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School of Leadership for Safety
• The overarching objective of the International School for
Nuclear and Radiological Safety Leadership is for early to
midcareer professionals to develop their safety leadership
potential through a better understanding of what leadership
means in practice in nuclear and radiological working
environments with their inherent complexities and often
competing considerations
• This school is based on experiential learning including a
pedagogic progression through the week on the key
learning objectives from GSR Part 2
• This is achieved using case studies

Case Studies
• 4 Case Studies
1. Medical Application



Misapplication of Radiotherapy treatments
Focus on Goal Setting

2. Nuclear Power Plant



Hoisting event in the reactor building during an outage
Focus on Values and Attitudes

3. Emergency Preparedness and Response



Release to the environment from a nuclear waste treatment process
Focus on Engagement

4. Summary Case



Updating facilities in response to regulatory requirements
Focus on All leadership aspects


Including an element of Nuclear Security
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Review the Case
• Students are
– Provided the cases weeks in advance
• Along with GSR Part 2

– Expected to arrive having read the cases
• The cases are too long and complex to be read in class
– 15-20 pages in length

• Short, 10-15 minute, recap presentation given in class prior to group
work
• Cases provide
–
–
–
–
–
–

Learning objectives – Based on GSR Part 2
Setting the Scene – Background information and main actors
Description of the Challenge – The story
Leadership for Safety Considerations – Things to consider in analysing the case
Suggested References – IAEA safety standards and nuclear security guidance
Annexes – Provide additional information to add to the realism of the case

Review the Case cont’d
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Team Discussion
• Students are assigned groups of 4-5 members
– 45 minutes to analyse and discuss the case in preparation for class
discussion

• The analysis and discussion is done in the framework of the
Leadership for Safety Considerations as well as the
Learning Objectives of each case
– What were the main issues or tensions that created problems within
the case?
– What could have been done differently?
– Why do you suppose nobody questioned the decision to introduce a
third shift from the very beginning and also after problems began to
appear?
– What is your analysis of the leadership style and behaviours of JeanLuc? How effective or ineffective was he in taking charge and
mobilizing the crisis management team and generating responses?

Team Discussion cont’d
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Class Discussion
• 90 minute plenary session
– Facilitators take the students through the case
• Ask questions, challenge points of view, understand the actions of one
character versus another, what would the students have done differently,
etc…

– The point is to get students thinking about leadership for safety
• Not to pass judgement or provide the ‘right answers’

• We have developed teaching notes that support the
facilitation of each case study
– Provide additional information and questions to encourage class
discussion
– Will support train-the-trainer

Class Discussion cont’d
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Wrap-Up and Lessons Learned
• 30 minutes to conclude the session
– Provide an end to the story
– Remind students of the Learning Objectives
– Provide some lessons to be learned

• This is not meant to provide the ‘right answer’
– Key lessons with respect to leadership for safety our experts
identified in drafting the case studies
– Brief discussion with class on how these lessons compare to the
discussion

Wrap-Up and Lessons Learned
cont’d

1-Week Programme
Monday

Tuesday

Wednesday

Thursday

REGISTRATION

Closing Session
Case Study #1

AM

Opening Session
• Welcome
• Introductions

• Goal Setting
• Medical
Applications

Case Study #3
• Engagement
• EPR

Case Study #4
• Integrated
leadership in
complex situations

Lunch

PM

Friday

Presentations

Case Study #2

• GSR Part 2
• Leadership for
Safety

• Values and
attitudes
• NPP

Group discussion

Group discussion

• Lessons learned
on GSR Part 2

• Leadership for
Safety in real-life

• Keynote
Presentations
• Assessment,
evaluation, and
follow-up activities
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Setting
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#4
Leadership
for Safety in
Accordance
with GSR
Part 2

Other Learning Tools
• Provided with ‘Points for
Reflection’ in advance of the
pilot
– Questions to get students
thinking about leadership for
safety
– Can review Wednesday PM

• Learning Map
– Students can record what they
learned from each case and what
they need to improve
– Can review Thursday PM

Some additional thoughts about
the Safety Leadership
Pilot School, and beyond
Jacques Repussard

The challenges of Nuclear
and Radiological Safety Leadership…
Regulator/licensee interface

Interfaces within the
Organisation (production
goals, budgets, corporate
or government strategy,
interpersonal issues,
nuclear security…)

TENSIONS and
INTERFACES
Require a safetyinformed
management

Interfaces within the manager’s unit
(resource allocation, individual
competencies / behaviour, conflicts…)

With actors /stakeholders outside
the « licensee / nuclear regulator
system » (contractors, media, NGOs,
the public)

Generated by an accident, an emergency
or any situation / evolution with a
potential to take things out of control

The International Safety Leadership School: to help managers
to develop a mental framework and managing practice that
effectively promote and sustain safety culture across their environment

Regulatory objective: demonstrate « safety
leadership » in performing managerial duties.
GSR-2 describes general approaches: goal
setting, engagement, values and attitudes,
improvement, …

How to implement?

How to assess?

Managers have to implement such approaches through the use
of their « normal » managerial processes / resources , being
aware that « safety first » is bound to sometimes create tensions
with other decision parameters (production, image,
confidentiality,…)
- Allocating resources/responsabilities under their control
Exercising authority
- Taking decisions/initiatives within their remit
- Accessing and managing information (and time available)
Privileged info access
- Managing interfaces with other actors/stakeholders within
Influencing potential
their area of command and beyond , possibly outside their
organisation
NOTE: managing is influenced by national cultural backgrounds

Exercising safety leadership:
Ability to adequately safety-inform
managerial processes
Tensions/Challenges
confront managers

CAPACITY TO CHOOSE
PERTINENT ATTITUDES
AND ACTIONS
WHICH DEMONSTRATE A
GOOD SAFETY LEADERSHIP

GSR-2 safety leadership guidelines
- Attitudes
- Engagement
- Goal setting

Right to exercise authority:
- Close an issue by making safety-informed
decisions, or (re)open options eg by ordering a
risk analysis, convening an expert panel, etc

Privileged access to information and power of
initiative to use it / share it
- Look for new info, sharing info or not, paying
attention to out of field info (weak signals, etc)
- Re-assess situation in the light of information:
over confidence, misplaced trust, etc…
- Engage in « partnership » values (a two way
road, implying mutual information and trust)
Influencing potential of managers: how best to
defend / promote safety considerations: without
ignoring competing goals; choose the best suited
approach: hard line / mediation / conviction…

Possible next steps…
Following the assessment of the Pilot, and considering the broad
interest which has been revealed in member States:
• Extend geographically the availability of the one week course,
taking into account feed-back from the Pilot
• Extend the safety leadership education program to build an
« international school for nuclear and radiological safety
leardership » with a capacity to deliver University Diplomas
• Develop R&D on safety leadership (a field yet to be addressed,
at the interface of management research and
human/organisational risk factors research)
• These Steps will require new partnerships with interested member
States, international & regional organisations (NEA, EC, FORO,
…) and Universities & professional training entities (ENSTTI, …).
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