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Retention of tacit knowledge in NUCLENOR

INTRODUCTION
The experience on the application of 
the different succession plans in Nu-
clenor since 2003 has revealed the ne-
cessity of identifying and retaining, as 
far as possible, the tacit knowledge, 
important and may be in possession by 
a reduced number of people. 

We understand that as tacit knowl-
edge that is not clearly documented 
and resides in specific individuals.

To this end, Nuclenor has developed 
a internal Guide that includes four 
stage within the knowledge transfer-
ence process:
•	 Stage 1: Experts’ identification.
•	 Stage 2: Assessment and classifica-

tion.

•	 Stage 3: Knowledge transference 
process.

•	 Stage 4: Process evaluation.
Stage 1: Experts’ Identification
Experts’ identification is carries out in 
two ways: 
•	By decision of the hierarchical 

structure.
•	Within the panel of experts, where 

knowledge transference processes 
will be analyzed and proposed, as 
part of the formative actions.
Once the expert has been iden-

tified, throughout a questionnaire 
made to that end, a personal inter-
view is carried out, addressing the 
different aspects of their knowledge 
and skills (Figure 1):
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along with the need to perform additional functions, have become more 
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a) Knowledge is documented?
b) Knowledge is important? For safe-

ty, radiation protection, production, 
etc.

c) How many people have the knowl-
edge?

d) Learning time.

Stage 2: assessment and 
classification
Using the data from the previous 
questionnaire, a table called Knowl-
edge’s Assessment Matrix is elaborat-
ed, where the knowledge is classified 
according to criteria established from 
documents of the International Atom-
ic Energy Agency (IAEA):
1) Expert’s running time.
2) Knowledge’s classification (Figure 
2).
Based on the above criteria each 

knowledge is placed in one area 
within the matrix. In the latter, we can 
observe different areas (Figure 3):
•	Red area: Critical knowledge. Im-

plement immediate measures to 
retain knowledge. 

•	Yellow area: Implement, within a 
year, measures to retain knowledge 
and prevent it reaches the red ar-
ea.

•	Blue area: Implement in a mid-term 
period (2 years, measures of knowl-
edge’s retention).  

•	Green area: Knowledge free of risks 
in assessments 1 and 2. In assess-
ments 3 and 4, implement mid-term 
measures to prevent its entrance in 
the blue area.
Based on this classification, an in-

ternal report where proposed actions 
to be taken in accordance to the as-
sessment of each knowledge is elab-
orated.

Stage 3: knowledge transference 
process
Through Knowledge Transfer Guide, 
data sharing is settled between the 
expert and the receptor, in a system-
atic and organized way. The guide is 
composed by the following sections: 
1.	 Collaborators.
2.	 Contacts. Internal, external, sup-

port, etc.
3.	 Working groups and forums to 

which they belong.
4.	 Applicable procedures, norma-

tive, bibliography.
5.	 Generated documentation. Re-

ports, historical outline.
6.	 Software applications.

7.	 Audits and inspections.
8.	 Target tracking and indicators: 

plans, programs and budgets.
9.	 Facilities, equipment and compo-

nents.
10. Activities.

The Human Resources Department 
convenes a meeting for the launch-
ing of the process and carr ies its 
monitoring itself. Subsequently, the 
receptor must lead the process all 
along with the support and supervi-
sion of hierarchical responsible and 
Human Resources.

Stage 4: process evaluation
Lastly, a final report is elaborated, in 
which, through a system of indicators, 
the degree of transference through-
out the process is determined and 

Figure 3. 

specific actions are recommended 
when necessary.

The established criteria for the as-
sessment of the different phases and 
activities are the following (the great-
est scoring): 
•	Discussion / simulation.	 10%
•	Observing/ doing.	 30%
•	Working under supervision.	   60%
•	Working with responsibility.  	 100%

We implement the following table 
(Figure 4) covering the different sec-
tions of the guide.

With the former data, the process 
indicator is obtained (Figure 5), which 
assesses the transference degree 
within the knowledge transference 
process. It is considered that the pro-
cess as satisfying ever since we reach 
a degree of transference of 60%. 

Figure 2.



NUCLEAR ESPAÑA 31

In the final report, elaborated by 
the Human Resources Department, 
actions to strengthen the weak points 
detected during the process are pro-
posed, when necessary. 

CURRENT SITUATION
The current situation of Santa María 
de Garoña Nuclear Power Plant has 
led to enhance the flexibil ity and 
versatility of our workforce. The re-
tirements, along with the need to 
perform additional functions, have 
become more important, if possible, 
to the processes of knowledge trans-
fer.
In this l ine, Nuclenor’s Manage-

ment, within their Performance Plan, 
has determined expertise knowledge 
retention as one of the main objec-
tives. A report is issued monthly (Fig-
ure 6) depicting the situation of each 
running process. 

In the last 5 years, they have initiat-
ed 26 formal knowledge transference 
processes. The goal for this year is 
maintaining 7 processes active at all 
times.

The Monitoring Committee Train-
ing by Management is the periodic 
meeting which realizes the status of 
each process and the start of new 
processes is promoted.

The collaboration with the Univer-
sity of Burgos (UBU), and the Feder-

ation of Business Associations (FAE) 
has been an important frame of ref-
erence for the development of joint, 
such as OGECON prizes, stamp of 
belonging, learning club, and even 
the development of final projects initi-
atives within the facilities.
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• STI/PUB/1248 - Risk Management of Knowledge Loss in Nuclear Industry Or-
ganizations.

• IAEA-TECDOC-1399 - Ageing Workforce: Transfer of Knowledge To The Next 
Generation.

• IAEA-TECDOC-1510 - Knowledge Management for Nuclear Industry Operat-
ing Organizations.

• GG-GUIA-001: Preparación, revisión y aprobación de guías en la Central.
• GCF-sección- OJT: Guías de entrenamiento en el puesto de trabajo.
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