major modifications and the staffs at many
plants are aging. Turnover is declining and training needs are changing as a result.

- There are many new training technologies available. These include distance training
using broadcast capabilities, use of the Internet for classes, and other remote techniques.
New computerized classroom presentation methods are also available.

- In some parts of the world there is an increasing interest in NPPs pooling their
resources in various forms of alliances and consortiums.

[At this point in the presentation, the author intends to initiate a discussion with the
audience to draw out more trends and analyze their impact on nuclear training centers.
The exact form of this discussion will depend on the audience's size and willingness to
participate. ]
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FUTURE ACTIONS

An analysis of these trends is necessary in order to forecast their impact on nuclear
training centers of the future. This process is best done with a group of experts in nuclear
training discussing, brainstorming and building on each other's ideas. However, the
author has taken the liberty of proposing a few possibilities for future action.
Combinations of any of these concepts are also possible.

- Training functions can be consolidated so that similar programs can be conducted by
the same instructors and possibly at the same time. More creative scheduling can also be
utilized to decrease the cost of delivery.
- Plants of similar type could combine training functions and conduct classes together.
Another approach would be to use the same instructor(s) to teach the same topics at
different plants.
- A more far reaching way to consolidate resources would be to establish a common
training center serving the needs of multiple NPPs. Each customer would need to make
sacrifices for the collective good in this approach.
- Common delivery to many sites is becoming more practical with the arrival of new
distance learning techniques. One can envision the establishment of a centralized
learning center which uses two-way, interactive broadcast classes to spread the expertise
of specialists to many classrooms across nations or even the world.
- A case can made for more cross-training of technical specialists so that each one can
perform many tasks on the job. Another approach which can accomplish the same end,
would be to conduct "just in time" training for specific tasks to generalists.
- In order to lower the delivery costs and improve the access to knowledge, in-field
procedures, drawings, information and training can be delivered to technicians over
wireless communication systems. Such systems could also be used by the student-user to
request information while they are at the job.

[At this point of the presentation, the author will attempt to solicit ideas of other
innovations for the future from the audience. The goal will be to facilitate an interactive,
iterative exchange of ideas.]

The future of nuclear power is not easy to predict. However, some insights can be
obtained by looking at today's trends. As responsible training center leaders, it is not
only prudent, but necessary to look into the future and prepare strategies to meet it. Only
in this way can you improve the ways you serve the NPPs of the future.
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