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[bookmark: _Toc183512796][bookmark: _Toc220569894]Introduction
1. ONR has established its Safety Assessment Principles (SAPs) [1], which apply to assessments by ONR specialist inspectors of safety cases for nuclear facilities operated by potential licensees, existing licensees, or other duty-holders. The SAPs are supported by a suite of technical assessment guides to assist inspectors in making regulatory judgements and decisions. This technical assessment guide (TAG) forms part of that suite.
2. The importance of leadership in securing good safety outcomes is well established. Investigations into accidents and disasters across major hazard industries have consistently identified leadership actions or omissions as contributory factors. In the nuclear industry, poor safety leadership behaviours were key contributors to the accidents at Three Mile Island, Chernobyl, Davis-Besse, and Fukushima Daiichi. In contrast, at Fukushima Daini – a sister plant to Fukushima Daiichi approximately 10 miles to the south – effective safety leadership by the site superintendent, Naohiro Masuda, enabled the plant to withstand the earthquake and tsunami without a meltdown or explosion [2].
3. This TAG brings together safety leadership behaviours drawn from relevant good practice sources and aligns them to a theoretically informed model of safety leadership. It is intended to inform and support ONR inspectors in exercising regulatory judgement on the adequacy of safety leadership. The TAG also provides guidance on the role of senior leadership in setting safety standards and goals, the management system arrangements for promoting effective safety leadership behaviours and discouraging poor behaviours, and the assessment of safety leadership.

[bookmark: _Toc183512797][bookmark: _Toc220569895]Purpose and scope
4. The purpose of this TAG is to support leadership and management for safety (LMfS) specialist inspectors in their technical assessment work. It may be used alongside ONR guidance TD-HOC-GD-001, Methods for Assessing Culture and Diagnosing Organisational Problems [3], as an a priori framework when undertaking template analysis. The TAG may also be used by site inspectors in conjunction with NS-INSP-GD-070, Safety Culture Guide for Inspectors [4], to support assessment of safety culture trait LA.2, Leader behaviour. In addition, it may be used alongside NS-TAST-GD-108, The Corporate Governance of Safety (ONR), to provide insight into board effectiveness.
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5. 
[bookmark: _Toc183512798][bookmark: _Toc220569896]Relationship to Licence Conditions and other relevant legislation
6. Although leadership is not explicitly codified in law, several Acts of Parliament establish liability where leadership actions or omissions contribute to health and safety offences. Other legislation provides for corporate liability where organisational failings, including those attributable to leadership, result in the death of an employee or member of the public.
[bookmark: _Toc220569897]Health and Safety at Work etc. Act 1974
7. Under section 37 of the Health and Safety at Work etc. Act 1974 [6], where a health and safety offence is committed with the consent, connivance, or neglect of a director, manager, secretary, or other similar officer, that individual may be prosecuted in addition to the organisation. Case law has confirmed that directors cannot avoid liability under section 37 by arranging their organisation’s affairs so as to remain ignorant of circumstances that would trigger their duty to address health and safety breaches.
[bookmark: _Toc220569898]Company Directors Disqualification Act 1986
8. Section 2(1) of the Company Directors Disqualification Act 1986 [7] empowers the court to disqualify an individual convicted of an offence in connection with the management of a company, including health and safety offences. This power is exercised at the discretion of the court and requires no additional investigation or evidence.
Corporate Manslaughter and Corporate Homicide Act 2007
9. Under the Corporate Manslaughter and Corporate Homicide Act 2007 [8], an offence is committed where failings by an organisation’s senior management are a substantial element in a gross breach of the duty of care owed to employees or members of the public, resulting in death. The offence applies to corporate liability and does not extend to individual directors or senior managers. However, existing health and safety offences and gross negligence manslaughter continue to apply to individuals, and prosecutions may be brought where there is sufficient evidence and it is in the public interest to do so.

[bookmark: _Toc220569900]Licence Condition 10: Training
10. Licence Condition (LC) 10 of the ONR Licence Condition Handbook (ONR) requires licensees to make and implement adequate arrangements for the training of all personnel whose duties may affect safety. Leaders play a key role in establishing a safe working environment, and ONR expects training arrangements to include the development of safety leadership, including safety leadership behaviours.
[bookmark: _Toc220569901]Licence Condition 17: Management Systems
11. Licence Condition (LC) 17 requires licensees to establish and implement management systems that give due priority to safety. ONR expects such systems to include arrangements that promote effective safety leadership behaviours and discourage poor safety leadership behaviours.

[bookmark: _Toc183512799][bookmark: _Toc220569902]Relationship to SAPs, WENRA RLs and IAEA Safety Standards
[bookmark: _Toc220569903]Safety Assessment Principles
12. ONR SAP MS.1 establishes that directors, managers and leaders at all levels should focus the organisation on achieving and sustaining high standards of safety and on delivering the characteristics of a high reliability organisation. In doing so, SAP MS.1 places expectations on leaders to set and deliver clear safety strategies, policies, goals, and standards; to provide effective direction, governance, and oversight; to demonstrate visible commitment to safety; to recognise and resolve conflicts between safety and other organisational priorities; and to foster a positive safety culture through participative management, appropriate incentives, continual learning, and regular review of safety performance and culture.
13. This TAG provides inspectors with further detail on the specific safety leadership behaviours that have been shown to positively influence safety outcomes.
[bookmark: _Toc220569904]WENRA Safety Reference Levels for existing reactors
14. ONR regards the Western European Nuclear Regulators’ Association (WENRA) Safety Reference Levels for Existing Reactors [10] as relevant good practice for existing civil nuclear reactors (see section 4 of NS-TAST-GD-005 [11]). The WENRA Reference Levels establish expectations that leadership and management for safety are established, sustained, and effective at all organisational levels; that senior management ensure the implementation of the safety policy and the alignment of goals, strategies, plans, and decisions with safety priorities; and that management systems support a strong safety culture through competence development, open reporting, questioning and learning attitudes, and the discouragement of complacency. The Reference Levels also place expectations on senior management to ensure that leadership for safety and safety culture are subject to regular self-assessment and independent assessment.

[bookmark: _Toc220569905]IAEA General Safety Requirements
15. Since publication of the 2014 edition of ONR’s SAPs [1], the IAEA has issued a substantial update to GSR Part 2: Leadership and Management for Safety [12]. Requirement 2 establishes that managers at all levels shall demonstrate leadership for safety and commitment to safety, including by giving overriding priority to protection and safety, fostering a string safety culture, promoting personal accountability, and ensuring that decisions at all levels take account of safety priorities. Requirement 14 established that senior management shall regularly commission both self-assessments and independent assessments of leadership for safety and safety culture, and ensure that the results are communicated and acted upon throughout the organisation.
16. 
[bookmark: _Toc183512800][bookmark: _Toc220569906]Advice to inspectors
[bookmark: _Toc220569907]The role of senior leadership in setting safety standards and goals
17. Effective senior leaders set and articulate clear safety standards and expectations. They understand what good safety performance looks like through direct exposure to, or experience of, operations with high safety standards; they are hazard aware rather than hazard blind. They are intrinsically motivated to improve safety, remain dissatisfied with the status quo, and set demanding goals to drive higher safety performance. Where safety performance is weak, leaders ensure goals are sufficiently incremental to avoid overwhelming those responsible for delivery.
18. ONR inspectors should consider how senior leaders:
Set and communicate clear safety standards and expectations.
Develop and maintain knowledge of high safety standards.
Set demanding but achievable safety goals.
Provide adequate financial and human resources.
Monitor progress against safety goals.
Act where safety goals are at risk.
Confirm that achieved safety goals deliver the intended benefits.
[bookmark: _Toc220569908]Safety leadership behaviours
19. This section consolidates safety leadership behaviours identified in ONR’s SAPs, WENRA Reference Levels, and IAEA Safety Requirements. It also draws on high reliability leadership theory (Martínez-Córcoles, 2018 [13]) and lessons from high reliability organisations (Weick and Sutcliffe, 2015 [14]). The advice is structured around the SAFER Leadership Model (Wong et al., 2015 [15]), which identifies five core behaviours associated with effective safety leadership.
20. The SAFER dimensions should be understood as overlapping and mutually reinforcing behavioural lenses, rather than as discrete or independent categories. Inspectors should use the model to inform holistic regulatory judgement on leadership for safety, and not as a checklist or scoring framework.
21. In this TAG, the term “followers” is used to describe individuals who are subject to, or influenced by, leadership behaviours, regardless of role, grade, or employment status.
22. An effective leader:
Speaks about safety.
Acts safely.
Focuses on maintaining safety standards.
Engages others in safety initiatives.
Recognises positive safety behaviours.
23. Empirical evidence supports the positive influence of each SAFER dimension on safety performance. Conversely, passive leadership is associated with reduced safety awareness, poorer safety climate perceptions, and increased safety-related events and injuries [16]. ONR therefore expects leaders to demonstrate behaviours consistent with the SAFER Leadership Model.
24. ONR inspectors should consider both the frequency and consistency with which leaders at all levels exhibit the behaviours described below. The relevance and expression of these behaviours should be considered in context, taking account of organisational role, decision-making authority, and the nature of the activity being undertaken.
[bookmark: _Hlk74638043][bookmark: _Toc220569909]Speaks about safety
25. Communication is a core element of safety leadership. Effective leaders clearly convey that safety, and nuclear safety in particular, is an overriding priority. They engage directly with personnel on the plant or site, explaining the purpose of safety standards and processes in ways that are meaningful to those undertaking the work, and communicate a credible belief that zero harm, error, and loss are achievable.
26. Effective leaders provide feedback on the basis for decisions, particularly where tensions exist between safety and cost or programme. They also provide timely feedback on safety performance, especially following safety interventions. To counter overconfidence and hidden assumptions, effective leaders discuss potential vulnerabilities in plans, explore their consequences, and challenge assumptions before work is undertaken.
27. Key behaviours:
[bookmark: _Hlk74638049]Communicates safety values, goals, and expectations consistent with the safety policy.
Explains the basis for safety-related decisions.
Provides feedback on safety performance.
Discusses vulnerabilities in safety plans and how they may be addressed.
Challenges assumptions that may undermine safety.
[bookmark: _Hlk74638054][bookmark: _Toc220569910]Acts safely
28. Effective leaders act as role models, demonstrating personal standards of behaviour consistent with their stated commitment to safety. Their actions establish clear expectations for acceptable behaviour. Leaders who fail to align their behaviour with their safety messages are perceived as lacking behavioural integrity; those who act consistently reinforce safety expectations and promote trust.
29. Effective leaders place safety ahead of competing priorities, even where this has cost or programme implications. They correct unsafe behaviours and acknowledge their own fallibility by reporting mistakes and failures, thereby encouraging others to raise concerns and report errors. High behavioural integrity is associated with increased safety reporting and intervention by followers.
30. Key behaviours:
[bookmark: _Hlk74638067]Acts in accordance with the organisation’s safety policy.
Makes decisions that reflect the priority given to safety.
Resolves conflicts between safety and other goals.
Corrects unsafe behaviours.
Acknowledges and reports own safety failures and mistakes.
[bookmark: _Hlk74638077][bookmark: _Toc220569911]Focuses on maintaining safety standards
31. Effective leaders demonstrate commitment to maintaining safety standards through visible presence on the plant or site and by monitoring compliance. They adapt their leadership approach to the situation, using persuasion and influence as the primary means of promoting compliance, and more directive intervention where immediate action is required to maintain safety or legal compliance.
32. Leaders recognise that not all issues can be addressed simultaneously and ensure that prioritisation does not signal acceptance of low standards. They make clear that deviations are being actively managed. Effective leaders empower followers to identify, correct, and resolve safety issues, intervening directly only where necessary. They sustain their commitment by setting personal safety goals.
33. Key behaviours:
[bookmark: _Hlk74638088]Monitors performance to identify deviations from safety standards.
Uses influence and escalation to maintain compliance with safety standards.
Enables timely self-correction of deviations from safety standards.
Provides support necessary to achieve required safety standards.
Takes decisive action where safety standards or legal compliance are at risk.
[bookmark: _Hlk74638095][bookmark: _Toc220569912]Engages others in safety initiatives
34. Effective leaders energise and encourage their followers by involving them in safety-related decisions and activities. They create an environment in which individuals feel safe to raise concerns, challenge assumptions, and contribute to learning. Receptiveness to safety information increases the likelihood that concerns will be raised.
35. Leaders value diverse perspectives, actively seek views from sceptics and those reluctant to speak up, and encourage challenge regardless of rank or grade. They promote learning and demonstrate care for the health and wellbeing of their followers.
36. Key behaviours:
[bookmark: _Hlk74638114]Involves followers in safety-related decisions and actions.
Seeks and values diverse views.
Encourages participation in safety learning.
Demonstrates care for health and wellbeing.
Encourages open reporting of safety concerns.
[bookmark: _Toc220569913]Recognises positive safety behaviours
37. Effective leaders actively recognise and reinforce good safety practices. Recognition is particularly important where individuals report their own mistakes or failures that might otherwise remain hidden, as this supports openness and learning.
38. Recognition is most effective when it is applied promptly and consistently, in accordance with clear and transparent criteria, so that individuals and groups understand which safety behaviours are valued and reinforced. Consistent application of recognition helps to build trust and reinforces expectations.
39. Well-designed recognition approaches, including social praise and non-monetary rewards, have been shown to improve safety performance and engagement. Recognition should be applied at individual and group levels, across all organisational tiers, and distributed fairly and transparently.
40. Key behaviours:
[bookmark: _Hlk74638124]Recognises safety accomplishments promptly.
Recognises individuals who report their own mistakes or failures.
Uses non-monetary rewards to reinforce positive safety behaviours.
Rewards high safety performers with development opportunities.
Applies recognition fairly and transparently.
[bookmark: _Toc220569914]Safety leadership arrangements
41. ONR expects licensees to include arrangements within their management systems that promote effective safety leadership and discourage poor behaviours. Inspectors should look for evidence of:
A safety policy that clearly prioritises nuclear safety.
A safety leadership behavioural framework broadly consistent with this TAG.
Leadership development programmes covering relevant behavioural skills.
Consideration of safety leadership behaviours in selection and promotion.
Decision-making processes that give due priority to safety.
Inclusion of safety behaviours in performance reviews.
Work planning and control processes that require challenge of assumptions and discussion of vulnerabilities.
Arrangements that enable leaders to spend time on the plant focusing on safety.
Training for leaders in conducting field observations.
Mechanisms for addressing poor safety leadership behaviours.
A just culture supported by HR processes.
Transparent reward and recognition arrangements.
Periodic assessment of safety leadership.
[bookmark: _Toc220569915]Safety leadership assessment
42. ONR expects safety leadership to be assessed periodically using both self-assessment and independent assessment. Assessment methods inspectors may encounter include psychometric tools, performance reviews incorporating 360-degree feedback, employee engagement surveys, safety climate surveys, and other leadership diagnostics.
43. Many methods assess leadership rather than safety leadership specifically. While these can provide useful insights, they should be used alongside safety-specific assessments to provide a comprehensive view.
44. Inspectors should look for evidence that:
Requirements for periodic assessment are documented and include self and independent assessment.
Assessments are based on a defined safety leadership behavioural framework.
Views from a range of stakeholders, particularly followers, are considered.
Assessments have a developmental focus, with support provided following assessment.
Assessment methods are credible and valid.

[bookmark: _Toc183512801][bookmark: _Toc183512803][bookmark: _Toc220569916]Appendix 1 – The ‘SAFER’ leadership model
This appendix provides a consolidated summary of the SAFER Leadership Model behaviours described in Section 5, for ease of reference by inspectors.
Speaks about safety
Communicates safety values, goals, and expectations consistent with the safety policy.
Explains the basis for safety-related decisions.
Provides feedback on safety performance.
Discusses vulnerabilities in safety plans and how they may be addressed.
Challenges assumptions that may undermine safety.
Acts safely
Acts in accordance with the organisation’s safety policy.
Makes decisions that reflect the priority given to safety.
Resolves conflicts between safety and other goals.
Corrects unsafe behaviours.
Acknowledges and reports own safety failures and mistakes.
Focuses on maintaining safety standards
Monitors performance to identify deviations from safety standards.
Uses influence and escalation to maintain compliance with safety standards.
Enables timely self-correction of deviations from safety standards.
Provides support necessary to achieve required safety standards.
Takes decisive action where safety standards or legal compliance are at risk.
Engages others in safety initiatives
Involves followers in safety-related decisions and actions.
Seeks and values diverse views.
Encourages participation in safety learning.
Demonstrates care for health and wellbeing.
Encourages open reporting of safety concerns.
Recognises positive safety behaviours
Recognises safety accomplishments promptly.
Recognises individuals who report their own mistakes or failures.
Uses non-monetary rewards to reinforce positive safety behaviours.
Rewards high safety performers with development opportunities.
Applies recognition fairly and transparently.
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GSR	General Safety Requirements
IAEA	International Atomic Energy Agency
RL	Reference Level
SAFER	Speaks, Acts, Focuses, Engages, Recognises
SAP	Safety Assessment Principle(s) 
TAG	Technical Assessment Guide(s)
WENRA	Western European Nuclear Regulators’ Association
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