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Good Morning, everyone. | % very plessed to take part in
your conference on Quality assurance. To my mind, thare
are few lll{.ttl more ‘mportant i industry today--both
from ¢ reguistor's potnt of view e from the point of view
of an industry esecutive.

The job of & weynote Sbeskar, | understand, i3 to try to
et everyone on the sams key. Thig s ry important ia
RUSic in order to achieve harmony ane 4 disco Raybe
It will work nere as well. The best key for me, presum-
ly, 15 C-Sharp; | clearly do not want & B-Flat. Your
conference theme, *Quality - A OQunce of Provention,” 1
certainly appropriate for nuclesr Projects. This morning,
I intend to highlight ame *RORASIZIe the extent to which
Guality assurance must be the central focus for the nuclear
industry. Qll\'t{ Assurance, or QA, 15 ndispensable to
obtatn & well butlt gne safely operated faciliity. Further,
with the billtons of dollars 1t now takes to butld a4 new
nuclear power plant, dedication to the principle of Quality
SSsurance 13 necessary to the very survival of the
sponsoring utility ftself. Algo w considers the
€ost of work stoppages and cerrect tions, the
inattention to QA that inevitad)ly lesds to desigr
deficiencies or $ho0dy workmanship can only be callee
bewildering.

Upon becoming Chairman of the Nuclesr Regulatory Commission
| was struck by the aisrarity 'n quality assurence
effectiveness among the wtilittes Constructing nucloar
power Some were doing & goos Job. Others were not

As KRC Chatrman | beceme GCQuainted, first hand, with the
Stuaning fact that--at least ARong some wtfilities butlding
nuclear powsr plants--Quality Assurance programs werse
accorded a low priority, and st times Quality Assurance
personne! were ‘gnored, some even abused.

| way distressed by the examples of the lack of Guality
Assurance-consciousness that came to ®y attention, and |
S416 4% much to industry leaders. Since then, at 4 fow
S1tes, strong corrective measures have been taken, byt at
$ome other sites serious prodlems stil) o i5t,

I hope that in focusing on our QA prodblems, | do not
®islend you inte believing that ROtRing 15 right with the
nuclear l."ll". Despite 1ts many Setbacks, the muciear
Industry 15 st41) alive and s effectively melping thig
nation meet 1ts energy needs.

In agdition to the 74 nuclesr plants licensed to operate

4nd 3 others 1icensed for low-power testing, this nation

St11) has some 64 muc)esr Power plants under comstryction
4nd S plants under construction-permit review.

The plants elready )icensed to operate Nave beer generating
a ovovo!c of roughly 250 B1114on k1lowatt hours of
electricity per year over the Vast severa) yoars. Tht: g
ROt an insignificant contridbution to Seeting our energy
needs.

There 15, of COUrse, concern that some of the plants under
construction will not pe compieted, dut | delieve that we
Sust sti)] keep our attentien on those that wil) be built.

Yes, the nuclear industry faces problems, some of thee
LRCARIcal and many of thes non-te Antcal. You know many
of thew as well as | go. Byt people fn the industry must
"ot 1t the problems dishearten thee snd becloud the
Successes achieved to date or their ility to selve the
few fssues facing them.

The major non-technical problesm, | believe, 15 that arising
from the fact that the rate of growth in the demand for
electricity has dropped off itgnificantly Guring the last
severs) yoars. As 4 regult starting new plant
construction now 13 hard, 1f not impessinie to justify,
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However, aven with & significantly lower Owth rate in tny
aemeng for slectricity, the demend wil) begin te can.\oa'.
OUr axisting capacity in o fow year:  and new plants wil
have to be butlt, Along the way, some old power plants
will have to be replaced. In Sany parts of the country,
o8l and nuclenr will pe the chief viable options. wWhethe-
OF not the nuclesr option receives favorable consideratio:
will depene on:

.) Ehe public’'s confidence in fuclear power;

b) the utility's confidence in the stability of the
regulatory process;

¢) the wtiitty's confidence in Predicting construction
costs;

€)  owr shared configence in the Satisfactory resolution
of technical prodless; ang, above al),

¢)  continued operation of CEisting and new plants
without major accidents.

Continued work 15 needed on Seeting each one of these
conditions.

A number of you with whom | Spoke at the reception last
Cvaning were seeking words.of oacourcxoﬁoﬂ( from me about
the future of the nuclear industry f course my crystal
ball s no less tloudy them yours. But | believe that 1f
we parsevers in Satisfying the f1 conditions | just
Sentioned, wtilitiesy will §ive favorablie constderation to
the nuclear optiun when they plon new construction. New
orders for nuclear power plants will then develop.

We iIn the NRC are trying to 60 our part and | know that
industry 13 working to do 1t PAFL in this endeavor.

Our sims are the same safe, reliable and, for the
ratepayers, affordadle nuclesr power

It 4s in fu)01)ment of these a'ms that we focus on
resoliving the probiems being faced. For nuclear plants
wnder constructior, effective QA plays & centra) role. QA
Dreskdowns must b2 avolded 11 our G185 are to be met. This
brings me back to the main thrust of ay talk.

| believe that QA breakdowns have QCcurred, and are most
Tikely to continue to OCCur, where there s & conspicuous
dbsence of serious interest in QA at the top Sanagerial
level, whare Gay-to-day operations are geared to maximus
Productivity with minimye quality con?irmation, and where
the letter of procedures and FeQuirements may be obser:ed
but the intent behing thes 13 rarely 1 ever stressec.

It 1% 2 commitment on the PArt of management--a vigible,
uneistakaile, sertous Commitment--that makes QA work.

Last week, in Atlanta, | had the opportunity to sddress
Chief executive officery of utilities having nuclesr
plants, and | spoke of Quality assurance as the flelg of
sction that can restore and fve substance te public
confidence. | statee that Ox should be the centra) focus
now throughout the industry. | nope that proves to be the
case.

Now let me te!) you some of the things we have done and
plan to do at the Nuclear Regulatory Commission to
strengthen our Oversight of the nuclesr industry's QA
Sctivities and to demonstrate our determination that QA
shall be giver the attention 1t deserves.
I hope that after | heve gone over the steps we are taking,
you will have ro doudts About our seriousness.

As an inttia) step, we reviewed some of the disturbing QA
probiems "that nad come to o ttention. Qur review

‘ndicated that these prodviams generally represented three
aistinct types of failyres.

First, there 15 the fatlure of management to Saintatn
Quality, leading te an Initiel deficiency., Second--and
ERYs 15 o crucia' Yapse.-1is the faiiure of management s Q4
|ro'ro- to detect and correct the deficiency, hird ts our
fatiure--MRC's fatlyrpeste bring the deficiency to Tight
or, having done so, to Fecognize the nature and extent of
the prodles.

The first two fatlures are Clearly attributadle to 4 lack
of comaitment to Quality or the part of Ransgement. Thig
Basic fatling 43 compounded. however, by & lsck of ynder-
Standing of the role of Quality assurance on the part of
the project management teun ng by & lack of ynderstanding
on the part of personne! st al! els of the project as to
what QA requires of them,

If senior managers nave o Strone commitment 1 Suality ane
‘o turn indoctringte capadle Preject mansgement toams with
Thet commitment, threse teams wil' be adle to commuricate



-Pat comertment 12 411 sther invelved sarties,
JSPRCtfically, the project Tenagesent team communicates ang
SBtatns through comtractual ane procecura! arrangemernts
wIth the desigrers, fasricators, ang Constructory ¢ ‘eve!
oF quality commensurate with the owner s commitment.

The commitment te cost ang Schedule must de properly
3alanced with qualtey tArOugh these contractys! ane
srocecurs’ arrangesents

For exampie, 17 , COntract emphasizes erimarily the
schedule for oaysicy! ‘nstallatron, the message from
Project management 15 pen 100. On *he other hang, if
the contract aiso empraiiTes Owher-4ccented, adequately-
dacumented instaliation, the nessage s 14 0 well as
r 2. The latter case Provides the proper imcentive
37 JeTITAg wory accomp!tshed "Ight the firgt time Thig

§ then ~eflected tn the po'icy ane procedurs! @rrection to
the various orgamization Sub-ttery

el ity assurance RSt be as iategral part of 41! of the
Preject planning ang management ctivities from the
Segianing, ang its role BUST De communicated ang fully
ungerstocd by a!! participants a the design ang
CONSTFUCtION process--from sentor manLigement to each
crafttsman

1€ Quality assurance g slannec ane comgucted as an
‘ntegral part of physical ‘Pstalliation activities, then
*arly detection ang correction of inadequecies wil! result
‘" enhancing guality ane '@proving conmtrol 9f costs and
Schedules. A1) particigants MUSt De acequately trained to
ynaerstane and obtain these benefits,

L cited & thirg contributory fatlure dening OA seficiencies
" Power plant construction. |t 'S the regulator's
“r farlurecato getect inttigl ®anagement contrgl
la0ses ang 1ty detect Sebsequent ineffectiveness of the

®anagement ‘5 Q4 pregram.

¥e have identified teo underiying reasons for our fatlyre.
First, our programs Mive n0t sadresses design wality as
specifically ang extensively as some sther 45.  Secons,
our licensing ane COnRstruction Taspection Programs have not
Ristorically given sufficient sttention te project
management comtrol at constryuction sites These aspects of
the comstruction process have consequentiy secome the
subject of new and specta! attention,

L sumper of Ritiatives put forware By the NRC staff nave
Seen adooted 'n an effor: L0 ratse our level aof confidence
'Rothe gquality af Gesign ane comstryction ang in the
Ransgement comtrol of that Gualir However, these are not
®C to suppiant the dasi: sBORs BT ity of ta Qwners
e operaters of auciesr faciitey RO a5 slways retain
the uitimate FeSPpOnsibil ity for qua 'ty and safety

LeL me mention some of the messures that Rave beer
ungertanen 0f particuiar 'MPOrtance 15 4 series of
evaivations fgr Construction projects nearing completion.

The first i3 & selfavaluation By the prospective applicant
for an operating license It entails 5 comprenensive
issessment of the g Tty sssurance program for botn design
nd construction, ering such items as the lg of
Tanagement iavolvement, Ihe audits and reviews ‘mplementeq
during the project, and the problems surfaced Plus the
Corrective actions taken. ' 413, belteve that utility
Self-evalyations Should incluge SEruting of comtract
language ot 4a early stage of Construction to confire
YeNGors QA commiiments Ind the efficacy of thetr QA
programs,

S.!'-.v.!ul!'.a is especially important 1o the utiliey
Secause 'ty Chier Executive Officer 'S now required to
Certify that the factiity nas deen destigned, constructed,
and testeq in ACcordance with the Fing! Safery Analysig
feport and cther Ttcense commitments.

SUbstantial inttiatiye ‘or plants unger construction
Institute for Nurtlenr Poyer Operations«-knows 83 [NP0..nas
lopee grograms ane criteriy for evaivating Qualrey
Sisurance of design ane Construction activities at nucleer
Power pliants. Some Vtilities are currently using thts
Jurdance to conduet Self-evaivations, L0 on results of
5::30 evaluations, ‘MGUStry may comsider evelopment of

I

L am gratifieq o kmow that Industry is alge uﬁ.i'tl.‘l’ .
he

The next step, afrer Self-evaiuation by tae utility, i3 gye
Evaiuation of each candidate factiney for h cperating

! ¥e consider signtficant Proviems noted at other
construction sites, ag well as sny page Prodiems with the
Tlcensee or Contractors on the Projece.

¢ 2i50 review the Project’s inspectign Ing enforcement
history,

¥e Nave even gome further tp Yrge or regquire some ytilities
L0 conduct an ingependent design review of felectas
SYstem or systems Sufficient septh to '

Samsle basty, the boequacy of the QA wrog

will be xept cpem a4t least unttl

Other NAC programs can B¢ permanent)y V00PLR0 with the same
OFr detter reinforcesent of configence in quality,

Another new NRC SPPTONCH for plamts 1a early stages of
COnsStruction {5 gur CAT ‘Ripection. That 1y o Construction
Assessment Team of IASpectors who muve onto 4 comstruction
$ite and cover 4 broae Fray of sctivities there-.quality
dssurance, des controls, project man ement . comstryc-
tion controls, procurement CORtrols, ang 50 forth. The
team will pe comprised of about eigrt inspecters, half o¢
who® are NRC staff ang nalt 4Fe under comtract to the WAC.

fach team w11 devote adout two ang one-half months to o
eCtion, counting preparation time ang
POsSt-inspection reporting. Trial inspections eireaay
serformec indicate that this spproacs ®ey ¢ more effective
'hoTaentifying management contro! prodliems tham oyur routine
Inspection procedures.

Yet another innovation with Stgnificant potential for QA
Payo’f 15 the joint SPONSOrship by NRC ang industry of
Seminars involving sentor management of the ayclear
‘NGUStry.  We are 00k1ng to use this king of event to
'MOTess upon top executives ARG managers the mean g and
the value of QA, ang to enlist them in the drive to
'RStITY QA-comsciousness at a1 levels

Managers from utilities whten have experiences serious
prodiems with uality assurance will e askec to
Participate, as well 44 those with Barvedly successfyl
Programs. As we envigign them, the seminars will be
Conducted with assistance from ‘ndependent professional,
utiltty aneg contractor Fepresentitives having special o
interests ang expertise. | expect g fumber of you present
‘" this room will pecome nvolved in these undertakings.
hope the prospect wi'l excite your interest ang enthusiase
As an outgrowth of those seminars, we wil) be asking eacr
utility with 4 facility ynger construction to sponso
training sessions for personne]l involved in design ane
constryction, ERPRESIZing the comtributien of each
Individua! towarg $ASUrInG quaiity.  Thig g Ao miner
Ratter. we are talking o t additional training for
thousands of people working on nuciear power plant
construction,

With & fuller ungerstanding of QA responsibility tn the
rank and file, and the commitment | have spoken of at the
ansgement level, | am hopefy! that we will begin to see
QA-conscio S5 working as an integra) part o nuclear
project planning an¢ execution,

I have only Righlignted some aspects of NRC's recent 04
‘mprovement NIt tives. Yoy wil) have the oppertunity to
hear more about thes in sther SESS108 during the course of
your meeting,

Pernacs you have noted thet, throughout my remarts thus
far, | nave deen TAvORing the vital role of QA 1n design
4nd comstruction activities, However, the safe ang
effective r of nuclear factiiities 's the purpose of
all these ""“*’g Thus, the application of QA to that
final, continuing phase must not be neglected.

For exsmple, there i3 the need to maintatn 4 high level of
control roem discipline at al) faciiities. Amy deficiancy
'n professionsiise in the ferie center of nuclear power
generation cannet be tolersted. Pervasive attention to
this type of quality assurance (s reauired throughout the
11fe-cycle of & facility. To negiect any sspect of 1t
Jecpardizes the whole of 1t.

The campaign to propagate the OA state-of-ming to al?
Sectors of industry 4l phrases of design, comstructiam
4nd operation needs the guigance of experts such oy you to
really take nold. The time for 1t 43 certainly ripe, QA
breasdowns ot ayclear Construction sites nave crested
urgent needs for serious and enduring reform of QA

ttitudes. Thig society, amd thaty conference, can have "
great g 0 do with Seeting these neeas. | extend te you
Wy best wishes for success in this endeavor.




