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Summary

Discussion provided below in the text and on the presentation transparencies is based on
hands-on experience of SAT projects’ implementation which have been or being conducted in
several countries, and intended to develop or upgrade NPP personnel training.

We will “risk” to say that no comprehensive system, training system in particular, can
work without feedback. A powerful tool to establish a controllability of a training process is to
measure (using certain criteria) trainees’ performance, training process, employees’
qualification, on-job human performance, overall plant performance, and then (using certain
algorithms) to provide feedback control to training and the whole organization with clear
understanding and grading whether we deal with training-related root causes or not. In this
way a training effectiveness may be considered as a feature that shows to what extent training
is producing a desired result (e.g. developing needed skills, knowledge and attitudes,
enhancing quality, safety and productivity, establishing cost-effective training, etc.).

In order to design a training system with the features of feedback control, the SAT
projects are implemented. In this respect SAT is more “systems” rather than “systematic”
approach. Obviously, the criteria to evaluate a training system should be established.

SAT implementation may be considered as a corrective action to fix the problems
associated with the deficiencies in personnel competence or ineffectiveness of training system.
But each corrective action or initiative related to a training system development should be
generated and justified through normal process of evaluation and systematic needs analysis.

The effectiveness of a training development project shall be evaluated against the overall
goal and specific objectives of a project. The ultimate overall goal of SAT project
implementation is to develop or upgrade NPP personnel training programmes and the whole
training system in order to provide reliable and effective NPP personnel training and
qualification. In reality, the objectives of SAT implementation at many NPPs have been more
specific and pragmatic, mostly derived from the features of SAT as a management tool. If we
will consider an “effective” project in meaning of producing a desired effect or influence, then
we ultimately need to clearly state what positive influence or impact on plant performance,
production, engineering, organization, business conduct, personnel qualification, or training
process quality do we expect from SAT project introduction. Criteria to evaluate SAT project
implementation should be established.

A set of methodological, technical and organizational measures should be taken in order
to successfully achieve the objectives of SAT project implementation, and therefore to
positively impact on personnel training and the whole organization. These measures include a
development of standards and criteria, use of job aids and procedures, training of personnel
involved, identification of the role of managers and development of their attitudes, etc.

The foliowing examples and actual practices are discussed in the presentation:
systematic needs analysis, criteria to evaluate training system, specific objectives of SAT
projects, and examples of the criteria to evaluate SAT project.
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safe, reliable and effective manner !
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What we are evaluating ?

.

expected results.
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Needs Analysis

Each initiative related to a fraining system

Evaluation iticality, urgency, and attainability
Implementation of the accepted recommendations, tracking and
configuration management
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Practices of the flrst-run

recommendatlons

¢ Pilot Training Review Committee
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Summary of actual Needs Analysis
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Summary of actual Needs Analysis
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to safety ‘ciilture principles
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SAT as a corrective action
to fix the poblems associated with:

+ Long-term strategic investment to establish plant TQM
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at s the object.or
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nd measure?

conflicts
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aluation report
one of the ev.

Critical element - evaluators’ qualification!
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Evaluatlng tralnlng development

.
“Effect”

from SAT project in troductlon ?
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The ultimate overall goal of a SAT project is to
develop or uprgade NPP personnel trammg
me(s) or the'w,
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In reality, the objectives of SAT implementation at many
NPPs have been more specific and pragmatic, mostly

+ Establis-h a common and rather standardized basis to
effectively co'j._ municate within the plant families and with

vanous external orgamzatlons
SAT Projects' Effectivencss 13

Job aids to evaluate comprehensive

be established from the beginning
but not a L the end of a project !
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Example 1 of actual SAT project evaluation

established. | Positive step increasing Training Center status and
towards delegatmg tasks
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Example 2 of actual SAT prolect evaluation
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Example 4 of actual SAT project evaluation

for other

t operating and mamtéhance procedure§
ication. The most critical ones have been
raining Review Committee meetings.

regulations,
Technical Sp
discussed at
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Evaluating a training system

experierice
- 113 specific criteria applied to 8 -
high-level objectives
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Actual evaluations of NPP training systems have
convincingly shown that from 40 to 80 percents of
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Examples of specific criteria to evaluate
management and orgamzatlon of trammg

Criterion 1-24 ull-tnne instructors' salaries are sufficient to

motivate these personnel and to involve high-qualified md1v1duals
A. Kazennov SAT Projects' Effectiveness 21

SAT procedures

* Instructors,:
adequately.
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J Outstanding role of all plant managers.
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