
© 2016 Organisation for Economic Co-operation and Development 

CNRA/WGRNR-MDEP Workshop on 
 Regulatory Oversight of the 

 Commissioning Phase 
 for New Reactors 

GROUP 3: Organisational issues 
 

Chair: Craig REIERSEN (ONR) 
Rapporteur: Minna TUOMAINEN (STUK) 

Gyeongju City, Korea 
14-16 March 2016 



© 2016 Organisation for Economic Co-operation and Development © 2016 Organisation for Economic Co-operation and Development 2 

Group 3 had four main topics: 

a) Inspection for licensee organisational readiness 

b) Oversight of safety culture during commissioning stage  

c) Oversight of maintenance and preservation of equipment 

d) Deployment of regulatory resource 

 

In the following slides we present conclusions, lessons 
learned & commendable practices as well as future 
challenges. 
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3.A. Inspection for  licensee organisational 
readiness – Conclusions  

• All countries agree on the elements that constitute organizational 
readiness even if different approaches can be used for 
assessment. 

• Regulatory engagement is primarily trough the licensee, not 
directly with contractors. 

• Regulator’s role is to focus on licensee’s performance and 
methodology for achieving required result, not to double check 
everything. 
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3.A. Inspection for  licensee organisational 
readiness – Conclusions  

•  Lessons learned & Commendable practices 
– Benefits of encouraging robust licensee’s internal regulator/assurance function 

are evident. 
– It is important that the licensee is “intelligent customer”. 
– If organisational readiness is not planned well in advance, it may lead to 

problems later on (examples exist on poor handover to operation).  
– Third party readiness reviews (e.g. OSART) give valuable feedback. 
– Start of commissioning is a major shift in responsibilities and activities to be 

performed; process for management of organisational change should be 
applied.  
 

• Challenges 
– There are requirements for organizational aspects, but 

• How to evaluate their impact? What are the success criteria?  
• Traditionally regulators’ focus has been on engineering, not on organisational 

aspects  challenge for the regulators.  
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3.B. Oversight of safety culture 
 during commissioning stage – Conclusions 

• All participants recognize the significance of safety culture. 

• A regulatory approach to safety culture during commissioning is similar 
to operating sites but focus differs. 

• Challenges during commissioning 

‒ Start of nuclear commissioning means step increase in risk of accident 
leading to radiological release. 

‒ Pressure (on licensee and on regulator) due to time schedule or commercial 
reasons, also personal pressure on personnel to complete their tasks.  

‒ At the beginning of commissioning there are probably organizational 
changes and/or new organisations/personnel. 

‒ FOAK testing needs questioning attitude. 
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3.B. Oversight of safety culture 
 during commissioning stage – Conclusions 

• Lessons learned 
• Start work on safety culture early. 

• Regulator needs to understand safety culture and resource to engage 
licensee. 

• Indications of poor safety culture should be acted upon (before something 
happens). 

• Some countries felt they could do more structured safety culture 
engagement. 

• Having passive safety features does not lessen the importance of good 
safety culture. 
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3.C. Oversight of maintenance 
 and preservation of equipment - Conclusions 

• Interface between construction and operation can be problematic if the 
two teams do not agree on the completeness of the installation work. 
Schedule pressure may cause the constructions team to handover 
equipment which is not ready for testing or operation.  

• If handover from construction to commissioning is made while there are 
still open issues, attention must be payed to who has responsibility of 
closing the issues.  

• Long preservation time due to delays is a source of problems.  

• Role of on-site inspectors is essential in oversight of maintenance and 
preservation.  

• Some evidence of regulator itself not being joined up where 
responsibility transfers from on group to another.  
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3.C. Oversight of maintenance 
 and preservation of equipment - Conclusions 

• Commendable practices  - regulator to seek assurance that 

• Licensee has robust criteria and arrangements for handover from 
construction to operations. 

• Licensee ensures that responsibility for preserving installed equipment is 
clearly defined and supported by robust arrangements. 

• Regulator ‘s ensure that their responsibilities and processes are clearly 
defined (e.g. when responsibility for oversight transfers from one section 
to another).  
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3.D. Deployment of regulatory resource – 
Conclusions 

• Large variations (6 months – 10 years) in how far into the future 
regulators plan their strategic bids for resource (top down).   

• Most regulators plan their tactical oversight tasks based on licensee’s 
testing program (bottom up) – regular dialog on schedule is a good 
practice as helps regulators to plan. 

• In practice regulators recognise need to flex resource deployment as 
schedule vulnerable to change – requires prioritization.   

• For oversight of commissioning, use of external support is very limited.  

• Oversight of commissioning on site takes approximately 2-10 
inspectors. 

• Skills needed by regulator change as enter commissioning – plan for 
recruitment and development.  
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