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Executive Summary 
 
Background 
The Canadian Nuclear Safety Commission (CNSC) regulates the use of nuclear energy 
and materials in Canada. The CNSC charges licensees and applicants their fair share 
of the costs of the regulatory regime, through the CNSC Cost Recovery Program. 
 
Regulatory activity plan (RAP) fees represent the largest component of the CNSC Cost 
Recovery Program. These fees are expected to generate in excess of approximately 
$106 million in 2012–13, representing more than 90% of total CNSC cost recovery 
activities. 
 
RAP fees are charged to applicants and licensees representing Class I nuclear facilities, 
uranium mines and mills, and certain waste nuclear substance activities. For each 
licensee/applicant, a regulatory activity plan is produced at the beginning of the year, 
which summarizes full-time equivalent (FTE) resource information related to technical 
regulatory activities and internal support services, as well as estimated fee information 
(which represents the full cost of the estimated CNSC resources allocated to the 
licensee/applicant). 
 
RAPs are generated through a combination of resource estimation and costing 
processes, involving directorates across the CNSC. 
 
Audit objectives, scope and approach 
The objective of the audit was to provide the President, Audit Committee and senior 
management with assurance that the management control processes for the 
development, approval and monitoring of the licensing, compliance and related 
regulatory activity resource components of the RAPs are properly managed.  
 
The audit scope included the management control framework and processes used by 
CNSC to support the development of the licensing, compliance and related regulatory 
activity resource estimates included in RAPs for the 2012–13 fiscal year. The audit 
scope did not include the processes used for developing internal support service 
resource estimates, which are allocated to licensees on a formula-driven basis. 
 
The audit approach included: reviews of documentation;  interviews with key employees 
and managers; identification of the risks associated with selected RAP resource 
estimating and monitoring processes; and, assessment of  the management control 
framework for mitigating risks.  
 
Summary of observations and conclusions 
The objective of the audit addressed the management control processes for the 
development, approval and monitoring of the licensing, compliance and related 
regulatory activity resource components included in RAPs.  
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In relation to the audit criteria, the following observations and conclusions were 
identified: 
 

Governance  
 
The CNSC’s governance structures overseeing the RAP development process are 
adequate; however, management attention is required to clarify the criteria related to 
“major changes” for licensee invoicing purposes.  
 
Process clarity  
 
The CNSC has clearly defined processes for the development of resource estimates 
included in RAPs; these processes have been effectively communicated to process 
participants. However, management attention is required to clarify the formulae for 
allocating regulatory resources other than licensing and compliance resources to 
licensees.  
 
Management information 
 
Management attention is required to address expectations and requirements related 
to the monitoring and reporting of resource actuals versus the resource estimates 
included in RAPs.  
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1. Introduction 
1.1. Background and overview 
The Canadian Nuclear Safety Commission (CNSC) regulates the use of nuclear energy 
and materials in Canada. The CNSC charges licensees and applicants their fair share 
of the costs of the regulatory regime via the CNSC Cost Recovery Program.  
 
Regulatory activity plan (RAP) fees represent the largest component of the CNSC Cost 
Recovery Program. These fees are expected to generate in excess of approximately 
$106 million in 2012–13, representing more than 90% of total CNSC cost recovery 
activities. 
 
RAP fees are charged to applicants and licensees representing Class I nuclear facilities, 
uranium mines and mills, and certain waste nuclear substance activities. For each 
licensee/applicant, a regulatory activity plan is produced at the beginning of the year, 
which summarizes: 

 the full-time equivalent (FTE) resources estimated for technical regulatory 
activities (e.g., licensing, compliance and related regulatory activities) 

 the FTE resources estimated for internal support services (e.g., human resource 
management, information management and technology services, etc.) 

 the estimated RAP fee for the licensee (representing the full cost of the estimated 
CNSC resources allocated to the licensee/applicant) 

 
The generation of a licensee RAP results from various CNSC resource estimation and 
costing processes (including the annual planning process and the RAP fee revenue 
management process). 
 
The annual planning process, undertaken across the CNSC’s operations directorates, 
involves the development and refinement of division-level resource estimates for a 
division’s activities, and the aggregation of these estimates into a consolidated 
summary. For RAP purposes, this process generates FTE resource estimates for the 
following activities: 

a) licensing and compliance activities related to specific licensees 
b) related common facility and other technical regulatory support activities – such as 

travel and regulatory document development – which are normally not specific to 
a licensee, but are related to a group of licensees (e.g., all power reactors), or all 
licensees. 

 
The RAP fee revenue management process involves: 

 the costing of licensee-specific resource estimates – item a) above  
 the costing of other resource estimates – includes item b) above, as well as 

resource estimates for internal support services such as financial administration 
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– and the allocation of these costs to specific licensees, based on various 
allocation formulae.  

 
Combined, these processes generate the “full cost” and FTE information included in the 
RAP and associated fee estimate. Below is an example of the “full cost” (i.e., fee 
information) and FTE information included in the RAP typically issued to an individual 
licensee/applicant.  
 

Estimated FTEs and estimated fee 
 
Estimated FTE for technical regulatory activities 1.54 

Estimated FTE for internal support services 0.62 
Total estimated FTE 2.16 
Total estimated fee $407,559 

 
One of the key inputs to the development of the RAP for each licensee is the process of 
planning regulatory activities and estimating the resources required to perform them. As 
such, the audit examined the governance and management processes used for the 
planning and monitoring of licensing, compliance and related regulatory activity 
resource levels included in regulatory activity plans.  
 
The audit of regulatory activity planning processes was approved by the Audit 
Committee as part of the CNSC’s Risk-Based Audit Plan for 2011–12. 
 
1.2. Objective 
The objective of the audit was to provide the President, Audit Committee and senior 
management with assurance that the management control processes for the 
development, approval and monitoring of the licensing, compliance and related 
regulatory activity resource components of the RAPs are properly managed.  
 
1.3. Scope 
The audit scope included the management control framework and processes used by 
CNSC to support the development of the licensing, compliance and related regulatory 
activity resource estimates included in RAPs for the 2012–13 fiscal year. 
 
The audit scope did not include the CNSC’s processes relating to the development of 
the indirect components of the RAP regulatory activity resource estimates (i.e., indirect 
regulatory support costs and corporate support costs). 
 
The audit scope was selected based on the following factors: 

 The activities selected represent core and fundamental elements in the overall 
regulatory activity plans for CNSC licensees.  
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 These activities and associated resources are of higher visibility to CNSC 
licensees (unlike internal support services, for example, which are allocated to 
licensees on a formula-driven basis). 

 
1.4. Analysis of risks 
During the audit planning phase, a risk analysis was conducted to identify, evaluate and 
prioritize the areas of potential risks associated with the RAP resource estimating and 
monitoring processes. The analysis was based upon an examination of key planning 
process documents and planning outputs (e.g., licensee regulatory activity work plans) 
and preliminary interviews with CNSC representatives. Audit criteria were established to 
assess the adequacy of controls in place to mitigate these potential risks.  
 
1.5. Audit criteria 
The audit focused on three lines of enquiry – the governance framework, the 
operational processes, and the management information and performance monitoring. 
The criteria for each line of enquiry, which are presented in detail in Appendix A, were 
as follows: 
 

Governance framework: The CNSC has established a clearly defined governance 
structure that includes defined roles and responsibilities and decision-making 
accountabilities, in support of process to develop the licensing, compliance and 
related activity resource components of the RAP development process. 
 
Operational processes: The CNSC has clearly defined processes for both the 
development of the licensing, compliance and related regulatory support activity 
resource components of RAPs, and the ongoing monitoring and reporting of 
resource utilization against these estimates. These processes have been effectively 
communicated. 

 
Management information and performance monitoring: Management has 
identified appropriate information to support the monitoring and reporting 
(horizontally, across all the branches of the CNSC) of resource utilization related to 
licensing, compliance and related activity components included in RAPs; CNSC 
management effectively monitors actual resource utilization against planned 
resource utilization. 

 
1.6. Approach and methodology 
The audit was conducted using a review of documentation and interviews with key 
employees and managers, in order to identify the risks associated with selected RAP 
resource estimating and monitoring processes, and to assess the management control 
framework elements for mitigating risks.  
 
Specifically, the audit methodology included: 
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 Interviews with CNSC key personnel involved in the development and 
consolidation of RAP resource estimates and associated resource allocation 
processes.  

 Review and assessment of relevant process documentation and management 
tools related to the development and monitoring of RAPs. 

 Detailed review of the RAP resource estimation and monitoring processes used, 
for a sample of licensees, during the 2012–13 planning cycle.  

 
1.7.  Statement of conformance 
The audit was conducted in accordance with the Internal Auditing Standards for the 
Government of Canada.  A practice inspection has not been conducted.  
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2. Observations and Recommendations 
2.1. Governance framework 
The CNSC has established a clearly defined governance structure that includes  
defined roles and responsibilities and decision-making accountabilities, in 
support of the licensing, compliance and related activity resource components of 
the RAP development process. 
 
The generation of RAPs results primarily from two processes – the operations branches’ 
annual planning process and the RAP fee revenue management process – each of 
which has its own governance structure.  
 
Process Focus Output 
Annual Planning 
Process 

Activity resource 
planning and estimation 

 FTE and non-salary 
resource estimates 

    

RAP Fee Revenue 
Management Process 

Resource costing and 
cost allocation 

Use of FTE and non-
salary resource 
estimates from the 
annual planning process 

RAP (FTE & full cost 
estimate) 

 
The annual planning process for regulatory activities is not focused on work planning, 
but on resource allocation. In this process, CNSC operations branch resources are 
allocated to individual licensees on the basis of initial licensing and compliance resource 
estimates, supplemented with resources allocated from more general activity (e.g., 
regulatory document) estimated resource pools. This process is governed by the 
Operations Work Plan Steering Committee (a standing sub-committee of the Operations 
Management Committee that meets on an “as required” basis to address and make 
decisions specific to RAPs and related issues). The Committee is composed of the 
Regulatory Operations Branch (ROB) Executive Vice President, the Technical Support 
Branch (TSB) Vice President, their respective Directors General, as well as the 
directorate planners who are involved in an advisory capacity.  
 
The Regulatory Operations Coordination Division (ROCD) coordinates the operations 
branches’ annual planning process. Key responsibilities within this process are 
summarized in Appendix C. 
 
The RAP fee revenue management process is administered by the Financial 
Administration Directorate (FAD) and is supported by the involvement of ROCD. Key 
responsibilities within this process are summarized in Appendix C. 
 
Review of supporting governance documentation for these two processes (e.g., process 
roles and responsibilities documents) and interviews with process participants revealed 
that the CNSC has established a clearly defined governance structure with defined roles 
and responsibilities to support the development of RAP resource estimates.  
 



Office of Audit and Ethics 
Audit of Regulatory Activity Planning Processes 

November 19, 2012 
 

10 
 

Audit results indicate that some elements of the RAP governance decision-making 
accountabilities require management attention. 
 
Accountability for RAP resource allocations 
The generation of a RAP involves the integration of resource estimates for a variety of 
activities. For activities such as licensing and compliance at specific facilities, the 
translation of the FTE resource estimates into dollars involves the Finance and 
Administration Directorate (FAD) applying an average salary cost, to calculate the 
amount included in the RAP fee estimates for those facilities. For related technical 
regulatory activities – such as regulatory framework development – that may apply to 
either a group of licensees, or to all licensees, the resource estimates generated by the 
annual planning process are calculated in a similar manner. These costs and FTE 
resources are allocated by various formulae, and form part of the FTE and fee 
estimates shown in the RAPs for the specific licensees.  
  
Based on our review of the FTE resource amounts allocated within the sample of RAPs 
reviewed during the audit, and interviews conducted with CNSC representatives, there 
is a lack of clarity in the allocation methodologies used to produce the RAPs. We note 
that FAD has developed a process document (CNSC Cost Allocation Methodology – 
Annual Plans); however, this document does not fully describe the resource and cost 
allocation methodology used for all RAP resource categories. 
 
Furthermore, the RAP Fee Revenue Management Process document indicates that 
ROB Regulatory Program Directors (RPDs) have “overall responsibility and 
accountability for quality and accuracy of initial fee estimate packages sent to licensees 
(RAP covering letter and fee notification)”. Based on our interviews with select RPDs, 
beyond FTE resource estimates for licensing and compliance activities included in the 
RAPs, RPDs were not familiar with how other resources (e.g., internal support services) 
were allocated to, and included, in the RAPs of licensees under their responsibility.  
 
Based on the 2012–13 estimated full cost of RAPs, licensing and compliance resources 
represent only 28% of the total estimated FTEs, and 21% of the total cost included in 
CNSC RAPs. Given this limited understanding of basis for the majority of costs and 
resources allocated to RAPs, it is unclear how RPDs can be accountable for the quality 
and accuracy of the RAPs sent to licensees. 
 
Recommendation #1 
It is recommended that the Chief Financial Officer and the Executive Vice President, 
Regulatory Operations Branch: 
 ensure that the resource allocation methodology and formulae supporting RAPs are 

appropriately defined, documented and validated between Financial Administration 
Directorate and Regulatory Operations Branch 

 confirm the accountabilities of the Regulatory Program Directors in relation to the 
quality and accuracy of RAPs 
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Management action plan 
Management agrees with the recommendation. 
 
To improve transparency of the costing methodology, management will prepare a 
summary and/or representative illustration of how allocation rules are actually applied to 
the planned resource estimates for shared and common regulatory activities. 
 
Management will also clarify process accountabilities and associated process 
documentation. 
 
 
Decision-making basis for licensee RAP fee re-calculations 
The CNSC has defined provisions for making “in-year” RAP fee changes for licensees 
where major changes from the original RAP resource and hence fee estimates arise. 
The RAP Fee Revenue Management Process document states that “If changes occur in 
the RAP for any facility or activity for a fiscal year, the Commission may re-calculate the 
estimated fee for that facility or activity for the fiscal year and adjust the amount invoiced 
accordingly”. This document also defines the decision-making accountabilities for re-
calculating fees in the case of a “major change”, wherein the Operations Work Plan 
Steering Committee is responsible for reviewing and recommending fee re-calculations 
for Executive Committee approval. While process accountabilities have been defined, it 
is unclear as to the level of change required in the RAP to generate a re-calculation of a 
licensee’s fee estimate. 
 
As an illustration, based on our analysis of a sample of RAPs for 2012–13, we noted the 
following case of change in RAP resource estimates, which did not result in any change 
to the licensee’s fees or the RAP resource estimates. 
 
For the licensee, the original 2012–13 estimated licensing and compliance work plan 
totaled 2,022 days. This included an amount of 640 days which was subject to approval 
by the Operations Work Plan Steering Committee as a business case to justify the 
effort. Based on discussion with the directorate planning officer, the business case was 
not approved until after the RAP was finalized. As such, the initial estimate of 2,022 
days was reduced to 1,382 days for costing and RAP purposes, and the licensee was 
invoiced for 640 days less than the estimated direct effort, which translates into an 
approximate $1.8 million impact on the RAP.  
 
Recommendation #2 
It is recommended that the Chief Financial Officer and the Executive Vice President, 
Regulatory Operations Branch should clearly define the criteria under which a change in 
resource estimates would generate a RAP fee re-calculation for a licensee. 
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Management action plan 
Management agrees with the recommendation.  
 
Management will determine an appropriate level of guidance and criteria that may assist 
them in deciding if an unanticipated event(s) or activity is of sufficient magnitude to 
warrant the adjustment of a fee(s) and update associated process documentation. 
 
 
2.1.1 Conclusion 
The CNSC’s governance structures overseeing the RAP development process are 
adequate; however, management attention is required to address the noted issues.  
 
 
2.2. Operational processes  
The organization has clearly defined processes for both the development of the 
licensing, compliance and related regulatory support activity resource 
components of RAPs, and the ongoing monitoring and reporting of resource 
utilization against these estimates. These processes have been effectively 
communicated. 
 
The development of the licensing, compliance and technical regulatory support activity 
resource components of a RAP involve a number of sequential planning activities.  
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Below is an illustration of the various activities that support the development of a RAP: 
 

  
 
In analyzing the processes for developing and monitoring the RAP resource estimates, 
the audit reviewed available process documentation and planning deliverables (e.g., 
work plans, SPF’s, annual plan details) for 11 licensee RAPs (out of a total of 82 RAPs 
issued by CNSC for 2012–13), from the following directorates:  

 Directorate of Power Reactor Regulation (DPRR) – three licensees 
 Directorate of Nuclear Cycle and Facilities Regulation (DNCFR) – five licensees 
 Directorate of Nuclear Substance Regulation (DNSR) – two licensees 

Planning Activity Overview 

↓ 

 
 

Develop 
Licesee 

Wok Plan 

• A work plan is a planning document populated by an RPD or 
Project Officer that summarizes the planned licensing and 
compliance activities and estimated FTE resource requirements 
for a licensee 

• The work plan includes resource estimates for the lead 
Directorate (e.g. DPRR for power reactors) as well as estimated 
resources required from other Directorates/Division participating 
in the licensing/compliance activities (e.g. TSB resources) 

• Work plan formats and levels of detail vary by Directorate 

↓ 
 

 
Complete 
Standard 

Planning format 
Document 

 

• The Standard Planning Format (SPF) is a standardized planning 
document used by all Operations Directorates. It is populated by 
Directorate Planners and used to summarize the “high-level” 
Directorate resource estimates (e.g. from licensee work plans and 
other resource estimates (e.g. regulatory document) 

• SFPs are consolidated by ROCD. Resource estimates are then 
refined in order to balance Divisional resource demand with 
resource availability. 

↓ 
 

 
Finalize 
Annual  

Plan 

• Resource estimates are consolidated and summarized by 
organization (i.e. Directorate and Division), and by activity (e.g. 
compliance) 

• Resource estimates are costed and refined via multiple rounds of 
review to produce a final costed annual plan 

• The costed annual plan is approved by Management Committee 

↓ 
 

 
 

Develop 
RAP 

 

• Licensee specific costs and FTE resource estimates (e.g. 
licensing and compliance activities) are determined from annual 
plan 

• Non-licensee specific FTE resource estimates and costs (e.g. 
regulatory document activity) from annual plan and other sources 
are allocated to licensees based on allocation formulae 

• FTE and costing information is summarized in RAPs 
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 Directorate of Regulatory Improvement and Major Projects Management 
(DRIMP) – one applicant (new build) 

 
Based on this analysis and the results of interviews with key CNSC personnel (e.g., 
RPDs, project officers, directorate planning officers and ROCD representatives) 
involved in the resource estimation and monitoring processes for the sampled RAPs,  
the following observations were noted: 
 
Development of resource estimates for licensing and compliance activities for 
specific licensees 
For each of the DPRR, DNCFR and DNSR licensee resource estimates reviewed, one 
of the key planning considerations communicated to the auditors was that of a 
licensee/facility risk assessment. We noted that a risk assessment that addressed the 
14 recognized safety and control areas, was completed for all existing DNCFR/DNSR 
RAP licensees in 2010, and for all DPRR licensees in 2011. 
 
In addition to using licensee/facility risks as input for developing licensee/facility work 
plans (and, ultimately, RAP licensing and compliance resource estimates), responsible 
program authorities (e.g., RPDs, planning officers) consider factors such as: 

 state of the facility 
 licensee plans (e.g., new initiatives, renewals, etc.) 
 licensee incident history 
 resource trending for the facility (planned vs. actual) 
 licensee compliance performance 

 
Our review of the sample licensee resource estimates found that DNCFR, DNSR and 
DRIMP develop work plan resource estimates with a more detailed activity level (e.g., 
compliance – Type I inspections activity) than DPRR, which develops resource 
estimates at a summarized activity level (e.g., compliance activity). 
 
In addition, we noted that the availability of process and roles/responsibilities 
documentation (beyond the general process guidance issued by ROCD) varied by 
directorate. Despite the process variances, the RPDs, project officers and directorate 
planning officers interviewed indicated that they understood the resource planning 
process requirements in support of the RAPs. 
 
Clarity of process for updating work plan resource estimates once annual plan 
resource estimates for specific licensee RAPs are finalized 
Upon the development of initial work plan resource estimates included in the standard 
planning format (known as resource “asks”), a resource refinement process is 
undertaken between the initiator of the resource estimate (e.g., the lead directorate) and 
participating divisions. This process varies by directorate, but generally involves 
communication between the lead and participating divisions, to clarify the resource or 
requirement and to negotiate a resource level that satisfies the work requirements and 
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does not exceed a division’s resource availability. This process may result in changes to 
the original resource level estimates.  
 
In the RAP licensing and compliance resource estimates reviewed, we noted several 
cases of adjustments having been made between the initial “work plan” resource 
estimate and the final “negotiated” resource estimate included in the annual plan.  
We noted that, in cases of adjustments to planned resources, the underlying work plans 
were not consistently updated to reflect the final resource levels estimated for a specific 
licensee. Based on our review of available process documentation, we were not able to 
ascertain CNSC management expectations in this regard. 
 
Clarity of process for monitoring RAP resource estimates for specific licensees 
Prior to 2010–11, licensees were invoiced based on the actual resources used to 
complete regulatory activities. For 2011–12 and beyond, licensees are invoiced based 
on planned resource levels (i.e., included in the RAP) and any variances between 
planned and actual efforts for a specific licensee do not influence the fees, unless 
CNSC management takes a decision to re-calculate fees in accordance with the “in-
year” change process. 
 
In the current environment, we noted a lack of clarity in process accountabilities 
between directorate planning officers, regulatory program directors (RPDs) and project 
officers, related to the monitoring of actual resource levels. 
 
Directorate planning officers consistently indicated that it is their responsibility to monitor 
actual resources used across divisions and specific licensees.  
 
Audit interviews with regulatory program directors and project officers revealed that  
they are focused more on managing and monitoring the completion of work activities 
than monitoring the level of resources used to complete an activity or work plan. In 
addition, RPDs indicated that they have little visibility into the resource actuals of 
divisions (beyond their own) that are participating in a licensee’s regulatory activities.  
 
These observations highlight a disconnect between the management of work and the 
management of resources. These are important and inter-related management process 
considerations, and highlight the need for greater clarity in the process requirements 
and accountabilities associated with monitoring resource levels included in the RAP for 
specific licensees. 
 
Recommendation #3 
It is recommended that the Executive Vice President, Regulatory Operations Branch 
define and document the process requirements and accountabilities for monitoring 
actual resources utilized versus planned resourcing at an individual licensee RAP level. 
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Management action plan 
Management agrees with the recommendation. 
 
Management will set out specific expectations for the responsible directors of regulatory 
programs to review and analyze reports of actual vs. planned efforts for specific facilities 
on (at least) a quarterly basis. The results will provide one of the sources of information 
used for managing and monitoring their programs, as well as one data input for their 
estimated resource requirements for the subsequent year. 
 
 
2.2.1 Conclusion 
CNSC has clearly defined processes for the development of the licensing, compliance 
and related regulatory activity resource estimates included in RAPs, and these 
processes have been effectively communicated. However, management attention is 
required to address expectations related to the monitoring and reporting of “planned 
versus actual” resources related to specific licensees.  
 
2.3. Management information and performance monitoring 
Management has identified appropriate information to support the monitoring and 
reporting (horizontally, across all branches of the CNSC) of resource utilization 
related to licensing, compliance and related activity components included in 
RAPs; CNSC management effectively monitors actual resource utilization against 
planned resource utilization. 
 
Effective monitoring of resource utilization is key to validating resource planning 
assumptions, monitoring performance, and informing management resource allocation 
decisions. 
 
The CNSC maintains a time reporting system, used by all employees, wherein 
employee hours are recorded against defined activities. The time reporting system 
enables monitoring of FTE resource utilization from a work-type perspective (e.g., 
compliance resources utilized for a specific licensee) and an organization perspective 
(e.g., division resources).  
 
In addition to resource utilization information, we observed that RPDs and project 
officers employ a variety of methods and tools to support the monitoring of work (e.g., 
the number of Type I inspections completed) for licensees under their responsibility. 
 
In examining the 11 sampled RAPs, we reviewed the FTE resource utilization 
information available, and the resource monitoring practices employed by process 
participants (e.g. RPDs and directorate planning officers). Based on our analysis, we 
made the following observations: 
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Conduct of RAP “planned versus actual” resource variance analysis 
For the sampled RAPs, we noted that directorate planning officers were able to produce 
a 2011–12 “planned versus actual” view of licensing and compliance FTE resources for 
each licensee, as well as a year-to-date (2012–13) view of actual FTE resources used. 
For all activities other than licensing and compliance (which involve allocations to arrive 
at the RAP resource estimate), this “planned versus actual” information is not 
maintained or available at a resource level. These allocations typically represent more 
than 70% of the total FTE resources and costs within a RAP.  
 
At a more detailed level, we noted that each of the directorates maintains unique 
processes and tools for developing work plans, as well as for monitoring work plan 
progress and resource usage. Work plan progress (i.e., activity completion) is monitored 
at a detailed task level, typically by the relevant RPDs and project officers.  
 
FTE resource usage is monitored by the directorate planning officer primarily at a 
divisional level and – as required – at a facility/licensee level, but not at an activity level, 
since resource information is not typically tracked (i.e., time-recorded) at a detailed 
activity level.  
 
While directorate planning officers were able to produce information on “planned versus 
actual” resources for licensing and compliance activities for a specific licensee, we did 
not find evidence of variance analyses being performed on a consistent basis at a 
licensee RAP level.  
 
Without this information, it is unclear how directorate management can fully validate 
their licensee RAP resource assumptions and improve/refine these assumptions on a 
go-forward basis. 
 
Recommendation #4 
It is recommended that the Director General, Regulatory Improvement and Major 
Projects Management clarify expectations and process requirements for completion of 
licensee-specific resource (e.g., FTE) variance analyses as an input to the annual plan 
process.  
 
 
Management action plan 
Management agrees with the recommendation. 
 
Management will examine what specific types of plan variance analysis could be 
reasonably undertaken (taking account of the levels of detail in the data available), to 
supplement what is already being done in this regard through the application of the 
knowledge, experience and professional judgment of the various regulatory program 
teams. 
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2.3.1 Conclusion 
Management attention is required to identify appropriate information to support the 
monitoring and reporting of performance against resource estimates included in RAPs.  
 
3. Overall Conclusion 
In relation to the management control processes for the development, approval and 
monitoring of the licensing, compliance and related regulatory activity resource 
components included in RAPs, the audit concludes that: 
 
 The CNSC’s governance structures overseeing the RAP development process are 

adequate; however, management attention is required to clarify the criteria related to 
“major changes” for licensee invoicing purposes.  

 
 The CNSC has clearly defined processes for the development of resource estimates 

included in RAPs, and these processes have been effectively communicated to 
process participants; however, management attention is required to clarify the 
formulae for allocating resources (other than licensing and compliance resources) to 
licensees. 

  
 Management attention is required to address expectations and requirements related 

to the monitoring and reporting of resource actuals versus the resource estimates 
included in RAPs.  
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Appendix A - Detailed Audit Criteria 
 
The criteria for the Audit of Regulatory Activity Planning Processes were developed to 
address the highest risks identified in our preliminary assessment, and are based on 
generally accepted criteria. 
 
In conducting our risk assessment and establishing these criteria, we have taken into 
consideration the probability of significant errors, fraud, noncompliance and other 
relevant exposures to CNSC. 
 

Line of Enquiry Audit Criteria 
Governance framework:  
 
 Clarity of RAP development process 

participant roles and responsibilities. 
 Clarity of resource allocation decision 

making accountabilities in support of 
regulatory activity planning and RAPs. 

 Existence of established governance 
structures to guide and support consistency 
in regulatory activity resource planning 
activities in support of RAPs.  

 

 
 
The CNSC has established a clearly 
defined governance structure that 
includes defined roles and 
responsibilities and decision-making 
accountabilities, in support of the 
licensing, compliance and related 
activity resource components of the 
RAP development process. 
 

Operational processes:  
 
 Completeness and clarity of resource 

estimating and monitoring process 
documentation in support of RAPs. 

 Consistency of resource estimating and 
monitoring processes across participating 
directorates (e.g., DPRR, DNCFR, DNSR) 

 

 
 
The CNSC has clearly defined 
processes for both the development of 
the licensing, compliance and related 
regulatory support activity resource 
components of RAPs, and the ongoing 
monitoring and reporting of resource 
utilization against these estimates. 
These processes have been effectively 
communicated. 
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Line of Enquiry Audit Criteria 

Management information and performance 
monitoring  
 
 Availability of management information to 

support management decision making (e.g., 
future year resource allocation decisions, as 
part of RAP development). 

 Consistency of resource monitoring and 
reporting processes across participating 
directorates. 

 

 
 
Management has identified appropriate 
information to support the monitoring 
and reporting (horizontally, across all 
branches of the CNSC) of resource 
utilization related to licensing, 
compliance and related activity 
components included in RAPs; CNSC 
management effectively monitors 
actual resource utilization against 
planned resource utilization. 
 

 
The audit criteria were established according to the following sources: 
 the Management Accountability Framework (MAF) elements  
 the Office of the Comptroller General’s Audit Criteria related to the Management 

Accountability Framework: A tool for Internal Auditors (March 2011). 
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Appendix B - List of Recommendations and Management 
Action Plan (MAP) 

 
 

Recommendation #1 
 
It is recommended that the Chief Financial Officer and the Executive Vice President, Regulatory 
Operations Branch: 
 ensure that the resource allocation methodology and formulae supporting RAPs are 

appropriately defined, documented and validated between the Financial Administration 
Directorate and Regulatory Operations Branch 

 confirm the accountabilities of the Regulatory Program Directors in relation to the quality and 
accuracy of RAPs 

 
Unit responsible Detailed management response and action plan Timeline 
Corporate Services 
Branch (CSB) 
 
Finance and 
Administration 
Directorate (FAD) 
(S. Cyr) 
 

To improve transparency of the costing methodology, 
management will prepare a summary and/or 
representative illustration of how allocation rules are 
actually applied to the planned resource estimates for 
shared and common regulatory activities.  
 
The Chief Financial Officer will also clarify the statement in 
the RAP Fee Revenue Management Process that states 
that ROB regulatory program directors have “overall 
responsibility and accountability for quality and accuracy 
of initial fee estimate packages sent to licensees (RAP 
covering letter and fee notification)”. It will be clarified that 
the regulatory program directors are responsible for 
making best-possible, risk-informed resource estimates, 
based on licensing and compliance regulatory activities 
requirements, as part of the annual planning exercise, and 
for the accuracy of the licensee contact information in the 
RAP covering letters. The responsibility and accountability 
within the Finance and Administration Directorate (FAD) 
for the accuracy of the cost allocation and related fee 
estimates that appear in the RAPs will be also clarified in 
the process document. 

Q1 2013–14 
 
 
 
 
 
Q4 2012–13 
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Recommendation #2 
 
It is recommended that the Chief Financial Officer and the Executive Vice President, Regulatory 
Operations Branch should clearly define the criteria under which a change in resource estimates 
would generate a RAP fee re-calculation for a licensee/s. 
 
Unit Responsible Management Response Timeline 
Corporate Services 
Branch (CSB) 

Finance and 
Administration 
Directorate 
(FAD) 
(S. Cyr) 
 
Jointly with: 
 

Regulatory 
Operations Branch 
(ROB) 

Directorate of 
Regulatory 
Improvement 
and Major 
Projects 
Management 
(DRIMPM) 
(B. Howden) 

 
 

Management will determine an appropriate level of 
guidance and criteria that may assist management in 
deciding if an unanticipated event(s) or activity is of 
sufficient magnitude to warrant the adjustment of a fee(s) 
and append this to the RAP Fee Revenue Management 
Process document. 
 

Q4 2012–13
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Recommendation #3 
 
It is recommended that the Executive Vice President, Regulatory Operations Branch define and 
document the process requirements and accountabilities for monitoring actual resources utilized 
versus planned resourcing at an individual licensee RAP level. 
 
Unit Responsible Management Response Timeline 
Regulatory 
Operations Branch 
(ROB) 

Directorate of 
Regulatory 
Improvement 
and Major 
Projects 
Management 
(DRIMPM) 
(B. Howden) 

 
 

Management notes that the process requirements and 
accountabilities for recording and making “actual” vs. 
“plan” data available for use are already well defined and 
documented. Staff and management are also trained in 
their use (e.g., OPRT, ITAS [timesheets] and CPMRS). 
 
As observed in the audit, operations management 
currently uses this information at its discretion as one of 
several inputs to managing activities and budgets in-year, 
and for planning resources for similar activities in 
subsequent years in annual planning.  
 
In response to the audit recommendation for greater clarity 
and consistency in this regard, management will set out 
specific expectations for the responsible directors of 
regulatory programs to review and analyze reports of 
actual vs. planned effort for specific facilities on at least a 
quarterly basis. The results will provide one of the sources 
of information used for managing and monitoring their 
programs, as well as one data input to formulating their 
estimated resource requirements for the subsequent year 
(i.e., the planning “ask”).  
 

Q4 2012-13 
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Recommendation #4 
 
It is recommended that the Director General, Regulatory Improvement and Major Projects 
Management clarify expectations and process requirements for completion of licensee-specific 
resource (e.g., FTE) variance analyses, as an input to the annual plan process.  
 
Unit Responsible Management Response Timeline 
Regulatory 
Operations Branch 
(ROB) 
 
Directorate of 
Regulatory 
Improvement and 
Major Projects 
Management 
(DRIMPM) 
(B. Howden) 
 
 

Management agrees in principle that an understanding of 
what may be contributing to plan variances may help 
inform future planning. Management will examine what 
specific types of plan variance analysis could be 
reasonably undertaken (taking account of the levels of 
detail in the data available) to supplement what is already 
being done in this regard through the application of the 
knowledge, experience and professional judgment of the 
various regulatory program teams.  
 
The operations annual planning process will be modified to 
include an expectation that the regulatory program 
directors refer to an analysis of actual vs. plan licensing 
and compliance resource use as one of the listed relevant 
inputs to the formulation of the resource requirement (i.e., 
the “ask”). The annual planning process will also be 
elaborated to better describe what summary variance 
information will be prepared and made available to the 
Operations Work Plan Steering Committee, in support of 
its decision-making during the process. 
 

Q4 2012-13 
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Appendix C - Summary of Key RAP Process 
Responsibilities 

 
Summary of  key responsibilities within the annual planning process 
Management Committee and Vice Presidents – establishment of priorities, 
establishment of branch resource limits, oversight of branch resource allocation 
process. 
 
Operations Work Plan Steering Committee (sub-committee of OMC) – 
approval of annual resource plans for ROB and TSB. Review and approval of 
recommendations (i.e., business cases) to address unfunded pressures arising in 
annual planning. Review and approval of recommendations concerning the need 
for in-year changes of plans and resulting fees to address major unanticipated 
events. 
 
Directors General – interpretation of priorities and oversight of directorate 
resource allocation process. Decisions on distribution of resource limits across 
divisions. 
 
Directorate planning officers – consolidation and refinement of resource 
allocations and estimates (e.g., FTEs and O&M) developed by, for example, 
regulatory program directors and project officers. 
 
Regulatory program and specialist division directors – establishment of 
regulatory program activities (e.g., licensing and compliance activities) and 
oversight of licensing and compliance resource estimation/allocation processes 
for specific licensees. 
 
Project officers – establishment of resource allocation estimates for licensing 
and compliance activities for specific licensees.  
 
Regulatory Operations Coordination Division – consolidation and refinement 
of division/directorate resource allocation estimates and consolidation of the 
annual plan. Preparation of variance reports (current to previous year plan), to 
inform planning. 
 
Summary of key responsibilities within the fee revenue management process 
Financial Administration Directorate – costing of annual plan resource 
estimates. 
 
Management Committee – approval of the calculated annual plan. 
 
Regulatory Operations Coordination Division – Generation of licensee RAPs, 
based on cost and resource information from the approved annual plan. 
 


