Section: Experience Exchange 

Downsizing of Nuclear Facilities and Guarantee of Sustainable Employment – British Experience 

Impressions of the Study Tour to British nuclear centres, organised by the UK-Russia Closed Nuclear Cities Partnership for Heads of Russian closed nuclear cities and Institutes in October 2006, with the main emphasis on the downsizing of larger research and nuclear enterprises and the creation of sustainable employment.

Many people think that the best things in far-off Britain are givens. They have a better climate and sea routes, and people are different there… However, it turns out that everything the British have achieved is done by actual people, and it requires a great deal of effort. Sometimes they have to overcome serious obstacles. The most important thing is to have the right attitude and to realise that everything is in your hands, and not given. 

Capenhurst, Uranium Enrichment Production 

The Capenhurst site, located in Cheshire, near the city of Chester, was the CNCP delegation’s first stop. Here, delegates gained exposure to the leading company in the British nuclear industry the British Nuclear Fuels Group - BNFL. The main purpose of the visit was to see how BNFL Capenhurst facility which has been engaged in uranium enrichment, both for defence and energy since BNFL had managed the process of reducing its labour force to just 150 people from 4,000 15 years ago.  
Capenhurst was established by the Government as the primary location in the UK for uranium enrichment. With the ending of the cold war, the site was restructured and two companies, BNG and Urenco (about 500 employees) are now based on the site. The first is engaged in decommissioning an old gaseous diffusion plan and replacing it with a storage facility for uranium oxide, generated from spent nuclear fuel, for potential use in the future, as well as for uranium hexo-fluoride rejects. The second operates a new centrifuge enrichment business.   

Under the downsizing programme, 99% of 160,000 tonnes of materials have already been decommissioned. The delegates were shown decommissioned facilities and equipped uranium storage. The company’s specialists reported on BNG’s activity status on this site. This company is a subcontractor for works paid for by the Government. The Government’s interests are now represented by the Nuclear Decommissioning Authority (NDA), the division of the Department of Trade and Industry in charge of overseeing the decommissioning of nuclear facilities. The NDA controls the site, conducts tenders for certain activities and controls performance. This entity was formed five years ago to deal with the legacy of the nuclear industry. Before that, BNFL, a Government-owned company, was in charge of operating the site. The NDA has strategic plans to 2120, though these may be modified depending on the political and economic environment. Actual planning is done for a period of three to five years. 

For the last 15 year, the nuclear industry in the UK has been undergoing a gradual restructuring, including the separation of defence and civilian activities. Following a tendering process, transnational company Urenco took charge of the new enrichment enterprise, and BNG was responsible for decommissioning activities. Since the electricity market was liberalised in Britain, and in order not to put off potential electricity customers, the NDA took responsibility for the nuclear legacy of the Cold War, whilst BNFL, which had been responsible for the operation of Capenhurst and a number of other sites (including Sellafield), became one of a number of contractors selected on a competitive basis. 

The land around the Capenhurst site is densely populated. About 50,000 people live within a radius of 1½ to two miles from the site, and their opinion is taken into consideration when important decisions are made. The Local Authorities represent the interest of the local population and decide on all planning issues relating to all new industrial developments to ensure they meet the interests and do not pose an unacceptable danger to the local population. The local community is positive about being located so close to the site, as the enterprises based here bring revenue and create jobs. Currently Capenhurst’s citizens face two issues. In a year’s time the plant will be decommissioned and it will be necessary to decide what should be done next. Also, what to do with the large amount of nuclear waste which is still being stored on the site. The decision will be made by the city authorities, who represent the citizens’ interests. 

Representatives of the local trade union, who were the next to speak, said that everybody who has left the company has done so voluntarily. Key factors for the lack of compulsory redundancies included advanced notice, regular consultation throughout the process and the availability of the generous redundancy package on offer, far in excess of the statutory legal minimum They have retirement criteria (employment history, qualifications, family budget, etc.), but they have never actually used them. 

The next speaker talked about how ordinary employees have an impact on decisions that affect the company’s development strategy. For example, if it is planned to shut down a production shop, a business plan is put together that demonstrates its negative profitability. The business plan is then shared with the staff who work in this production shop. Only then, a discussion is held, and when the employees agree that it does not make sense to continue to operate a loss-making business, a final decision is made.

Decommissioning activities are only partially funded by the Government. Thus, for example, only 1 billion GBP was provided to decommission nuclear facilities at Sellafield, which is not sufficient. The rest of the expenses are covered by BNG from its revenues under commercial contracts carried out on the site. The contract for decommissioning outdated nuclear facilities is planned for three years, with 50% of the budget being spent on salaries. 

Downsizing has taken place at the enterprise, over an extended period of time. 4,000 people used to work here in 1983, about 400 in 1999, and now 150. It is planned that only 30 will remain by the end of 2007. However, only two years ago, many individuals who worked there could not believe they would be made redundant; now almost everyone understands that the majority will have to leave. A process to select those who will stay is underway, and a specially-contracted human resources agency will deal with the others, finding alternative employment for them.

Barrow-in-Furness, Shipyard

The next milestone of the study tour was Barrow-in-Furness, the city which is famous for building ships and nuclear submarines. The city is far from the major cities. Barrow shipyard, being a city-forming enterprise, has also gone through some substantial downsizing.  

When the number of orders and employment at the shipyard went down, the city’s management realised that the area was poorly developed, i.e. there were few highways, high unemployment, and the situation was complicated by remoteness from the centre. As a result, the decision was made to start developing the area and create jobs. For this purpose, in 1991, local authorities, with the support of County Council and various governmental and private organisations, established Furness Enterprise Company, which was responsible for implementing an integrated strategy of economic development, aimed at creating a more diversified and viable economy that would guarantee sustainable employment for the regional population. As a result of this activity, 7,464 new jobs have been created since 1992, and 2,908 have been maintained. 

Furness Enterprise, a limited liability company, is the key agency providing business support to companies of various sizes in the area of Furness in Cumbria, including attracting outside investment. It runs several independent grant programmes targeted at business development and job creation. As well as supporting new commercial areas and establishing new companies, Furness Enterprise seeks shipbuilding orders. The company employs 25 people, with a current turnover of about 1 million GBP; it is led by a large Board of Directors, which at one time was larger than the number of staff. There are about 250 similar agencies in the UK, whose goal is assisting with economic development in regions falling behind. 

The company’s declared mission includes actively promoting the company’s products, trying to stay within its specialist areas: retention of knowledge and skills in the defence industry; maintaining the site and office spaces to remain attractive for entrepreneurs, and attracting statutory funding to create additional jobs.  

To achieve these goals, Furness Enterprise’s team helps create and attract new companies, housing them within its Technopark. It makes efforts to keep young people in the region and tries to convince local entrepreneurs not to leave for other regions. The company runs special workshops to help businesspeople share experience, and find out everything they need to know about setting up companies; it organises meetings of entrepreneurs; it holds competitions for young people with the slogan Local Heroes – Business Starts; it runs educational activities, explaining how talent can be used in business. New ventures include creating websites with databases on job candidates and vacancies; producing publications aimed at teenagers; and establishing contacts with universities. 

To promote entrepreneurship, the agency’s employees inform citizens about possibilities for starting a business; they attract local funding, conduct individual support programmes, courses for start-up businesspeople, training in business basics, financial background; and they provide ongoing mentoring and monitoring.   

The following types of financial aid are available: grants and preferential loans for start-up businesses; partial coverage of salaries; grants for market research; grants for authorised capital formation; grants for job creation. Decision on grants are made by an independent committee. 

The next two speakers, senior managers from the international firm BAE Systems, the current owners of the Shipyard talked about the changes that they had introduced to improve the performance of the shipyard since they acquired the business. The company’s main principle is ensuring a responsible attitude towards its city. The shipyard is close to residential districts, so a good relationship with citizens is crucial. The number of staff dropped from 14,800 people in 1980 to 3,500 people in 2006. The ratio of engineers to workers at the plants is approximately one to one. Striving for quality improvement, the company introduced individual bonuses, and explained the company’s goals and strategy to each employee. This dramatically improved the quality of the products and reduced the time required to make one ship, despite downsizing. The speakers also mentioned a special event organised after a successful order fulfilment, when a corporate party was held in the production shop with a performance by a famous music band. These activities build a corporate spirit within the company.

It was extremely difficult to start producing submarines again, as after the end of the Cold War the shipyard had not produced them for 10 years. The orders had very tight deadlines, i.e. 18 months for the manufacture of one submarine. 

After presentations and discussions, the delegates were invited to tour the three companies housed by the Technopark. Liberata Company was the first stop. It specialises in processing tax payments and subsidies. The company processes data on several million people, including London citizens. 

The second company, Diamond, manufactures special connectors for especially tough environments, e.g. under high pressure, under water, at low and high temperatures. This production, as a non-core business, was spun off from the shipyard. 

The third stop was made at an electric circuit board production plant. The guests visited the assembly shop, where the equipment was produced, including some items made for customers in Russia. 

Sellafield – Processing of Spent Nuclear Fuel

The tour of the Sellafield nuclear reprocessing facility, a remote location on the coast of Cumbria, included a stop at the Visitors’ Centre, a tour of the site and a presentation by BNG staff on their commitment to local economic development. A visitor centre open to the public was built by BNFL to enable people in the local area and tourists understand what nuclear energy is and what it is needed for.

Sellafield is one of the oldest and largest nuclear complexes in the world. It is managed by BNG. Japan is the largest customer of spent nuclear fuel processing, and made the majority of the investment in the construction of the THORP processing plant. The overall cost of the plant in 1990 was 2 billion GBP. A total of 12,000 people are employed in Sellafield, which equates to 22% of the local population. In addition, a substantial part of the population is engaged in carrying out subcontracting work, with the turnover of the Sellafield complex being over 1 billion GBP a year. The site’s operational budget is constantly falling. The number of specialists involved in regenerating spent nuclear fuel has dropped, but this is offset by the increasing number of people involved in decommissioning old nuclear facilities.
A special division has been formed at Sellafield to facilitate the creation of new jobs. This employs two full-time people and two part-time specialists that serve as assistants. The first specialist is responsible for creation of new companies in the region and formation of new jobs, while the second deals with promoting goods produced by local companies to various markets. This idea was proposed to company managers by one of the employees. It was supported and that person was offered a job leading the new activity. 

The enterprise was initially trying to start manufacturing conversion products, which is far removed from the company’s main production profile, but soon it turned out that it was too difficult to get bring these products to market and BNG dropped that idea. Areas for development are researched in technologies that have already been mastered, where the company has experience and top-quality specialists. 

 A specially-designed information system helps local companies prepare better bids and win tenders for subcontracting works. Sellafield could have bought materials and services more cheaply elsewhere, but a special programme was initiated and a group was formed to promote local suppliers. When selecting a winner, not only economic value for the contractor, but also the overall effect on the region in general is taken into account. 

The NDA is now in charge of decommissioning old nuclear facilities on site. Building on the Sellafield experience, the Agency requires that each site not only develops a technical plan for the decommissioning, but also has a plan of social and economic development for the region. A brief presentation of Sellafield’s Local Economic Development plan was made to participants. 

Westlakes Science Part at Sellafield 
The next visit was to the science park which has been created about twelve miles away from Sellafield at a cost of 26 million GBP. BNG is the largest tenant. The entire structure, the land and the facility are owned by four shareholders, including BNG and three representatives of the local authority. The park currently houses 55 companies employing a total of 1,600 people. The tenants are made up of 35 organisations from the nuclear sector, 15 small and medium-sized businesses and five entities and agencies that support businesses in different industries. The local Member of Parliament is also based here. It is planned to increase the number of facilities to be able to hold 3,000 people. The park’s main goal is to create new jobs and support the economic development of the region. When it was formed 16 years ago, there was a high risk of the venture failing. The park’s creation was prompted by a very difficult situation in the region, with a lot of mines and steel plants closing. The park has its own business incubator. Decommissioning is one of the park’s main competences. 

West Cumbria Business Development Agency, located here, receives funding of about 1.8 million GBP a year from BNG and local councils. It implements on average about 60 business projects per year, most of which are in service industries. 76% of new companies survive the first three years, which is a very good indicator. About 7,000 new enterprises have been established in the region since 1998.  

The park houses Westlakes Research Institute. Survival in the competitive market was its main goal after reforms in nuclear and defence complex. Initially the entire staff was made of nuclear specialists, whereas they now make only 40%. The Institute employs 70 people, with an annual turnover of 4 million GBP. The area of research is very broad, from the environment to social statistics. 

Cumbria is interested in international connections, since they increase the Institute’s status and give an impetus to development. The Institute works closely with the University of Central Lancashire, which enables the Institute to attract new specialists and use its bases to train new staff. Coming to the Institute, students have more opportunities for research, since they can use modern specialised equipment, and participate in commercial contracts.

Daresbury Laboratory with Elementary Particles Accelerator

The next stop was the Daresbury facility in Cheshire which is part of the Council for Central Laboratories of the Research Councils (CCLRC) which runs a number of large and expensive scientific facilities for use by researchers in universities, research institutes and industry. Daresbury has led the UK’s efforts in synchrotron radiation science. 
The annual budget provided to Daresbury for R&D is up to 2.4 billion USD, and the management is always trying to develop new scientific areas. The Government provides funding of 3 billion USD to Harwell and 1.5 billion to Daresbury. The lion’s share of orders comes from the Government and from industrial enterprises. To ensure effective interaction with customers and associate contractors, the Board includes directors of the three local universities, and representatives of industrial enterprises the lab works with. The lab works on all areas of science, with the key criterion being solvent demand, i.e. when there is a customer who pays for the R&D. International cooperation holds an important place, stimulating development and attracting additional orders. 

From 1981 Daresbury has achieved considerable success in synchronised radiation. This is the first synchrotron in the world, and is due to close at the end of 2008, when a more powerful synchrotron is put into operation at the Rutherford Laboratory at Harwell. So the managers of the laboratory and its 500 employees faced a redundancy problem.

The cyclotron is currently operating at 80% capacity. Its maintenance costs 21 million GBP a year. The number of staff running the synchrotron will be reduced from 300 to 150 after shut-down. The cost of decommissioning the accelerator is estimated at 5.25 million GBP, plus a further 20 million GBP if the staff is made redundant - this money will be distributed as one-off payment of up to 80,000 GBP, depending on their length of service. In addition, the lab has hired special employment agencies to help redundant staff find new jobs. 
CCLRC are partners with the North West Development Agency to open a Science Park, to create new high tech employment, offsetting the job losses which are taking place at Daresbury.  The Park is limited to high-tech companies; so far 26 enterprises are based in the Innovation Centre. The Laboratory provides all kinds of support to attract such companies. This activity has been so successful that there are not enough spaces and there are plans to build new facilities.

The Jaguar Manufacturing Plant at Halewood, Liverpool

In the outskirts of Liverpool, there is a Ford plant which produces Jaguars and Land Rovers. Jaguar's headquarters are in Coventry, UK, and the Jaguar cars are also assembled in Castle Bromwich and Birmingham. The Russian delegation was astounded by what the Halewood plant management talked about and showed.  

In the early 90s the plant used to manufacture Ford Escort automobiles, which were inexpensive (about 7,000 GBP) and were not high quality. Because of a decrease in product output and loss of popularity among customers, problems with sales arose in 1996, causing a crisis at the plant. The management had to make a choice: whether to close the plant and make the workforce redundant, or learn to produce new cars that are as good as Japanese and German cars. They chose the latter and decided to start producing high-quality Jaguar cars. However, in order to ensure the production levels these expensive cars required, it was necessary to change the entire plant management system. The new ‘lean’ manufacturing system, focusing on good quality, work on time, with minimal costs, and caring about people, was adopted from Japanese companies. 

Considerable investment, both in technology and staff training, was a start of the major changes that took place at Halewood plant. Funding of 300 million GBP, including 43 million GBP granted by the Government, was invested in the most innovative technologies, with 75% of the plant being replaced and one million hours spent on staff retraining. In addition, managers who used to work at Japanese companies that used the ‘lean’ manufacturing system were invited over to the plant.  Before the change, the management pyramid stood on a base made of workers, and the principal change was turning the pyramid upside-down, with all suggestions for work improvement starting to come from the workers through middle managers up to top managers. Everyone, including engineers, managers, controllers and workers, was involved in discussing ongoing changes. An incentivisation scheme and a workers’ welfare scheme were set up, which helped employees feel valued. Those who were not able to work in the new environment, left; the best people stayed. In the 80s the plant used to employ 13,000 people, whereas now there are only 2,000, manufacturing more products of very high quality.
Achieving quality requires constant struggle, but gradually, since it is impossible to get good results from the beginning, and it becomes real only by making phased systematic efforts. Thanks to this work, the number of defects has been going down and is now at its lowest level, putting the company ahead of Mercedes and BMW on this measure. The company’s philosophy is to become a centre of quality, centre of excellence and cultural changes. X-category automobiles were designed based on this philosophy, which has become a driving force in product design and development, and during the plant upgrade period.

Due to a reduction in demand for Jaguars in the United States, the decision was made utilise the spare capacity to assemble Land Rover jeeps at the Halewood plant. This was a challenge, as it required the company to produce two different products in two different price categories, but with the same high quality at the same production shop. 

After long and comprehensive discussions with the plant’s leading staff, the delegates were welcomed to the production area, where they were shown robots assembling and welding automobiles, quality control systems, recreation areas and places to discuss potential work improvement, which are organised right in the production shop. The delegates saw the multi-layer processing, painting and lacquering of auto-bodies, which ensures the most advanced anti-corrosion protection. 

In response to the comment that it is impossible to reach the same level of quality in the automotive industry in Russia, the plant’s chief manager said that ten years ago, the quality of the products manufactured by their plants was very low, and nobody believed it would be possible to improve it dramatically within such a short time period. The key was to introduce improvements systematically and step by step.
Harwell, Nuclear Research Centre 

A tour of Harwell was the last stop on the Study Tour and gave the delegates a lot of interesting and valuable information. The headquarters of the United Kingdom Atomic Energy Agency (UKAEA) is located here in Oxfordshire. In 1946, the defence laboratory was turned into the Research Institute of Atomic Energy. In 1990, with the end of the Cold War, the three reactors (GLEEP, DIDO and PLUTO) closed.

The site is currently undergoing considerable change: a large area has been cleaned up decontaminated and opened. The area hosts 80 commercial entities, including 40 companies from the small business sector. In addition, research institutes specialising in various areas have bases on site. The number of people employed at Harwell totals 4,500 people, with 2,500 of these involved in the nuclear industry. Before 1960, the number of staff working on the site grew rapidly and reached 6,000, then by 1980 it fell to a little over 5,000, and by 1990 went down to 3,500. After that, the decision was made to regenerate Harwell and turn it into an International Business Centre by attracting new, but essentially high-tech enterprises, and retaining the existing ones. The Government provided financial support to develop various scientific areas.

The site reorganisation plan, started in 1996, focused on attracting new companies to the region and creating new jobs. In 2001, they opened the business centre’s first building, constructed with private investment. Recently UKAEA completed the decommissioning of the GLEEP reactor; the DIDO and PLUTO reactors will be decommissioned by 2022. Many facilities previously used for the storage of radioactive materials have been dismantled and to date UKAEA has recovered 18 acres of decontaminated land in the southern part of the site. 

There are several old buildings left on the production site, and when a decision is made on whether it is better to demolish the old buildings and construct a new one, or refurbish the existing facility, the former option is often more economically viable. At Harwell, part of the facilities and land not involved in the nuclear industry is privately owned. In the future, it is planned to move the fence and guard only the buildings where nuclear R&D is carried out.

Moreover, if earlier the CCLRC gave an opportunity to conduct research there, it is now trying to sell its facilities, and establish commercial enterprises based on R&D. Six such companies have been set up in the last two years.  

Harwell also faces transportation challenges, since roads around and inside Oxford get very busy during rush hours, and people employed by local companies spend a lot of time commuting. Potential solutions for this problem are being discussed with the city authorities.

Company for the Introduction of Innovation and Scientific Technologies CLIK

The CLIK company was formed in 2002 by the Central Laboratory of the Research Councils (CCLRC), which owns a number of R&D facilities in Harwell, to commercialise its scientific R&D. It was established as a subsidiary of CCLRC as result of a special governmental policy which aimed to create high-tech commercial enterprises. The example of CLIK is very relevant for modern Russia. 
Although CLIK only employs six people, it provides vital support to researchers planning a spin out company as they do not have assets, or sales, or staff; they only have a patent, and therefore there is a need for venture companies, which are able to evaluate the commercial potential of the idea. Creation of a new company consists of the following milestones: opening a small commercial group, whose activities are based on certain R&D achievements, followed by obtaining a licence and developing a sales model. It is important to have managers who have a technical background, experience in working with venture capital, and, preferably a diploma in business management – MBA. The combination of knowledge and experience in both engineering and management is very rare, however, and it is often easier to get an expert in a certain field to assist the head of the company. CLIK carries out market research into industrial companies interested in particular R&D. This is a key element of success, as they manage to bring together researchers and their ideas with successful entrepreneurs and managers who can use their existing business and commercial experience to implement scientific R&D and they are ready to contribute their time and effort to do so.

CLIK’s advantage is its ability to access a recently formed start-up capital foundation, the Rainbow Seed Fund, which has funding of 4 million GBP. The Fund provides valuable seed funding, which is sufficient only to promote an innovation at the initial state or bring it up to the initial development level. If there is promising R&D, CLIK can pay for the patent and get a patent in its name, then, once the product reaches the market, the scientist will receive a bonus for the invention. As a rule, the venture fund will invest up to 200,000 GBP in a start-up company. Typically, one third of the business goes to the venture capitalist, about 15% usually goes to the scientist. CLIK gets the remaining 50%, providing 15% of its share to a contracted project manager to stimulate his work. A business is developed for a year or two, and if it becomes obvious that it is promising on a large scale, CLIK finds another venture fund for new investment. It takes about a year to find the required amount. The share of the second fund is determined based on its contribution and finalised at negotiations with the business owners. 

Currently the company is engaged in R&D in such areas as renewable energy, high-accuracy detectors, software for different applications, medical diagnostics and aerospace devices. 

So far CLIK has helped create seven new companies and patented 59 inventions in the laboratory. Some of these companies have received funding support from new Proof of Concept fund, whose main goal is to assist commercially attractive inventions originating within CCLRC. In addition, CLIK cooperates with the two regional development agencies in the Northwest and Southeast of England, using its connections and developments. 

Talking about how difficult it is sometimes to find the right application for a certain invention, CLIK’s project manager shared the example of the MicroWhisk company with the delegates. The company was based on the idea of creating a silicon micro device that would curve whiskers amusingly at a slight action. It was intended for use in the toy-making industry, but there was no market demand. CLIK managers and the scientists started looking for an alternative application to cheap chips with bending legs and it turned out that this invention is in great demand in the area of blood velocity measurement. The device created based on the invention is very inexpensive, has relatively high accuracy and small size, making it possible for people with blood diseases to use it at home. 

QinetiQ  – High-Tech Leader in the Defence Industry 

On 2 July 2001 the decision was made by the British Government to divide the Defence Evaluation and Research Agency (DERA) in two, to form the Defence Science and Technology Laboratory which remained part of the Ministry of Defence, and QinetiQ Ltd which became the largest independent company in Europe in charge of scientific R&D and its introduction into production.

The company’s activity is based on the use of inventions made in the course of defence solutions. A unique team of the company’s specialists (11,400 scientists and researchers) deals with tasks at the highest level. QinetiQ owns over 900 patents. Its developments include computer peripherals (speakers, monitors), software, and several innovations for the aviation industry.

The intellectual property and know-how that the company can make available to customers are often superior to the level of publicly available technologies. The fact that the company works simultaneously in the areas of security and defence technologies also gives it a competitive advantage in multiple fast-developing civilian markets. 

The company focuses mainly on the areas where it holds leading positions, i.e. defence orders, healthcare, energy, governmental subcontracting works, information networking and electronics, transportation, space industry, security, with a turnover of 1 billion GBP. 

A customer-focused model was selected for the transition towards market-oriented relations, i.e. trying to meet customers’ needs to the greatest possible extent. The system restructuring process was initially challenging and slow, and the company used to have management and customer-related problems. The main emphasis was placed on the company’s unique equipment and its knowledge of the military market, which helped win defence orders, and undoubtedly, on the high intellectual level of the staff.

The first step in restructuring was to halve the number of administrative and service staff. Arriving in a competitive market, the company had to produce high-quality products at reasonable prices – something which had not been essential with federal funding only. As a result of phased and planned work, the company managed to increase revenues from civilian products fivefold. Despite this, defence orders remain the basis of the business, but even in this area relations are conducted on a commercial basis, with compulsory participation in tenders, strict observance of contractual timeframes and declared prices. 

Examples of using defence inventions in civilian industry include the creation of a unique system for detecting alien objects on runways, or a device for pregnant women which monitors an unborn baby. 

The income received from defence orders is being used to approach civilian European markets, with future international expansion. 

Thus, the company has managed to maintain staff numbers (in the 80s it had the same number of employees as nowadays, i.e. 12,000 people) and to achieve a market value of 1.2 billion GBP. 

Lessons Learnt from the Study Tour to Great Britain

At the end of the study tour, all delegates were given the floor to share their impressions and exchange ideas. 

Vladimir Sterekhov, Coordinator of the Closed Nuclear Cities Partnership at Rosatom, mentioned in his speech that it is impossible to find a comprehensive answer to all the questions nuclear cities face, since it is impossible to find facilities in the UK that are identical to Russian CNCs. Therefore, it is extremely important to identify lessons that can be used in Russia, and it is crucial to understand that the Russian delegation is not coming here to get detailed instructions on how they should work, but rather they are here to learn and understand the key principles of restructuring, and each company will find new ways of solving these problems while implementing the changes. 

Vladimir emphasised that the professionalism of those creating new jobs is vital, as well as the ability of senior managers to gain employees’ respect and trust in the leadership’s decisions. The delegates had a chance to see how well defined it is in British law who should be in charge of alternative employment for redundant nuclear specialists, and how intensively they use international experience and in-house capabilities, and how state and private companies contribute to this process. He also mentioned that the British treated the Russians not just as people who seeking answers to questions, but also as representatives of the country with whom they might like to work and establish partnerships. While sharing their experience, British colleagues also advertised their capabilities, enterprises and suggested joint projects. That was a valuable example of how to get the most out of international visits and cooperation. It is worthwhile for Russians to learn how to represent and promote themselves, and Vladimir mentioned that unfortunately the Russian delegation was not very well prepared and did not make best use of this unique opportunity to share booklets or make suggestions about potential cooperation.   

Vladimir Zhigalov, Deputy Director of VNIIEF, mentioned that two typical models were demonstrated during the study tour: the first, when downsizing takes place near large cities and people have an opportunity to leave and work for other companies, and the second, an opposite situation with no alternatives, and citizens have to adopt a more proactive approach, creating new enterprises, companies, and promoting their region. The second model is more relevant to the Russian CNCs, and the creation of technoparks is the most topical issue for his city now, as Sarov is getting more experience in establishing technoparks. He was mainly interested in hearing about infrastructure development and about various incentives used to attract companies to the area. He said that delegates managed to establish contacts with many organisations and companies during the study tour, which might lead to implementing joint projects. Vladimir believes that his Institute should establish closer links with British technoparks. In conclusion, he reinforced the importance of such study tours for the CNCs and expressed interest in more intensive training programmes. 

Sergey Chernyshev, the Mayor of Ozersk, expressed his gratitude for the opportunity to learn how the UK solves problems in nuclear and defence industries, similar to the problems Russia has. He was fascinated by the British approach, in which the population is informed about ongoing initiatives, perspectives, implementation mechanisms, goals and expected outcomes, and that citizens are asked for their opinions. The example of Sellafield is especially appealing, as the enterprise located here is very similar to Production Enterprise Mayak. Even during the tour, Sergey started thinking about and discussing with CNCP representatives potential ways of using the British experience and the Programme’s capabilities to assist in creating new jobs.

Deputy Chief Engineer of PE Mayak, Vladimir Malkov, in addition to what his colleague said, mentioned that the experience gained during this trip is very useful in addressing issues topical for closed nuclear cities today. He expressed regret that Russia does not have a unified employment programme like the UK. The Russian Government now has sufficient resources, but lacks a clear understanding on how they should be used. He believes that the CNCs’ authorities and directors of nuclear institutes should take the initiative and approach the Government with particular suggestions and programmes. This activity is starting in Russia, i.e. technoparks are being created, business development agencies, such as in Seversk and Ozersk, are being formed. Only by these means, will it be possible to solve the problems of sustainable employment and steady development of the cities. 

Sarov’s Deputy Mayor, Valeriy Zorya, emphasised three things: first, the necessity of establishing long-term planning like in the UK; second, the possibility of creating special business support agencies in Russia, which would primarily consider the interests of the local population, and would be managed by local community representatives; third, the need to support innovation and train up good managers. It is impossible to implement successful projects and create promising enterprises without knowledgeable and professional managers. Valeriy realised during the study tour what great advantages international cooperation can bring. As a rule, the niche of any product in its home country is limited, but by accessing global markets a company can increase its turnover, reduce costs and improve its sustainability. 

Mikhail Zheleznov, the Mayor of Snezhinsk, said that the delegates were exposed to both the operations of the nuclear defence industry and to the work done by the local authorities. The most memorable presentation was at Barrow-in-Furness shipyard, where people realised from their own experience that the most important thing in a crisis is to make changes in management and to make people, instead of great goals, the top priority. In addition, there was an opportunity during the study tour to discuss similar problems with colleagues from other cities, which was very valuable. 

The Deputy Head of the Planning Production Department at VNIITF, Mikhail Kadintsev, was most impressed by the story of QinetiQ, where at the beginning many people received good wages, but did little work. However, the transition to a market-driven economy, and phased, planned work helped the company retain its staff, while dramatically increasing production output, and as a result, the company achieved outstanding financial results. Mikhail promised to share this information with his management team, as this example is very similar to his institute, and it presents an opportunity with great potential for the development of conversion areas.

Head of the Business Development Department at the City Administration of Seversk, Alexander Ageev, reinforced in his speech that he is involved in exactly the same type of work presented in the study tour, and that the trip was very beneficial for him. He and the City Mayor, Sergey Tochilin, were most interested in issues related to setting up technoparks and business incubators. It was very interesting to see how scientists and business entities benefit from working together. 

Yuriy Lyutenko, the representative from the Information, Nuclear Materials and Facilities Protection Division at Rosatom, mentioned in his presentation that the UK has a system in place. This is obviously thanks to a good legislative basis, which would be very valuable to the Russians. 

In his closing speech, Trevor Hayward, Director of the CNCP Programme within the UK Department of Trade and Industry said that the study tour had turned out to be one of the most successful, and that the Programme is prepared to organise similar activities in the future, providing new opportunities to the closed nuclear cities. 

Sergey Klykov

CNCP Project Manager

