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All organizations strive for a highly skilled, loyal, and motivated workforce. “To tap into the potential of the workforce, organizations need to learn to value their employees, helping balance employees' personal needs and lives with work, and treating them as partners and an integral part of the business” (Wheeler, n.d.). Organizations that show value in and motivate employees also have more success in recruiting and retaining employees than organizations that employ the old paradigms of command and control.
This case study analysis will focus on the organizational strategies of the Nuclear Decommissioning Authority (NDA) including motivational processes and skills development initiatives. This analysis identifies the outcomes of NDA’s motivational processes and skills development initiatives outlined in the successes, failures, and unexpected challenges of each.
History
The Nuclear Decommissioning Authority (NDA) is a government entity established in 2005 under the Energy Act of 2004 by the government of the United Kingdom (UK) to clear and decontaminate public nuclear sites safely. NDA headquarters are at Herdus House in West Cumbria, UK. NDA operates out of offices in London, Warrington, Thurso, and Harwell (About Us, Nuclear Decommissioning Authority, n.d.). NDA “determines the overall strategy and priorities for managing

decommissioning” and contracts with licensed operators called Site License Companies (SLCs) to operate and manage nuclear sites in the UK. The SLCs also subcontract to companies that provide specialist services (The Times 100, Developing a Motivated Workforce, n.d. p. 113).
NDA employs more than 300 people (Our People, Nuclear Decommissioning Authority, n.d.) and operates with an annual budget of just under £2.8 billion for 2009/2010 derived from government funding and commercial asset income and set by the Department of Energy and Climate Change and Her Majesty’s Treasury. Of the £2.8 billion annual budget, NDA expects to spend a little over £2.5 billion on contracts with the SLCs and £2.84 on skills support, research and development, insurance, and pension costs (About Us, Nuclear Decommissioning Authority, n.d).
Mission and Goals
According to their website (Mission, Nuclear Decommissioning Authority, n.d.), the Nuclear Decommissioning Authority’s mission is:
To deliver safe, sustainable and publicly acceptable solutions to the challenge of nuclear clean-up and waste management. This means never compromising on safety, or security, taking full account of our social and environmental responsibilities, always seeking value for money for the taxpayer, and actively engaging with stakeholders.
NDA relies on the commitment of people employed directly by NDA and those employed by the contracting companies and subsidiaries to accomplish its goals. “In order to achieve its objectives, NDA and the nuclear industry must recruit and retain talented staff” (The

Times 100, Developing a Motivated Workforce, n.d., p. 113). Recruiting and retaining a skilled workforce has been a challenge for NDA because of a diminishing skills base, industry perceptions, geographical requirements, and an increasing rate in retirements. It has also been a challenge to improve the skills of current staff because the SLCs have been responsible for skills development with NDA oversight (Capability, Skills Strategy, n.d.).
To recruit and retain talented staff, NDA has developed the Skills and Capability Strategy, part of which includes job enrichment and implementing SMART (specific, measureable, achievable, realistic, and time related) Objectives to motivate and empower people in their own personal training and development (The Times 100, Developing a Motivated Workforce, n.d., p. 115-116). NDA workforce objectives include (The Times 100, Developing a Motivated Workforce, n.d.):
  * Retaining and re-skilling staff through specialized training courses,
  * Encouraging more GSCE science students through the Energy Foresight programme,
  * Direct sponsorship of students at university studying relevant courses, and
  * Linking with national initiatives such as the establishment of the National Skills Academy for Nuclear (NSAN) to co-ordinate the industries training opportunities (p. 113).
Internal and External Strengths and Weaknesses
Some of the biggest weaknesses that NDA faces are “the absence of a consistent picture across the nuclear industry on long-term skills needs” and “the workforce in the nuclear industry is

ageing, with consequential long-term succession problems” (NDA Final Strategy, 2006, p. 69). As people retire, NDA and their contracting SLCs face huge workforce shortages. Without further development of skills of the current staff within NDA, the SLCs, and the potential staff in the public workforce, accomplishing NDA’s mission will be difficult. Furthermore, unless NDA develops skills training requirements and have them written in the contracts for the SLCs, the SLCs will continue to devise their own methods of training that meets their needs. Each SLC has been responsible for skills development of their facility. These varying skills development methods do not consistently align with the mission and goals of NDA (Capability, Skills Strategy, n.d.). The ability to have a flexible workforce is impossible because of the varying skills development methods the SLCs use to meet their own needs.
One of the strengths of NDA is the ability to award contracts to other SLCs. To continue providing the contractual needs of NDA, the SLCs and subcontractors must work toward the mission and goals of NDA. Otherwise, NDA could award the contracts to new competition.
Another strength of NDA is the leadership and desire to motivate the people who work for them and their contractors through job enrichment, training and development, empowerment in way of SMART Objectives, and other incentives. This culture will not only help NDA retain valuable, skilled people but will also help recruit others (The Times 100, Developing a Motivated Workforce, n.d., p. 115-116).
Structure

and Control Systems
NDA contracts with SLCs to operate and manage nuclear sites located throughout the UK. The SLCs subcontract specialty services to other companies as well. The Energy Act of 2004 charges NDA with overseeing the skills development methods of each SLC site as well as how effectively those methods align with the mission and goals of NDA (The Times 100, Developing a Motivated Workforce, n.d., p. 113).
NDA strives to meet the needs of its employees and is an ‘Investor in People’. NDA’s culture holds that people are their primary asset and motivates its employees NDA Way by demonstrating its values, which include (The Times 100, Developing a Motivated Workforce, n.d.):
  * Always acting safely and responsibly,
  * Building talent and teams,
  * Being open and transparent,
  * Challenging ourselves and our contractors,
  * Confronting problems,
  * Delivering what we promise, and
  * Learning from experience (p. 115).
To ensure that the core systems of the SLCs and its subcontractors align with that of NDAs mission and goals, the contracts must contain the cultural values NDA holds as well as its skills development requirements. An effective, aligned system accomplishes the highest priorities, engages others, is autonomous, and sustainable in the leaders’ absence (Crockett, Imperative Three: Align Systems, 2010). An aligned system allows more flexibility to accomplish NDA’s mission and goals with excellence.
Implications of Analysis
An objective of the Nuclear Decommissioning Authority (NDA) is to develop and retain

a skilled, motivated workforce that shows a commitment to the organization’s mission. This case study analysis will outline the fact that motivated employees care about what they do, are more productive, creative, learn more rapidly, are more open to change, have fewer accidents, have fewer absences, have fewer conflicts, can work with less supervision, and are show more commitment to the organization (The Times 100, Developing a Motivated Workforce, n.d., p. 113-114).
This case study analysis will prove that by meeting the needs of the employees NDA can motivate its employees and achieve its mission. It will also prove to the leadership of NDA that the money, effort, and time it is investing in the people at NDA and its contractual entities are long-term investments that will be beneficial. Through training and development, incentives and benefits, and SMART objectives, NDA will be able to create a motivated workforce that will help retain skilled employees. They will also make NDA a more competitive force when recruiting skilled people from the nuclear industry.
Communicating Recommendations
I will communicate my recommendations to the leadership of NDA by presenting evidence that developing a skilled, motivated workforce is a practical investment. The evidence that I will use will include information from the case study as well as knowledge from research and my own experiences working for an organization that developed a motivated workforce.
Another way I will communicate my recommendations to the leadership of NDA is through my commitment to

the organization. I am more willing to show my commitment to doing my part in accomplishing an organization’s mission when the organization shows a commitment to its employees through various motivational factors. I will present the research I have gathered on the advantages of motivating employees and the rewards gained doing so.
Problem Statement
Recruiting and retaining a skilled workforce has been a challenge for the Nuclear Decommissioning Authority (NDA). It has also been a challenge for NDA to ensure that the contracted Site License Companies (SLCs) skills development and maintenance strategies align with NDA’s mission (The Times 100, Developing a Motivated Workforce, n.d., p. 113).
The majority of the problems in recruiting and retaining a skilled workforce stems from a diminishing skills base, industry perceptions, geographical requirements, and an increasing rate in retirements. The issue regarding the skills development and maintenance strategies of the SLCs stems from the fact that the SLCs have been responsible for the maintenance and skills development of the employees at each facility with NDA oversight. The SLCs’ maintenance and skills development strategies suit the needs of the SLCs and do not always align with the mission of NDA (NDA Final Strategy, 2006, p. 69).
SWOT Analysis
Strengths
A strength of NDA is that it is government entity solely responsible for the decommissioning of UK’s nuclear sites. The Energy Act of 2004 charges NDA with overseeing the skills development methods of each SLC site as well as how effectively those

methods align with the mission and goals of NDA (The Times 100, Developing a Motivated Workforce, n.d., p. 113).
Another strength of NDA is that it strives to meet the needs of its employees by gaining ‘Investor in People’ status. NDA’s culture holds that people are their primary asset and motivates its employees NDA Way (The Times 100, Developing a Motivated Workforce, n.d., p. 113) by demonstrating its values.
Another strength of NDA is the desire to motivate the people who work for them and their contractors. NDA motivates through job enrichment, training and development, empowerment in way of SMART Objectives, and various other incentives. This culture will not only help NDA retain valuable, skilled people, but also help recruit others (The Times 100, Developing a Motivated Workforce, n.d., p. 115-116).
Weaknesses
One of NDA’s greatest weaknesses is in the recruiting and retaining skilled employees. As people retire, NDA and their contracting SLCs face huge workforce shortages. Another weakness of NDA is the fact that some jobs may involve current and future staff moving to remote areas of UK. This also makes it challenging for NDA to recruit and retain staff.
Opportunities
An opportunity that NDA has is the ability to influence the skill development of the nuclear industry by establishing training opportunities with local colleges and universities. This could open doors for not only the employees of NDA and its contractual entities, but also for people wanting to work in the nuclear industry and it will also open doors for other organizations

in the nuclear industry. NDA can also promote research and sponsor students enrolled in nuclear related courses at colleges and universities.
Another opportunity that NDA has is the ability to recruit skilled employees from other nuclear organizations because of its human resources strategy plan. The basis of the plan is in meeting the needs of its employees and that of potential future employees through various motivating factors (The Times 100, Developing a Motivated Workforce, n.d., p. 113).
Threats
A significant threat to NDA is that it faces “the absence of a consistent picture across the nuclear industry on long-term skills needs [and] the workforce in the nuclear industry is ageing, with consequential long-term succession problems (NDA Final Strategy, 2006, p. 69). Without further development of skills of the current staff within NDA and the SLCs, NDA’s mission will be in jeopardy. 
Another threat to NDA is public prejudice about the nuclear industry and safety issues. This hurts NDA’s ability to recruit skilled staff because this discourages people from applying to nuclear facilities.
Another threat to NDA is that other organizations in the nuclear industry could recruit their staff. To maintain their current staff, NDA must continue to offer motivating incentives to ensure employee commitment (The Times 100, Developing a Motivated Workforce, n.d., p. 113).
Strategic Significance
People are the key component in how successful an organization is at meeting its objectives and mission. Without skilled people, the Nuclear Decommissioning

Authority (NDA) could not achieve its mission “to provide safe and sustainable solutions to nuclear clean-up and waste management” (The Times 100, Developing a Motivated Workforce, n.d., p. 113). NDA allocated approximately £35 million toward initiatives aimed at ensuring that their people have the resources for further skills development as well as ensuring that the people in the workforce have the resources to gain the skills needed (NDA Final Strategy, 2006, p. 70). NDA is dependent on the skilled people it recruits and retains to work at NDA and its contractual entities. Locating and keeping skilled people is a challenge for NDA. Because the Site Licensed Contractors train their people to meet their own needs, it is a challenge to ensure the skills obtained by the SLCs staff will meet NDA’s objectives and mission.
Diminishing Skills Base
A primary task of NDA is in recruiting a skilled workforce; however, it is facing a diminishing skills base. Universities currently focus on skills training in nuclear operations rather than on decommission and clean-up. Many of NDA’s skills needs differ from that of the nuclear plants, thus making long-term skills needs inconsistent across the nuclear industry (NDA Final Strategy, 2006, p. 69). With the diminishing skills base, NDA will have increasing difficulty in recruiting the necessary skilled workforce.
Industry Perceptions
The fact that NDA is responsible for clearing and decontaminating nuclear sites causes many to have negative perceptions about the industry. In general, many are against nuclear power

altogether. In addition, many are not aware that the nuclear industry must meet stringent safety standards (The Times 100, Developing a Motivated Workforce, n.d., p. 113). These perceptions discourage new recruits, making it challenging for NDA to recruit the necessary skilled workforce.
Geographical Requirements
NDA’s headquarters, offices, and SLCs have locations throughout the UK. Many new recruits and exiting may require employees to move because some of these locations are in remote areas (The Times 100, Developing a Motivated Workforce, n.d., p. 113). In addition, many of the areas in which NDA operates have few skilled workers in the surrounding community. This creates shortages in certain areas, requiring some recruits and current employees to move to these communities (NDA Final Strategy, 2006, p. 69). Locating recruits willing to move, especially to remote areas, is a challenge for NDA in recruiting a skilled workforce.
Increasing Retirement Rates
With an ageing workforce, the entire nuclear industry is experiencing an increase in retirement rates (The Times 100, Developing a Motivated Workforce, n.d., p. 113). As people retire, NDA and their contracting SLCs are not able to retain the skilled staff necessary to accomplish NDA’s mission. NDA and their contracting SLCs are also trying to retain their skilled employees not within retirement age. Competition from other organizations within the nuclear industry is present as other organizations are also experiencing the effects of an ageing workforce. NDA faces a workforce shortage because 

of an increasing number of skilled workers reaching retirement age and the fact that competitors are bidding for their currently employed skilled workers.
Misaligned Systems
NDA oversees the skills development and maintenance strategies of the SLCs, but the SCLs strategies suit the needs of the SLCs and do not always align with the mission of NDA (NDA Final Strategy, 2006, p. 69). At present, there are no standards for skills development for the SLCs so each could have different standards to meet their own needs. The differing strategies of the SLCs make it difficult to have a skilled, flexible workforce (The Times 100, Developing a Motivated Workforce, n.d., p. 113).
Motivation and Workforce Development
Meeting the objectives and mission of the organization requires building and retaining not only a skilled workforce but also a loyal and motivated workforce. Because the entire nuclear industry is seeing a reduction in the skills base, competition for skilled workers will be greater. To gain a competitive advantage, NDA can offer several motivating factors to recruit new and retain current employees. To increase skills development, NDA can build partnerships with local colleges and universities to offer research and skills training.
Approach
NDA believes that being an ‘Investor in People’ is significant in establishing an image as an employer who motivates and values its current and future employees and “it shows that the organization works hard to meet the needs of its employees” (The Times 100, Developing a Motivated Workforce, n.d., p. 113). To

meet the needs of its employees and its own needs, NDA must continue its initiatives aimed at creating a motivated workforce. It must also continue its initiatives “aimed at ensuring that the workforce has the ability to acquire the skills required to make the transition from operations to decommissioning, and offer retraining and continued career development at all levels” (NDA Final Strategy, 2006, p. 69).
Motivation
The development of a motivated workforce allows NDA to accomplish its mission. NDA’s human resources strategy stipulates meeting the needs of its employees, the employees of its SLCs, and the potential future employees through various motivating factors. An effective tool that “affects almost every aspect of business” is motivation (The Times 100, Developing a Motivated Workforce, n.d., p. 113).
The way an employer treats its employees affects the productivity of the employees, therefore, the leadership of NDA and its contractual entities must exhibit NDAs values through its leadership methods. When an employer treats its employees as an asset and a partner rather than an expense and a hired hand, they will show more commitment to their jobs and the organization.
To recruit and retain talented staff, NDA has developed the Skills and Capability Strategy, part of which includes job enrichment and implementing SMART Objectives to motivate and empower people in their own personal training and development (The Times 100, Developing a Motivated Workforce, n.d., p. 115-116).
Workforce Development
To ensure that the core systems of the SLCs 

and its subcontractors align with that of NDAs mission and goals, NDA must write the cultural values and training requirements in the contracts with the SLCs. In addition, NDA must ensure that the SLCs incorporate the same cultural values and training requirements in the contracts with its subcontractors. Aligning systems allows NDA and the SCLs more flexibility and accomplish NDA’s mission and goals. NDA needs to ensure that the SLCs and the SLC’s subcontractors continue to retrain their current employees to meet with the skills development standards.
Two key initiatives to obtain a skilled workforce are a Nuclear Skills Institute and a Nuclear Skills Academy, both of which will establish national skills requirements as well as provide training and research opportunities in proximity to NDA sites (NDA Final Strategy, 2006, p. 69).
Financial
We often hear that people are the greatest asset of an organization. By meeting the needs of its people, NDA is exhibiting value in its greatest asset. By meeting the needs and motivating its people, NDA is adding value to the organization. Motivated employees are more likely to, care about their performance, have fewer accidents, have fewer conflicts, have lower rates of absenteeism, need less supervision, be more productive, more innovative, less resistant to change, and more eager to learn. In turn, this can reduce NDA’s costs and increase productivity (The Times 100, Developing a Motivated Workforce, n.d., p. 113-114). Motivated employees are also more likely to stay with an organization longer. This reduces turnover

and the costs of recruiting and training new employees.
One of NDA’s objectives is to “make best use of assets and maximize value-for-money” (The Times 100, Developing a Motivated Workforce, n.d., p. 113). NDA has made a substantial investment in meeting the needs of its employees, retraining current employees, and sponsoring initiatives in the community to build a skilled workforce. Achieving such a skilled and motivated workforce is expensive and hard, but NDA sees this as a long-term investment well rewarded with highly skilled employees committed to fulfilling NDA’s mission (The Times 100, 
Developing a Motivated Workforce, n.d., p. 114).
Outcomes
Advantages/Success
A motivated workforce is beneficial not only for NDA, but also for its employees. “The NDA view is that the Authority’s objectives and employee objectives have a win-win relationship” (The Times 100, Developing a Motivated Workforce, n.d., p. 116). NDA accomplishes this win-win relationship through job rotation, job enrichment, skills development, and work-life balance.
Through job rotation, NDA cross-trains staff for flexibility while “making work more interesting and challenging” for the employee (The Times 100, Developing a Motivated Workforce, n.d., p. 116). Through job enrichment, NDA assigns a team role for which each person is best qualified and use the person’s skills and talents in the various projects of decommissioning. The employees become empowered to make important decisions and show commitment to higher standards of performance and quality (The Times 100, Developing

a Motivated Workforce, n.d., p. 116). Empowerment allows an employee to give his or her best to the team and is a way for the organization to capitalize on employee talents and skills (Crockett, Four Elements of Greatness, 2010).
Through skills development, NDA uses the skills obtained by the employees in its decommissioning projects. Skills development gives employees the opportunity to “build on existing skills and capabilities” (The Times 100, Developing a Motivated Workforce, n.d., p. 116). For some, attending skills training would not be possible because of inadequate finances or schedule issues if it were not for the training opportunities available through NDA. By building skills and capabilities, many employees experience increased job satisfaction, responsibility, self-esteem, status, and have better chances for promotion (The Times 100, Developing a Motivated Workforce, n.d., p. 115).
NDA “recognizes that skilled and committed people in a long-term career cannot separate work from the rest of their life” (The Times 100, Developing a Motivated Workforce, n.d., p. 116). To assist in creating a work-life balance, NDA provides several incentives such as relocation support, family leave, and counseling. NDA also motivates its employees through competitive salaries, additional performance related pay, and incentives such as a pension scheme, excellent leave, and an organizational culture built on good communication (The Times 100, Developing a Motivated Workforce, n.d., p. 115-116).
A skilled, motivated workforce provides NDA with improved performance,

innovation, and competitiveness and at the same time giving employees better job satisfaction, increased self-esteem, and a feeling of worth. Through motivation and meeting the needs of its people, NDA has built a good reputation, which enables it to attract talented and highly qualified staff.
Failures
NDA reviewed its options regarding the maintenance and development of a skilled workforce to continue decommissioning in the nuclear industry. The options were for the SLCs to continue providing the skills development that best suit their own needs or NDA and the SLCs to work collaboratively on skills development. NDA’s strategy is to work collaboratively with the SLCs. Although NDA currently uses motivation and skills development at its headquarters and offices and skills training in the community at local colleges and universities, collaboration in developing a standard, effective approach to skills development between NDA and the SLCs has only just reached the implementation stage in March 2010 (Capability, Skills Strategy, n.d.).
Unexpected Challenges or Outcomes
Since 2005, NDA has been working collaboratively with other organizations in the nuclear industry as well as with local colleges and universities on skills development that the nuclear industry requires. Not only are these initiatives providing the skills development the nuclear industry requires, they are also providing the public information about the dynamics and the high standards of safety required of the nuclear industry. This will attempt to change the negative perceptions

of the nuclear industry and encourage students and others in the workforce to pursue employment in the nuclear industry (S-cool Revision, National Skills Academy for Nuclear, n.d.).
Lessons Learned
The success of the Nuclear Decommissioning Authority depends on people – the people who work for NDA as well as those working for its SLCs and subcontractors. One lesson learned by NDA is that the old Industrial-Age paradigm is no longer effective and counterproductive in effectively accomplishing the missions of organizations in today’s knowledge-based industries. NDA recognizes that a new organizational culture and leadership is necessary to be competitive in recruiting and retaining staff. As an ‘Investor in People’, NDA recognizes the needs and abilities of the whole person and uses motivational factors to recruit and retain the skilled workforce it needs (The Times 100, Developing a Motivated Workforce, n.d., p. 114).
Another lesson learned by NDA is that recruiting and retaining a talented and highly qualified workforce is becoming more of a challenge for not only NDA, but also the nuclear industry because of several factors including a diminishing skills base and an increasing rate in retirements. According to Gooch (2010):
Some 40 per cent of the National Grid workforce will reach retirement age over the next 15 years. By 2025, almost half of the overall nuclear workforce in Cumbria will have retired… [Cumbria] has the largest nuclear workforce in the UK and lies at the heart of the industry.
Several nuclear organizations, including NDA, recognize

the growing need for skills development and are collaborating efforts to curtail this trend. In 2005, NDA announced the funding of £20 million for three initiatives based in West Cumbria, two of which are a National Nuclear Skills Academy and a Nuclear Skills Institute (£20million funding agreed to support skills and nuclear cluster strategy, NIA – The Nuclear Industry Association, n.d.). In 2007, the UK government approved the proposal to create the National Skills Academy Nuclear (Latest news, National Skills Academy for Nuclear, n.d.). 
Conclusion
People are an organization’s greatest asset. The Nuclear Decommissioning Authority recognizes this and works hard to attract and retain a highly skilled, motivated workforce that will carry out its mission. 
People choose how much of themselves they will give to their work. How much they give depends on how the organization views them, treats them, meets their needs, and engages the whole person (not just their hands or their back) in their work - heart, mind, body, and spirit (Crockett, Four Elements of Greatness, 2010). By meeting their needs, NDA encourages employee engagement and commitment to his or her work and organizational success.
NDA also recognizes that motivation alone will not supply it with a skilled workforce. NDA understands the need to invest in skills development for current employees and those looking to enter the nuclear industry. NDA has made a substantial investment in meeting the needs of its employees, retraining current employees, and sponsoring initiatives in the community

to build a skilled workforce. NDA recognizes the risk that another competitor could benefit from the skilled workforce NDA has built if employees decided to leave or if potential recruits decided to seek employment elsewhere. Through its human resources (HR) strategy, the NDA developed several motivating practices to indicate the value of and to meet the needs of its employees. To have a competitive advantage, NDA must continue these practices if they want to recruit and retain the highly skilled, motivated workforce committed “to NDA’s mission on which the future of the industry and public safety ultimately depend” (The Times 100, Developing a Motivated Workforce, n.d., p. 113-116).
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