
NWI has developed  a system atic operational focus  and leadership  support program  that provides strategies to improve operational focus leadership behaviors and overall  leader ship effectiveness. Operational  focus support is conducted by NWI professionals to; 
Help identify behaviors and conditio ns that  potentially  challenge safe,  reliable operation and ensure  that they  are  recognized and promptly r eported for resolutio n.—Perso nnel at all organiz ational levels m ust r ecognize and become intolerant  of condi tions and behaviors  that c hal lenge or  reduce m argins of plant  safety  or reliability.  When these conditions , along w ith suggested solutions,  are  bro ught  to management ’s attention in a t imely m anner,  operatio ns leadership along w ith other  plant supervisors and m anagers  take actions  to resolve problems and provide feedback to perso nnel.  

Ensure  that roles and respo nsibilities  are established for making and implement ing  deci sions and are  thoroughly  understood by station p ersonnel.—Station per sonnel m ust understand their  specific responsibilities with respect to the decisio n-making process . It  is imperative  that s ingle-point accountability is maintained for the  actual decision, allowing  for dir ect and timely  feedback from all involved personnel w hen conditions change.  
Recognize the  potential co nsequences  of operational c hallenges whic h are clearly defined, and alternative solutions  are rigorous ly ev aluated.—Operatio ns leadership ensures that  the scope of the condition is clear ly defined, operational significance is  determined,  and al ternatives  are developed that provide the best  technic al solutions  considering potential  consequenc es such as  operatio nal  challenges,  license  complianc e, and effect o n safety m argins. In addit ion, an assessment of implementation risks  are understood for each alt ernative. 

Facilit ate how decisions are based o n a ful l understanding of short- and long-term r isks and the  aggregate impact  of condit ions associated with vario us options .—When a co urse of action is se lected based o n a critic al cons ideration of risks  and potential co nsequences  and a thorough understanding of alternate  solut ions,  logical  operatio nally sound  final decision results from a deliberate act, w hich provides clear  dir ection,  contingenc ies, and abort criteria.  
Assist in the development of implementat ion plan that are  effectively communic ated with respect  to actio ns, r esponsibilities, compensatory measures,  and contingencies to ensure  successful o utcomes.—NWI c an assist in helping m anagem ent ensure  that an implementat ion plan is in place that  includes expected actions , roles and r esponsibilit ies, compensatory m easures,  and contingencies for all  reasonable  outcomes. In addition,  NWI can f acilit ate solutions  suc h that appropriate involved personnel have a thorough understanding  of the  plan and the decis ion bases and during implem entation,  any c hanges in conditions  are quick ly 

recognized and communic ated to decision-m akers .  
Help identify w hen decisions  and decision-m aking activities  sho uld be  periodic ally  evaluated.—NW I professionals  as sist station key  personnel  learn lessons from operational  deci sion-making , are shared,  and then reinforced with m anagers  and station per sonnel. E nsure that  decisio n-maker s continuo usly improve the ir decision-m aking effectiveness  thro ugh implementatio n of a system atic, well- defined approac h for collecting and analyzing feedback to enable them to learn from previous  decisions.   

 
Ultimate ly, t he NWI Operatio nal  Focus  and Leadership Support team  works with key individual s to practic e new or modified skill  sets /behaviors in the actual work  enviro nment . NW I uses  effective coac hing and mentoring  techniques to help key per sonnel em ulate appropriate  leadership behaviors w hich impact the  organizatio n as a w hole. C all us today to arrange time to di scuss  your organizational   needs. 

 
A Strong Safety Culture is achieved through leadership by: 
 

1. Implementing clear management expectations appropri-
ate for employee ability and tenure  

2. Effectively communicating these employee expectations allowing dialogue 
and acceptance  

3. Implementing performance management (frequent, prompt, consistent, 
clear, critical and factual employee feedback identifying behavioral gaps 
and reinforces good performance) provided against clear management 
performance standards.  

 
 When these 3 critical organizational actions are effectively implemented,  ac-
countability will increase which results in an improved safety culture and a SCWE 
(Safety Conscious Work Environment). Accountability, Safety Culture, and SCWE 
will be negatively impacted when any of these 3 items are not effectively imple-
mented.  Employee trust is created by consistent behavior of management and effec-
tive implementation of these 3 actions over time.   
 Ultimately, the accountability desired is the acceptance of responsibility by the 
employee. The establishment and reinforcement of clear expectations consistently ap-
plied by management is a critical attribute to improve performance.  This not only in-
cludes what is expected of the employee but what management support is expected. If 
management creates an expectation for the employee but does not provide the re-
quired support to implement the expectation (e.g., adequate time, resources, accep-
tance of honest employee feedback, prompt management response to feedback, etc.) 
then the employee loses trust in the management which results in a reduction in ac-
countability of the workforce and eventually will have a negative impact on Safety 
Culture and SCWE. 
 Effective communication of expectations allows the employee to provide feed-
back to the supervisor or manager on the expectation.  This two-way communication 
is critical to the employee accepting and agreeing to the expectation.  A lack of accep-
tance of the expectation by the employee creates a condition where the employee does 
not accept responsibility for the expectation and could “feel” violated.  This lack of 
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acceptance of responsibility results in a reduction of accountability by the employee 
with a disrespect for the effectiveness of their “chain of command” that could have a 
negative impact on Safety Culture and SCWE. The implementation of performance 
management aligned with clear expectations allow the supervisor or manager to pro-
vide critical feedback to the employee performing assigned tasks.  This feedback re-
quires more than a periodic appraisal but daily feedback and reinforcement at the job 
site. This continuous feedback loop allows for the employee to modify their perform-
ance to ensure compliance with the expectation.  Lack of communication can leave 
the employee believing they are performing satisfactorily and can be surprised dis-
covering performance gaps during periodic appraisals. This can result in a loss of 
trust in management.  This loss of trust results in a reduction of accountability by the 
employee and eventually can have a negative impact on Safety Culture and SCWE. 
 NWI offers services and time-proven methods (e.g., hands on specialized men-
toring and training including role playing, case studies and dynamic evaluations) that 
systematically address gaps early, allowing intervention to change performance and 
improve accountability (See Systematic Management Development, NWI Leadership 
Assessment and Operational Focus & Leadership Support). These support methods 
like active listening, conflict management and critical conversations are capable of 
being implemented at any level or department in your organization (e.g., targeted site 

potential “hotbed” populations).   

 Challenges to the effective implementation of these attrib-
utes occur due to the preferences of individuals in supervisor and 
management positions.  The identification and assistance in 
identifying these preferences and modifying the impact of these 
preferences allow us to assist in the resolution of challenges to 

create a highly accountable workforce with a strong 
operationally focused safety culture and SCWE.  
We provide targeted real time coaching (in Opera-
tions, Maintenance, CAP, Training, Work Manage-
ment, Oversight, and Engineering), with feedback, 
and metrics to show the trend of these leading indi-
cators (management skills, effective communica-

tions, and performance management) as 
well as metrics for accountability, safety 
culture, and SCWE.  These metrics 
(Management Effectiveness Indicators 
(MEI) are available exclusively through 
NWI. 
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