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No more
engineering our way
out: Nuclear needs a
cultural overhaul

QS5’s Response to The Fingleton Review

The Fingleton Review has reaffirmed what many
working across the nuclear sector have understood
for years; the UK’s ability to deliver new nuclear
capacity at pace and at value is not only
constrained by regulation, but also by culture.

The Review calls out a “misaligned culture” across regulators, duty holders
and nuclear organisations, one that inhibits innovation, slows delivery,
and entrenches excessive risk aversion. For those of us who have spent
decades working across high-hazard, highly regulated sectors, this
diagnosis is not new. Culture has long been both a symptom and a driver
of the challenges the nuclear sector faces.

As the Review makes clear, without cultural renewal, even well-designed
regulatory reform will fall short. At Q5, we believe this is a moment for a
genuine reset, one that requires rethinking not just processes, but
mindsets, leadership behaviours, capabilities, governance and operating
models.
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A cultural reality long understood

For decades, we have recognised a familiar pattern of cultural and organisational
challenges across Nuclear and other high-hazard industries. These traits don't arise from
individual failings, but from long-standing pressures, legacy systems and deeply

embedded ways of working. They include:

Microscope vs telescope

Operational pressures tend to outrun
long term strategic focus.

Mission and values often fail to translate
into day-to-day priorities.

Shifts in regulatory, scientific and
funding requirements create uncertainty.

Ways of working and culture
allowed to calcify

Multiple checks, lines of defence and
layers of assurance blur accountability.

Vertical, function-led processes create
silos and broken interfaces.

Long tenure and limited mobility make
performance management difficult.
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‘Gold plating’ and over-engineering

Actual or perceived regulatory constraints
stifle innovation.

Risk aversion becomes the cultural default.

Progression often favours “safe pair of
hands"” delivery over constructive challenge.

Quality is prioritised over cost and time,
even when disproportionate.

Underinvestment in modern
systems and data

Ageing assets and legacy technology
restrict progress.

Investment prioritises operational
technology over enabling IT.

Data security risks push organisations
towards conservative, closed vs open
information-sharing cultures.



Q5’s Response to The Fingleton Review

Traditional hierarchical Highly networked and

leadership styles knowledge-led cultures
Leadership is highly technical, often with Influence often depends on specialist
lower creativity or programme delivery knowledge and personal relationships.
capability.

Knowledge is sometimes guarded as a

Command-and-control norms reinforce
form of power.

procedural compliance.

A reliance on rules and process squeezes Organisations become reliant on key
out adaptive, human-centred leadership. SQEP individuals or external suppliers.

These traits are predictable. They are not failings of individuals, they are outcomes of
decades of regulatory pressure, constrained labour markets, high scrutiny and low
tolerance for error. The challenge now is to address them with pace and intention.

Why culture is the starting point,
not a ‘nice to have’

The Review's most significant call to action is, perhaps, cultural.

A modernised, proportionate and agile “
regulatory system depends on a cultural

foundation that balances: This culture is misaligned

with the ambition for safe,

e Judgement with compliance timely and affordable
e Collaboration with technical excellence delivery of nuclear projects.
 Pace with rigour ”

Achieving this requires shifts in leadership, behaviour, accountability, governance,
skills and long-held assumptions about risk. Without cultural change, the sector will
continue to gold plate, over-engineer, and under-deliver.
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How culture actually changes:
Practical lessons from high-hazard
environments

Cultural reset is not achieved through slogans, roadshows or top-down communications.
In our experience working with nuclear, defence, infrastructure and other highly regulated
organisations, culture shifts only happen when day-to-day behaviours, processes and
decision-making norms change in visible, repeatable ways.

Several consistent lessons stand out:

Culture becomes real through mock-ups, pilots, walkthroughs and practical
tools, not policy documents.

Teams adopt new workflows when they can see how their actions affect others
and the outcomes they collectively own.

Behavioural blind spots at leadership level cascade quickly. Cultural reset relies on
self-awareness, alignment and visible modelling of new behaviours.

Too little control creates risk, too much kills pace. The balance must be intentional
and transparent, and adjusted to the task or context rather than one-sized.

Cross-functional clarity, shared outcomes and simplified interfaces accelerate
delivery.

Culture is deeply human. Real change requires trust-building, storytelling,
constructive challenge and emotional connection.

Collaborative missions, such as nuclear, depend on joint accountability and a
shared narrative of success.

These lessons reflect the real impact we've seen in regulated, high-hazard
environments.
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A moment of opportunity - what
organisations should do now

The Review's recommendations provide an opportunity to reshape not only regulation
but ways of working, governance and capability across the sector. For organisations
across nuclear and the wider public sector, this means confronting long-standing cultural
patterns head-on. Organisations can begin now by focusing on six practical actions:
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Redefine how risk is understood, discussed and rewarded

Make proportionate, well-reasoned decision-making an expectation
at every level.

Ensure leaders model balanced judgement instead of default caution.

Review performance and reward frameworks so pace, clarity and
accountability are valued alongside safety and rigour.

Start conversations about risk with outcomes, not rules, and support
people to make timely, evidence-based decisions.

Streamline governance and bring real clarity to accountability

Map out decision pathways end-to-end and identify where
duplication or delays occur.

Prioritise “non-negotiable” controls while removing unnecessary
layers of assurance.

Clarify who is accountable for what and make those responsibilities
visible and understood.

Use simple tools such as visual management, decision logs and role
clarity maps to embed transparency and speed.

Build the capabilities needed for modern, proportionate regulation

Focus on the behavioural skills needed for the future (e.g., collaboration,
judgement, creative design thinking) as well as technical competence.

Use strategic workforce planning to anticipate skills shortages and
long-term capability needs.

Define the competencies that matter most for high-impact roles and
ensure development pathways align to them.

Invest early in leadership capability, especially for those moving from
technical roles into broader organisational influence.
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Strengthen leadership behaviours to unlock cultural change

¢ Help leaders understand their own behavioural patterns and blind
spots, and how these shape organisational norms.

e Encourage leaders to role-model openness, collaboration and
proportionate decision-making.

o Build cohesive leadership teams that operate with shared purpose,
consistent messages and aligned expectations.

o Create time and space for leaders to reflect on their impact; culture
follows leadership behaviour.

Modernise interfaces, systems and ways of working to reduce friction

o Test new processes in small, safe-to-fail pilots before scaling. Culture
changes fastest where people see proof.

e Redesign handoffs and interfaces across functions so teams work
toward shared outcomes, not siloed success measures.

o Update outdated tools and workflows that create friction, delays or
manual workarounds.

e Use data and visual management to create transparency, improve
communication and support faster decision-making.

Make change emotional, practical and human - not just procedural

e Recognise that habits persist because they are tied to identity, not
stubbornness.

e Let people experience the change through practical demonstrations,
simulations and shadowing.

o Use stories, honest dialogue and visible early wins to build belief.

o Reinforce behaviours that align with the future culture, quickly and
consistently.
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This is the moment for change

The Fingleton Review marks a watershed moment, a chance to reset not only regulation,
but the mindsets, behaviours and leadership norms that shape delivery across the UK
nuclear ecosystem. Cultural transformation won't come from policy change alone. It will
come from reshaping how people work, lead, decide and collaborate every day.

These shifts are achievable with intention, clarity and practical action. They will determine
whether the sector can deliver safely, affordably and at the pace the UK now requires.

At Q5, we specialise in supporting organisations through exactly this kind of
transformation. Our work sits at the intersection of people, governance, regulation and
delivery, helping teams build the confidence, capability and culture needed to perform at
their best.

Delivering on the Review’s ambition will depend on cultural transformation. We're

ready to help you build the organisational capability required for the challenges
and opportunities ahead: are you ready?

Get in fouch with us

Thorney House, 34 Smith Square, London, SW1P 3HL
gdpartners.com

@qgbpartners

Jen Gramolt Tom Amos
Partner Associate Partner - Nuclear & Industrials
jen.gramolt@gspartners.com fom.amos@qgbSpartners.com



mailto:jen.gramolt@q5partners.com
mailto:tom.amos@q5partners.com

