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Abstract. The Cuban regulatory authority has been working during several years for the fostering and
development of a high Safety Culture level in nuclear activities in the country. As starting point to
achieve this objective the assessment of the Safety Culture level in the regulatory authority
performance was considered an important issue. For this purpose a preliminary diagnosis was carried
out by means of a national survey that allowed identifying some areas of the regulatory activity that
required improvements in order to achieve a higher Safety Culture and to immediately implement
appropriate actions. Two of the most important actions undertaken were: the statement of the
regulatory authority Safety Policy which governs and determines the performance of this organization
and its staff and also the implementation of a new interaction practice at top level between the
regulatory authority and the utilities of the nuclear sector through the Annual Regulatory Conference.
The present paper summarizes these two introduced practices into the Cuban regulatory activity.

1. Introduction

The fostering and development of a Safety Culture in the Cuban nuclear program have been a
purpose of the regulatory authority after the appearance of this concept as a result of the
investigations of the accident in the Chemobyl Nuclear Power Plant, in the former Soviet
Union. From the beginnings the Cuban regulatory authority understood the role that it should
play in the creation of a national climate that foments and develops the Safety Culture in all
the organizations involved in the Cuban Nuclear Program. For this reason first efforts were
focused toward the assessment of Safety Culture in the regulatory authority styles and work
methods. To achieve this objective a revision of the available information on Safety Culture
was made and the steps to be executed were determined.

Based mainly on the documents published by the International Atomic Energy Agency
(JAEA) [1, 2], a survey was organized to know the opinions of specialists and managers of the
regulatory authority and of the utilities with regard to essential topics of safety and to
regulatory authority performance during the fulfilment of its task: regulations, licensing,
inspections, enforcement, accident investigation and dissemination of safety information,
among others. This poll, carried out at national level [31 resulted in a valuable information
that allowed identifying aspects of the regulatory performance that could be improved to
achieve a strong Safety Culture.

2. Statement of the Safety Policy of the Cuban regulatory authority: the first step.

As a result of the national survey [3] it was obtained that more than 70% of those interviewed
persons had not a clear understanding of the roles and responsibilities of the regulatory
authority with regard to safety and more than 56% did not know the Safety Policy of this
body. For that reason the first action undertaken was the formulation of a public document
with the Statement of the Cuban regulatory authority Safety Policy. This document openly
defines the regulatory authority commitment to achieve a high safety level during the use of
nuclear energy inside the national territory and it also determines the framework, which
governs the performance of this organization and its staff.
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The main aspects included in the Statement of Safety Policy are:

(a) Organization commitment to safety, aimed at ensuring the safety of personnel, public and
environment due to possible risks of the use of nuclear energy. This commitment
constitutes the basis for its performance as organization and for its decisions that have
fundamentally a preventive character This should be reflected in its style and work
methods in regulatory activities like:
- establishment of legal and regulatory framework
- licensing process
- inspections and enforcement
- research and development
- experience exchange on safety topics
- periodic corporate self-assessment
- international relations
- training of human resources

(b) Managers' Commitment to safety that defines the styles and attitudes that should
characterize their acting to achieve a high Safety Culture. Also it defines their
responsibility with the creation of an organization climate that propitiates the
development of that culture in each one of their subordinates and in the whole
organization.

(c) Personnel commitment to safety that describes the behaviour that should characterize
specialist's performance in their regulatory functions reflecting an appropriate Safety
Culture.

(d) Ethics and Competence, that emphasizes the need for managers and specialists of the
regulatory authority to have safety as their overriding priority.

(e) Interaction between the regulators and the institutions using the nuclear energy, that
defines the basis that should govern the interaction of the regulatory authority and it
personnel with the rest of the Cuban institutions that use the nuclear energy. In this
interaction should prevail a favorable climate to safety, a mutual respect and trust based
on the recognition of the responsibilities and functions with regard to safety that
correspond to each part.

(f) Commitment to the Public, to maintain an open communication with all the institutions
and members of the Cuban society. It should contribute to the development and
maintenance of a public trust on regulatory authority actions.

(g) International Co-operation, that expresses the will to actively cooperate and participate in
regional and international activities related to safety, with special emphasis on the
activities promoted by IAEA.

This document was established in 1998 by Resolution No. 11/98 of the Director of the
National Center for Nuclear Safety. It has been broadly disseminated through publications,
events and meetings with the institutions of the nuclear sector.

At present, as part of the National Program for the Fostering and Development of a Safety
Culture in nuclear activities in Cuba, the Safety Policy is under revision by means of surveys
and interviews. This will allow identifying possible aspects of improvements in a permanent
effort to contribute to a higher Safety Culture of the regulatory authority.
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3. The Annual Regulatory Conference: the second step

The national survey on Safety Culture [3] mentioned above reflected that more than 50% of
the interviewees considered that the contacts and working meetings between the utilities and
the regulatory authority on safety topics should be more frequent. Near 74% had not a clear
understanding about communication lines to contact with the regulatory authority and also
about other regulatory issues.

To contribute in the solution of this situation, the regulatory authority introduced into its work
style a recognized good practice [4] with the aim at providing the nuclear sector with an open
and effective means for the information exchange and feedback on safety topics. This new
kind of contact has been named the-Annual Regulatory Conference (ARC) and it was defined
as follow:

"It is a top-level annual meeting between the Cuban regulatory authority and the
Organizations using sources of radiation for presenting information and exchanging views on
safety topics such as new regulations and the most frequent problems found in the different
practices, based on the recent results of licensing, inspections and radiological events."

In order to meet the purpose of these meetings, its main characteristics were previously
defined:

(a) They are requested to participate the top-level managers of bodies and institutions of the
nuclear sector (decision-makers), because they can have an important influence on
Safety Culture of their respective organizations. This is essential for the success of these
meetings but some difficulties have been existed due to the tendency of some managers
to send only the Radiation Protection Officer.

(b) In fact, this meeting is short in time and scheduled so to facilitate the attendance of as
many managers as possible.

(c) The meetings consider several safety topics or are focused on just one current issue.
(d) There is a Central Conference Report that is the basis for discussion. This report is

prepared by the regulatory authority or by any other of the participating organizations in
accordance with the central topic of the ARC. This report is send in advance to all of the
participants to achieve a better preparation of the assistants and higher quality of the
debates.

(e) The meeting promotes an open discussion of both technical and procedural or
methodological issues.

(f) Responsibility for the problems discussed in the ARC are not sought from any of the
participating organizations. The results of the meeting discussions in no way become an
obligation for any of the participating organizations.

(g) Lectures on the most relevant issues or trends, national or international, related to safety,
are presented at the end of each Conference. This way the regulatory authority
contributes to disseminate this information amongst managers and decision-makers.

(h) A poll of the type PN1 (Positive, Negative, Interesting) is taken from the participants to
know their opinions, in order to enhancing the future ARCs.

The first ARC was carried out in February 2000, with a favorable acceptance on the part of
the participants. The second was carried out in May 2001. Both ARCs discussed the situation
of the radiological safety in national facilities through the results of the licensing, inspections,
new regulations and other related topics. For special lectures topics like "Analysis of
radiological incidents and the lessons learned", "Role of the management in safety", "Control
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of the Sources of Radiation" and "Project for the National Prize of Radiological Safety" were
chosen. Both Conferences had a high participation of managers, although it is still necessary a
wider attendance. The third ARC is foreseen for June 2002 that will be focused on
radiological safety in medical use of source of radiation.

4. Conclusions

The strategy followed by the Cuban regulatory authority to contribute to the creation of a
national climate for the development of Safety Culture in nuclear sector starting from it own
Safety Culture assessment has had an important effect on personnel of the regulatory authority
and on the whole nuclear sector. This process has allowed a wider knowledge of the Safety
Culture related issues and the introduction of practical methods that enhance the regulatory
performance. At present the regulatory authority continues working to detect other possible
areas of improvement and to begin new actions through the National Program for the
development of Safety Culture in nuclear activities in Cuba.
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