Project Aim 2020

Appendix | - Communication and Implementation Plan
Project Aim 2020 Recommendations
ML15026A097
(Last updated January 30, 2015)
Communication Lead: Michael Weber, Deputy Executive Director for Materials, Waste,
Research, State, Tribal, and Compliance Programs

(301) 415-1700

PLAN OBJECTIVE

The objective of this plan is to promote effective, coordinated communication about and
implementation of the Project Aim 2020 recommendations, both during and after Commission
review and decision. This plan includes:

o Key messages for Nuclear Regulatory Commission (NRC) stakeholders

o A brief status of Project Aim 2020

e A description of communication tools

¢ A timeline for implementing the recommendations and associated outreach, including
strategies, metrics, lead responsibilities, and schedule, as well as a Gantt chart

e Questions and answers

This plan is intended to be employed as a consistent foundational element to make progress
and chart a course forward toward ensuring that specific recommendations of Project Aim 2020
to change the agency are well planned, successfully implemented, and communicated in a
timely manner within the available resources. The plan specifically addresses three elements
necessary to successfully implement the Project Aim recommendations, including:

¢ Transformation and organizational dynamics

0 To achieve success, the NRC will need to be flexible to rapidly adjust to changes
associated with workload shifts, as well as significant social, technological,
economic, Congressional, and other changes.

0 NRC leadership needs to coalesce around a single, unified approach for
transforming the agency and preparing for 2020 and beyond. Top leadership
needs to drive the transformation and nurture employee engagement, including
seeking their improvement ideas, building momentum for positive and forward
looking change, and encouraging ownership for the transformation. The agency
culture needs to focus on achieving outcomes and reward risk-taking to support
innovation and adaptive approaches.

0 As the NRC proceeds, the agency will need to clarify and refine its vision and
establish integrated strategic transformational goals and adapt its organizational
structure to achieve the vision.
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0 Agency leadership needs to create and sustain a sense of urgency in support of
the transformation and implement an appropriate timeline for progress and show
progress from the beginning.

o Communications with internal and external stakeholders must be frequent,
consistent, and occur through multiple channels that meet stakeholder needs.

0 The transformation must be guided by a powerful dedicated team to manage the
transformation process and to be held accountable for achieving desired
outcomes.

e Coordination and accountability

0 The Executive Director for Operations (EDO) and the Chief Financial Officer
(CFO) will serve as senior executive sponsors to ensure leadership
accountability and success of the transformation. Implementation of the
strategies will be led by individual offices, assigned executives, and monitored by
the cross-functional NRC senior leadership team. This monitoring will be helpful
in assessing performance and managing the transformation process.

0 Assigned offices and executives will oversee the day-to-day activities associated
with the implementation of the strategies. The executives have sufficient rank,
visibility, and access to lead the successful implementation of the strategies.

0 The senior leadership team is cross-functional and comprised of NRC senior
executives with the skillsets, expertise, reputations, and relationships with other
senior leaders (including the Commission), knowledge of the NRC’s operations,
thorough understanding and commitment to the goals of the transformation, trust
and confidence of top leadership. The senior leadership team is representative
of all components of the agency (including headquarters and regions, regulatory
and corporate programs, staff and Commission offices), and are among the top
performing executives.

o0 Progress in implementing the strategies will be measured based on fulfillment of
outcome measures that support the agency’s mission while accomplishing the
necessary transformation.

o0 Progress will be monitored and reviewed, at least quarterly, through the Quarterly
Performance Reviews, and will be credited in executive performance appraisals.
The EDO and CFO, along with the Deputy Executive Directors and Deputy CFO,
will engage in regular communications to review progress, address issues,
allocate necessary resources, and resolve conflicts.

e On-going Evaluations and Longer-term Planning

0 The strategy recommendations contained in the Project Aim 2020 report include
specific recommendations to develop and maintain the NRC'’s capacity to pro-
actively shape the agency’s future and respond to the uncertainties and
challenges of the longer-term future, including scenario building, visioning, and
strategic planning support for the Commission.

0 Because planning and budget formulation are led by the EDO and CFO, and they
provide executive sponsorship for implementing the Project Aim 2020
recommendations, the planning and budget formulation components of agency-
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specific program needs and operations, operational issues, and agency culture
will receive top level sponsorship.

The EDO and CFO will also ensure that on-going evaluations and longer-term
planning receive sufficient communications (internal and external) and evaluation
support, and are leveraged to build and maintain high quality relationships with
other Federal, State, Tribal, local, and international agencies and organizations,
as well as other external organizations to remain abreast of relevant and current

research, evaluation methods, and trends.

o0 These functions will identify and monitor key issues and variables, as well as
internal and external trends that may significantly affect the NRC'’s longer-term
future so that pro-active, anticipatory actions will be considered by agency
leadership and implemented, as appropriate.

o0 The EDO and CFO will also work closely with the Commission and others
contributing to the strategic planning process to ensure consistency between
long-term strategic plans and annual performance and implementation plans.
The futures team will periodically update the Commission and senior staff
leadership regarding major trends and key issues that could significantly impact
previously adopted visions, strategic plans, goals, and strategies, particularly in
case observations might merit a leadership decision to adjust accordingly.

For more detailed information on the Project Aim 2020, including background and supporting
documents, please see the Project Aim 2020 SharePoint site at
http://fusion.nrc.gov/edo/team/projectaim/SitePages/Home.aspx

COMMUNICATION and IMPLEMENTATION TEAM

Name Position Phone
Michael Weber Deputy EDO and Project Aim 2020 Team Leader (301) 415-1700
Karen Fitch Deputy Team Leader (301) 287-9237
Russell Allwein Member (301) 415-7417
Trish Gallalee Member (301) 415-3060
Heather Murray Member (301) 415-0098

Add others as
needed

KEY MESSAGES

e In July 2014, the Commission established a project team to provide more concrete and
specific projections of the workload for the agency five years out, and to recommend
appropriate agency resource levels that align with the projected workload such that the
NRC can excel long into the future.
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e On January 30, 2015, the EDO and CFO transmitted recommendations for Commission
consideration. The Commission completed its review of the recommendations and
issued its decision in the SRM dated , 2015.

¢ The Commission’s decision benefited from extensive input from both NRC employees
and from external stakeholders since the project began in June 2014, as well as from an
independent review by the National Academy of Public Administration.

e Based on Project Aim 2020, the Commission decided that the NRC needs to improve its
efficiency to continue to provide high confidence in fulfilling the agency mission in a
dynamic and uncertain future.

e The recommendations approved by the Commission are an important milestone of the
NRC'’s initiative to enhance efficiency.

e There will be additional and significant opportunities for NRC staff and external
stakeholders to contribute to, provide input for, and help shape the implementation of the
Commission’s decisions during the next couple of years.

STATUS UPDATE

The Executive Director for Operations and the Chief Financial Officer provided
recommendations to the Commission on Project Aim 2020 on January 30, 2015 (Commission
paper — ML15012A594). On , 2015, the Commission completed its review and
issued its decision on the recommendations, subject to the changes specified in the SRM. The
staff has made those changes to the implementation and communication plan for Project Aim
2020.

Once the revised implementation and communication plan is issued, leadership for
communications about specific strategies and initiatives associated with Project Aim 2020 will
transfer to the line organization responsible. Some strategies, such as enhancing stakeholder
participation and input to the planning process, by their very nature, will require and benefit from
continued external communications. Specific communications plans are expected to be
developed for such projects. Other projects, such as developing a strategy for managing
overages, will not require a communication plan because communications will occur through
established channels, such as partnership with the National Treasury Employees Union (NTEU)
in accordance with the Collective Bargaining Agreement.

COMMUNICATION TOOLS

External Stakeholders

o Response to Inquiries sheet to be used after the EDO and CFO transmit the Project Aim
2020 report to the Commission and before the Commission completes its review and
decision on the recommendations. The staff plans to transmit the report,
recommendations, and supporting analyses to the Commission as Official Use Only —
Sensitive Internal Information and recommend that the Commission withhold the
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information from public release and decide whether and, if so, when to release the
information to the public.

¢ Email List serve at Aimoutreach@nrc.gov to notify the public of the Commission’s
decision and to electronically distribute the decision.
0 Project Aim 2020 Outreach e-mails will continue after distribution of the decision
to keep internal and external stakeholders informed about the progress of
implementation.

e Press release announcing the Commission’s decision on Project Aim 2020 and next
steps.

e Blog post, Tweet, and NRC Facebook update.

o The Project Aim 2020 SharePoint site will provide links to the final documents at
http://fusion.nrc.gov/edo/team/projectaim/SitePages/Home.aspx.

o Letter to the Congressional appropriations committees and oversight committees
transmitting the results of Project Aim 2020 and the specific response to the request
from the 2015 Appropriations Report.

e Additional social media communications, meeting notifications, and press releases will
be issued as appropriate to communicate significant progress related to the
implementation of the improvements.

Internal Stakeholders

e Status Updates, which were e-mailed biweekly to Commission Offices, senior managers,
and NTEU, will be discontinued after transmittal of the SECY paper to the Commission
in January 2015.

¢ Information posted on the Project Aim 2020 SharePoint site, including the project plan,
project charter, meeting summaries, archived status updates, and other pertinent
information, will be transferred to ADAMS (records) and discontinued after six months
following Commission SRM.

e This Communication Plan, including Q’s & A’s, will remain on the EDO’s Communication
Plan SharePoint site until two years after Commission decision in the SRM.

¢ Monthly meetings with NTEU on Project Aim 2020 will be discontinued three months
after the SRM; pre-decisional consultation and partnership on implementation will occur
through the Agency Labor Management Partnership Committee meetings on a monthly
basis. The Project Team will meet with NTEU Chapter 208 leadership to brief them on
the Project Aim 2020 Report and recommendations shortly after transmitting the report
to the Commission.

e Meeting(s) with the staff to inform NRC employees about the report and
recommendations after transmitting the report to the Commission and meeting with
NTEU. The purpose of these meetings is to ensure awareness and to emphasize that
the Commission will review the recommendations and determine how to proceed.

Project Aim 2020 - Communication and Implementation Plan Page 5


http://fusion.nrc.gov/edo/team/projectaim/SitePages/Home.aspx

Project Aim 2020

¢ Periodic EDO Updates, Reporter Articles, or other agencywide communications will be
used to keep the staff informed on significant progress on implementation and on

opportunities to contribute to the implementation.

e Performance on implementing the Project Aim 2020 recommendations approved by the

Commission will be discussed as part of the Quarterly Performance Reviews;

performance information related to implementation will be posted on the agency’s

SharePoint site on performance.

TIMELINE OF EVENTS

The schedule for major communication activities related to the project is described below. A

more detailed schedule for implementation of the strategies, along with assigned lead

responsibilities, performance measures, and schedules, is attached. In addition, a Gantt chart

depicting the implementation of the strategies is also attached.

Activity Planned Actual
Deliver final report and Commission paper to SECY 1/30/15
Ensure Public Affairs Officers and Congressional Affairs Officers
have the Response to Inquiries summary, in case of questions 1/30/15
from the media and Congress before the Commission has
completed its review
Brief NTEU Chapter 208 Leadership on the results of Project Aim

: . 2/06/15
2020 and Recommendations for internal use and awareness only
Brief NRC employees in town hall, staff, or other meetings on the
results of Project Aim 2020 and recommendations for internal use 2/10/15 - 2/27/15
and awareness only
Complete Commission review and issue SRM tbd
Issue Commission decision (SECY) After SRM
I§sue Pro!ect Am 2020 OuFregch e—mayl and update SharePoint wiin 3 days of SRM
site, consistent with Commission decision
As appropriate, issue OPA Press Release on SRM w/in 3 days of SRM
Issue the updated implementation and communication plan w/in 3 days of SRM
As app_roprlate, |§§ue OPA Blog, Tweet, FB Update on wiin 3 days of SRM
Commission decision and next steps
Transmit report to Congressional Oversight Committees consistent 5/01/15
with the 2015 Appropriations Act and Commission direction
Transfer communications lead for specific initiatives to line w/in 2 weeks of
organization issuance of

imp/com plan
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Qs &A's
What is Project Aim 2020?

Project Aim 2020 seeks to provide senior management and the Commission with
strategies and recommendations to improve the current and projected performance of
the Nuclear Regulatory Commission. Implementation of the recommendations of Project
Aim 2020 will help improve NRC's operation excellence, agility and culture, while also
refining the basis for agency planning through 2020 and beyond.

Why is this project necessary?
The agency is facing a dynamic, unpredictable environment and needs to:

e Improve its efficiency
e Have a clearer picture of agency needs five years out, and beyond.
o Develop new strategies to increase agility to adapt to changing circumstances

What is Project Aim 2020 trying to accomplish?

Project Aim 2020 developed a forecast for the future state of the agency and provided
strategies and recommendations improve the agency. These strategies and
recommendations will be implemented by the line organizations within the NRC following
Commission review.

What is the duration of the project?

The project ended in January 2015, although implementation of the strategies and
improvements is expected to last for the next couple of years.

What does “Aim” stand for?

Aim is not an acronym. “Project Aim 2020” is about using individuals, other federal
organizations, industry, private interest groups and agency focus groups to provide more
concrete and specific projections of workload for the agency under a range of scenarios
for planning the agency’s strategic needs five years out.

Is this the “flavor of the month/year”?

No. This necessary — even urgent— initiative grew out of a meeting of all NRC Office
Directors and Regional Administrators in the fall of 2013, and has the full support of the
Commission. It was led by a Deputy Executive Director who was temporarily assigned
to lead this effort full-time.

Didn’t TABS already do this? Is this TABS 2?

No. This project focused on developing broad, long-term strategies to accomplish
NRC'’s mission long into the future, and make the agency more adaptive and resilient to
a dynamic external environment. Project Aim 2020 incorporated lessons learned from
the TABS project to improve planning, feedback, communication, and implementation.
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How can we start another initiative when we haven’'t completed the TABS?

We cannot wait to improve our efficiency of service to the Nation. Efficiency is one of
the Commission’s Principles of Good Regulation, which were established in 1992.

How will this project affect me?

Implementation of Project Aim 2020 recommendations could potentially affect every staff
member by creating a more resilient agency that can more effectively plan for future
needs. Everything from processes and procedures, to budget, staffing, and physical
space, could be affected in order to prepare the NRC for a dynamic future that must be
ready to respond to changing external forces.

Where can | get more information about the project?
Project Aim 2020 has a SharePoint site, here.

With roughly 1/4 of NRC employees located in the regions, did we consider having a
regional participant on our team?

The Regions were represented on the Project’s Guiding Coalition. In addition, Team
Members visited the Regional Offices and TTC on several occasions during the project
to give informational presentations and involve employees in focus group sessions.

How could a materials or reactor resident inspector be able to provide input to the effort?

The Project Team invited inspectors along with other staff members to contribute by
participating in focus groups, completing a brief survey, and providing input to a resource
mailbox at ProjectAim2020.Resource@nrc.gov. As implementation proceeds, there will
be additional opportunities for staff to contribute to improving the agency.

Does Project Aim 2020 focus on "improvement" or "change?"

Both. Much of what we do is very good but we seek out areas to improve that will allow
us to operate in a more timely, effective, efficient, nimble, and sustainable way. We are
not changing for change sake, but rather transforming the agency to prepare for the
future - enhanced agility, quality, service, and responsiveness.

Will Project Aim 2020 replace the Strategic Plan?

No, Project Aim 2020 and the Strategic Plan serve two different but complementary
efforts. The recommendations to improve the planning process are specifically aimed at
building upon the Strategic Plan by obtaining a broader range of input from external and
internal stakeholders. The current Strategic Plan has been used to inform the project.

e —
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How did you collect input?

During the project, we obtained input from a broad range of internal and external
stakeholders. Based on these perspectives, opinions, and information, the project team
developed and considered a range of longer-term scenarios that may significantly affect
the workload of the agency, NRC activities, plans, and operational environment. The
team also leveraged working groups and other current improvement activities.

What happens after the project report?

The project team submitted its recommendations to Commission in January 2015.
When the Commission issued its decision, the Guiding Coalition, office and regional
leadership, and staff will be responsible for implementation. A communications and
implementation plan will be updated to reflect the Commission’s decision. This plan will
also be reflected in the Agency Performance Plans. Progress on implementing the
strategies will be monitored as part of the Quarterly Performance Reviews. In addition,
there will be additional opportunities to contribute perspectives and provide input in
support of specific strategies during the next couple of years.

What is meant by agility or an agile organization?

The capability of NRC to rapidly change or adapt in response to internal and external
changes in the regulated community and external and internal environment. A high
degree of organizational agility can help the agency to react successfully to the
emergence of new technical issues, the development of new industry-changing
technologies, or sudden shifts in the regulated community.

What was the role of the Guiding Coalition and who were the members?

The Guiding Coalition included SES members, SES candidates, and Branch Chiefs from
across the agency, including Regional Offices. Coalition members participated as
"NRC" representatives and shared their perspectives in the best interest of the agency
and the American public. Although the Guiding Coalition will cease to exist as a formal
organization once the Commission completes its review, the members of the Coalition
will continue to contribute and lead at the agency for the foreseeable future and,
consequently, will play a role in successfully implementing the Project Aim 2020
recommendations.

How will the Commission provide input into the process?

In additional to sharing their views and guidance in periodic briefings (July, September,
and November), the Commission provided oversight and informal feedback throughout
the duration of the project and is reviewing the project recommendations and deciding
which recommendations to implement. Their involvement will continue in overseeing the
implementation of the recommendations, providing policy guidance as appropriate, and
ensuring sufficient resources are dedicated to support successful implementation.

What role will offices play in the project?
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In additional to focus groups and other outreach activities, office leadership and staff
members shared their perspectives and provided input throughout the duration of the
project. Office directors and regional administrators participated in two senior leadership
meetings to evaluate, understand, and align upon the strategies of the project and will
directly contribute in implementing the recommended strategies in their offices and
across the agency.

How will the budget process be impacted?

All of the strategies recommended as part of the project can be implemented, at least
initially, within existing budget resources. As processes are improved and new
requirements are established, additional resources will be needed to develop and
implement new tools, such as computer applications. The resources to support these
improvements will be identified and considered in the budget formulation process.

As part of the recommended strategies to improve planning, the Project identified
specific improvements in planning and budget formulation, which will refine NRC’s
budget process.
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