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The Swiss Nuclear Safety Inspectorate (HSK) currently faces a generation change. In the 
years 2005 to 2007 up to 15 retirements of experienced experts are anticipated. Within only 
three years HSK will have to replace one third of its management and will at the same time 
loose valuable know-how. Experience has taught us that it becomes increasingly difficult to 
replace the leaving employees by qualified specialists. Consequently recruitment and training 
of new staff members becomes more time-consuming and expensive. 

HSK considers knowledge management to be a valuable tool in order to cope with this 
change. Therefore a concept has been developed, which evaluates the existing or planned 
elements of knowledge management considering the amount of work, the benefit and the 
feasibility and combining them to an efficient system. By doing so HSK encountered two 
specific problems: 

− Generally there is rather too much information than too little within an organization. 
However the information available is not in the required form. Much knowledge is 
stored unstructured in the offices of the experts and can therefore only be accessed 
with their aid. Since it is very expensive to compile and collate any unstructured 
information, it is absolutely important to identify the valuable knowledge of the 
organization. One must permanently assure that the necessary knowledge is present 
and that information no longer required is removed from the system. 

− Knowledge is not only explicit. A large portion of knowledge is tacit in the heads of 
the employees. It is very difficult to convert this tacit knowledge into an explicit form. 
It can therefore not be processed electronically not even with the best data base 
systems and search engines. In this context, technology is important but technology 
alone can not resolve every problem. Personnel development is just as important. 
Ways must be found to pass on tacit knowledge within the staff.  

With its management system [1] HSK possesses a powerful tool to handle the first problem. 
Knowledge management is integrated into this system. The specific implementation is based 
on two control cycles inspired by the “Deming wheel” (see FIG. 1.). The Deming wheel is 
one of the most popular tools to support continuous improvement. It focuses the efforts 
around the four steps PLAN, DO, CHECK, and ACT.  

The high-level, strategic cycle ensures that all competences are available which are necessary 
to deal with HSK’s regulatory and technical responsibilities. The main outputs of the strategic 
cycle are knowledge objectives for the different fields of application. The subordinate cycle 
covers the operational aspects. It is used in various fields of application and therefore exists in 
several versions. The knowledge objectives as defined by the strategic cycle serve as input for 
the operative cycle and link them to each other. 

There are several theoretical approaches to transform the tacit knowledge of the employees 
into explicit knowledge. HSK tried to implement this knowledge transfer by means of 
structured interviews, but the attempt was not very promising [2]. The findings and benefits 
were not in proportion to the investment of money and mainly of time, and the project was 
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finally cancelled. 

Today HSK consequently invests in human resource development activities. The goal is to 
keep the tacit knowledge by promoted teamwork and by systematic and consequent training 
and further education. Explicit knowledge is collected and documented according to the rules 
laid out in the management system and is available to everybody through different tools 
basing on a sophisticated document management system. 

In this paper the implementation of the knowledge management system at HSK is illustrated 
by the way of two representative examples, highlighting the elements and content of the 
different control cycles. 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

FIG. 1. Knowledge management control cycles 
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