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ABSTRACT

As a result of a request from the Preparatory Committee of the Nuclear Regulatory
Authority (NRA) in 1992, and as recommended by the CEC/RAMG1 and Agency mission in
July 1993 to the Slovak Republic, the project SLR/9/005 was approved in 1993 as a model
project for the period 1994-1996. Current budget is $401,340 and disbursements to date
amount to $312,873. The project time schedule has been extended to 1997.

The major conclusions of this evaluation are as follows:

• The project responded to an urgent national need, as well as to a statutory mandate of
the Agency, and was adequately co-ordinated with other international assistance
programmes to NRA.

• The project was designed as a structured programme of assistance by means of expert
missions, scientific visits and a limited amount of equipment, acting upon several key
areas of NRA regulatory responsibilities. Agency assistance was provided in a timely
manner. A high concentration of expert missions was noticed at the initial stages of the
project, which posed some management problems. This was corrected to some extent
in the course of implementation. Additionally, some overlapping of expert mission
recommendations suggests that improvements are needed in the design of such
missions.

• The exposure to international regulatory practice and expertise has resulted in
substantial developments of NRA, both in organizational and operational terms.

The project can claim to have contributed to NRA having gained governmental and
international confidence. NRA's role in the safety assessment of Bohunice V1
reconstruction, as well as in Bohunice V2 safety review, Bohunice A1 decommissioning and
in informing the public, also points at the success achieved by the project. The institutional
and financial support of the Government contributed decisively to the project achievements.

'Commission of European Communities/Regulatory Assistance Management Group.
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EXECUTIVE SUMMARY

Background

As a result of a request from the Preparatory Committee of the Nuclear Regulatory
Authority (NRA) in 1992, and as recommended by the CEC/RAMG and Agency mission in
July 1993 to the Slovak Republic, the project SLR/9/005 was approved in 1993 as a model
project for the period 1994-1996, with a total budget of $479,500, with footnote-a/ status,
and was upgraded under TCF shortly after approval. The current budget is $401,340 and
disbursements to date amount to $312,873. The project time schedule has since been
extended to 1997.

The Nuclear Regulatory Authority of the Slovak Republic (NRA) was established on
1 January 1993, after the formation of the independent Slovak Republic at the end of 1992.
The initial staff at the time of formation consisted of six inspectors and the appointed
Chairman, all of them being experienced in Nuclear Safety and familiar with the regulatory
procedures of the defunct Czechoslovakian Nuclear Regulatory Authority, but with no
experience as inspectors or regulators.

The present evaluation exercise is regarded as a case study application of the TC
Department Integrated Evaluation Framework based on a logical framework of project
design, and aims at assessing the project achievements, the progress towards its intended
objectives and goals, as well as the efficiency and effectiveness, so as to obtain a
complete information on project-related overall performance.

Effectiveness - Status of Project Outputs

The project objective was to strengthen and develop NRA's capabilities to the level
of good international practice, through a structured programme of assistance by means of
workshops, training courses, expert missions and a limited input of equipment. The project
can be seen as a technical assistance programme, acting upon several areas of NRA
regulatory responsibilities, with the effects summarized as follows.

(a) National Nuclear Legislation

The draft Nuclear Act was revised under the project, with advice from three Agency
expert missions, and should come into force in 1997. Supporting legislation such as
regulations and standards are being drafted, following the programme established by NRA
and as advised by the experts. Sixteen of these regulations are at present undergoing
NRA internal or national industry review process.

(b) Role and Structure of NRA

The national role of NRA, its organizational structure and internal working
procedures have been defined. NRA developments in the areas of quality assurance,
safety assessment and inspection plans and procedures have followed the implementation
plan. Forty-six internal procedures and guidelines have already been developed, and are
in force or at different stages of internal review. Inspection findings are being enforced and
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violations of procedures or operational errors by the nuclear power plants have occasioned
fines and penalties.

(c) Training

Expert advice and scientific visits have assisted the NRA to set up training
programmes for NRA inspectors and personnel and to initiate their implementation.
Although additional support is foreseen in this area, staffing limitations may pose
sustainability concerns.

(d) Emergency Arrangements

The NRA Emergency Response Centre in Bratislava, mainly supported by UK and
USA bilateral assistance, as well as by the IAEA, is well equipped, and adequate
emergency organizational arrangements are fully developed or planned, supported by this
project through expert advice and through scientific visits by NRA staff. Agency experts
also attended the internal and external emergency exercises held to date.

(e) Information to the Public

NRA arrangements to provide information and response to questions from the
public have been adequately developed. Expert advice and scientific visits by NRA staff to
other regulatory bodies have contributed to the following achievements: contacts and
bilateral agreements with neighbouring countries on emergency preparedness are frequent;
plans to interchange information on radiological surveillance are in place; reports on the
regulatory activities are produced annually, at two levels of technical detail. The NRA
annual reports show the amount and profile of the regulatory activities, and its evolution
has demonstrated that communication skills are now mastered. Staff limitations, however,
pose a sustainability concern.

(0 Additional Support Activities

Four expert missions were fielded and two follow-up missions are planned for 1996.
The missions dealt with three major areas: licensing of the waste disposal facility at
Mochovce, quality assurance in waste management, and clarification of regulator
responsibilities. As a result, the regulatory position on the licensing of the waste disposal
site was reviewed and reference licensing documentation was facilitated by the experts.
The necessary interfaces with radiation protection were pointed out and the NRA was
advised to develop assessment capacity on radiological impact. An agreement was
reached with the Ministry of Health regarding institutional wastes, and two decrees and one
Draft Regulatory Guide on decommissioning have been developed following expert
recommendations. Regulations on radioactive waste are in preparation and will be
discussed during the forthcoming expert missions.

It was concluded that the progress towards achieving the project objectives, as per the
performance indicators was of "High Satisfaction". The present organization bears good
comparison today with other similar regulatory authorities in its role, structure, staffing, and
procedures.

The major contributor to the high effectiveness was the adequacy of the action
plans established by the counterpart and the good progress achieved in their
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implementation, responding to the recommendations of expert reports and scientific visits
within each of the areas of assistance.

Efficiency

About 48% of the project disbursements were devoted to 34 expert missions, 29%
to 26 scientific visits, and 23% to personal computers for the Emergency Response Centre
and administration purposes.

About two-thirds of the expert missions aimed at discussing international regulatory
practices, in order to assist the NRA to proceed with specifying its own regulatory activities.
The rest of the missions were concerned with following up and peer reviewing the progress
achieved or advising on specific topics. The depth and duration of expert missions seem to
have evolved in the course of the project and the outstanding missions are of a more
detailed nature. The number of missions averages 1.3 per month, which appears to have
posed some management problems, specially at the project outset when the concentration
was higher.

Mission reports usually provided substantial reference information and
recommendations on approaches to implementing regulatory tasks. The frequent
overlapping of recommendations might be an indication of a weakening during
implementation in following up the global project concept.

The counterpart greatly valued the contacts with other regulatory bodies and
exposure to regulatory practices achieved through scientific visits and a few longer term
assignments.

This project supplemented other IAEA projects, European Union and OECD
assistance, as well as several bilateral assistance programmes. The links and interfaces
among the various assistance programmes were managed by the project counterpart.
Changes to the original project plans have been permitted in response to requests by the
counterpart. This flexibility in planning has allowed NRA to better accommodate the
different types of assistance received.

On the part of the project counterpart, the management scheme included the
following features: (a) the recommendations made by the experts were analysed and
included in a database; (b) responsibilities were assigned to NRA management concerned
in developing the plan of actions to address the recommendations; and (c) the status of
implementation of the action plan was followed up.

The overall assessment of efficiency is considered of "High Satisfaction", based on:
• The adequate quality of project design, i.e. high linkage of inputs, activities and outputs:

(a) the areas of assistance adopted responded highly to NRA strengthening needs; and
(b) the adequate structure of Agency inputs and activities to support NRA in each of the
areas of assistance.

• The adequate project implementation: (a) adequate quality of Agency inputs; and (b)
high adequacy of the action plans put in place by the counterpart to implement expert
recommendations and develop the project outputs.

• Achievement of project schedule is as planned, and can be estimated in the order of
80%.

• Alternative project concepts or approaches do not appear as either implementable or
economically advantageous.
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Recommendation

In order to further improve efficiency in future projects of similar nature some
detailed recommendations are given in the full report. In summary, the duration, frequency
and depth of expert missions and scientific visits in the various areas of assistance should
be optimized, as well as their interfaces and links.

Impact

The project can claim to have been well co-ordinated with other international
assistance projects and to have contributed its share to the level achieved by NRA, in terms
of its recognition by the Government of the Slovak Republic as well as internationally. The
activities of NRA at Bohunice and Mochovce and the response of NRA to site safety
problems are well thought of by the utility. Information and contacts with the public are
frequent and substantial. The present organization compares well with other similar
regulatory authorities in its role, structure, staffing and procedures.

Overall assessment of progress towards the intended impact is of "High Satisfaction" and
no negative effects are known.

Relevance and Sustainability

NRA was in need for assistance in 1994 when the project started and the original
areas of assistance were relevant to the needs of NRA. The nature of the support provided
by the Agency under this project was also relevant to the objectives. The likelihood of NRA
continuing the necessary strengthening efforts after cessation of Agency funding is high.
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1. INTRODUCTION

1.1. PROJECT BACKGROUND

As a result of a request from the Preparatory Committee of the Nuclear Regulatory
Authority (NRA) in 1992, and as recommended by the CEC/RAMG1 and Agency mission in
July 1993 to the Slovak Republic, the project SLR/9/005 was approved in 1993 as a model
project for the period 1994-1996. The Agency inputs included expert advice, the supply of
equipment, scientific visits and fellowship training. Thirty four expert missions and 26
scientific visits have taken place to date, acting upon a wide range of organization and
safety related topics.

The Nuclear Regulatory Authority of the Slovak Republic (NRA) was established on
1 January 1993, after the formation of the independent Slovak Republic at the end of 1992.
The initial staff at the time of formation consisted of six inspectors and the appointed
Chairman, all of them being experienced in Nuclear Safety and familiar with regulatory
procedures of the defunct Czechoslovakian Nuclear Regulatory Authority, but with no
experience as inspectors or regulators.

The project objective was to strengthen and develop NRA's capabilities to the level
of good international practice, through a structured programme of assistance by means of
workshops, training courses, expert missions and a limited input of equipment.

Through this project NRA management and staff were exposed to international
regulatory practice and expertise, as an input for NRA to construct its own regulatory
system. The project can be seen as a technical assistance programme, acting upon the
following regulatory tasks of NRA:

• National Nuclear Legislation;
• Role and Structure of NRA;
• Training;
• Emergency Response;
• Information to the Public; and
• Additional Support Activities

This project was to supplement other IAEA projects, European Union and OECD
assistance, as well as several bilateral assistance programmes. The links and interfaces
among the various assistance programmes were managed by the project counterpart.

1.2. REASONS FOR THE EVALUATION

The project was approved as a model project and quantitative objectives and
performance indicators were agreed upon in 1995. The present evaluation exercise aims at
assessing the project achievements and the progress made towards rts intended objectives
and goals, as well as its efficiency and effectiveness, so as to obtain a complete information
on its overall performance. The terms of reference of this evaluation are attached in Annex
A2.

Commission of European Communities/Regulatory Assistance Management Group.
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1.3. HOW THE EVALUATION WAS CONDUCTED

An integrated evaluation methodology was prepared under a separate evaluation
exercise. The present evaluation exercise is regarded as a case study application of this
methodology, which was customized in order to address the specific concerns of this
evaluation. The details of the evaluation methodology, including the assessment and rating
systems are discussed in Chapter 2.

A review of the project background since its approval until June 1996 was performed
at the Agency's Headquarters, on the basis of the project documentation available in the
files in the Europe Section, TCPM, and in Safety Co-ordination Section of the Department of
Nuclear Safety. Interviews were held with the Agency staff involved in the project. The data
reviewed included financial data, such as budgets and disbursements. Project design and
implementation related information was also analyzed.

From 3 to 5 July 1996, a mission was fielded to the project site, integrated by an
external consultant and a member of the Evaluation Section as follows:

• Dr. Derrick Goodison, former Inspector of the UK Nuclear Installations Inspectorate (Nil).
Chairman of the Steering Committee on WER-440/213, IAEA Extrabudgetary
Programme.

• Ms. Silvia Alamo, Head, Evaluation Section, Department of Technical Co-operation,
IAEA.

The evaluation mission gathered project implementation data, not available at the
Agency's files and addressed the evaluation questions using the evaluation instruments
identified in Chapter 2 of this report.

1.4. STRUCTURE OF THE REPORT

The evaluation report is divided into three main chapters. Chapter 2 includes a
description of the evaluation methodology and Chapter 3 presents the evaluation results.
There are three annexes to this report. Annex A1 provides the project concept and
implementation; the terms of reference of the evaluation are found in Annex A2; and the
field mission agenda is included in Annex A3.
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2. EVALUATION METHODOLOGY

2.1. AREAS OF ASSESSMENT

The evaluation framework applied in this exercise is based on the Logical
Framework Approach (LFA)1 for project design. The general definitions adopted and the
relationships between the evaluation concerns and the elements of project design are
represented in Figure 2.1.

Fifi

PROJECT
DESIGN

ELEMENTS

OVERALL
GOAL

PROJECT
OBJECTIVE

OUTPUTS

ACTIVITIES
+

INPUTS

EFFICIENCY

A measure of
"productivity"
of the project
process-how
economically

inputs are
converted into

outputs

ure 2.1 - Evaluation Concerns

EFFECTIVE-
NESS

A measure of
the extent to

wtwsna
projector

programme
is successful
in achieving
its purpose

IMPACT

The positive
and negative

changes
produced,
directly or

indirectly, as
aresuKof Itie
project or
programme

RELE-
VANCE

The degree to
which the

objectives of a
project are, or

remain,
pertinent,

significant and
worthwhile, in
relation to the

identified
priority or
needs and
concerns

SUSTAINA-
BILITY

The extent to
which partner

country
institutions will

Continue to
pursue the

objectives and
goals after
external

assistance is
terminated

Efficiency is a measure of how economically inputs are converted into outputs. It is
defined as the sum of the following factors: (a) project design quality, measured by the
appropriateness and linkage of inputs and the activities that transform them into outputs; (b)
project implementation, measured by adherence to schedule; timeliness and fitness-for-
purpose of inputs, and budget utilization; and (c) management performance, measured by
the ability to monitor progress and take corrective actions. Cost-effectiveness was
assessed by comparing the approach adopted with other options.

'Adapted from "Evaluation, Based on the Project Cycle Management Method", March 1994, by K.
Samset, Scanteam International, Oslo, Norway. Developed for the Foundation for Advanced Studies
on International Development, Japan.
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Effectiveness is a measure of the extent to which the project objective has been
achieved or is likely to be achieved, qualitatively and quantitatively, as per the performance
indicators.

Impact is a judgment on the extent to which the project has contributed (positively or
negatively) to the overall goal.

Relevance is a judgement on the extent to which the project addressed a national
priority, adopting a commensurate design approach.

Sustainability is a measure of the extent to which the achievements of the project
can be expected to last after the project is terminated. It is the ultimate test of success
according to OECD.

2.2. EVALUATION PROCESS

(a) The project was conceptualized as represented in Figure A1.1 of Annex A1. The
inputs from various sources and their links and relationships with the project
activities, outputs and goals are discussed in Annex A1.

(b) Compliance with the pre-established performance indicators was reviewed and
analysed at the level of inputs, activities, outputs, objective and goal (see Table A1.1
in Annex A1).

(c) The evaluation questions associated to the key determining factors in each of the
areas of assessment are summarized in Table 2.2, together with the methods used
to address them and the estimated reliability of the information obtained.

(d) Based on the answers to the evaluation questions, the evaluation matrix included in
Chapter 3 was constructed and the rating system (see Section 2.3) was applied.

(e) The evaluation findings and recommendations relate to the ratings assigned and aim
at further enhancing the positive aspects, while reducing the risks.

2.3. RATING SYSTEM

Judgement decisions were made against each evaluation question as to whether
they were of High, Acceptable or Low Satisfaction or Not Achieved.

Table A1.1 of Annex A1 shows the indicators related to each level of the project,
summarizing the target overall performance of the project, and provide the basis for the
analysis of effectiveness and progress towards the intended impact.

The indicators of efficiency were obtained in the following manner:

(a) The accomplishment of the key questions concerning efficiency identified in Table
2.2, i.e. quality of project design, performance and quality of Agency inputs,
achievement of project schedule and budget implementation, as analysed and rated
in Section 3.2.

(b) Cost-effectiveness of the project approach adopted is assessed by comparing costs
to alternative project concepts or implementation approaches.
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Table 2.2 - Evaluation Questions and Instruments

: AREA OF
\ ASSESSMENT

EVALUATION
i QUESTIONS METHODS

RELIABILITY !

Efficiency:
* Project design

* Project implementation
and management

• Counterpart activities

* Was there a logical
structure and sequence
relating expert missions
and scientific visits to the
areas of assistance?

* Were all missions
necessary? Was the
number too high?

* Were the results of
missions and scientific
visits practical and
tangible?

* Was the organization of
expert missions and
scientific visits adequate?

* Are project records
complete? Was project
schedule achieved?

• How were expert mission
recommendations
implemented?

* Desk review, focus
meetings with Agency
staff.

* Field interviews with NRA
staff and CP

* Review of CP records.
* Peer review.

* Medium: insufficient data
on records.

* High.

* High.
» High.

Effectiveness:
Outputs meeting the objectives * What was the progress

achieved and what were
the developments by the
CP in the areas of
assistance?

* Field interviews with CP.
* Desk review of CP

progress reports.

* High
* Medium.

Impact.
Direct project benefits;
Obstacles which might limit
impact;

* To what extent were the
public and the NPP
reached?

• Interviews with CP.
* Visit to public information

and Emergency
Response Centre.

* High.
* High

Relevance:
* Was the Agency input

key and relevant to the
needs?

* Could the objectives have
been achieved without
the assistance under this
project?

» Interview with CP.
• Expert advice.

• High.
* High.

SustainabMty.
* Availability of budget for

re-training and continuing
improvement efforts

* Interviews with CP * High
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3. RESULTS OF THE EVALUATION

3.1. OVERALL ASSESSMENT

The project overall performance assessment is summarized in Table 3.1.

Table 3.1 - Overall Assessment

PROJECT
DESIGN

ELEMENTS
Overall Goal
Empowered Nuclear
Regulatory Authority
at the national level,
acknowledged
internationally.

Project
Objective
To strengthen NRA
capabilities to fulfill
majority of its
regulatory tasks to
international practice.

Outputs
1 .National Nuclear
Legislation enacted;
2 Role and structure
of NRA defined;
3.Emergency
response
organization and
plans developed;
4lnspector training
plans defined and
implemented;
5.Information to the
public, centre and
policy.

Inputs
Experts
Equipment
Scientific Visits

EFFICIENCY

PROJECT
DESIGN - High
Satisfaction:
-Adequate
selection of areas
of assistance.
-IAEA inputs fully
linked to CP
activities and
outputs.
-Average number
of expert missions
(1 3/month, with
higher
concentration at
the beginning)
posed
management and
interfacing
problems.
PROJECT
IMPLEMENT.
AND
MANAGEMENT-
High
Satisfaction:
-Adequate quality
of IAEA inputs.
-Adequate follow
up of CP plan to
implement expert
recommendations.

EFFECTIVE-
NESS

High
Satisfaction:
-Progress
achieved in
implementing
expert
recommendations
in the areas of
assistance:
Outputs Status
1 .Draft Nuclear
Act revised; 16
supporting legal
regulations,
standards, decrees
developed.
2 NRA org.
structure defined;
46 internal
procedures;
Inspection and
Assessment Plans
and 15 Procedures
developed; 120
decisions issued.
3.NRA emergency
preparedness
plans and
emergency
exercises
implemented.
4. Inspectors
training prog,
under
implementation.
5. Public
information centre
and policy in place.

IMPACT

High
Satisfaction:
-NRA recognition
by the Slovak
Republic
Government.
-NRA recognition
by the public and
utility.
-NRA international
recognition.

RELE-
VANCE

High
Satisfaction:
-Relevance of the
CP action plans to
achieve the
strengthening
objective;
-Relevance of the
areas of
assistance to the
strengthening
objective;
-Key role of Agency
assistance.

SUSTAINA-
BILITY

Probability of NRA
continuing
strengthening
efforts after project
termination: High
Satisfaction

Opportunities
for
sustainability -
Gov funding for
NRA activities111 x# » â̂ L̂I V l l l v v

increased
-Current size of
MR A staffina
1 v 1 »* 1 tfVw 1111 *̂ 4 '

KISKS ror
sustainability:
-Simultaneous
retirement of senior
staff.
-Lack of
compliance with
the inspector
training
programme.

IAEA - FER - 96/02



PROJECT SLR/9/005 - STRENGTHENING OF THE NUCLEAR SAFETY REGULATORY BODY 3.2

3.2. EFFICIENCY

The overall assessment of efficiency is considered of "High Satisfaction", based on:
• The good quality of project design, i.e. high linkage of inputs, activities and outputs: (a)

the areas of assistance adopted responded highly to NRA strengthening needs; and (b)
the adequate structure of Agency inputs and activities to support NRA in each of the
areas of assistance.

• The adequate project implementation: (a) adequate quality of Agency inputs; and (b)
adequacy of the action plans put in place by the counterpart to implement expert
recommendations and develop the project outputs.

• Achievement of project schedule is as planned, and can be estimated in the order of
80%.

• Alternative project concepts or approaches do not appear as either implementable or
economically advantageous.

An analysis of the key contributions to efficiency is provided in the following
Sections.

3.2.1. Counterpart Project Management & Agency Backstopping

The Counterpart Project Manager became NRA Vice Chairman during the project
implementation. His duties also include the co-ordination of external assistance to NRA.
The project has benefited from having such a senior manager in charge and his has clearly
been an effective and enthusiastic management. For the "day to day" requirements, he is
assisted by a NRA staff member.

In spite of the high turn over of Agency technical officers for the project, the
backstopping provided appears to have been appropriately co-ordinated. However,
keeping in sharp focus the relationships between project activities and the areas of
assistance, as detailed in Annex A1, would contribute to further improving the design of
expert missions as well as their outcome.

Although the flexible approach adopted to implement the project is considered
positive, since it contributed to optimizing the benefits from different assistance
programmes, deviations from the work plan should be marked clearly in the project records.

The progress reports issued, as well as the documents on follow-up of
implementation of recommendations, provide little basis for following up conceptual
progress in the areas of assistance. However, the "Review of the effectiveness of the IAEA
assistance", issued in June 1995 under task 23, provides excellent conceptual reference
for the progress achieved to that date.

No systematic records are kept of meetings between the Agency Technical Officers
and the Counterpart, though there is clearly a good relationship and frequent meetings are
being held.

The following recommendation proposes improvements in the record keeping
system, with a view to smoothing the effect of the turn over of technical officers, as well as
for keeping adequate accountability standards.
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Recommendation 1

• IAEA records should clearly identify the relationship of the activities with the areas of
assistance and changes to the original programme should be identified and justification
provided.

• Progress reports should be issued regularly (biannually), on the evolution and
achievements in each area of assistance.

• Simple records of meetings with the Counterpart should be kept, as well as the
justification for any proposed changes to the programme.

3.2.2. Expert Missions

Basic details of missions are given in Section A1.4 and Table A1.5 of Annex A1.

3.2.2.1. Organization of Missions

The arrangements for missions have clearly improved during the project
implementation. NRA staff who had attended some meetings with experts during missions
were interviewed by the evaluation team and were found to be strongly supportive of the
results. In particular, high appreciation was shown with regard to the quality of mission
experts. The NRA need for each mission was carefully considered by the Counterpart, and
on at least one occasion a mission was cancelled or replaced by a more appropriate one.

The need for in-depth preparation before every mission was clearly understood and
put into effect progressively.

Attendance at mission meetings tended to be limited to the most directly involved
NRA staff.

Recommendation 2

• In order to better establish the interfaces between expert missions, reports of prior tasks
should be provided to the members of follow up missions, so that the findings of the
earlier ones can be taken into account.

• Whenever possible, NRA staff other than those directly involved in a mission should be
invited to attend as observers.

• The typical time scale of 1 week mission with one or two experts, although generally
adequate for initiating tasks or for missions aiming at discussing regulatory practices,
may need reconsideration during the rest of the project timespan, when longer term, in-
depth missions or expert advice might be needed.

3.2.2.2. Mission Outputs

Mission reports usually provide substantive reference information and
recommendations on approaches to implementing regulatory tasks. It was noticed that
they have not always been considered as working documents, but as a mission record,
thus a part of their potential value is being under utilized. The purpose of mission reports in
this project is clearly their use by the counterpart, rather than travel reports for Agency
information.
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Only one mission seems to have failed to achieve its purpose, due to lack of in-
depth preparation.

Recommendation 3

• In order to further improve efficiency, job descriptions for experts participating in a
mission should specify the output, e.g. the content of the deliverable (expert report).

• Additionally, further distribution of expert reports is proposed, so as to reach members
of the staff beyond directly involved in the mission topic.

3.2.2.3. Database of Recommendations

The database which was developed for following up expert recommendation,
currently relates to mission recommendations in a chronological order. No relation to the
original project design structure is apparent. Duplications between recommendations also
appear to indicate the need for further improving mission design. An expert is due to
review the database and the status of implementation of recommendations.

Recommendation 4

• It is recommended that the IAEA Technical Officer peer review the database to ensure
its completeness and the correspondence between expert recommendations and NRA
implementation plans.

• The need for further missions to complete the original "strengthening" targets should be
reviewed, the project description updated and subsequently, future missions should be
adjusted.

3.2.3. Scientific Visits

A list of scientific visits is provided in Table A1.4 and their relationship with each
area of assessment is presented in Annex A1.

Reports of each scientific visit appear to have been submitted to NRA, but not
translated into English nor sent to the Agency. This process fulfills the needs of NRA, but
provides no feedback information to IAEA.

Recommendation 5

• The outstanding and planned scientific visits should be reviewed to ensure that the
areas of assistance are sufficiently addressed in order to achieve the project objectives.

• Reports of scientific visits should be fed back to the Agency.

3.2.4. Fellowships

No fellowship had been undertaken by June 1996, due to lack of availability of NRA
experts. Five fellows, including legal experts and inspectors from NRA, will receive on-the-
job training on regulation writing in Canada. The original fellowship plan did not take into
account the availability of NRA staff for long term assignments in the light of their
operational requirements.
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3.2.5. Equipment

Project related equipment included personal computers for office use and dedicated
ones for the Emergency Response Centre, and was satisfactorily purchased, installed and
used as intended. This equipment in conjunction with the other NRA equipment appears to
have equipped NRA to a good international regulatory standard and no additional needs
are foreseeable at this point.

3.2.6. Extent of Completion of Project Work Plan

The project original completion date has been extended by one year and the project
work plan itself was modified several times at the request of the counterpart. Some
revisions were issued on the expert mission plans. Overall completion, in terms of delivery
of inputs by the Agency, can be estimated to the order of 80%. It is expected that the
objectives can be achieved in accordance with the present schedule and remaining budget.

3.2.7. Cost-effectiveness

A very rough estimation indicates that the budget dedicated to this project (experts
and scientific visits components) would correspond to a full-time expert dedication of two
person-years.

While the benefits from this project, i.e. the experience gained by the counterpart,
can not be measured in terms of expert dedication, more in-depth value could have been
derived from longer term expert assignments to support the counterpart in developing their
regulatory plans and procedures. These, however, might have been difficult to make
available to NRA with expertise from regulatory bodies. Additionally, such an approach
would certainly have diminished the benefits of the exposure to a variety of regulatory
systems, to allow NRA to develop its own.

On the whole, the balance adopted between in-depth expert advice and wide
exposure through scientific visits and numerous expert missions appears correct.

3.3. EFFECTIVENESS

The progress towards achieving the project objectives, as per the performance indicators is
of "High Satisfaction", as illustrated by tables 3.1 and A1.1 in Annex A1. The present
organization of NRA bears good comparison today with other similar regulatory authorities
with regard to the role, structure, staffing, and procedures.

The major contributors to the high effectiveness are the quality of the action plans
established by the counterpart and the good progress achieved in their implementation,
responding to the recommendations of expert and scientific visits within each of the areas
of assistance.

The NRA has issued two reports listing the recommendations of mission reports and
a brief description of the approach adopted for implementing them, the deadlines and the
inspector responsible. Sixty-four of them appear to have been completed and another 133
are in progress. The concept of this document, however, does not allow the measurement
of the relative importance of the recommendations still to be implemented.
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Several missions of a follow-up nature are still due in 1996 and 1997. It is expected
that by the time of formal completion of the project in December 1997, the clearance of
recommendations will be improved.

The major results of implementing expert recommendations are summarized in the
following paragraphs.

3.3.1. National Nuclear Legislation

The revised Nuclear Act drafted during the project should come into force in 1997
and supporting legislation, such as regulations and standards are being drafted (12
guidelines are presently undergoing NRA internal or national industry review process).

3.3.2. Role and Structure of NRA

The role of NRA nationally is defined in a satisfactory manner, as well as the
structure of NRA. However, staff increase or changes to accommodate adequately the
demands of the commissioning of Mochovce, decommissioning and waste problems, and
training needs, may be required. NRA developments under this area of assistance (Quality
Assurance, Safety Assessment and Inspection Plans and Procedures), as analyzed in
Annex A1, are significant.

3.3.3. Training

Expert advice provided through this project has assisted NRA to set up training
programmes for NRA inspectors and personnel and to follow up their implementation.
Although additional support is foreseen in this area, staffing limitations may pose
sustainability concerns.

3.3.4. Emergency Arrangements

The NRA Emergency Response Centre in Bratislava, mainly supported by UK
bilateral assistance, as well as by USA and IAEA, is well equipped and adequate
emergency organizational arrangements are fully developed or planned, supported by this
project through expert advice (also attending the internal and external emergency exercises
held to date) and scientific visits of NRA staff.

3.3.5. Information to the Public

NRA dedicated arrangements to provide information and response to questions
from the public are adequate. However, staff limitations pose a sustainability concern.
Other regulatory bodies tend either to have additional staff or use the services of a central
State information organization.
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3.3.6. Additional Support Activities

The activities under this heading dealt with radiation protection and radioactive
waste management.

Four expert missions were held and two follow-up missions are planned for 1996.
The missions dealt with three major areas: licensing of the waste disposal facility at
Mochovce; QA in waste management; and clarification of regulator responsibilities. As a
result, the regulatory position on the licensing of the waste disposal site was reviewed and
reference licensing documentation was facilitated by the experts. The necessary interfaces
with radiation protection were pointed out and NRA was recommended to develop
assessment capacity on radiological impact. An agreement was reached with the Ministry
of Health with regard to institutional wastes, and two decrees and one Draft Regulatory
Guide on decommissioning have been developed as per expert recommendations.
Regulations on radioactive waste are under preparation and will be discussed in the course
of the forthcoming expert mission.

The above subjects appear to have been adequately developed by NRA.

Recommendation 6

A more conceptual follow-up of recommendations, further relating to the objectives
in each area of assistance, is recommended.

3.4. PROGRESS TOWARDS THE INTENDED IMPACT

Overall assessment of progress towards the intended impact is of "High Satisfaction", as
shown in Table 3.1 and no negative effects are known.

This project has adopted a global approach to strengthening NRA to the level of
good international practice, as compared to other assistance projects of a more specific
nature, although its impact cannot be separated from that of other projects and the self-
supporting work of NRA itself. Nevertheless, it can claim to have been well co-ordinated
with other international assistance projects and to have contributed with its share to the
level achieved by NRA in terms of its recognition by the national authorities of the Slovak
Republic, the public and the utility, as well as internationally. The activities of NRA at
Bohunice and Mochovce and the response of NRA to site safety problems are well thought
of by the utility, SE. Information and contacts with the public are frequent and substantial.

3.5. RELEVANCE

There is no doubt that NRA had a great need for assistance in 1994 when the
project started and the original areas of assistance were relevant to the needs of NRA.
The nature of the Agency's assistance under this project was also highly relevant to the
objectives.

Overall assessment of relevance is of "High Satisfaction".
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3.6. RISKS AND OPPORTUNITIES ON SUSTAINABILITY

The likelihood of NRA continuing the necessary strengthening efforts after cessation
of Agency funding is high.

Among the positive factors enabling NRA to sustain the necessary efforts to
maintain the level acquired and to keep up to future demands are:

• NRA has increased the number of inspectors and administrative staff by more than 50%
since its creation.

• This fact, among others, points to the high awareness and sensitization of the Slovak
Government towards nuclear safety issues and allows to presume that NRA future
needs will also be readily attended.

• The Slovak Government has authorized NRA staff salary increase to improve
competitiveness with other national employers.

• NRA action plans to achieve the strengthening objective go beyond the project
termination.

Factors that can negatively affect sustainability are:

• Simultaneous retirement of senior staff.
• Lack of compliance with the inspector training programme.
• Follow up contact by NRA staff with mission experts seems to have been very little and

no policy exists on this issue.

Recommendation 7

The staff issues should be considered by NRA and provide for viable approaches
for replacing a significant fraction of the team that will reach retirement age within a short
time frame. NRA staff should be encouraged to sustain the contacts with experts that the
project has enabled to establish, i.e. consulting them when required on specific technical
problems.
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ANNEX A1

PROJECT PLANNING AND IMPLEMENTATION

FIELD EVALUATION REVIEW - SLR/9/005

"STRENGTHENING OF THE NUCLEAR SAFETY REGULATORY BODY"
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A1.1. Project Data

Project Number: SLR/9/005

Project Title: Strengthening of the Nuclear Safety Regulatory Body

Sectors. Nuclear Safety

Project Timespan: 1994-1996

Project Budget: $479,500 (original, footnote (a))
$401,340 (current 7 June 1996)

Study Period: 1994 to July 1996

A1.2. Project Counterpart

The project counterpart is Mr. Josef Zlatnansky, Vice-Chairman of the Nuclear
Regulatory Authority (NRA) of the Slovak Republic.

The Nuclear Regulatory Authority of the Slovak Republic (NRA) was established on
1 January 1993, after the formation of the independent Slovak Republic at the end of 1992.
The initial staff at the time of formation of NRA consisted of seven inspectors and Mr. Josef
Misak, who was appointed as its Chairman. He was formerly the Head of the Trnava
Nuclear Power Plants Research Institute (VUJE). He and the inspectors were experienced
in the subject of Nuclear Safety and in the regulatory procedures of the defunct
Czechoslovakian Nuclear Regulatory Authority. The NRA had two basic initial needs:

• To develop an organizational structure in compliance with modern international
regulatory standards and practices;

• To recruit sufficient relevant staff and equipment to fulfill the legal requirements placed
on NRA.

As a result of a request from the Preparatory Committee of the NRA in 1992, and of
the joint CEC/RAMG and IAEA mission in July 1993 to the Slovak Republic, this project was
approved (as a model project) by the Agency's Board of Governors in 1993, aiming at
assisting the NRA in meeting the above two needs. The present project was to supplement
other IAEA projects, CEC and OECD assistance, as well as several bilateral assistance
programmes.

In January 1994, at the start of the project, NRA had 31 inspectors and 11
administrative staff. As of June 1966, current staff consists of 48 inspectors and 22
administrative staff. Twelve posts are at the NRA Headquarters in Bratislava and 36 posts
in Trnava office.

A1.3. Project Concept and Planning

Table A1.1 represents the project performance indicator matrix and includes a
summary of inputs, outputs, objective and overall goal, together with the performance
indicators, means of verification and important assumptions. Figure A1.1 represents the
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Figure A1.1 - SRL/9/005: Project Summary
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project concepts and shows the links between the elements of the project and the outputs
and activities. Project objectives, outputs, and inputs are discussed in the following
sections.

The original time-scale to complete this concept and achieve a sufficiently strong and
self-sufficient NRA was the end of 1996. A work plan was developed in 1993 to implement
the project. It consisted basically of a set of IAEA expert missions to Bratislava or Trnava on
the areas of assistance identified by the project, some scientific visits by NRA inspectors to
other regulatory authorities, a limited number of fellowships, and some computer based
equipment. The project plans and status for scientific visits and expert missions are shown
in tables A1.4 and A1.5.

A1.3.1. PROJECT OBJECTIVES

The project objective was stated to be: "To strengthen and develop NRA's
capabilities to the level of good international practice, through a structured programme of
assistance, by means of workshops, training courses, expert missions, and a limited input of
equipment".

Through this project, NRA management and staff were to be exposed to
international regulatory practice and expertise, as an input for NRA to construct its own
regulatory system.

A1.3.2. PROJECT INPUTS AND OUTPUTS

The project can be seen as a technical assistance programme, acting upon some of
the regulatory tasks of NRA, which were identified as needing support by the Preparatory
Committee of the Nuclear Regulatory Authority of the Slovak Republic, which were also
recommended by the CEC/RAMG and IAEA missions in July 1993. The links and interfaces
among the various assistance programmes to NRA have been managed by the project
counterpart.

The project outputs were conceptualized as the programme of actions identified by
NRA in each area of assistance, as a result of the recommendations of expert mission and
the experience gained through scientific visits. The status of the project outputs can then be
regarded as the outcome of, or the progress achieved in carrying out the programme of
actions.

The programme in each area of assistance was structured around expert advisory
missions, and to scientific visits and fellowships to a lesser extent. These are
conceptualized as the Agency inputs, which convert into outputs in the process of activities
carried out by the NRA, as described below.

The following sections provide a review of the project outputs and inputs in the
various areas of assistance, as conceptualized for this evaluation.

NATIONAL NUCLEAR LEGISLATION

The technical co-operation programme in this area provided expert advisory missions
(tasks 1 and 2) and peer review (task 26) in relation to the Nuclear Act of the Slovak
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TABLE A1.1 - PERFORMANCE INDICATORS MATRIX

Project Design Elements
Development Goal

Empowered Nuclear Regulatory Authority at
the National level, acknowledged
internationally.
Project Objective

To strengthen NRA capabilities to enable it
to fulfill the majority of its established
nuclear regulatory tasks to the level of good
international practice

Outputs
1. New Nuclear Act; plan for developing
supporting legal regulations, standards,
decrees.
2. NRA organization structure with defined
responsibilities Inspection and Assessment
Plan and Procedures
3. Plans for NRA Emergency
preparedness.
4. Inspectors training programme.
5. Plan for developing procedures for
regulatory activities.

Inputs
Experts
Equipment
Scientific Visits
Fellowships

Objectively Verifiable Indicators

Appropriate regulatory functions are
transferred from formerly responsible
institutions
Increased public confidence and
acceptance.
1 Legislation and regulations
• Nuclear Act enacted.
• Regulations in place, as per plan
2. NRA organization and structure
• NRA organization structure
• NRA inspection and assessment

procedures issued.
• QA codes and plans in place.
3 Emergency preparedness
• Emergency plans developed
• Emergency exercises held
4. Training
• Inspectors training plan

Implemented.
5. Information to the Public
• Centre and staff.
• Response to media and public

requirements.
• Reporting to authorities.

Recommendations of Expert Missions
are analyzed, followed-up and
implemented, as per plan.

As per project milestones (timeliness,
quantity, quality standards)

Means of Verification

1. New Act is put into force.
2. Regulations are developed, as per plan.

3 NRA organization structure and procedures
are finalised and cover requirements.
4. Regulatory tasks performed according to
guidelines and procedures

5. Emergency plan and procedures are further
developed, including software

6 Inspectors training plan is implemented, as
per plan.

7. Response to media and public, annual
reports, press releases.

Follow-up reports on implementation of
recommendations. Record keeping on
implementation of recommendations.

Mission Reports
Visit Reports
Fellowship Reports

Important Assumptions

• Regulatory staff grows as planned

• Efforts to complete, improve and
update the various regulatory plans
can be sustained.

Expert mission and NRA staff on visits
have recorded all their
recommendations in their Mission and
Visit Reports.

Mission, Visit and Fellowship Reports
are issued.
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Republic, as well as guidance to develop subsequent legislation and/or regulations (task 9).
The English translation of the draft legislation was provided to the experts carrying out the
missions. Experts contributed as reference material the nuclear legislation in various
countries. Additionally, under bilateral agreements, NRA is included in the mailing of new
regulations of most of the regulatory bodies.

Draft Nuclear Act

The starting point was the Nuclear Act No 28/81 "on State Supervision of Nuclear
Facilities" of the former Czechoslovakian Republic. The first expert mission was of a
preparatory nature and made recommendations on the legal provisions regarding the
structure of nuclear safety legislation and regulations; the role, responsibilities and
organization of the NRA; the licensing process; and emergency preparedness. The second
mission provided more detailed legal advice, covering similar topics as of the first one.

As a result, a new revision of the Nuclear Act was prepared by the NRA, that was
assigned by the Government the responsibility of co-ordinating the process. The mission
held under task 26 peer-reviewed the draft Nuclear Act, which should come into force in
1997.

Structure for Secondary and Tertiary Legislation

The expert mission under task 9 recommended a structure for secondary and tertiary
legislation and regulations. As an output of these endeavours, a plan to draft supporting
legislation, regulations and standards was prepared by NRA. Priorities were identified and
sixteen of these regulations have already been developed, and are undergoing a process of
internal or external review (by national industry and institutions).

ROLE AND STRUCTURE OF NRA

Two scientific visits by Mr. Zlatnansky and Mr. Rohar to Finland and UK, Spain and
Switzerland were held before the commencement of this project. Initial advice on this topic
was provided by the expert mission under task 5, dealing with general organization and
staffing requirements of the NRA. The major recommendations with regard to
organizational requirements are summarized in Table A1.2.

Table A1.2
Recommendation

The convenience of a Nuclear Safety Advisory
Board to the NRA Chairman;
To maintain under one organizational unit the
assessment and inspection functions;
To subcontract specialized tasks to technical
support organizations;
To develop an organization manual;

To develop NRA inspection plans and
guidance or procedures;

To develop inspection and other regulatory
reports;
t o develop QA manual arid procedures;

Status
To be established in 1996; statutory documents are under development :

Implemented j

Contracts are signed for specific jobs with VUJE, RELKO, DECOM and VUEZ,
among others.
Revised Organizational Order of August 1995: formalising the duties and
responsibilities of the organization units, a combined matrix-task force organizational
arrangement, including document control procedures.
This topic was followed up by tasks 6 and 14. Annual inspection plans have
developed by NRA, as well as inspection procedures. Expert review of inspection
procedures is envisaged in 1996
Inspections are documented, as per the guidance or procedures.

This topic was followed up by tasks 7,13 and 22.

On the whole, forty-six internal procedures and guidelines have already been
developed and are in force or in different stages of internal review.
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Personal computers were provided by the Agency, as general purpose
organizational support to NRA and some dedicated to the Emergency Response Centre.

Several regulatory aspects were defined and addressed in this area of assistance.
Inevitably, the interfaces between the missions under inspection or periodic assessment are
not clearly cut. Additionally, NRA organization does not separate inspection and
assessment functions nor inspector specialization in such functions is anticipated.
However, the classification of expert missions in these two groups has been kept, as
defined in the original project concept.

Inspection Plans and Procedures

Advice was provided to NRA on approaches to conduct regulatory assessment and
inspection functions, in view of different international practices. The opportunity to establish
direct contact with other regulatory bodies through scientific visits, was also made available.
NPP staff was invited to participate in meetings during expert missions held under this area
of assistance.

The expert mission under task 6 constituted the initial stage supporting this topic.
Later, one expert mission (task 20) provided advice on qualification and validation for
computer based systems. These missions were followed by a programme of scientific visits
and short term assignments:

• Mr. Lipar visited the USA for two months under a bilateral agreement to receive on-the-
job training on inspection procedures;

• Two scientific visits to France and Sweden, by Mr. Lipar and Mr. Moravcik took place;
• Mr. Canecky visited France with regard to the assessment of electrical supplies;
• Mr. Simoncic and Mr. Cepcek visited Finland to discuss structural integrity of primary

circuit components.

As a result, a plan to develop inspection procedures was prepared by NRA, which is
presently being implemented. Fifteen inspection procedures have been completed, i.e. on
maintenance, qualification and validation of software, procedures for special inspections,
such as after unplanned shutdowns, for identifying root causes.

Expert mission under task 14 was due to review the inspection procedures so far
developed. However, lack of preparation for the mission resulted in failure to achieve its
objective. The expert assignment under task 32, due by the last quarter of 1996 will, among
other activities, review the inspection procedures so far completed.

Future expert missions on topics, as fire protection, are planned. One expert
mission to advice on site inspections during Mochovce NPP commissioning is planned for
1997.

Enforcement of inspection findings takes place and violations of procedures or
operational errors by the NPP have occasioned fines and penalties. In the last twelve
months, one 250,000 Slovak krone fine was issued for rupture of safeguards-related seals.

Periodic Safety Assessment

The major recommendations of the expert mission under task 12 were to include in
the Nuclear Act the legal provisions for conducting periodic safety assessments at pre-
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determined intervals; and to develop organizational arrangements for conducting periodic
safety assessment.

Expert mission under task 29 performed a review of the regulatory assessment and
inspection practice of NRA on fire protection programmes. Procedures for routine
inspections are available. The expert report was long delayed and as a result, no actions
could have yet been adopted.

Some regulatory activities have benefited from this project:

• Decision 1 was issued by NRA, including safety criteria for operation, as target for the
reconstruction programme, for Bohunice V1.

• Periodic Safety Reviews for Bohunice V2 was included in Decision 4 of NRA.
• 120 decisions, including some related to design modifications, with implementation

deadlines, were issued by NRA in 1995.

QA Codes and Regulatory Practice

This area was supported by expert missions under tasks 7, 13 and 22, as well as by
scientific visits to Germany and the UK. QA was also supported by bilateral assistance
programmes with France and the USA. Five Bohunice and two NRA QA staff have visited
France and one NRA inspector is presently in the USA. Due to the differences in regulatory
practices, scientific visits to other countries might be needed.

The Agency assistance in this area addressed legislative issues, exposure to IAEA
and ISO QA Standards; regulatory practices and organizational aspects. In particular, the
following regulatory activities have benefitted from the project:

• Regulatory requirements on QA were included in the draft Nuclear Act;
• A QA programme for Bohunice was requested by NRA;
• A QA programme for the reconstruction of Bohunice was requested and later approved

by the NRA, after discussions during expert missions.

The NRA target in this area is to achieve the capacity to audit and inspect QA
programmes and their implementation. While training in auditing can be achieved in the
Slovak Republic, by the conventional Accreditation Board, training of leading auditors will
need to be carried out abroad.

Waste management and Decommissioning

The related expert missions were held under tasks 11, 19, 27 and 28. Follow-up
missions under tasks 35 and 37 are planned for 1996.

The missions dealt with three major areas: licensing of the waste disposal facility at
Mochovce; QA in waste management; and clarification of regulator responsibilities. The
following results can be summarized:

• The regulatory position on the licensing of the disposal site was reviewed;
• Reference licensing documentation was facilitated by the experts;
• The necessary interfaces with radiation protection were pointed out;
• NRA was recommended to develop assessment capacity on radiological impact;
• Personnel from the Ministry of Health participated in the missions, except for the first

one;
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An agreement was reached with the Ministry of Health with regard to institutional wastes;
Two decrees have been developed as a result of expert recommendations,
One Regulatory Guide on decommissioning has been developed; expert mission under
task 37 is expected to peer-review the Guide;
Regulations on radioactive waste are under preparation and will be discussed with
experts under task 35.

TRAINING

The role of the NRA Division responsible for training is two-fold. It deals with the
training programme for NRA inspectors and personnel, including the following
responsibilities:

• To define training requirements for NRA inspectors;
• To define training programmes for the different work posts; and
• To follow-up their implementation and updating.

The NRA Division responsible for training is also involved in the qualification and
training of control room and other grade 1 NPP staff, by:

• Organizing exams and appointing members of the examination committee;
• Certifying or licensing the organizations which provide training to NPP personnel; and
• Approving the training programmes of grade 1 NPP staff.

Expert missions under tasks 8 and 25 provided reference information on
international and national practices with regard to qualification requirements for inspectors.
As a result, individual training programmes were set up for all staff, as a function of the work
post. One follow-up mission integrated by the same consultants was set up to review the
achievements.

Fellowship training of Mr. Kuchta is foreseen to take place in Finland. Under a
bilateral assistance programme Mr. Kuchta also visited the Training Centre of USA NRC in
Chattanooga NPP. Mr. Kuchta is the only NRA staff in charge of training.

EMERGENCY RESPONSE (ERC)

Agency support in this area included four expert missions (tasks 10, 16, 18, 24 and
33) and four scientific visits.

The first two missions, held prior to the installation of the ERC, made
recommendations on legal and technical aspects, among others: the types of relationships
and functions of government institutions concerned; organizational provisions, i.e., the need
to develop an organization manual for the ERC and internal guidelines; the size of the
emergency planning zone; the manning structure of the Centre; equipment and
communication provisions and technical support needed.

The second and third missions were of a follow-up nature and the experts attended
the emergency exercises held in October 1995 (NRA internal) and in March 1996 (external).
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Four NRA staff members participated in scientific visits to Germany, Spain and
Switzerland. The visits focused on general emergency arrangements and on the
preparation of emergency exercises.

A fully equipped Emergency Response Centre is now operational at NRA
headquarters in Bratislava, established under UK funding. USAID also provided one
computer for this Centre and the Agency two PC's.

As a result of the Agency support under the model project, soundly co-ordinated with
bilateral assistance programmes, the following have been achieved:

• Emergency organizational arrangements at the national level have progressed;
• NRA functions and organization during emergencies have been defined;
• Emergency exercises have been carried out;
• Emergency procedures have been and will continue to be developed, as well as

software for real time dose predictions, among others.

Security provisions for the Centre are in place and technical support is available.

INFORMATION TO THE PUBLIC

This area was supported by two expert missions (tasks 15 and 21), by Finnish and
Swedish regulators, and one scientific visit to Finland and Sweden made by Mr. Seliga. The
first mission, held in May 1995 recommended, among others, to reinforce public information
in topics such as emergency preparedness, commissioning of Mochovce NPP and the near-
by waste disposal facility, as well as to strengthen information with neighbouring countries.

The project has contributed to the following achievements:

• A public information room is now fully equipped and a logo (graphic profile to identify the
organization) was chosen;

• Special telephone lines for informing the public are available and regular press
conferences are being held;

• A periodic bulletin is published, together with the Czech Republic authority;
• Special emphasis is given to public information on emergency preparedness;
• Mr. Seliga is the NRA spokesman during emergencies.
• Contacts and bilateral agreements with neighbouring countries are frequent on

emergency preparedness, and plans to interchange information on radiological
surveillance are in place;

• Reports on the regulatory activities are produced yearly, at two levels of technical detail;
• The evolution experienced by the yearly reports shows not only that the communication

skills are now mastered, but also the high quantity and profile of the regulatory activities.

With regard to this topic, the recommendations made by the first expert mission were
considered fulfilled by the second one held in March 1996. The small team of administrative
staff supporting the responsible officer was, however, considered insufficient and the
missions recommended to assign at least one additional staff to this function.

One further expert mission (task 34) is planned, to develop in NRA the managers'
improved skills for addressing to the media.

IAEA - FER - 96/02



PROJECT SLR/9/006 - STRENGTHENING OF THE NUCLEAR SAFETY REGULATORY BODY A1.11

A1.4. PROJECT IMPLEMENTATION - Analysis of Agency Inputs

A1.4.1. Expert Missions

Through expert missions, NRA staff was exposed to international regulatory
expertise. About 48% of the project disbursements corresponded to this component, which
included project follow-up meetings and project review missions.

Types of Missions

Expert missions held so far can be classified into four categories, attending to their
purpose and scope: (a) Initial missions, on how to get started with regulatory activities; (b)
Missions to discuss international regulatory practices; (c) Follow-up missions, to assess the
progress achieved; and (d) Peer review missions or missions to provide expert advice on
specific topics.

About two thirds of the missions belong to the first two categories and only a few
were of the last type. While at the project inception the counterpart acknowledged the need
to be exposed to general type of missions, with the progress of the project the need for the
third and fourth type - involving extended duration and depth - has increased. The missions
planned until the end of the project are of these last two types.

Preparation of Missions

The quality of the preparation for the missions varied. It was learnt that mission
results improved if experts received background information in advance, including the
reports prepared by previous missions on each specific topic. The participation of the same
experts in successive missions on each topic has proved advantageous. The mission
results improve with the choice of experts from similar regulatory and technological
environments.

Job descriptions have evolved in the implementation process, from very generic
initial descriptions to quite detailed ones in the latter missions. A pre-established and
harmonized structure of reports, including a clear definition of the deliverables in the job
description, the information needed from the experts and the results expected, are
perceived as improvements to be made for the future missions.

Some OECD publications, as well as publications from other sources, can be useful
guidance material, and a subscription to these should be considered by the counterpart.

Expert Mission Outputs

Mission reports can be regarded as the major output of the expert missions. Mission
reports vary in quality and depth. Recommendations can be considered as the major results
of the missions. However, other results, such as the enlightening discussions and the
contacts established by NRA with members of Regulatory Bodies from the whole world have
had high value. It was, however, pointed out that these personal contacts have not been
utilized outside the project framework so far very frequently.

Mission recommendations overlapped frequently, which is an indication of their
having been understood somewhat in isolation. The global concept of the project, and the
individual contribution and links of the expert missions to the different areas of assistance as
was proposed in the initial project document, seems to have weakened to some extent
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during implementation. In the same manner, the analysis and implementation of
recommendations might have been improved based on the project integrated concept.

Varying value has been attached by the counterpart to the mission reports. Some
reports are "living" documents, and have been translated into the Slovak language for their
consultation by members of NRA. Most, however, have not been translated. In all cases,
expert reports were circulated to the staff concerned.

A1.4.2. Scientific Visits and Equipment

Table A1.5 summarizes the scientific visits held and planned. Scientific visits have
amounted to 29% of the project disbursements. High value was attached by the counterpart
to the results of these contacts with regulatory bodies.

However, although NRA internal procedures request scientific visits reports, they
have not been issued to the Agency and thus they could not be used as an organizational
learning tool.

23% of the project budget was devoted to personal computers for office service and
ERC.

A1.5. PROJECT BUDGET AND BUDGET UTILIZATION

The current budget for the Agency support to the project is $401,340.
Disbursements up to July 1996 amount to $312,873.

Table A1.3 - Budget Utilization

Experts
Equipment
Fellowships
Total

Allotments $
Regular j USA

173,420! 65,000
72,200!
90,720!

401,340! (all funds)

Expenditures $
Regular ! USA

112,308! 37,428
72,200!
90,937!

312,873: (all funds)

The following can be pointed out:

• Due to the inspectors work load, long term fellowships were agreed to be replaced by
shorter term scientific visits.

• The current budget might need to be increased, since some long term expert
assignments are planned for 1996 and 1997, additional expert missions and equipment
are also due.

A1.6. PROJECT MANAGEMENT

A project document and a work plan were set up at the project inception by the
Agency in agreement with the counterpart. Changes to the original project plans have been
permitted in response to requests of the counterpart. This flexibility in planning has been
appreciated by the counterpart, as it has allowed accommodating the different types of
assistance received under different programmes, thus contributing to improving the overall
efficiency.
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On the side of the project counterpart, the management scheme included the
following features:

• The recommendations made by the experts were analyzed and included in a data base;
• Responsibilities were assigned to NRA management concerned for developing the plan

of actions to address the recommendations; and
• The status of implementation of the action plan was followed-up.

Periodic follow-up meetings (biannual), as well as when required, were held with the
counterpart. One project mission to review project effectiveness was held in May 1995.

Expert missions under tasks 3, 30 and 32, of a follow-up and progress review nature,
have been combined in a medium-term expert assignment of Mr. Greenman - who will
review both site inspection procedures, and the management procedure for implementing
expert recommendations.
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TABLE A1.4

Fellowships/Scientific Visits by NRA staff under Slovak Republic Model Project SLR/9/005

Number

94004
94005
94016

94019

94040

94017

94018

95009
95010
95018
95019
95020
95021

95022

95023

95024

95027
95028
95029

Name

Rohar
Novak
Turner

Metke

Nyitray

Moravcik

Lipar

Tomovic
Zatlkajova
Zemanova
Husarcek
Nyitray
Vrabcek

Metke

Pajdusak

Dosekova

Seliga
Burclova
Beres

Fellowship
Scientific Visit

SV

sv
SV

sv

sv

sv

sv

sv
sv
sv
sv
sv
sv

sv

sv

sv

sv
sv
sv

Subject

Regulatory Body Policy
Regulatory Body QA Policy
Regulatory Body emergency
arrangements
Regulatory Body emergency
arrangements
Regulatory Body emergency
arrangements
Site inspection policy, inspection methods,
programmes and manuals
Site inspection policy, inspection methods,
programmes and manuals
Emergency arrangements
Emergency arrangements
International policy and relations
Licensing & review - backfitting
Emergency exercise & preparation
Regulatory activities in radiation protection

Emergency exercise & preparation (linked
with 95020)
Seismic re-evaluation

International policy & relations (linked with
95018)
Information to the Public
Decommissioning & radwaste
Spent fuel storage & disposal

Country
Requested

Spain, Switz.
UK, Germany
Finland

Switz.

Switz.

France, Sweden

France, Sweden

Spain
Spain
Spain, Switz.
AECB, Canada
Switz., Germany
Sweden

Switz., Germany

UK, Germany,
France
Spain, Switz.,
Sweden
Finland, Sweden
UK
Sweden

Duration
(weeks)

1 each
1 each
1

1

1

1 each

1 each

1 wk
1 wk
2wks.
2 wks.
2 wks.
2 wks.

2 wks.

2 wks.

2 wks.

2 wks.
2 wks.
1 wk.

Date
approved

by TO
17-3-94
17-3-94
27-6-94

27-6-94

27-6-94

27-6-94

27-6-94

Jan. 95
Jan. 95
Jun-95
Jun-95
Jun-95
Jun-95

Jun-95

Jun-95

Aug. 95

Aug. 95
Aug. 95
Aug. 95

Actual _ .
Date of D

R e p O r \
Visit R e c e i v e d

Dec. 94
Jan. 95
Feb. 95 Nov. 95

Jan. 95

Jan.95

Mar. 95

Mar. 95

Oc. 95
Oct. 95

Jul-96

May-96

May-96
Apr-96
Feb. 96

2/5/96

Comment
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95030
95031
95032

95033

95034

95035

95036

95037

96001

96009
96010
96011
96012

96015
96016
96017
96018

Salzer
jBacurik '
Vlasic

Petenyi

Bencat

Cepcek

Simoncic

Canecky

Bedna

Berat
Zlatnansky
Janko

Rieany
Moravcik
Duchac
Zajic

Novak
Pospisil
Konecky
Bezak

SV
SV
SV

SV

SV

SV

SV

rl\N

FLW
SV
SV

FLW
FLW
FLW
FLW

FLW
FLW
FLW
FLW

Radwaste repository licensing

Assessment inspection during
commissioning
Regulations in nuclear fuel licensing &
accident analysis
Regulating waste disposal & storage
facilities
Strucual integrity & safety assurance
policy
Structural integrity & safety assurance
policy
Assessment of essential electrical
supplies
Training in QA
Fellowships available in an yet unidentified
areas
Nuclear legislation
Information to the public

Licensing & review - backfitting
Licensing & review - backfitting
Licensing & review - backfitting
Licensing & review - backfitting

Law & regulations - content
Law & regulations - content
Law & regulations - content
Law & regulations - content

Spain
UK, Belgium
France, Spain

Switz.

France, Spain

Finland

Finland

France (IPSN)

USA

Spain, Argentina
Finland, Sweden
Finland

Canada, AECB
Canada, AECB
Canada, AECB
Canada, AECB

Canada, AECB
Canada, AECB
Canada, AECB
Canada, AECB

2wk.
1 wk
2 wks.

1 wk.

1 wk.

1 wk.

1 wk.

1 wk.

12 wks.

8 wks.
2 wks.

4 wks
4 wks
4 wks
4 wks

5 wks
5 wks
5 wks
5 wks

Aug. 95
Aug. 95
Aug. 95

Aug. 95

Aug. 95

Aug. 95

Aug. 95

Aug. 95

Feb. 96

May-96

Jun-96
Jun-96
Jun-96
Jun-96

Nov. 96
Nov. 96
Nov. 96
Nov. 96

Feb. 96

Jan. 96

Feb. 96

Feb. 96

Mar. 96

May 961?

Jul. 96
Jut. 96
Jul. 96
Jul. 96

Footnote (a) money



MODEL

Task No.

1

Equip.

2

3

5

6
4

7
8
9

10
11

TABLE

PROJECT FOR THE REPUBLIC OF SLOVAKIA - SLR/9/005

Planned
Date

Jan. 94

Jan. 94

Mar. 94

Jan . 96

Apr. 94

Apr. 94
Apr. 94

May-94
Aug. 94
Nov. 94

Aug. 94
Jan-95

Project Status Table -

Time/
weeks

1

1

1

1

1

1
0.4

1
1
2

1
1

Man/
weeks

5

1

1

1

2

2
0.4

1
2
2

1
2

Assistance

5 Experts

Expert

Expert

Expert

2 Experts

2 Experts

Expert
2 Experts
2 Experts

Expert
2 Experts

Missions to NRA

Area of Assistance

Legislative Regulatory Structure

Equipment

Legal advice on implementing legislative
structure
The structure, role and responsibility of
the Regulatory Body

Organizational framework, structure and
technical support
Site inspection methodology
Meeting between Agency and
counterpart to review progress and co-
ordinate next phase
Development of QA
Regulatory Training (Basic)
Assistance in development of new
standards, codes and guides
Review of Emergency Arrangements
Radiation Protection & Waste
Management

A l . 5

TO Technical Officer:

Country

CZR, Finland, Spain,
Switz., IAEA

IAEA

USA

Belgium, Finland

Spain, UK

UK
Finland, UK
IAEA, Finland

UK
Belgium
IAEA

R.J. Campbell

Nominees

Hrehor, Koutaniemi,
Unda, Zuber, Crawford

Jankowitsch

Greenman

Maris, Koutaniemi

Unda, Weightman
Zlatnansky, Crawford

Derbyshire
Aro, Batty
Zhong, Koutaniemi

Winyard
Luykx
Tamborini

• - - -

Comment

Report issued

Equipment delivered
6XPC486DX-40
3 x HP 4L Laser Printers
1 x Modem

Report issued

Revised Oct. 95 to be
done with T30 & T33

Report issued

Report issued
First six months reviewed
and future programme
modified

Report issued
Report issued
Report issued

Report issued
Report issued

Updated 96-05-10

Task
Completed/

Mission Dates

"28/1/94

28/1/94

"5/10/94""

22/1/96 - 9/2/96

11-15/4/94

,11-15/4/94
15/7/94

23-27/5/94

1-5/8/94
21-25/11/94

21-26/8/94

11-13/1/95
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4

Equip.

12
13
14

15

16

4

17

18

19

20

21

| Oct. 94

Sept. 94

^Nov. 94
Dec. 94
Nov. 94

Mar. 95

Feb. 95

Dec. 94

Jan. 95

Oct. 95

Apr. 95

Aug. 95

Mar-96

0.1

1

1
1
2

1

1

0.4

1

1

2

1

2

1

1
1
2

2

1

0.4

1

1

2

2

2

Expert

Expert
Expert
2 Experts

2 Experts

Experts

Expert

Expert

2 Experts

2 Experts

2 Experts

TABLE
Meeting between Agency and
counterpart to review progress and co-
ordinate next phase
Equipment

Periodic Safety Assessment
QA codes & guides
Inspection guidelines

Information to public

Emergency arrangements & policy
development
Meeting between Agency and
counterpart to review progress and co-
ordinate next phase
Decommissioning policy &
implementation

Emergency Arrangements training and
exercise

Low level and medium level waste
policy
Regulatory Approach/ Requirements for
computer based systems and areas
related to safety
Information to the public (follow-up)

A l . 5

UK
IAEA
Canada
USA
Finland, Sweden

Finland, Bulgaria

UK

IAEA
France
Canada

Sweden
Finland

Zlatnansky
Crawford

West
Chen
Rinfret
Shankman
Hautakangas, Wunsche

Aaltonen, Antonova

Zlatnansky
Crawford

Winyard

Tamborini
Bosser
Asmis

Next six months reviewed
and future programme
modified.
Equipment delivered
3 x Notebooks 486 SX
2 x PC 486 DX-40
2 x WP 4 Laser Printers
1 x Fax machine
Report issued
Report issued
Report issued

Report issued

Report issued

Project programme
update

JD issued 10/11/94
Mission cancelled 1/2/95

Report issued

Report issued

Report issued

JD issued 10/11/94

11/3/94

9/94

14-18/11/94
5-9/12/94
14-18/11/94

20-27/5/95

4-11/2/95

16/1/95

Duplication of
training by
USNRC
16-20/10/95

26-31/3/95

21-25/8/95

11/3/96
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4

22

23

24

25

26

27

Equip.

4

28

29

30

31

~c"

May-95

; Jul/Aug
95 ;

: May-95

, i

Jul-95 .

r Feb-96

Nov. 95

Dec. 95

Nov. 95

Oct. 95 '

Nov. 95

Dec. 95

Jan. 96

Jan. 96

Cane.

0.4

1

1

1

1

2

1

0.4

1

1

12

3

0.4

2

i

:
,
i
i - . J; 1

2

1

0.4

1

1

1

3"

2 Experts

3 Experts

Expert

2 Experts

Expert

Equipment

•

Expert

Expert

Expert

Expert

Meeting between Agency and
counterpart to review progress and co-
ordinate next phase
Quality Assurance (follow-up)

Review of project effectiveness

I Peer review of national incident
reporting system

\ • • • i| Development of Regulatory Body's own
(training programme (follow-up)
Review of implementation of revised
legislation
Radioactive waste & radiation protection
policy implementation
Equipment for emergency arrangements

Meeting between Agency and
counterpart to review progress and co-
ordinate next phase

Decommissioning policy

Fire protection programme

Management review of overall progress
against stated objectives
Training in ASSET methodology

Radiation protection & radioactive waste
management

UK
ex IAEA
IAEA

IAEA
Spain
UK
Finland

IAEA

Spain, CSN
El Cabril

Germany

USA

USA

IAEA

Zlatnansky
Crawford

Poulton Chen
i

Crawford Bye
Scherrer

iKriz
Zarzuella
Razzell

JAro

Jankowitsch
Zlatnansky & Novak
Revilla
Lazaro Mari

Zlatnansky
Crawford
Campbell
Richardson
Spoden

Parkinson
(Sonalysts Inc.)
Greenman

Project programme
updated

Report issued

Report issued

Report issued

Report issued

Report issued

Report issued

Equipment delivered Nov.
95
Project programme
updated

Report issued

Report issued

JD issued. Combine with
Tasks 3 & 33
Funded under Project
RER 9/035

i Cancelled. To be
combined with Task 35

! 26/6/95
(

j 14-18/8/95
i

11-5/5/95

i

I
3-5/7/95

i

I

; Mar-96

4 Dec. 95

11-15 Dec. 95

'1-2/10/95

,27 Nov.-1 Dec. 95
i
t

14-8 Dec. 95

9 Apr. 96
30 April 96
8-12 Jan.

N/A
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32

33
34

35

36

37

Equip.
4

38

39
40
41

42

43

Mar. 96

Apr. 96 ,
Jun-96

Jun. 96

Oct. 96

Oct. 96

1997
Dec. 96
May 97
May-97 3

Jun. 97
Nov. 97
Sept. 97

Sept. 97

Oct. 97

1

half
1

C
M

 
C

M

1

2

dys.

1
2
1

1

1

2

1
1

4

4

1

3

2

2
1
2

12

1
44 Nov. 97 1 2

Nat. Cons. = National Consultant
Sci. = Scientific Visitor
JD = Job Description

2 Experts

2 experts
Expert

2 Expert

2 Experts

Expert

2 Experts

3 Experts

2 Experts
2 Experts
2 Experts

6 Experts

1 Expert
2 Experts

TABLE
Review of implementation of site
inspection methodology (follow-up)
Emergency exercise (follow-up)
Training for NRA managers in handling
the media and the public
Radioactive waste
Radiation protection
Review of NRA standards and guides
for NRA activities
Decommissioning aspects (follow up)

Equipment 2 computers
Meeting between Agency & counterpart

Emergency response centre exercise

Review of QAP of NPP
Emergency preparedness
Inspection programme for
commissioning
Final Report and assessment of Project
(IRRT)
Fire protection requirements
Further review of implementation of
revised legislation

A l . 5
USA

UK
Germany

Canada

Finland, Canada
IAEA
Germany USA?

IAEA

UK, Spain

UK, IAEA

IAEA, UK, etc.

US (Sonalysts)

iGreenman

;Winyard
Wildgruber

2 experts

Koutanemi

'Spoden

Zlatnansky
Campbell
Winyard?, Lardiez?

Poulton?

Parkinson

JD issued. Combined
with Tasks 3 & 30
; Report issued
JD issued

i

Oct. 96

26-Mar-96

JD issued

JD drafted "

JD drafted

$5,000;
NoJD j

NoJD

NoJD
NoJD
NoJD

NoJD '

NoJD
NoJD
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ANNEX A2

TERMS OF REFERENCE

FIELD EVALUATION REVIEW - SLR/9/005

"STRENGTHENING OF THE NUCLEAR SAFETY REGULATORY BODY"
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I. Background

The importance of project design and its contribution to success is widely
acknowledged. The design of model projects, thus, has merited special efforts on the side
of both the Agency and its counterparts, and work plans and project documents have been
produced.

The review of the objectives of the operational model projects was undertaken in
1995 to determine whether these had been defined in a quantitative and measurable way.
Once measurable and verifiable indicators are built into the projects, the assessment of their
impact, in due course, will have clear reference criteria.

The project SLR/9/005 was approved for the period 1994-1996, with a total budget
of $479,500, as footnote a) and upgraded to TCF shortly after approval. The current budget
is $401,340 and disbursements to date amount to $312,873. The project includes expert
advice, the supply of equipment, scientific visits and fellowship training. Thirty four expert
missions and 26 scientific visits have taken place to date, acting upon a wide range of
organization and safety related topics.

II. Scope and Objectives of this Special Review

The evaluation of this model project aims at assessing efficiency and effectiveness,
so as to obtain complete information on its overall performance. The specific objective of
this in-depth evaluation is the assessment of the following:

• Project Efficiency:
* The adequacy and quality of the project design - activities and inputs - and their

link with the project's outputs and objectives;
* The project work plan, budget implementation and in-flow of project funds;
* The relevance of the project's outputs vs. its objectives;

• Project Effectiveness:
* The progress achieved to date towards the intended objectives;
* The cost-effectiveness of the approach taken versus other project options;
* The adequacy and timeliness of IAEA inputs - equipment, training, fellowships,

experts and visits - for meeting their intended objective;

• Aspects of Project's Impact:
* Project contribution to the organizational and technical performance of the

National Regulatory Body;

• Continued Project Relevance:
* The relevance of the project's outputs vs. its goals;
* The project's links with other donor funded projects;

• Aspects of Project's Sustainability:
* Project related plans for 1997 and beyond;
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III. Evaluation Methodology and Procedures

The project will be evaluated based on: a) desk review of project background
material; b) internal focus meetings and c) field mission.

The evaluation will combine the following methods:

• Modified peer review;
• Review of achievements versus performance indicators;
• Cost-effectiveness analysis based on alternative project approaches;
• Interviews with project counterparts and end-users during the field mission, to evaluate

effectiveness and impact.

The evaluation methodology is represented in attachment 1 to this document.

A system to rate the project's efficiency, effectiveness and impact will be developed
and tested in the context of this evaluation.

IV. Evaluation time-table

Desk review of background material 22 April to 28 June 1996
Field visit 2-4 July 1996
Draft report 26 July 1996
Final report completed September 1996

V. Resources

The cost of the evaluation is charged to IAEA administrative funds.

VI. Reporting and Revision Requirements

The draft report is due four weeks after the field mission. The Evaluation Section,
TC, is responsible for preparing a final report and for organizing the internal review of this
report. A final draft is due four weeks after receipt of any comments.

All material developed through this evaluation is the property of the Agency, and all
decisions concerning publication remain the right of the Agency.
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ANNEX A3

FIELD MISSION AGENDA

PROJECT FIELD EVALUATION - SLR/9/005

"STRENGTHENING OF THE NUCLEAR SAFETY REGULATORY BODY"

IAEA - FER - 96/02



PROJECT SLR/9/006 - STRENGTHENING OF THE NUCLEAR SAFETY REGULATORY BODY A3.2

FIELD MISSION AGENDA

Date

1996-07-02

1996-07-03

1996-07-04

Purpose

• Mission presentation

• Discussion of Project

• Review of IAEA inputs

• Public Information

• Emergency Response

Centre

Bohunice NPP

Participation in Model

Project

Discussion with Inspection

Team, NRA - Trnava

Visit to VUJE Training

Centre

Review of Project Outputs

Discussion on QA

Discussion on Training

Discussion on Project

Benefits

Persons

interviewed /Position

Mr. Misak, NRA Chairman and

Mr. Zlatnansky, Vice Chairman,

and Project counterpart

Mr. Seliga, Manager, Public

Information Centre

Ms Zatlkajova

Mr. Lipar, Deputy Site Manager

- Operation

Mr. Vittek, Head, Safety

Department

Mr. Simoncic, Dep. of

Components and Systems

Mr. Tkac, Site Inspector

Mr. Konecny, Dep. Of

Radwaste Management

Mr. Fusek, Nuclear Safety

Inspector

Ms. Ziakova

Mr. Zlatnansky

Mr. Novak

Mr. Kuchta

Mr. Misak and Mr. Zlatnansky

Institution

NRA

NRA

NPP

Bohunice

NRA

VUJE

NRA
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