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One Way to Engage Employees
While Improving Culture

eAcquire high quality, accurate feedback.
*Empower employees.

*Develop skills.

eImprove relationships.
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Mr. Gaden is Deputy Director, Performance Assurance at the Transuranic Waste Processing Center in
Oak Ridge, responsible for improving project performance by changing organizational culture and
promoting continuous improvement. He has 38 years of experience in the nuclear industry.

Mike has 15 years’ experience in commercial nuclear power, having performed technical and human
performance tasks for the James A. Fitzpatrick, Dresden, LaSalle, South Texas Project, Comanche
Peak, River Bend, and Rancho Seco nuclear power plants. He was the manager for the out-of-core
nuclear fuel procurement and planning group for CAPCO, a group of nuclear utilities consisting of
Ohio Edison, Toledo Edison, Duquesne Light, the Cleveland Electric llluminating Company, and Ohio
Power.

Mike has 18 years of experience in the DOE weapons complex at Rocky Flats, Hanford, and Oak Ridge,
assessing and improving organizational performance, using ISMS, HPI, SCWE, and VPP processes to
improve performance. This experience includes working-level to management-level Operations,
Engineering, Maintenance, Nuclear Safety, and Health and Safety. To accomplish the task of
improvement, Mr. Gaden has successfully coached and mentored workers, supervisors, managers,
and senior managers of organizations ranging in size from ten to fifteen people to several thousand
people. He developed the first ISMS program for the Rocky Flats facility, in 1996-1997, and
conducted required ISMS training for all levels in the organization.

He started his career in nuclear power as an Electronics Technician in the US Naval Nuclear Power
program. He attended the University of Oklahoma while in the Navy and was commissioned as an
officer, accepted into the nuclear program, and served ten years in the Navy 1) as a watch officer, 2)
qualified as engineer, (USS Long Beach, CGN-9) and 3) as a radiological controls officer (USS Puget
Sound, AD-38).

Mr. Gaden has a BS in Nuclear Engineering from the University of Oklahoma and an MBA from the
University of Houston, with a concentration in organizational behavior. ""W
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Performance Improvement

 Organizational and Safety Performance
Improvement need the following:

— Feedback about performance and safety issues that is:
 Timely
* Accurate
e Candid

— Actionable issues

— A completed loop; that is, the issue is understood and
acted upon, and the action is seen as addressing the issue.

NOTE: Performance improvement and culture improvement are
often one and the same thing....
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Opportunities

 Events sometimes take place that can reduce feedback to
management about issues.

e Examples of events that can reduce feedback in quantity
and/or quality:
— Change of leadership
— Safety incidents
— Change of contract
— Beginning shift work
— New work tasks
— Large numbers of new employees

e TWPC General Manager had the insight to ask for feedback
after contract change and announcement of going to 24/7
shift work.
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Principle Used

Engaging or involving the workforce

Most experts in organizational improvement (Likert,
Covey, Campbell, etc.) and most performance
improvement systems (HPIl, HRO, SCWE, etc.)
indicate that making decisions, problem-solving, and
planning should take place as far down the
organizational chain as feasible. That is where the
most information is available for those activities.
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How to do it

e Select a group of managers, supervisors, and workforce
members who are:
— Good listeners
—  Skillful facilitators
—  Capable of understanding the issues you think are likely to come up

e Train them as a group
—  Model the behavior you want them to use.

—  Conduct their feedback session during the training, and collect the
issues.

—  During the training, frequently stop and call attention to the
behaviors you are using.

—  Discuss how to document the issues that arise — confidentiality and

other issues should be resolved.
[
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How to do it (continued)

e Size facilitation groups so that each will have 8-12 members in
the feedback session.

— |If your organization is large, perform the feedback sessions in sections
small enough to have 8-12 members in each session, or

— Select a random number of members to represent the total
population, depending on the issues you think are present.

e Senior management should select some topics or issues to
discuss in each session. Allow time for open-ended
discussions/questions so that the session members can
discuss what’s important to them.

e Conduct all sessions over a short time, so that sessions are
seen as important to management.
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How to do it (continued)

 Once sessions begin, periodic meetings with session
facilitators to discuss and consolidate issues may be helpful.

— If all sessions take place over a few days, the foregoing is probably not
necessary.

— If the number of people in the sessions requires them to be conducted
over several weeks, interim meetings are probably called for.
 Upon completion of all feedback sessions, facilitators should
meet and generate a list of issues, ranking them according to
importance as determined by the organization’s members.
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How to do it (continued)

e Facilitators should present the issues to senior management
in an interactive session, so that senior management can
understand the issues and decide what actions to take.

— Some facilitators may wish to be involved in corrective actions.

— Senior management should remember that involving the workforce in
corrective action decisions is an effective method of engaging the
workforce.

e Senor management and facilitators should ensure that results
are fed back to the workforce and that feedback is:

— Timely

— Accurate

— Candid
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In Conclusion...

e Acquire high quality, accurate feedback:

e Using facilitators from all levels in the organization helps acquire
candid feedback and improves its accuracy.

e Using 15 to 20 facilitators with groups of 8-12 in the workforce
produces more accurate information.

e Empower employees:

* This method empowers facilitators, creates mutual understanding
throughout the organization, and informs more people of the issues.

e More involvement in corrective action results in better corrective
actions and empowerment of employees involved.
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In Conclusion...(continued)

e Develop skills:
e Facilitators develop skills for presentations to senior management.
* Members of group sessions develop skills for communicating issues up
through the facilitators.
 Improve relationships:
e Senior management enhances relationships with facilitators.

e Facilitators build relationships with people with whom they may not
normally interact.

A few facilitators may become champions, correcting the issues they
take on — and may be recognized as champions.
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Questions?
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