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Managers and Leaders 

 “Managers” are Transactional 

  diagnose group needs, make exchanges 

  cope with complexity, implement known solutions 

 “Leaders” are Transformational 

  create new goals and values, inspiration 

  cope with change 

  mobilize “adaptive work”, change culture 

 Organizations need both to survive and be healthy 

Leaders do the right thing; managers do things well 

Warren Bennis 



Compliance and Commitment 

 Is managing compliance with rules enough?  

 What if the rule is wrong, incomplete, old? 

 What if humans cannot avoid all errors, and 

safety depends on quick recovery? 

 Compliance approach typically involves 

monitoring, blame  reduced reporting & 

information flow 

 Commitment is when people believe in safety  

comply when not monitored, report, innovate, go 

beyond job description 



Anything “wrong” here?  How 

safe is this? 

 

Is this one person innovating, or 

part of a “culture”? 

 

Will improvement require culture 

change? 

 

Did you see the other worker and 

supervisor? 

Safety Culture? 
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The Meaning of “Safety”: 
BP days away from work 1987-2008 

North Sea Disaster; Grangemouth 

Incident 

 

BP Amoco Merger 

           TXC explosion 

Measures Days Away From 

Work Case Frequency 

(DAFWCF) per 200,000 hrs 

BP’s obsessive attention to personal safety 

remains embedded in the culture.  The 

assumption that “safety” = “personal safety” had 

to be changed (cf. TXC), but this has taken years! 

Similar story with 2009 D.C. Metro train crash:  “safety” = no parking lot injuries! 



“The ability to perceive one’s own 

culture and to evolve the culture 

adaptively is the essence and 

ultimate challenge of leadership.” 
           Schein, 2004 

Consider -- a successful manager most likely has grown up 

within a culture, knows how to get things done in that culture, 

and doesn’t want to become incompetent in a new culture 



Safety Systems & Safety Culture 

Safety Management System 

• goals, expectations 

• measures 

• processes, rules 

•     problem reporting 

•     improvement, learning 

Safety Culture 

• priority on safety 

• beliefs/assumptions 

• habits, routines, practices 

 

Leadership 

• lead by example 

• distributed engagement 

•     system thinking 
 

Results 

• solve real problems 

• build capability 

• grow the culture 

• achieve sustainable performance 
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Cultural 

Organizations are institutions 

An organization is a symbolic system of 

meanings, artifacts, values, and routines.  

Informal norms and traditions exert a strong 

influence on behavior. 

Action comes through habit. 

Political 

Organizations are contests 

An organization is a social system 

encompassing diverse, and sometimes 

contradictory, interests and goals.  

Competition for resources is expected. 

Action comes through power. 

Strategic Design 

Organizations are machines 

An organization is a mechanical system 

crafted to achieve a defined goal.  Parts 

must fit well together and match the 

demands of the environment. 

Action comes through planning. 

Perspectives or “lenses” are organized ideas (e.g., mental models) that 

fundamentally shape our understanding of things and events. 

“Culture” is One Perspective 



Sloan Leadership Model 

• Sensemaking – 

diagnosing, framing, 

understanding 

• Relating – developing 

relationships 

• Visioning – encouraging 

new hopes, goals, values 

• Inventing/Implementing – 

building new ways of 

working together 

Action contingent on context and leadership style 

Relating 

Sense-

making 

Visioning 

Inventing/

Imple-

menting 



Millstone Nuclear Power Plant 

• Northeast Utilities (NU) an 

industry leader in 1980s 

• Unit 3 Project way over cost 

and schedule; start-up with 

2000+ open items  

• Consulting report reinforces 

shift to cost-cutting: “just run the 

plant; can’t afford excellence” 

• Change in leadership with 

retirement of revered CEO 

• “Slow boil” of backlogs, design 

issues, employee complaints, 

intimidation of concernees 

• Time cover story, March 4, 1996 



Millstone Nuclear Power Plant (2) 
 

• NRC, aware Time story will come out, acts to keep each unit closed 

• NRC issues unprecedented Order requiring a “safety conscious work 

environment” with independent third-party oversight 

• SCWE = worker rights to raise safety issues without harassment, 

intimidation, retaliation, or discrimination 

• NU Board of Trustees hires an advisory team (including me) 

• Industry “helps” with three teams from three utilities that manage each of 

the three units (old BWR, small PWR, newer PWR) 

• NU bleeds $$$ for 2+ years to upgrade, train, change culture, supply 

customers with power; Stock price -70% 

• Example of “safety culture” behaviors: 

• Leaking in an important valve (not able to isolate valve) 

• 16 attempts to stop the leaks, including hitting it with a hammer 



Initial Millstone Response 

• New Chief Nuclear Officer 

• New values, two-way 

communication 

• Change of management team 

• Strengthen Employee Concerns 

Program 

• SCWE initiative created under VP 

Operations 



What Change Strategy? 

Theory E 

• Maximize $ value 

• Top-down 

• Focus on 

structure/systems 

• Programmatic, 

planned 

• Incentives lead 

change 

• Consultants offer 

expert solutions 

Theory O 

• Max org capabilities 

• Participative 

• Focus on culture 

 

• Emergent 

 

• Incentives support/lag 

change 

• Consultants facilitate 

process 

(Beer & Nohria, 2000) 



Millstone Force Field Analysis 

Enabling factors 

 

 

    Inhibiting factors 

 

 

 

• Complacency, hubris 

• Command & control style 

• Lack of respect for workers 

• Mistrust of management 

• Lack of resources 

• Competition with other 
utilities 

• Poor relations across units, 
among departments 

• Intervener groups generate 
negative publicity 

• Regulatory pressure 

• Commitment to reopen to 
save jobs, money, etc. 

• Willingness of industry to 
provide help 

• Availability of models to 
benchmark 

• New management  

• Training of all managers 

• Creation of forums for 
problem solving and learning 



Leadership of Change 

• Little diagnosis – accept problem frame 
as given by others (sensemaking weak, 
visioning incomplete) 

• Delegation of responsibility (relating 
minimal, inventing little) 

• Start with strategic design – clarify 
values and job requirements, create a 
program with procedures for employees 
to raise issues, track management 
response (inventing little) 



Watershed Events 

• E.g., improper termination of MOV contractors 

• Energize senior management – demand for 

new sensemaking, etc. 

• Create Executive Review Board (innovating, 

later relating) 

• Train all managers (more relating skills) 

• People Team meetings and process redesign 

(relating and innovating) 

• Develop criteria and measurement tools 

(innovating) 



Small Group Exercise 

 What is important about Millstone? 

– What is your diagnosis of the core issues or root 

causes of their problems? 

– What are the lessons about safety, change, culture, 

leadership? 

– Have you seen this at your organization? 

 What would you recommend to nuclear power 

organizations based on this story? 

– Not just general goals, but concrete and actionable 

steps to begin a change? 

– What are the barriers to change, and how to 

overcome them? 



Stakeholder Analysis 

• Stakeholders: Who cares or should care about this?  

Who can help or hinder the change?  

– Executives, managers, employees, plant, HQ, … 

– Regulators, consultants, suppliers, contractors, 

public, … 

• Urgency 

– Does the stakeholder think there is an urgent, 

immediate need to change or to resist change? 

• Capabilities 

– Is the stakeholder able to change?  Able to 

support change? 

– Can the stakeholder prevent change? 

– What does the change effort need from the 

stakeholder? 

 



4 Player Model 

 Lead/Move: initiate, “leaders go first” 

 Support/Follow: agree, go along 

 Oppose: disagree, object 

 Bystand: offer a neutral perspective 

 

 These 4 players or actions can comprise 

all collective human actions 



Millstone Stakeholder Analysis 
Person / 

Group 
Lead Support Bystand Oppose 

CNO XO 

VP Ops X O 

Dir ECP O X 

Unit Mangrs X O 

Workers X O 

US NRC O X 

Public X O 



Role of Leadership 

 Typical change recipe – hire a charismatic 

leader from US Navy, DuPont, etc. 

– Doesn’t always work; old culture fights back 

 Sensemaking, relating, implementing, visioning     

– Engage people in shared goals/problems and “tilt” the 

culture by how you work together 

– Leaders need to listen, build others’ capability 

 Leading from the middle 

– Build power through facts, coalitions, networks, 

persistence, small wins (takes time) 

 Leaders go first – be the change 


