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Q: State your name please.

A: Irtwin L, woldstein.

Q: And what is your occupation?

A: I'm a Professor and Chairman of the Department of Psychology
at the University of Maryland.

Q: And do you have a specialty within the psycnology area?

A: Yes, I'm an Industrial Organization Psychologist.

Q: And what does that mean?

A: An Industrial Organizational Psychologist is an individual
who studies the work behavior of individuals in work
organizations.

Q: And is Exhibit 1 a copy of your resume?

A: Yes it is.

Q: And is it accurate to the best of your personal knowledge?

A: Yes, with one addition. I am President-Elect of Division 14
(Division of Industrial and Organizational Psychology) of

the American Psychological Association,
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Have you had experience evaluating large organizations?
Yes. I have been a consultant on numerous occasions to
large organizations to evaluate large work forces. My work
has consisted of designing studies to determine the nature
of problems among the work force and based upon the results
of those studies designing appropriate personnel systems to
be implemented to correct the problems.
Dr. Goldstein, what is your major area of specialty in the
industrial psychology area?
My major area is the design and evaluation of training and
instructional systems for persons in work organizations,
Wnat does an Industrial Organization Psychologist do?
We study the kinds of things that facilitate and
inhibit learning in an industrial environment. For example,
when a training program is designed to teach persons how to
utilize safe behavior in an organization, it is my area of
study that determines whether and how what is taught in the
training program gets put into effect when the individuals
get into the actual work situation,
Are there other sources of learning for che members of
a work force other than specifically designed training
programs?
Yes. There are various theories about how people learn and
there is alot of good supporting data for each of them.
One way that individuals learn is that when they do
something and they are reinforced and get rewarded, then
they are more likely to do that particular act in the

future. One way that individuals learn to behave is related



to the fact that thay are rewarded for behaving in one way,
or don't receive any reward or are punished for behaving in
another way.

What does that mean in practical terms, in terms of the
workforce of a large industrial site like a construction
site for a nuclear power plant?

Using the example of safe or unsafe behavior, if an
individual did something that was unsafe, and there was a
punitive action associated with that unsafe behavior, then
they would be less likely to do it in the future. Or, if a
person did something that enhanced safety, and they were
rewarded for doing that then they would be more likely to
continue that kind of behavior. The situation gets more
complicated than this because people don't actually have to
be involved in the action to learn. FPor example, one of the
things that has been learned about human learning and
behavior is something that is called "vicarious learning" --
that is that individuals learn to watch what happens to
other people and learn from that. Our original learning
theory was that a person has to be involved in the action to
learn. Later on it was realized that persons don't have to
actually be involved but that they can see someone else make
the response and watch what happens to them and learn from
that.

Does this work equally with regard to sending negative

messages as well as sending positive messages?
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Absolutely. Persons can learn alrost anything by

watching another individual perform and seeing the
consequences of what happens to that indivudal. For
instance if individuals who wear their safety glasses around
construction machinery are told by their production
supervisor to take their safety glasses off because it
interferes with their production, and if they don't take
those safety glasses off they are going to be docked a day's
pay and the individual doesn't take the safety glasses off
and does get docked a day's pay, the message that other
individuals clearly receive is that if they don't respond
when they are told to take off their safety glasses then
they are likely to have trouble with management. The
interesting thing that comes of those situations is that
many of these same companies eventually get tc Safety Week
and they put up safety signs around the plant and say
"safety is our business" and what is found when studies are
done 1s that the employees consider "Safety Week" a big joke
because the signs say ""safety is our business" and
management puts up these signs, but when it really comes
down to the behavior of the individuals who try to wear the
safety glasses, management is not really supportive. Thus
the employees learn not to wear the glasses even though
management preaches safety.

What is the phenomenon by which the learning experience

is transmitted from one part of a large construction site

throughout the entire construction site?
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Most of this depends upon communication th:ough the
"grapevine." There is a grapevine through organizations and
as incidents occur in organizations they get talked about
and people learn about them. Employees learn about what the
facilitaters are in an organization (the things that support
behavior) and what are the inhibitors (the kinds of things
that do not support behavior). By that the company rules,
and the climate of the organization becomes clear.

Explain a little bit about how the grapevine works.

Well, sometimes messages get distorted, but it's our
experience in organizations that the informal grapevine is a
very important point of information. People do talk to one
another, they meet each other at lunch, they meet after
lunch, they meet coming to work and the word spreads. The
grapevine is the mechanism by which the workforce learns
what management does as contrasted to what it says.

Would that be true at every large construction site?

Well, I don't know of any organizations that don't have a
grapevine., I would find it really remarkable to hear that
there is any organization that doesn't have an informal
network of communication.

Within the workforce which source of information is likely
to be more believed -- a regularized, approved channel of
communication like a newsletter or a bulletin board, or the
grapevine?

It's the question here of not what management says, but

how they actually perform. So, management can say all day

long in all of their written messages we support quality
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control inspectors, but the first time that a nonconformance
report appears and a quality control inspector gets called
on the carpet for it, and the next time he gets called on
the carpet for it, and the next time he c(ets fired, it
doesn't matter what the written message is. 1It's the
behavior that counts.

What are the types of behavior that take place on a
construction worksite that can be inhibiters of conduct?
Well, firing and hiring are probably the most dramatic,
because if you fire somebody from an organization they're
leaving the organization, but it doesn't need to go that
far. It can range all the way from docking a person for a
day's pay to intimidation.

Looking at some of the answers given in 1979 interviews
alot of the kinds of things mentioned there would be the
kinds of things that would provide learning experiences for
somebody as related tc what happens to quality control
inspectors. So, for example, if management sides with craft
instead of supporting quality control; or if they get
various kinds of pressure ranging from arguments to name-
calling to physical intimidation; or if the inspectors feol
that their job is not important because they feel that they
are being undermined; or that they are urged to always be
more lenient; the inspectors would begin to get a message
that management views their job in a particular kind of way.
One of the views that shows up in the questionnaire is that

the workforce feels that management has a production
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orientation rather than a gquality control type orientation.
If these kinds of things are the pervasive atmosphere at the
plant, then it wouldn't have to have this particular event
occur to each worker personally for that worker to learn
what's going to happen if he/she gets involved in that
particular situation.

You mentioned pervasiveness, does it take a pervasive number
of the events to occur before the learning experience
happens, or does it take substantially less than that in
order for the learning experience to have occurred on the
worksite?

It isn't necessary to have a tremendous number of events for
this type of thing to occur. What is needed is enough
events that people believe that that is the message being
transmitted, Obviously the more dramatic the event, the
less of them that are needed. It doesn't take alot of
people being fired for reporting something, for example, in
order for people to get the message that they shouldn't
report that thing, or that's just not something to do in
their best interest. In most of the cases, what tends to
happen is that every time something like this is reported
and something negative happens to the worker -- be it
physical intimidation, or be it a layoff, or be it a threat,
or be it moved to another job, or be it not being permitted
to perform their job, or be it a talking to of some sort -~
if that is the typical type of behavior that you get in
response to a person performing their job, they learn that

they better not do it.
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Are the following examples or negative responses to

reporting safety problems which will tend to inhibit such

reports?

1.
2.

5.

Yes.

you get fired for reporting a safety problem;

you get counselled by your superior that if you keep
reporting those kinds of problems you may get fired;
you get yelled at by your superior for slowing
production by reporting safety problems;

you get yelled at by someone who is not your superior
but who works at the plant and is one of the other
bosses, and you're told if you keep reporting safety
problems you will slow production and that is not
acceptable;

you get told by someone who is your equal that they are
going to go to their boss and see to it that you get
told by your boss to stop reporting safety problems;
you get told by your highest authority that the most
important thing at the plant site is to make sure that
whatever you do you know that you're absolutely right
before you issue any kind of order that may slow down
the production at the plant;

you find that if you raise a safety problem that you
are going to have to go to your boss and your boss's
boss and attend meetings and explain and justify your
conduct before they will agree with you that there's

really a problem.
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Do these kinds of negative mezsages impact on other
employees?

Yes. Other people don't have to have that happen to them
personally for them to learn what the lesson is.

Have you reviewed the facts associated with the Atchison
firing as found by the Secretary of Labor?

Yes.

With respect to that event, in your opinion does it
represent an example of conduct by management which would
discourage the QC or QA inspector involved from doing what
he or she believed was his or her job?

Yes.

Does this incident represent a specific example of the kind
of concerns which you found expressed in the 1979 surveys?
Yes,

Is this the kind of conduct from which the work force learns
what should and should nct be done on the plant site?

Yes.

Have you reviewed the facts associated with the Hamilton
firing as found by the hearing board?

Yes.

With respect to that event, in your opinion does it
represent an example of conduct by management which would
discourage the QC or QA inspector involved from doing what
he or she believed was his or her job?

Yes.

Does thie incident represent a specific example of the kind

of ¢ acerns which you found expressed in the 1979 surveys?
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Yes.

Is this the kind cf conduct from which the work force learns
what should and should not be done on the plant site?

Yes.

Have you reviewed the facts associated with the Dunham
firing?

Yes,

With respect to that event, in your opinion does it
represent an example of conduct by management which would
discourage the QC or QA inspector involved from doing what
he or she believed was his or her job?

Yes,

Does this incident represent a specific example of the kind
of concerns which you found expressed in the 1979 surveys?
Yes.

Is this the kind of conduct from which the work force learns
what should and should not be done on the plant site?

Yes.

Have you reviewed the facts associated with the so-called T-
shirt incident?

Yes,

With respect to that event, in your opinion does it
represent an example of conduct by management which would
discourage the QC or QA inspector involved from doing what
he or she believed was his or her job?

Yes.
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Does this incident represent a specific example of the kind
of concerns which you found expressed in the 1979 surveys?
Yes.

Is this Lhe kind of conduct from which the work force learns
what should and should not be done on the plant site?

Yes.

Have you reviewed the facts associated with the QA Audit
Repor*?

Yes,

With respect to that event, in your opinion does it
represent an example of conduct by management which would
discourage the QC or QA inspector involved from doing what
he or she believed was his or her job?

Yes.

Does this incident represent a specific example of the kind
of concerns which you found expressed in the 1979 surveys?
Yes.

Is this the kind of conduct from which the work force learns
what should and should not be done on the plant site?

Yes.

Have you reviewed the facts associated with the Susie
Neumeyer allegations?

Yes,

With respect to that event, in your opinion does it
represent an example of conduct by management which would
discourage the QC or QA inspector involved from doing what
he or she believed was his or her job?

Yes.
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Does this incident represent a specific example of the kind
of concerns which you found expressed in the 1979 surveys?
Yes.

Is this the kind of conduct from which the work force learns
what should and should not be done on the plant site?

Yes.

Have you reviewed the facts associated with the Bob Messerly
allegations?

Yes.

With respect to that event, in your opinion does it
represent an example of conduct by management which would
discourage the QC or QA inspector involved from doing what
he or she believed was his or her job?

Yes.

Does this incident represent a specific example of the kind
of concerns which you found expressed in the 1979 surveys?
Yes.

Is this the kind of conduct from which the work force learns
what should and should not be done on the plant site?

Yes.

When these kinds of events occur and the grapevine has
gotten the word, what would management have to do to
counteract the impression created by these events?

I think what management would have to do is to design a
program that people believe in. They would have to
acknowledge what their problems are. They would have to

bring in individuals and work with them to design a program
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that those individuals feel would be effective in
countermanding the particular difficulties in the past.

One of the important parts of such a program is that it
can't be passive. It can't wait for people to come to it
because the message to people so far would have been "if
you're smart don't go to management." So, now management
has tc go and seek these individuals out and design a
program that they learn to trust.

As you know the Comanche Peak plant had reports that these
kinds of negative signals had occurred on the plant site.
What is your opinion of the effectiveness of the
management's response to these conditions which consisted of
complaint resolution mechanisms like a Hotline and an
ombudsman and several vehicles for communicating
management's support of quality control such as speeches,
slogans on signs and a slide show.

Basically, it's a passive system. First of all the
complaint system requires people to come to them so that
until some people come to them and get good experiences from
it it won't work. If indeed they go ahead and get a call,
and they're not likely to get many calls, but if they get a
call and deal with it in an effective manner and take
whatever that problem is and really resolve the problem and
the reasons for the problem, then they're more likely to
turn the workplace around, because the person who tried the
system will say "I called over such and such and did you
hear what happened to me." So what counts is not whether

you have a Hotline or an ombudsman, but what you do to
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respond to Hotline calls. 1It's the actions that carry the
message. All the speeches and talks and slogans won't do
much, if anything, unless there is action that includes
rewards for reporting safety problems and no more negative
responses for reporting safety problems.

For instance, if there is a manager about whom there
are complaints that he is not open to communication, and the
manager will say "well, my door is open" -- it doesn't
matter if the door is open. What matters is that when the
person comes in and tries to communicate what does the
manager do about it -- does he treat the problem non-
defensively, does he try to get at what the problem is, if
it really is a problem does he try to correct it, does he
try to give feedback back to the individual so he knows
what's going on, and those kinds of things.

Dr. Goldstein, based on the information you have seen about
the conditions at the Comanche Peak Nuclear Plant during the
period 1979-1983 could you say that there was not a major
problem with QC personnel feeling that they were not able to
freely carry out their work?

Well certainly it's not possible to say that. From the
materials included in the questionnaires and the particular
examples I have seen it is fairly clear that some percentage
of the quality control inspectors feel that there is a
problem with their job.
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And is it clear that part of the problem with their job as
they perceive it is an inhibition on their ability to carry
it out as they feel that they should.

A number of them do note concerns about pressure, feelings
of a production orientation as versus a quality control
orientation and so there are individuals who feel that they
cannot carry out their job the way they feel it should be
carried out.

I1f one wanted to find out the answer to the guestion "Has
there been a pervasive atmosphere at the Comanche Peak
Nuclear Plant since 1979 which inhibits QC inspectors from
carrying out their work?", what would one have to do to get
the answer to that gquestion?.

Well it would be hard to find out about 1979. What would
have to be done is to find out about 1984 because it is very
difficult to get retrospective information unless there are
a large number of individuals there who were there since
1979. But basically what you would want is a study which
would examine the inhibitors and facilitators from the
perspective of these individuals performing their job, and
to carry it out in a sound professional way using
measurement instruments that have been developed and soundly
tested so that you knew the characteristics, the reliability
and the validity of the instrument, and could have faith in
the characteristics of the instrument that you were using.
Certainly you would want to conduct inte:views before the
instrument was chosen so that it was known what the issues

were 80 that the instrument you used really reflected the
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issues being studied. Management would have to conduct the
study in such a way that there was trust in the individuals
performing the study. A liaison team would have to be set
up including members of the various parts of the
organization including management, construction people,
inspectors so that they would work together to determine who
should be sampled, how many people should be sampled, and
how the study should be conducted. The people in the study
must feel that the study is being conducted for their
benefit,

Also, it would have to be conducted in a way that would
protect the individuals interviewed so that it would be
truly anonymous. It's helpful in those situations to have
persons outside the organization conducting the study. It
may be necessary for the study to be conducted off-site so
that individuals do not feel intimidated by the
organizational situation. It would also be helpful for the
individuals not to lose work time for participating in the
study. It would have to be conducted in a sound scientific
way that would allow the collection of the data necessary to
make the judgment on what the facilitators and inhibitors
are and have been.

If such a study were done do you think it would give us
fairly reliable data upon which one could base a judgment or
opinion as to the existence or non-existence of this

pervasive attitude that we're diiscussing?
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Certainly studies have been conducted which have in the past
approached such issues, but there are certain conditions
which underlie the study. So, for example, if it is going
tv have the honest and cooperative support of management and
they've made it clear to the organization that they really
want this data or need this data, if the study is allowed to
include a sample of the number of people that are needed in
order to conduct the study, and if it is permitted to be
conducted in such a way which leads to a cooperative
atmoshpere in getting the data, only then is it likely that
such information wili be obtained.

What would the value be of such a study for overcoming the
problems of which you have become aware at the Comanche Peak
site?

Based upon the results of such a study, a program could be
designed and recommended which would be likely to overcome
the problems. But first the real problems have to be found.
Following the 1979 surveys the management response to the
concerns expressed by the QC inspectors was to have the boss
of the QC inspectors call them into his office five or six
at a time, hold up the summary of a survey and say in effect
"I know that some of you indicated that you had these
problems and I don't know which ones of you said it and I
want to just let you know that quality is what your job is
here, you don't have the responsibility to be responsive to
production, nobody can keep you from doing your job and

you've got my support®. In your judgment was that an



adequate response to the concerns expressed in the 1979
survey?

A: If he then goes out and behaves consistent with what he just
said it would be an adequate response. But if it's just a
verbal response, and he doesn't do anything different and he
doesn't act on the concerns that came out in the 1979 survey
and the problems continue, then the message is that things
are still as they are.

Q: What does the 1983 survey (the so-called White Paper Report)
indicate about whether the problems identified in the 1979
survey related to QC inspectors opinions of management
support for their job and their feelings about the freedom
to do their job?

A: It does indicate that some of the same problems still
existed. However, it is difficult to judge because I am

not sure of the procedures used in collecting the data.

Dated: August 20, 1984
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