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Abstract. Change management continues to be an imperative for organizational leaders as they
move into the 21`t century; globalization, hyper-competition, advanced technology, employee
expectations and a changing workforce significantly impact the way in which organizations operate.
Unfortunately up to 75% of change initiatives fail. Nuclear power plants in the United States face the
same challenges as manufacturing and industrial firms with the added challenge of deregulation. Faced
with these new business realities, restructuring the electric utility has raised a number of complex
issues. Under traditional cost-of-service regulation, electric utilities were able to pass their costs on to
consumers who absorbed them. In the new competitive environment, customers can now choose their
suppliers based on the most competitive price, quality and efficiency of service. The purpose of this
study was to determine the degree of congruence between non-supervisory and supervisory personnel
regarding the perceived implementation levels of high performance workplace practices at a nuclear
power plant. In today's business environment it is those plants that can demonstrate integrated and
aligned high performance workplace practices that will survive a deregulated and competitive market.
The population for this study consisted of organizational members at one nuclear power plant. Over
300 individuals completed surveys on high performance workplace practices. Two surveys were
administered, one to non-supervisory personnel and one to first line supervisors and above. The
determination of perceived implementation levels of the high performance workplace practices
identified was accomplished through descriptive statistical analysis. Results of the study revealed 32
areas of non-congruence between non-supervisory and supervisory personnel. Factor analysis further
revealed the order in which the respondents place emphasis on the variables differs between the two
groups. This study provided continuous improvement recommendations designed to build upon the
existing change management strategy. The implementation of these recommendations can help the
plant sustain the changes introduced through a major transformation initiative implemented in 1998.

1. Introduction

In response to shifting markets, the expectations of Boards and financial markets, technology,
global competition, changing demographics, and consumer choice; many organizational
leaders are attempting to diffuse innovations into their organizations in an attempt to keep
pace with the competition. As discussed in Ref. [1], the problem lies in the failure rate of the
adoption and diffusion of the innovations. Although the concept of change is nothing new it is
often viewed as something to be endured rather than embraced. Change typically creates
instability and disrupts the status quo; as a result it is often quite uncomfortable and disturbing
for some. Building lasting and sustaining change is not an easy task; it has been estimated that
up to 75 percent of organizational change initiatives are met with failure.

In attempts to quickly alter organizational cultures, many innovations are cast to employees
with the expectation that they will "buy into" the change and produce management's hoped-
for results. The problem, however, is that organizational members have often been conditioned
through past experience to avoid the distress and instability that occurs when something new is
introduced into the environment. Hence, when programs and initiatives designed to produce
change are introduced, perception and past learning have taught employees to avoid the
situation and in turn avoid the discomfort in the hope that it will eventually go away. The
problem is confounded in that many change initiatives do go away, many are implemented in
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such piecemeal fashion that the y do not stick they become the program of the month. As a
result of the current business environment increased attention has been focused on the effects
of management styles, employee satisfaction, the values and norms of organizations, human
performance factors. As discussed in Ref. [2], when planning for organizational change all of
these factors should be negotiated, a systems perspective assists in alignment of the various
activities occurring throughout the enterprise.

Based on this background and rationale, this study sought to discuss and determine the degree
to which there was congruence or a lack of congruence between management and employee
perceptions of the implementation of high performance workplace practices at one nuclear
power plant. As described in Ref. [3], this study used as its foundation the practices identified
in the Road to High Performance Workplaces: A Guide to Better Jobs and Better Business
Result by the U.S. Department of Labor's Office of the American Workplace, as well as
variables consistently identified in a review of the literature. Nuclear power plants face both
the same challenges as industrial firms, with the added challenge of deregulation. With the
onset of deregulation, a multitude of change occurring within the broader business environ-
ment, and extremely poor plant performance, a nuclear power plant located in the Midwestern
United States set out to reassess its culture and change the way in which the plant was
managed. The objective was to move from a predominantly technical and hierarchical culture
to a participative and continuous improvement environment.

As described in Ref. [4], change that occurs in any organization, if indeed it does occur, is
often superficial rather than substantive. An organization may adopt the words of an initiative
designed to change the culture without internalizing what those words mean, espoused versus
expressed change. When an initiative is implemented, then specific changes should be evident.
Those changes revolve around the specific characteristics of an organization and the
perceptions of the organization's members surrounding the adoption and significance of the
change

2. Establishing the case for change, vision, skills and outcomes

2.1. Events triggering the transformation effort

From 1988 to 1996, a declining trend in personnel performance at the plant was documented
in numerous Nuclear Regulatory Commission (NRC) reports, Institute of Nuclear Power
Operations (WNO) evaluations, and internal and external audits and assessments. Prior efforts
by plant management failed to identify and correct the reasons for the decline. The actions
taken by the leadership team to mitigate problems were usually viewed as punitive and often
ineffective in resolving generic problems that resulted from inadequate processes, procedures,
and leadership. Although the senior leadership team attempted to resolve these issues, the
changes were repeatedly met with failure.

According to the plant's Quality Assurance department, from 1994 to 1997 there were 70
external assessment reports, 16 internal assessment reports and eight quality-assurance audit
reports documenting poor operational activities. The quantitative data were onerous; the plant
had serious performance problems.

Historical review found a number of major areas, which were the cause of increased Nuclear
Regulatory Commission scrutiny and the subject of several Notices of Violation (NOV)
resulting in civil penalties by the NRC. The problems identified in the reports can be
categorized into the following areas: procedure adherence, procedure adequacy, lack of
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conservative nuclear safety decision-making, poor management decision-making, poor
communications, poor equipment performance and material condition, lack of engineering
rigor, operations training which was placed on probation by the National Academy for Nuclear
Training, and an ineffective corrective action program. The plant was out of touch with the
standards of acceptable performance for the nuclear industry; its operating future was at stake.

In order for any change initiative to occur, a clear and concise business case must be made.
As deregulation was becoming a reality, the need for change was more important than ever.
All nuclear power plants within the United States were facing the same basic market and
environmental changes that were on the horizon. For this plant, adding to the case for change
was the poor performance and impending threat of sale; combined, these realities became the
impetus for significant change. The question for senior management was "where to begin?"

The leader's role cannot be overlooked when discussing organizational culture and change; the
two concepts go hand in hand. Leaders create organizational cultures, and one of the most
decisive fuinctions of leadership may well be the creation, the management, and -if and when
that may become necessary-the destruction of culture. As discussed in Ref. [2], culture and
leadership, when one examines them closely, are two sides of the same coin, and neither can
really be understood by itself. As identified in Ref. [4], a discussion on culture and change is
often accompanied by a discussion on the leader's role in facilitating that change. In a study
of 10 major companies implementing cultural changes that succeeded the single most visible
factor was the leadership at the top.

2.2. Beginning the transformation - a description of the organizational intervention

In line with the literature findings and in order to expedite the change process, between 1996
and 1997 more than 17 key leadership positions were filled with personnel who possessed a
new philosophy of leadership. This change allowed for a new approach to problem solving,
clear expectations for performance and safety and the ability to communicate those
expectations, experience in quality processes and new ways of engaging employees. The
significance of this change cannot be overstated. In order for the plant to survive, a complete
paradigm shift in management philosophy was necessary. The prior command and control
style of leadership that was prevalent across the site was no longer tolerable. The new team
brought to the station a fresh approach to leadership style, primarily an understanding of the
significance of employee engagement and empowerment.

With a new leadership team and philosophy in place, a clear business case for change and an
organizational vision, the next step was to rally the support of all station personnel, both non-
union and union-represented personnel. In the United States, there is a heavy investment in
training programs designed to improve human performance and train employees in the use and
application of new philosophical approaches to business. As described in Ref. [5], in 1994
U.S. employers spent an estimated $52.4 billion on formal training. When indirect costs and
expenses for informal on-the-job training are included, total annual expenditures are estimated
to be in the $200 billion to $400 billion ranges. Yet as identified in Ref. [6], as little as 10
percent of these expenditures are believed to pay off in on-the-job performance improvements
resulting from the transfer of knowledge, skills, and abilities.

Critical to the adoption and transfer of skills, knowledge and abilities to the workplace is the
organizational environment and culture. If an individual is unable to put new skills to use and
if the culture does not support the application of those skills, then they will quickly be
forgotten. With the change in management style a campaign was put into place focusing on the
organization's most important asset - the site's personnel. Over a three year period numerous
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workshops were implemented site-wide to help employees understand the impact of their
behaviors on others, their impact on the change process, transformational leadership
techniques, and attention to detail and self checking. Sending the entire staff through the
behavioral and leadership training was a huge investment, both financial and emotional. The
success of this training was dependent on the new leadership team's recognizing the criticality
of this foundation building and supporting the employees in the application of what they
learned.

Many site personnel were skeptical of the proposed changes and anticipated outcomes. Many
were leery of the new leadership team, as they had seen programs come and go before and for
all they knew this was just another "flavor of the month." Part of an effective change plan is
recognizing that people will go through emotional and psychological response to the change.
Effective "change agents" develop strategies prior to implementation of the change and
proactively help organizational members move through the change process. Accordingly, the
significance and impact of the "soft skills" training became immeasurable.

In order to enhance the leader's ability to cope with potential resistance, 100 percent of the
leadership team received additional training through a "Walk the Talk of Change" program;
this included first line supervisors and above. Support groups were put in place involving
change agents from across the site. These change agents comprised a cross section of the site
population. So it was with the help of fellow co-workers, training interventions, and the
progression of time, that many personnel were finally ready to assist in the continued
transformation effort. This initial foundation building occurred in 1997 and 1998 and required
a significant investment in time, money, energy and leadership focus.

In 1998 the site vice-president and organizational managers, with the help of the change
agents and other site personnel, held a two-day offsite conference in which 650 personnel
(about two-thirds of the station's personnel) took part. The purpose of the conference was to
clearly articulate what the organization's transformation process would look like with the
assistance of those directly affected - the employees. It was at this juncture that the
significance of the foundation building became crucial in moving the organization forward.
As stated previously, quite often employees are provided training to help assist in new
philosophical approaches to business and never given the opportunity to formulate them in
their own minds, as well as apply those leamnings; the "Visioning" Conference was the
opportunity for station personnel.

The conference started out with opening remarks from the company's senior leaders followed
by a panel discussion of top executives from the electric, regulatory and automotive business.
The executives shared their personal perspectives on the significance of change and the
change process within their own industry. The discussion was followed by a video that
portrayed the organization's future if significant changes were not made. The videotape
presented a mock news broadcast in the year 2003 in which the decision is made to shut the
plant down due to its inability to compete in a deregulated market

Throughout the conference, station personnel were encouraged to accept one another's
contributions and to recognize that there are often many varying perspectives to a particular
question and that there is no single answer. The participants focused on their past experiences
and generated information to help learn about and appreciate their collective history, the
changes they had experienced in life, and what the past meant to them. The participants then
focused on commonality of experience, history, and values to provide a starting point for the
preferred future. The remainder of the conference focused on identification of the steps
needed to realize this new state.
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As a result of the conference, employees developed an organizational vision statement agreed
upon core values and identified strategic initiatives required to achieve the desired state.
Organizational core values identified included ownership, high personal standards, people,
ability to change, customer satisfaction, efficiency, honesty/trust, safety, and communication.
Ten strategic initiative teams were formed using volunteers from all levels of the organization
to focus on such areas as regulatory performance, communications, teamwork, safety and
capacity factor, to name a few. These teams were composed of site personnel with a passion
and interest around the topic. The role of management was to sponsor the teams' activities,
provide resources and eliminate barriers - the employees were participating in the design of
their destiny.

While the "Visioning Conference" itself can be viewed as a significant catalyst for
organizational change, it was one piece of a larger transformation process that continues to
date. Critical to the success of the conference was the foundation building that took place -

the training and commitment by senior management to institute fundamental change. Crucial
to the continued transformation would be the ability of the leadership team to follow through
on their commitments, support the 10 strategic initiative teams, and rally support for
continuous improvement.

Any transformation effort will require the senior leaders of the organization to continuously
monitor the internal and external environment, and ensure the organization is heading in the
right direction. It is those organizations that sit back and take intense satisfaction in their
newfound success that will find themselves back where they started. Although a lot of good
work had been done in three years, there was still much more to do. As described in Ref. [7],
change sticks only when it becomes the way in which organizational members do things -

when it seeps into the very bloodstream of the work unit or corporate body. True change, as
discussed in Ref. [8], often requires metanoia and takes time; it is an ongoing process that
typically takes three to five years to embed. The inability to scan the business environment
and create an impetus for continued change often occurs among those organizations reveling
in past accomplishments. It is often those that are weeded out through bankruptcy, takeover, or
- in a worst-case scenario - organizational demise.

2.3. Measuring the results and determining next steps

With a major change initiative introduced into the culture and the desire to continuously
improve the plant, the station's management team agreed to identify what was working well
and what needed to course correct. The purpose of this study was to provide quantitative data
to assist in identifying opportunities for improvement. Based on the results of this study,
station management could refine the business strategy and course correct as needed. The
intended results of this study would: (a) Provide insight to the nuclear power plant concerning
opportunities to improve overall plant performance as the industry moves towards a
deregulated environment. (b) Identify the relationship between the current level of
implementation of the intervention and management and employee perceptions of its impact.
(c) Identify areas for continued training and staff development. (d) Identify areas of
alignment/misalignment of activities and allow for adjustments in strategy. (e) Serve as a tool
to monitor the plant's vision and strategic planning.

This study sought to answer the following questions: (a) Was there congruence between
management and employee perceptions regarding the implementation of the high performance
workplace practices identified in The Guide and related review of the literature? (b) How
many the principle components do non-supervisory and supervisory personnel identify when
thinking about the workplace practices? (c) Based on the components, what factors are
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identified by non-supervisory and supervisory personnel? (d) What was the relationship
between the degree of congruence and factors identified?

This study was limited to one organization therefore generalizability is a limitation. This study
utilized as its foundation the practices identified in The Guide and variables identified in a
review of the related literature. Since consensus has yet been established on a single definition
for a high performance workplace, a variety of practices were reviewed and incorporated into
the final survey instrument. The Road to High Performance Workplaces recommendations
was inclusive enough to encompass more specific practices so this limitation was minimized.

3. Description of methodology and survey results

3.1. Research methodology

Due to the nature of the study and the research questions posed, the population at one nuclear
power plant was surveyed. In order to conduct a full assessment of the perceived levels of
implementation of high-performance work practices, it was necessary to receive feedback
from all levels of the organization. This approach assisted in identification of gap perceptions
that existed between leaders and line personnel. The organization consisted of 1,200 contract
and full-time employees. Only full-time company employees were sent a questionnaire. The
company's human resources management system database was used to identify full-time
company employees as well as distinguish between first-line supervisors and above and line
personnel. A total of 808 surveys were mailed out. Of that population, 209 were identified as
first-line supervisors and above and 599 were identified as line employees. A total of 266
usable surveys were completed and returned by line employees and 93 from first-line
supervisors and above.

The questionnaire was constructed based on the items in The Guide, as well as those criteria
identified in the literature reviewed as relevant to high-performance workplaces. Questions
were grouped according to content, with demographic information requested last. Answers on
the questionnaire were consistently formatted from strongly agree to strongly disagree to avoid
any confusion to the respondent. The questionnaire was given to constituents for review of
clarity, terminology, appropriateness, and design in order to identify any potential defects in
the questionnaire. The questionnaire was anonymous and optional; there were no coercive
measures in place requiring mandatory participation.

Data concerning the perceived level of congruence between management and employee
perceptions of implementation of the practices recommended by the Department of Labor's
guide were collected through an on-site mailed questionnaire. In addition to the questionnaire,
historical documents and records were reviewed to assess this plant's performance beginning
in 1995 versus its current performance. These written documents consisted of NRC reports,
INPO findings, job satisfaction surveys, as well as innovation strategies and events that had
been captured through photographs, feedback sheets, and documentation.

3.2. Research questions

Research question 1 sought to examine the congruence between management and employee
perceptions regarding the implementation of the workplace practices as identified in the
Supervisory and Non-Supervisory questionnaires utilized in the study. Two survey
questionnaires were mailed out, one to first line supervisors and above, the other to line
personnel. Data to answer the question were obtained from responses for each questionnaire
item. The scale recorded information about the degree of implementation of high performance
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workplace practices at one nuclear power plant. The response data were analyzed using
descriptive statistics to indicate the implementation level for each practice as reported by the
two groups, z scores were calculated to identify areas of congruence and non-congruence.

Research question 2 asked how many principle components do non-supervisory and
supervisory personnel identify when thinking about the workplace practices. In order to
answer this question respondents were asked to what extent they believe the following
practices are important to a high-performance workplace. Again, these are practices that have
been identified through the Guide and a review of the literature:

a) Training and continuous learning,
b) Information sharing,
c) Employee participation,
d) Organizational structure,
e) Worker-management partnerships,
f) Compensation systems linked to performance,
g) Supportive work environments,
h) Safety,
i) Organizational mission/vision,
j) Feedback on performance, 
k) Strategic business planning,
1) Leadership, and
m) Human resource focus.

Each of the questions asked related directly to one of these aforementioned variables. The
questionnaire recorded information regarding the importance level of high performance
workplace practices. The response data were analyzed using frequency distribution to indicate
the importance level for each work practice. The mean and standard deviation for each
practice were analyzed. In order to analyze interrelationships among the variables and to
explain these variables in terms of their common underlying dimensions, factor analysis was
applied.

Research question 3 sought to determine, based on the components, what factors are identified
by non-supervisory and supervisory personnel. This question was answered through factor
analysis of survey responses.

Research question 4 sought to determine the relationship between the reported degree of
congruence and the factors identified by non-supervisory and supervisory personnel. This
question was answered through analysis of the results from the descriptive statistics and the
components identified by non-supervisory and supervisory personnel.

3.3. Survey results

Research question 1 sought to determine whether there was congruence between management
and employee perceptions regarding the implementation of the high performance workplace
practices identified in The Guide. In order to answer this question, this research had to first
determine the degree to which both non-supervisory and supervisory personnel perceived the
variables as currently implemented. The questionnaire used a five-point Likert scale in which
the following values were assigned: 1 = strongly agree, 2 = agree, 3 = neutral, 4 = disagree,
and 5 = strongly disagree.
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Descriptive statistics were used to analyze question 1. The mean and standard deviation for
each workplace practice were reported for both the non-supervisory group and the supervisory
group. The minimum for each response is and the maximum is 5; these were also reported.

When compared with one another, the data showed that for 32 of the high performance
workplace practices, perceptions between management and employees were significantly
different based on absolute values of:2 scores. The:- scores were calculated to determine the
number of standard deviations a corresponding raw score was above or below the mean.

When viewed against the practices identified in the review of the literature as contributing to
high performance workplace, perceptions surrounding the implementation level of questions
associated with: organizational leadership, the implementation of training and continuous
learning, information sharing, employee participation, organizational structure and supportive
work environments, there was a significant variance between the two groups. Based on a
review of the data, the perceptual differences in the implementation of these aforementioned
practices was significant enough to warrant further investigation into strategies that could be
employed to reduce the gaps.

When management and employee perception regarding the implementation of the high
performance workplace practices differ, there is often misalignment. Any perceived
disconnect between the behavior of the senior leaders and the values of the organizational
members will strongly undermine the commitment of the organization to those values in the
minds of its members.

For research question 1, the related null hypothesis was there is congruence between
management and employee personnel surrounding the perceived implementation level of the
high performance workplace practices. Because 32 perceptual differences exist, the null is
rejected.

Question 2 sought to ascertain how many principle components non-supervisory and
supervisory personnel identify based on the high performance workplace variables. Based on
the principle components, research question 3 sought to identify the factors. Descriptive
statistics and factor analysis were applied to answer this question. Based on analysis of the
data when presented with the 13 workplace variables, non-supervisory personnel identified
two principle components. Variables associated with relationships and variables associated
with organizational policies; two factors were identified. Organizational leaders, however,
identified three principle components. Variables associated with organizational policy,
variables associated with leadership, and variables associated with two-way employee
engagement; three factors were identified.

The related null hypothesis for question 2 is non-supervisory and supervisory personnel will
identify the same number of components. Based on the analysis of the data, the null is
rejected. The related null hypothesis for research question 3 is non-supervisory and
supervisory personnel will identify the same factors. Based on review of the data, the null is
rejected.

Research question 4 sought to determine the relationship between the degree of congruence
and the corresponding factors. Perceptual gaps were identified in the areas of leadership,
training and continuous learning, communication and employee participation, organizational
structure, compensation, supportive work environments, human resource policies, loyalty, and
comnitment. Based upon the results of the factor analysis, non-supervisory and supervisory
personnel are interpreting the same set of questions differently. The differing perception
employees and organizational leaders place on the variables associated with high performing
organizations may influence this gap.
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While all employees and leaders identify the variables as important, when thinking about the
13 practices, they place different emphasis on the identified factors. Employees emphasize
variables associated with relationships while leaders emphasize policy and organizational
structure. If the two groups are emphasizing different variables as important, it is likely to
affect how they respond to the questions associated with each and could possibly explain the
32 areas of non-congruence.

For research question 4, the related null hypothesis was there were no relationships between
the degree of congruence and the factors identified. The analysis and findings for this study
indicate there is a relationship between the degree of congruence and factors identified at the
nuclear power plant under study.

Analysis of the findings from this study can be summarized as follows. There were 32 areas
of non-congruence identified between non-supervisory and supervisory personnel regarding
the implementation level of the workplace practices. Non-supervisory personnel identified
two principle components, while supervisory personnel identified three. Based on the
components, non-supervisory factors were relationships and organizational policy.
Supervisory factors were policy and structure, leadership, and two-way employee engagement.
There was a relationship between the degree of congruence and the factors identified.

3.4. Identification of organizational deltas and next steps

What gets measured gets managed. This study was integral in helping the station's
management team determine the next steps in their change management strategy. A lot of
time, energy and money had been put into the Visioning Conference and the need to follow-up
and sustain the momentum for change was critical. Based on measurable results, the
leadership team was able to capitalize on what had been working well and re-think those
strategies that were not. Organizational alignment is defined as the extent to which strategy,
structure, and culture of an organization are able to combine to create a synergistic whole.
Effective organizations are those that monitor all aspects of the organization ranging from
leadership to organizational structure - they take a systems perspective. Successful
organizations are those able to see the interconnections between programs and initiatives and
the subsequent impact on all departments and levels of individuals in the organization.

4. High performance practices and alignment of organizational activities

4. 1. The impact of leadership

Effective leadership has been linked to strong organizational performance. As described in
Ref. [9], a key element to an organization's success is the leadership required to continually
keep its vision of success in focus, translate that vision through a strategic plan with
effectively aligned activities. Transformational leaders inspire others to action through their
own personal commitment and practice; they are able to walk the talk. The single most visible
factor for instilling change is the leadership at the top.

Core values associated with the Malcolm Baldrige criteria on leadership include commitment
to the development of the entire workforce, participation, life-long learning, innovation and
creativity, the ability to set clear visible values and high expectations, and the ability to build
leadership initiative in all levels of the organization. Throughout the literature, a discussion on
change is typically accompanied by a discussion on leadership; the two concepts are
inextricably interwoven.
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Perceptions are the crucial link between the incoming stimuli and a meaningful response.
Additionally perception is an active and selective process that is influenced by attitudes and
prior experience. If organizational members perceive their leaders as deficient in the ability to
set clear and visible direction to move the organization forward, there will be hesitation to
follow. In a time when companies are downsizing and life-long employment is no longer a
certainty, the ability to effectively harness the collective genius of constituents is more
important than ever. People are searching for satisfaction and meaning in their work; the
leader is in the position of enabling an environment conducive to individual growth.

Six survey questions were related to organizational leadership. Of these items, perceptions
between management and non-supervisory personnel differed significantly on the perceived
implementation level for the following: (a) "I believe the quality of leadership provided by this
organization is excellent"; (b) "Management is well trained and demonstrates leadership
skills"; (c) "Management sets the direction that builds high performance organizations"; (d)
"My management has an open door policy"; (e) On the supervisory survey, "I effectively
communicate what expect my employee to accomplish in their jobs"; and (f) On the non-
supervisory survey, "My supervisor effectively communicates what he/she expects of me."

Based on these results, leadership development was an area identified for continued evolution.
Survey results revealed significant perceptual gaps between non-supervisory and supervisory
personnel regarding the perceived leadership competency at the plant. Supervisory personnel
perceive their leadership skill and ability as stronger than the line personnel do. Factor
analysis further revealed that when thinking about the 13 high performance workplace
categories, non-supervisory personnel identified factors associated with leadership and
relationships as important in high performance workplaces while supervisory personnel
identified factors associated with policy and procedure.

This dichotomy reveals a management focus in line with the scientific approach to
administration, while non-supervisory responses emphasize factors associated with
participatory approaches to management. The participative approach to management and
employee involvement programs is most often found within high performance organizations.

Based on the results, the plant under study decided to emphasize within their leadership
training program, concepts and applications of empowerment, two-way communications,
employee involvement, and teamwork to name a few.

4.2. Organizational mission

An organizational mission and, more important, the organizational members' understanding of
that mission and their role in its success have been identified as critical elements in
establishing a high performance workplace. If the organizational members do not understand
how their work contributes to the success of the company, alignment is unlikely to occur
because people do not know what path they should follow. As Ref. [ 101 describes, inspiring a
shared vision and establishing an organizational mission is the least frequently applied of the
fundamental practices of impeccable leadership. Based on the research, when leaders
effectively communicate the organization's vision, constituents report significantly higher
levels of job satisfaction, motivation, commitment, loyalty, clarity about the organization's
values, pride in the organization, and organizational productivity.

Five survey questions were associated with organizational mission. Of those questions,
perceptions differed between employees and management for two of the questions. (a)"I
understand how my work directly contributes to the overall success of this company" for the
non-supervisory survey, and "my employees understand how their work directly contributes to
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the overall success of this company" for the supervisory survey. (b) Addressed employee
familiarity with the company strategic plans.

A major step taken by this organization during the three-day conference event was the
establishment of their organizational mission and core values. Based on analysis of the data,
two areas for follow-up were identified: (1) linking the incumbents' day-to-day activities with
the overall mission of the organization. A large part of understanding the mission of the
organization is the understanding of the strategic plans in place designed to achieve that
mission, and (2) clearly communicating those strategic plans.

Based on recommendations from The Guide to be truly successful, information must flow
throughout the organization. Workers' ideas and knowledge are conveyed at all levels of the
company, and the organization is fully responsive. In companies where this kind of internal
communication system is in place, productivity, quality, and customer service improve.

In that this organization had an established organizational mission and strategic planning
process, deployment of communications surrounding the employee's role in achieving those
results became an area of focus. Many organizations have vision and mission statements
hanging on their walls. Unless the organizational members know how their work directly
contributes to obtainment of that mission and can articulate such, there is no value - it is
simply another wall hanging. Through frequent town hail meetings, written reminders and
day-to-day interactions the management team began implementing continuous updates on the
plant's mission and strategy.

4.3. Training and continuous learning

According to The Guide, high performance organizations are those that view their workers as
their most valuable asset and make the appropriate investments in them. Training is
continuous and should have a life-long focus. A fundamental challenge for leadership is
helping individuals learn from their performance as well as their personal life experiences.

In regards to survey questions associated with training, perceptual gaps existed for the
following questions, (a) "training and development are valued in the work environment" and
(b) "employees are provided with the developmental opportunities needed to keep pace with
industry changes."

Much has been written on the subject of life-long learning and continuous improvement.
Employees today, at all levels of the organization, must be in a frequent state of self-renewal
and discovery. As described in Ref. [1 1], the andragogical model of learning posits: 1. The
learner is self-directing; there is a need to be perceived by others and treated by others as
capable of taking responsibility for ones-self. 2. Adults enter an activity with a wealth of
experience; they want the experience acknowledged. 3. Adults become ready to learn when
they experience a need to know or do something to perform more effectively in some aspect of
their life. 4. Adults enter an educational setting with a life-centered orientation to learning. 5.
While adults will respond to some external motivators (i.e. a promotion or salary increase),
more potent indicators are self-esteem, personal development, and self-actualization.

Much of the training within nuclear power plants in the United States is based upon criteria set
forth by the NRC and INPO; the majority is centered upon job-related tasks, skills, and
knowledge. Developmental opportunities centered on personal growth and personal needs
have been found to enhance the life-long learning process. Personal development activities
based on the needs of the organizational members could serve to narrow the gap between
perceptions surrounding training and continuous improvement.
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In order to address this area an organizational needs assessment was administered to identify
potential training, development, and educational opportunities.

4.4. Organizational structure and information sharing

High performance organizations are those that recognize the workers are often the ones closest
to the customer and as a result, typically possess the most knowledge about the product,
service, or equipment. The front-line employee is often in the position to make a significant
impact on quality and efficiency. In high performing organizations, the workers solve
problems, are self-directed and are a critical part of the decision making process.

Both vertical and horizontal communications exist within high performing cultures. Workers
have access to information needed to execute the strategic plans and tactics of the
organization. Information may include: business plans, operating results, competitor
performance and plans for new technology, to name a few.

Survey questions associated with these facets of high performance workplace practices found
perceptual differences existed for questions that addressed communications between station
management and employees, and questions associated with feedback loops.

Perceptual differences existed for all questions associated with organizational structure: (a)
"the plant has reduced the number of layers of management"; (b) "employees have the
equipment they need to do their job"; (c) "employees can accomplish their work within their
regular schedule"; (d) "employees are organized into teams with substantial team authority";
and (e) "cross-functional teams are used to increase innovation across the organizational
boundaries."

Data obtained from the organization's human resource management database indicate there is
a 1:4 ratio of supervisory to non-supervisory personnel. This type of ratio does not lend to an
organizational structure in which decision-making can be pushed down and employees able to
participate in self-directed work teams.

In order to address this area a thorough workforce plan was implemented. The plant
aggressively benchmarked its staffing levels with others in the industry utilizing criteria
similar to those associated with the plants design basis, and capacity factor. A sound
workforce planning process allows the leadership team to make strategic hiring decisions
based on the business strategy. Having the right people in the right place at the right time is
critical to establishing an efficient and effective organization.

These gaps were further addressed through the formal establishment and utilization of an
"open door" philosophy. As mentioned earlier, the management team began conducting
regularly scheduled informational meetings and updates on organizational issues, as well as
providing ongoing feedback to employees when they provided suggestions.

4.5. Worker-managem ent partnerships

According to The Guide, high performance organizations work to end confrontational
relationships between management and employees. They seek partnerships with workers and
unions on a variety of issues. Perceptual gaps between supervisory and non-supervisory
personnel exist for the following question "employees are partners in decision making."
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High performance organizations have addressed these issues through the use of cross-
functional teams, developmental assignments, and joint accountability between management
and their constituents in decision-making. In order to foster an environment of mutual respect
and trust, effective leadership skills are once again required; employees will be looking for
congruence between espoused and expressed beliefs. The plant management and union
leadership have made great strides in their partnership. Key union personnel are actively
involved in priority projects and are a part of the site Vice Presidents regularly scheduled
strategy sessions.

4.6. Compensation

According to The Guide., high performance organizations create innovative compensation
systems tied to individual, team, and corporate performance. Compensation systems in high
performance organizations focus on the skills and competencies of individuals while, at the
same time, reinforcing the structure and design of the organization. Perceptual differences
existed for the question "employees receive fintancial rewards for improvements they
recommend."

As described in Ref. [12], new compensation systems are based on roles rather than on narrow
job descriptions, have greater flexibility to reward contribution, and have variable pay
incentives. According to The Guide, skill-based pay encourages a continuous learning
environment as employees are rewarded for new skills they acquire. With regards to actions
associated with closing this gap, the corporate office sets the strategic direction for
compensation strategies, based on this, the plant management began focusing on innovative
reward and recognition programs that they could control.

4.7. Supportive work environments, safety and human resource focus

High performance firms recognize the importance of safe and supportive work environments.
Companies initiating family-supportive and quality of life programs are able to attract and
retain a highly talented workforce. As described in Ref [3], a survey of 60 fortune 100
companies, focusing on the period from 1966 to 198 1, found that where employees perceive a
high level of company concern with employee welfare and work conditions, the company
tended to show a higher profitability, measured by average return on assets over 5 years, than
companies where employees did not perceive such concerns.

Perceptual differences between supervisory and non-supervisory personnel existed on the
following questions: (a) "the organization attracts a talented workforce" (b) "the organization
is able to retain a talented workforce"; (c) "the accident rate is below the industry average"
(d) "employees can compete for jobs posted throughout the organization"; (e) "all positions to
be filled are posted for competitive hire"; and (f) "the pressures related to my job are
reasonable."

Based on survey feedback plant management was able to assess the data and identifyr areas in
need of immediate attention. As discussed earlier, ten strategic initiative teams were formed as
a result of the Visioning Conference. With additional data to support the need for continued
action, the site Safety team became heavily involved in the establishment of a site-wide Safety
initiative. Observing Workers Learn Safety (OWLS) was initiated by represented, non-
represented, and management personnel. Through collaboration and a mutual desire to
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improve the safety culture at the plant the program has become a way of doing business; it is

embedded in training, communications and the industrial safety program.

4. 8. Value, loyalty, and commitment

High performance workplaces are those where employees feel valued and in turn demonstrate
comitment and loyalty to the organization. When organizational members operate from true
commitment they feel a tremendous sense of responsibility and ownership for organizational
success. With regards to perceptions of loyalty management and employee perceptions
significantly differed.

Based on the feedback, the senior management team committed to the annual distribution of a
site-wide employee engagement survey. Based on results of the survey adjustment to
workplace practices are made. Each workgroup at the plant spends time discussing the survey
results and identifying opportunities for improvement.

As described in Ref. 11 organizational alignmnent is the degree to which an organization's
design, strategy, and culture are cooperating to achieve the same desired goals". It is this
agreement that creates synergy and harmony within an organization and allows for enhanced
efficiency and effectiveness of work processes.

The criteria put forth in The Guide, as well as additional criteria obtained from the review of
the literature, can serve to monitor and enhance the effectiveness of an organization. The
comprehensive questionnaire and subsequent results have identified areas in which one
nuclear power plant was able to implement continuous improvement strategies based on
quantitative results. The information obtained through the survey questionnaire provides an
opportunity for management to develop sound strategies and tactics to address the identified
deltas.

4.9. Level 3 results

Understanding how the organizational members view the plant's current condition is a key
element in developing sound strategies and tactics in which employees will feel both capable
and willing to head. When management and employees are aligned, communication is clearer
and strategy implementation has the potential for greater focus and effectiveness. When there
are differences of opinion among management and employees about their perception of the
culture, there is often internal dissent and misalignment of activities.

According to Fermi-2 's vice president since the transformation began in 1996 numerous trends
indicating improvement have been observed: (a) On average, with scheduled outages taken
into consideration, the capacity factor has increased from 62.3 percent to 93 percent. (b) Plant
production costs have dropped from $36.6/NMh to $1 7.97/MWh. (c) Forced outage rates
have dropped from 25.6 percent to 1.2 percent. (d) Maintenance backlogs have dropped from
800 to 200 job tickets.

In addition to these trends, station personnel have established numerous programs focusing on
human performance. In 1999, a formal supervisor development program was initiated, with
site management, including union leadership, serving as facilitators; they are "walking the
talk." All departments on site now operate under a five-year strategic plan directly linked to
the company's objectives through their department-specific business plans. The Nuclear
Training Department, through its training excellence plans, has turned its performance around.
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Through a concerted effort between the training department and plant personnel, the quality of
training programs has improved across the board.

A key aspect to this plant's continued success will be its union-management partnership.
According to Fermi-2 's bargaining unit chairman, the level of grievances is far below what
existed prior to 1997. Weeks will go by without issues resulting in grievances, and when they
do they are usually resolved before an "interest-based bargaining session" (a process by which
both parties find common ground). There have been only eleven numbered grievances in four
and a half years. In 1996, the site developed Partnership Principles. In 1997, a new
relationship between management and union personnel began, culminating in the formation of
a Business Unit Partnership Team in 1999. The partnership process has been slow, but
progress has been made.

The Fermi-2 organization continues its pursuit of excellence today. According to Ref. [14], it
is the utility that will survive and succeed in the 2 1st century must take control of its own
destiny. Nothing will preserve its right to exist, as yesterday's corporate dinosaurs confirm.
Being a commodity provider always has a limited life when customers and competition
demand change.

In the 2001 NPO plant evaluation, Fermi-2 was recognized for performance excellence.
While numerous strides have been made, there is still much more to do. The journey
continues.
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